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Abstract
In this article, we present a case study of one the successful gover Key words: Emirates ID 20108
organisation strategy development exercises in the United Arab Emi 2013 Strategy, Strategic
(UAE). The 20162013 ¢rategy of Emirates Identity Authority (Emirates ID Planning, Strategy

supported organisational development and allowed the Emirates ID to bec Development, National Identity
pioneer in its field of practice. Its strategy was among the reasons behi Management Systems
selection and winning the Best Federal Authoy Awar d i n t
federal Government Excellence Programme. This article attempts to descr
principles on which the organisational strategy was developed. It also ou
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performance. We conclude that the new strategy helped the organisation |
a successful example in the UAE and that further lessons can be learned f
as we outline and discuss them to influence the field of practice.

INTRODUCTION
Strategic planning is a management tool that helps an organisation focus its energy, ensure that members
of the organisation are working toward the same goal s,
in response to a changing environment (Bryson, 2011). In short, strategic planning is a disciplined effort
to produce fundamental decisions and actions that shape and guide what an organisation is, what it does,
and why it does it, with a focus on the future (Bryson, 2011) (see Figure 1).

Insert figure 1 here
Strategic planning has become prevdent in all parts of the globe; however, practices in the field show that
the strategy development process itself has become daunting. Ironically, by creating an unfocused
strategy, a government can end up wasting money and resources on an effort that will not deliver desired
outcomes. On the other hand, if the government focuses on creating a more focused strategy, subsequent
gains should result in energising and moving the organisation toward its mission goals, creating an
integrated system by which the strategic plan becomes a reference to measure progress and a system of
accountability (Bryson, 2011; Lipman & Lipman, 2006; Steiner, 1997).

Still, to dat e, many organisations fal/l into what Ah
organisational time is spent reacting to unexpected changes instead of anticipating and preparing for
them in a carefully crafted strategy. This is referrei

Ahoy also referred to the reality that organisations caught off guar d may spend a great deal of time and
energy playing catch-up games and using up their energy coping with immediate problem fi with little
energy left to anticipate and prepare for the next challenge. This vicious cycle locks many organisations
into a reactive posture.

In this perspective, we present a case study of a successful strategy development project in the
government field. It provides an overview of how Emirates Identity Authority (Emirates ID) fi a federal
government organisation in the United Arab Emira tesfi developed its globally benchmarked 201062013
strategy. The developed strategy positively affected the overall organisational performance and
supported the organisation to become a pioneer in its field of practice. The organisation was awarded the
Best Federal Authority in the UAE federal Government Excellence Programme 2 in 2012. We also report
some of the lessons learned during the first two years of development and execution phases of the
strategy. The overall content and discussion in the article can serve as reference for practitioners in the
field.

1 Emirates Identity Authority, Email: ali.alkhouri@emiratesid.ae

2The UAEds Feder al Government Excell ence Pr ogrmeProgranine) so r ef ¢
aims in promoting excellence in the public sector and improve both performance and results based on internationaheriteria. T
program uses the European Framework for Quality Manmgement (
of Excellenced in pursuit of its 2021 v ihitp:/eww.skgep.gdv.eet o me a mo
(http://lwww.vision2021.aé/
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The article is organised as follows: The next section provides background information to the case study
organisation and the strategy context in which it was developed. In Project Achievements, we present the
main outcomes and achievements of the new strategy. In Strategy Impact on Emirates ID, we provide an
overview of the strategy impact on the overall organisational performance and the key areas that were
positivity impacted. In Lessons Learned, we outl ine some of the key lessons during development and
execution of the new strategy. In Conclusions, we summarise the document with some remarks and
reflections.

EMIRATES ID BACKGROUND: STRATEGY CONTEXT

The Emirates ID is an integral part of the United Arab Emi r at es d ( UAE) feder al str a

mandate to create a central population database that stores biometric and biographic information for all
residents and citizens in the UAE, supplying value -added smart identity cards to all those who enrol in
the database. Emirates ID had undergone a preliminary strategy development exercise in early 2007,

which resulted in clear goals designed to address the

organisational requirements. While this strategy h ad been effective in the startup phase, achieving the

authorityds mandate required a more dynamic strategy

evolution in the operating model.

Therefore, in the fourth quart eam dedided2o0uddergo aEsetiondat e s
strategy development exercise to prepare the authority for the possible challenges that lay ahead (e.g.,

mass enrolment, infrastructure expansion, e-services facilitation, etc.). As a result, the leadership team

also decidedt o trigger the devel opment of the authorityds

anticipated challenges while maintaining alignment between its strategy and the UAE federal strategy.
Thi s project al so enabl ed Emi r at e sral enibtiestt®m sudgessfullyne o f

D

1

i mpl ement the customised strategy devel opment framewo.l

office.

Once the 2012 013 strategy had been formalised and approved

challenge was the timely rollout and effective execution of the strategy. To facilitate this process, Emirates
ID formed a Strategy Support Office (SSO) headed by the Director General of the authority and consisting
of skilled program managers, and experts and specialists in management and technical areas. The SSO
was responsible for:

1 Reporting Emirates ID strategy development and execution activities to Board, UAE Prime
Mi ni sterds Offices, and other stakehol der s;
Supervising the cascading of the strategy into departmental operation al plans;
Performing ongoing updates to the strategy (as needed);
Supporting internal communication of the strategy;
Providing management support to initiative execution (as needed).
Over 24 months, the SSO collaborated on various aspects of strategy exadion, change management, and
stakeholder management, which required involvement in internal initiatives ranging from supporting the
development of departmental operating plans to enhancement and monitoring of enrolment and card
delivery processes. A number of these initiatives are illustrated in Figure 2.

Insert figure 2 here

=A =4 =4 =4

PROJECT ACHIEVEMENTS
Project achievements have been segmented into two areasstrategy developmemind strategy executionwith
the former further broken down by key initiatives. The following two subsections will elaborate on each.
Corporate Strategy Development Project
Emi r at es 020[8GGkategyWaseveloped using the strategy development framework formulated
by the UAE Prime Minister®&s Off i federalgyjovelnmena entitiest(seel f or
Figure 3).
Insert figure 3 here
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The strategy development framework starts with an articulation of the high -level strategic direction
embodied by the vision and the mission statements, and the strategic intents of the federa government.
This high-level strategic direction would then cascade down through the organisation in a structured
manner in the form of strategic objectives, key success factors, initiatives, and activities for departments.
The structured framework ensure d explicit linkages between every level of the strategyfi from vision all
the way down to activitesihence providing a coherent road map to del
also provided clarity for staff as to how their work directly contributed to the a chievement of a specific
element of the strategy.
The leadership team and SSO office applied the above strategy development framework through the
project approach to set Emirates | D6s new strategic di
distinct phases (seen in Figure 4).
Insert figure 4 here
The diagnostic phase started with a thor oud®lO)rasvi ew o1
well as discussions involving the leadership team to articulate the vision of the organisation. The se
discussions also focused on how the vision could or should be realised and potential challenges that may
be faced along the way. In parallel, numerous analyses were conducted to uncover potential internal
challenges facing the organisation.
The outcome of these discussions and analyses was an organisational health check that highlighted
critical gaps that needed to be taken into account whe
Next, the SSO partnered with #coldtertre cuerent ahndfduse opemtind er s hi p
model, so as to better understand the evolution in the service portfolio and customer base.
A benchmarking exercise was also conducted to enabl e
with those of its intern ational peers (see Table 1).
Insert table 1 here
Next, the authority embarked on the development phase, which required using output from the
diagnostic phase coupled with the strategic intent of the authority to develop the high -level strategic
direction for the organisation: mission, vision, and four strategic intentions that were cascaded into four
distinct strategic objectives, cumulatively capturing the activities of the entire organisation (see Figure 5).
Insert figure 5 here
For each strategic objectve, a series of measurable key success factors (KSHs)strategic enablersi were
also identified to guide progress toward achieving the respective strategic objective to which each
belonged. In total, 16 KSFs were established and assigned key performance indiators (KPIs), which
would measure the progress in achieving each KSHi hence, the overall strategic objective.
In the implementation planning phase, the team took into account the gaps identified, the shift in
operating model requirements, as well as the key success factors for the organisation to define 20 distinct
initiatives that would cumulatively address all organisational gaps and operating model requirements,
with the aim of ultimately delivering all of the strategic objectives. This structured strate gy development
process ensured that all proposed initiatives were linked to potential gaps and KSFs, in turn linked to
strategic objectives (see Table?).
Insert table 2 here
Strategy Implementation/Strategy Support Office
The SSO played a critical role inthe execution, oversight, and close monitoring of numerous initiatives
ai med at execut i ngd2@3Instrategy. drs additiindts diréclly 1sQpporting initiative
execution processes, the SSO also served as advisor to the senior leadership team imanaging initiative
teams and communication with key stakeholders, such &
Mi ni sterd6s Office. This section chronologically highl:i
by the strategy support office.
Operational plans. After developing the corporate strategy, the next step was to integrate the new
strategy with operational activities. This was done via the development of operational plans for each
department within the organisation structure. Such an appro ach created linear linkage between the day
to-day activities of each department with the initiatives identified in the corporate strategy. Development
of the operating plans consisted of documentation of high -level activities, planned timelines, and
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milestones, as well as assignment of individuals accountable for each initiative. Furthermore, KPIs were
also defined to measure progress against targeted outputs and outcomes (see Figure 6).

Insert figure 6 here
Key benefits of the operational plans were the creation of elaborate work-plans linking the day -to-day
activities of departments to the overall strategy, thereby leading to increased departments accountability
for execution of the corporate strategy, as well as provision of a holistic view on what to exp ect from
various teams over the course of the year. One of the primary challenges was ensuring that department
teams adhered to the agreed operational plan commitments and leveraged the operational plans as a
means of guiding the @&é®partmentsd daily activit
Performance management. Another key initiative led by the SSO was a performance management
program which was progressively rolled out over a two -year period to ensure maximum buy -in and
adoption within the organisation. A first step in the initiative was manual measurement processes for
performance indicators identified in the strategy development phase and departmental operating plans.
These KPIs also served as the baseline for sem@nnual performance reporting to the UAE Prime
Mi ni sterds Office.
Manual KPI measurement was conducted via customised department specific Excel spreadsheetsthat
served as a performance tracking and submission tool for each department and also enabled rapid
consolidation by the strategy department (see Figure 7).

Insert figure 7 here
As organisational buy-in increased and organisational needs evolved, the number and scope of
performance indicators measured also increased. Furthermore, an initial subset of performance indicators
was identified for automated measurement and was used to develop business requirements that would
enable automated measurement of KPIs.
The rollout of the performance management program has already provided numerous benefits: Not only
has it enabled greater transparency around organisational performance and promoted more robust
governance, it has also supported compliance with the performance reporting needs of the UAE federal
government and created a more resultsiented organisation.
This initiative also posed its fair share of challenges. An initial challenge was obtaining buy-in from
departments in the identification of performance indicators and setup of reasonable targets. Furthermore,
the departments had to comply with monthly performance reporting timelines and provide supporting
documentation, w hich required close oversight and follow -up with each department.
Process reengineering impact study. One of the pivotal projects executed during the strategy execution
was development of an impact study for the enrolment process reengineering. As a part of this project,
the SSO supported the organisation in gaining stakeholder buy-in and support for rollout of a
reengineered enrolment process.
The need for a reengineered process arose due tahallenges in rapidly enrolling citizens and residents

intothe UAE f eder al government 86s Opopul ation register.

intake capacity, complex enrolment processes, and lack of robust mechanisms to ensure a regular flow of
enrolment applicants into service points.
To remedy this situation, Emirates ID conducted a review of its enrolment processes to identify root
causes for bottlenecks, thereafter implementing a process reengineering to solve these problems (Al
Khouri, 2011). Key benefits of the reengineered enrolment process coutl be segmented along four keys
pillars: process efficiency, cost optimisation, incremental capacity, and enhanced customer experience
(Al-Khouri, 2011). Some key benefits achieved as a part of the reengineered process are depicted in Figure
8 and Table 3.

Insert figure 8 & table 3 here
The impact study was instrumental in validating the process reengineering that had been approved by

Emirates | D6ds Board in Q3 of 2 0 0-@ide anod®l fom planming anglr v e d

analysis-based solution impl ementation, which had been one of the key gaps identified in the strategy
development phase.

Enrolment monitoring and analytics. Once approval for the enrolment reengineering had been achieved
and the high-level process reengineering implemented by the reengineering program team, the SSO was
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called in to help stabilise the new process and ensure adoption of detailed reengineered process steps
across all parts of the organisation. To help achieve these objectives, the SSO worked hand in hand with
the departments and different vendor project teams for more than 15 months to embed new processes
and implement mechanisms and tools for monitoring and analysing various stages of the enrolment
process. Figure 9 outlines the scope of the SSO in the strategy managemerand monitoring activities (see
also Table 4).
Insert figure 9 & table 4 here

This project served as the backbone of the SSO strategy implementation activities at Emirates ID and had
a direct positive effect on its strategic KPI results (e.g., average enolments capacity per day, average
daily enrol ment, average number of application
analytical approach served as a valuable insight-sharing mechanism for the bi-weekly management team
meetings. Furthermore, preparation of an enrolment management handbook document by the SSO
ensured the continued retention of enrolment reengineering knowledge, should any further
enhancements be desired in the future. Figure 10 provides a high-level overview of enrolment p rocess
steps.

Insert figure 10 here
This initiative was, by far, the most time consuming and challenging of all the initiatives undertaken in
the strategy. A primary driver for the challenging nature of the initiative was lack of competent project
owner(s) accountable for driving the enrolment reengineering and associated initiatives forward, as well
as managing the program via an integrated master plan. This often led to a sense of complacency among
Emirates ID and vendor project teams, necessitating closeinvolvement and even day -to-day management
by the SSO. Another issue that heightened the difficulty of the initiative was the quality of external vendor
teams and opeanded nature of some vendor contraBtsth of these led to slow execution of even the most
basic operational tasks and frequent non-compliance with agreed-upon milestones.
Card delivery enhancements. Having stabilised enrolment processes in conjunction with departments
and vendor project teams, the SSO undertook efforts to assess and streatine the card delivery processes.
The drivers for the SSO engaging in this study were sizeable card delivery backlogs that developed due
to increases in average daily enrolment volume and inefficient delivery mechanisms (see Figure 11).

Insert figure 11 here
The project commenced with conducting an analysis of existing card production and delivery backlogs
and identifying bottlenecks and redundancies. Next, a benchmarking study was conducted to compare

proces:

Emirates |1 D6s card del i verlpcapmiprogamsis aher cousties (seg Figue mp ar a b |

12). The results of the benchmarking study and asis process assessment were used to define
enhancements objectives, as well as delivery and operational enhancement requirements. The last step in
this project was assessing the benefits and implications of each potential card delivery solution and
selecting vendors that could support rollout of these potential solutions.

Insert figure 12 here
The outcome of the project was a detiverp hpprbaeh fromne & a

mpi ng

odeliveryoéupd modeli.ckThis enabled Emirates I D to great

and costs, thereby eliminating existing backlog levels, as well as reducing the risks of future backlogs. In
addition, the selected approach also enabled the authority to leverage the scale and existing infrastructure
of Emirates Pos® for its card delivery needs. However, despite the process revamp, Emirates ID
continued to face issues with card pickup, as many customers were slow to retrieve their ID cards or
choose to not pick up their cards at all.

Call centre transition. One of the final projects undertaken as part of the strategy was enhancement of the
performance of the call centre, which had been outsourced to two external vendors, each having
ownership for a distinct subset of services. Given that the call centre served as the primary post
enrolment touch point for customers, its efficient operation was essential to upholding service delivery
commitment to customers and, in turn, maintaining high customer satisfaction levels.

3 Emirates Post is a gemnment organisation in the United Arab Emirates established to provide postal and shipping services

across the country and around the world.
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As a first step, the authority conducted a thorough review of existing operations across both vendors by
analysing their scope of services, IT infrastructure, and inbound doutbound call volumes. In paral lel,
customer service teams worked to define critical call centre functions required to better serve customers
(e.g., general enquiries, application tracking, issue resolution, etc.). These analyses helped provide an
accurate view on feasibility of continu ing relationships with existing partners versus seeking alternate
options to meet call centre service needs (see Figure 13).
Insert figure 13 here
Based on these initial analyses, the authority defined a set of options for future call centre environment
(e.g., single vs. multiple point of contact, call routing options, etc.) and obtained agreement from
leadership teams for the desired option. Next, a roadmap was developed to transition from a multipoint
to a single point of contact environment, identify key operational activities, and work with customer
service team to shortlist vendors.
Having evaluated numerous vendors, the team selected a company for a pilot project aimed at testing the
adequacy of its IT infrastructure and customer service team. The last step in ensuring a seamless
transition from a multipoint to single -point of contact solution was conducting a detailed mapping of the
future IVR solution (level 1 & 2 services) and outlining all system and human intervention requirements.
Insert figure 14 here
Although the identified solution was still in its early phase during the writing of this article, initial results
were positive and showed that full implementation of a single point of contact was a feasible, practical
solution that, nonetheless, required the implementation of a customised CRM solution that aligned with
the authoritydds customer service needs and data requir

STRATEGY IMPACT ON EMIRATES ID
The new strategy had a tangible positive adtaonfyavast on th
this visible in improved performance indicator results but also in terms of greater leadership team
collaboration and employee engagement in adopting the new strategy. Below are some key areas that are
viewed to have been positively affected:
Enabled Enrolment Acceleration. Acted as an enabler for acceleration of enrolment rates via facilitation
of implementation of reengineering enrolment processes and active monitoring of enrolment processes.
There was an:

A Increase in the Population Register from less than 2 million more than 5 million;

A Increase in average daily enrolment from under 5k/day to more than 12k/day.

Insert figure 15 here

Performance Tracking and Reporting. Regular monitoring & internal dexternal reporting of key
performance indicator s:
Improvement in KPI results and more prevalent culture of accountability for KPI results;
Emphasis on monitoring of capacity utilisation rates at registration centres;
Elimination of root causes/drivers for bottlenecks across enrolment business process
steps.

> I

Insert figure 16 here
Increased Customer Centricity.
A Ongoing efforts to monitor and improve customer experience;
A Streamlining of enrolment and card delivery procedures and enhancement of existing
and introduction of new customer touch points.

Insert figure 17 here
Skills Development. Acceleration in the development of technical and soft skills of strategy department
team and department project managers:
A Taking an unstructured problem and selecting appropriate information to analyse the
issues while keeping in mind the final objectives and not getting lost in the details;
A Independently developing and applying a well -thought -out comprehensive plan;
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A Conducting research that has predefined objectives, gathered by leveraging appropriate
secondary sourcesand supported by meaningful data;

A Adeptness at quantitative and qualitative analytical techniques;

A Rapidly executing project tasks by focusing on core issues and effectively managing
deadlines with limited guidance;

A Summarising/synthesising relevant findi ngs and implications into well -structured
presentations.

LESSONS LEARNED

Functional & Technical Aspects Contributing to Success

A key functional aspect that led to the success of the new strategy development was the setup of the
SS0ds wor ki n gaskifarat edppording stakehalders from across departments. Such a model
enabled key initiatives to benefit from a combination of the analytical and problem -solving skills of the
SSO team and the technical knowhow of vendor and department project teams. Furthermore, such a
model required close involvement of representatives from each department, thereby leading to greater
buy-in, commitment, and accountability across the organisation. In addition, setup of the Strategy
Support Office as a task force provided each departmentds | eadership with
whom they could seek assistance whenever they faced challenges in setting up an initiative or needed
assistance in resolving issues faced by an initiative. The end result was that stakeholders were
empowered to manage initiatives internally but also had access to specialised resources to help them
successfully meet commitments that may be at risk.

Some of the positive technical aspects of the project were systematic upfront planning, structured project
management processes, and inclusion of data to support decisionmaking. The benefits of these technical
elements were visible in the impact on and positive outcomes of initiatives where time was invested to
adequately pre planed activities, map pro ject phases, and define mechanisms to measure progress (e.g.,
daily reporting, automated online reports). Furthermore, these initiatives successfully leveraged data as a
means of quantifying the current situation, constantly assessing the impact and outcomes of
implementing enhancements (e.g., backlog management).

Functional & Technical Challenges Faced

While there were many positives from the strategy development project, there were also some functional
and technical challenges faced by the project team:One of the key challenges was the extremely limited
pool of internal resources available for integration into initiative project teams. This limitation led to the
small number of available skilled resources being stretched across too many initiatives, consequentially
leading to a decrease in the resources engagement level and output.

Management Successes

A key management success was the involvement of and oversight by the senior management team in the
Strategy Support Office. This involvement reinforced emp loyees and vendors that the leadership team
was engaged and interested in the day-to-day operations of the organisation and was willing to hold
people accountable for delays or underperformance. A key operational element that contributed to this
management success was implementation of the biweekly management meeting as a forum for reporting
successes and quick wins, as well as escalation of issues that needed support from management and risks
that could potentially delay execution of the strategy.

Management Challenges

One of the management challenges faced was too much of
in identification and implementation of solutions for tactical and/or operational issues, thereby shifting
the management t e m;tegic@ovérmance to opérational gavdrnance in turn, leading to
an overburdened and singular steering committee maintaining oversight across almost all initiatives (i.e.,
bi-weekly management team meeting). To prevent such a situation in the future, the mid-management
team was asked to take on a more proactive, independent role in issue resolution, whereas the senior
management team ensured that these individuals were empowered to make decisions and given the
room to learn from their mistakes.
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Although a key accomplishment for Emirates ID has been the immense pace at which it has rolled out
key initiatives to close gaps identified during the strategy development phase, this approach has also had
an indirect downside: Adoption of such rapid change has led t o the lack of prioritisation, thereby leading
to competing priorities for many parts of the organisation and incomplete implementation of some
initiatives. Underlying drivers for this have been the limited adherence by management to predefined
project plans, calling for phased rollout of initiatives, and the lack of a central program management
office responsible for maintaining an integrated master plan and enforcing disciplined issue management
processes and standardised project reporting.

Best PracticesAdopted

As mentioned earlier, Emirates ID was one of the first UAE federal entities to successfully implement the

customi sed strategy devel opment framewor k devel oped
Il ncorporation of best p r aategyi dewelspmentndffarts rbmanly sensered | DO s s
compliance with the PMOGB s gui delines but al so enabl

incorporated both qualitative and quantitative analysis, ensuring linear linkage of the high -level
mandate, strategy, and operational activities.

CONCLUDING REMARKS
The 201®2013 strategy of Emirates ID yielded successful outcomes in the first two years of its execution.
Key factors that contributed to the overall strategy success were leadership commitment, vigorous and
dynamic management mindset, clear vision of expected outcomes, simplified thinking models, communication, and
change management plans.
Government programs normally tend to be clear to some extent of their vision and high -level outcomes
when they are first announced; however, our experience indicates that many formulated government
strategies do not capture or take into account the overriding vision due to complexity or nature of the
programii hence facing significant difficulties to articulate requirements in cl ear terms of objectives,
associated initiatives, and through to the setting up precise and measurable KPIs. Therefore, we envisage
that the failure rate in the government sector to be a high probability.
National identity cards programs have been implemented around the world, and due to their complex
nature, are no exception. Through this article, we have attempted to outline the role of the strategy in
supporting the success of such programs. Although the limitation of a single -case study could be an
obvious shortcoming, we aimed to document our accumulated knowledge and disseminate it to the field
of research and practice, anticipating that it will allow better understanding of government practices and
share viewpoints and contribute to the advancement of government systems. Overall, the content of this
article provides deep insights into the Emirates |1 DO0s
useful information to practitioners, specifically those in the same field.
In addition to what we reporte d earlier, there are also important aspects that need management
consideration: One is the need for a periodical review of the strategy. It is important that the reviews be
conducted regularly to help shape and adjust department activities. We propose that the framework
should incorporate an assessment of key success factors (KSFs) into the strategy review process. The
perceived benefit is that it would help create a stronger link between strategic objectives and operational
activities, given that key success factors are the most important strategic enablers for an organisation to
realise its strategic objectives (deWit & Meyer, 2010). Furthermore, an assessment of KSFs would also
help in the identification of concrete actions that could be fed directly into the departmental operating
plans, thereby limiting the loss of any momentum in the future.
The review process should measure performance via three key quantitative and qualitative indicators, as
depicted in Figure 18. However, to create a stronger link between strategic objectives and operational
activities, a thorough assessment should be conducted for each KSF included in the strategy.

Insert figure 18 here
Anot her aspect of consideration is that gover nment p
i fecycle (depicted in Figure 19) to support their streé
places emphasis on improving shareholder value as the key driver for management decisions and to
achieve and sustain competitive advantage. The lifecycle is consists of five stages: emergent, growth,
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maturity, decline, and end of life. The maturity lifecycle also overlays four value disciplines, described by
Treacy and Wiersema (1995); namely:
1. Operational Excellence: Differentiation based upon productivity and ultimately cost;
2. Customer Intimacy: Differentiation based upon matching customer expectation with offer
fulfilment;
3. Product Leadership: Superior design and performance;
4. Category Renewal (Disruptive Innovation): Create a new source of competitive adva ntage.

Insert figure 19 here
The model is recognised as a tool for analysing the dynamic evolution of organisations, thereby affecting
the strategy development exercise. The model should be used to broaden the outlook on opportunities for
growth. Thekey f act or here is o0focus.d6 Management needs
then construct its organisation around it (Treacy & Wiersema, 1995). Choosing one discipline to master
does not mean discarding the others, but it means that the organisaion needs to focus its energy and
assets on a single discipline to achieve sustainable success: Each discipline demands a distinct strategy,
organisational model with its own structure, processes, information systems, management systems, and
culture.
In principle, government strategies need to focus on: (a) core processes and competencies; (b) amplifying
development through creativity and innovation; and (c) managing citizen relationships and promote
engagement. These are the keys to securing value creatio, thereby creating more citizen-centred
strategies. In shortfi and to effectively set successful strategie$i organisations need to analyse these
lifecycles and map them against their existing positions and growth plans. Developed strategies need to
create vdue as quickly, effectively, efficiently, and accurately as possible. This is the only way we can
speak the language of the globalised world we live in today.
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Table 1: Benchmarking with International Peers

e-ID Card Issuing

Business Management Dynamics
Vol.2, No.1, Jul 2012 pp.05-24

Benchmarking Appeal

Entity
’ ‘ Central Informatics 2005 - Aregional Leader for e-ID and e-Gov
Bahrain Organization - Advanced infrastructure
General Directorate - Many Integrated functionalities with the Card
I $ for institutions 2005 | - Very Advanced infrastructure
Belgium & Population
- PN Citizens and 2002 | One of the first Europe.an cppntrigs to issue e-ID Cards
migration Board - Many integrated Functionalities with the Card
Estonia - Very Advanced infrastructure
€= i - First to issue e-ID Cards in the world
National X 285 L) Wi ve
) ) Registration 2001 | - Many mtegrated_ Functionalities with the Card
Malaysia Department - Very Advanced infrastructure
LG Immigration - Many integrated Functionalities with the Card
Singapore $ & Zhe;:"kpomts - Very Advanced infrastructure
uthority
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Table 2: Identification of Initiatives for 2010-2013 Strategy

Strategic Objectives

Business Management Dynamics
Vol.2, No.1, Jul 2012 pp.05-24

Enrol and maintain an accurate, comprehensive & up to date

population register

Key Success Factors/SKPI Gaps Initiatives/Sub initiatives

- Accessibility to enrolment
services

o Daily enrolment
application/issuance

Lack of defined plan
outlining population
forecasts for enrolment area
by time.

- Ability to manage flow

o Daily enrolment n/
issuance as a % of
capacity.

o % of target population
enrolled.

Qutdated plan for ensuring
consistent flow of
population into registration
centres.

Understaffing in registration
centres will prevent ability to
enrol expected daily volume
in the future.

Software and hardware
limitations will constrain
capabilities to cross check
expected future volumes
with MOI database.

- Enrolment and renewal planning

(o]

access channel enhancement: establish
additional enrolment channels to enables
more rapid enrolment.

Staffing Ramp up: Deploy a clean plan
for recruiting, hiring and retaining front
and back end staff need to support future
enrolment targets.

Core enrolment system upgrades: cary
out necessary software and hardware
upgrades required to expand daily
enrolment capacity.

Enrolment support systems upgrades:
update support system required to
expand daily enrolment; i.e. on/offline
registration, tec.

- Accuracy of data

o % of registered customers
updating status

Lack of integration
mechanisms and
automated process to
permit continuous updating
of the population register;
either by government
entities or the general
population.

Population Register Accuracy:
implementing a plan for managing
automated and user driven updates and
implement integration layer to allow for
secure update/query access.
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