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The BIRRA e-ladder model
Final conference – Iceland 15th -16th of June 2006
Donnie Morrison - Patrick Wauters

Northern Periphery Regions

“Develop a measurement tool and compare broadband services 
and applications in the NPP area”

The different domains: 
eGovernment
eLearning
eHealth
eBusiness
eWork

What we achieved

• The objectives: develop a measurement tool and 
compare broadband services and applications in the 
NPP area:
– Establish suitable eLadder model +++
– Establish indicators +++
– Create ranking mechanism +
– Identify key actions for progression +++
– Develop monitoring system ++
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How we did it

• Design started 8 months ago in the Western Isles
• Developed through discussions and meetings in WI, Sweden 

(Härnösand), Iceland, Finland (Lapland)
• Tested in workshops in: 

– Finland (Kemi-Tornio University , eLearning readiness; Kajaani, evaluate 
Kainuu region on eLearning, eBusiness and eGovernment; Rovaniemi
evaluate Lapland region eLearning, eBusiness and eGovernment

– Western Islands, workshop on eLearning, eGovernment and eBusiness
– Iceland (2 workshops: Skagafjordur +)
– Sweden

* The results of the test are presented separately 

Design & 
development

List e-services
Pilot

Dissemination & 
implementation

The eLadder is…

• …a self-assessment & bench-learning development tool for 
regional e-programmes /projects’

• It can be used on the level of one regional/local programme 
or for peer-to-peer exchanges and explorations among 
comparable programmes / projects

• The focus is on understanding & learning:
– ‘why what’ (strategy, objectives)
– ‘what is needed to make it happen’ (foundations, settings 

and enablers)
– ‘what are the results’ (service evaluation)
– what should change to advance to the top level? 

(transformation plan)

Key success factors for 
implementation

• The implementation requires intense work and in-
depth study

• Self-evaluation capabilities are important …
• …but for the success of bench-learning exercises the support 

of third party facilitators is crucial; 
• It will run more smoothly if it builds on existing 

collaboration and networks among public 
administrations

• Ownership is important: only people and programmes 
with self interest in the learning process should participate

• There must be a clear mandate and leadership buy-in for 
participation in bench-learning
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The model

Programme strategy

Assessment

eBusiness readiness

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eGovt .  readiness

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eHealth readiness

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eWork readiness

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eLearning readiness

Leadership
Sustainability
Stakeholder participation
Technology
Capabilities & change

eBusiness service measurement

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eGovt .  Service measurement

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eHealth service measurement

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eWork service measurement

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eLearning service measurement

• e-Sophistication
• Implementation & coverage
• The take of (use) 
• Performance & impact

eBusiness readiness

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eGovt .  readiness

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eHealth readiness

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eWork readiness

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eLearning readiness

Leadership
Sustainability
Stakeholder participation
Technology
Capabilities & change

eBusiness service measurement

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eGovt .  Service measurement

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eHealth service measurement

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eWork service measurement

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eLearning service measurement

• e-Sophistication
• Implementation & coverage
• The take of (use) 
• Performance & impact

Assessment

eBusiness readiness

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eGovt .  readiness

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eHealth readiness

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eWork readiness

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eLearning readiness

Leadership
Sustainability
Stakeholder participation
Technology
Capabilities & change

eBusiness service measurement

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eGovt .  Service measurement

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eHealth service measurement

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eWork service measurement

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eLearning service measurement

• e-Sophistication
• Implementation & coverage
• The take of (use) 
• Performance & impact

eBusiness readiness

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eGovt .  readiness

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eHealth readiness

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eWork readiness

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eLearning readiness

Leadership
Sustainability
Stakeholder participation
TechnologyFoundations

• Broadband infrastructure
• Citizen connectivity
• Business connectivity

Regional Setting
• Demography
• Economics (GDP)
• Education
• Health
• Regional employment

•
•
•
•
•

•
•
•
•
•Foundations

• Broadband infrastructure
• Citizen connectivity
• Business connectivity

Regional Setting
• Demography
• Economics (GDP)
• Education
• Health
• Regional employment

•
•
•
•
•

•
•
•
•
• Capabilities & change

eBusiness service maturity

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eGovt .  service maturity

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eHealth service maturity

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eWork service maturity

• Leadership
• Sustainability
• Stakeholder participation
• Technology
• Capabilities & change

eLearning service maturity

• -e-Sophistication
• Implementation & coverage
• The take up (use) 
• Performance & impact

Impact

Programme strategy

Programme strategy

Programme strategy

Programme strategy

Programme strategy
-Strategic goals
-Objectives
-Performnace
indicators

Programme strategy

Programme strategy

Programme strategy

Programme strategy
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The flexibility of the model

• This is the complete trajectory of the model, the 
exercise  starting from the check of the vision until 
writing of the road map to go up the ladder…

• … but the different layers can be used separately 
– Regional e-learning stakeholders can assess the readiness 

of their programme and the sophistication of some e-
learning services 

– Or a project manager planning to implement a new 
service can use the readiness model as a check list  (ex-
ante evaluation)

The settings layer
Employment rate % of working age people

Employment Status 
Employee % of labour force
Self Employed (inc. family workers) % of labour force
Unemployed (unemployement rate) % of labour force
Student % of labour force
Other % of labour force

Number of enterprises
Micro (1-9 employed) #
Small (10-49 employed) #
Medium (50-249 employed) #
Large (250+ employed) #

Political structure -- - + ++
Centralised (--) >< decentralised (++)
Compulsory national e-programmes
Tradition of strong public sector
Strong role for local democracy

Integration of horizontal structures
Integration of vertical structures

Trend to agency/network integration 

Socio-economic trends
Trend towards an ageing society
Trend towards a 'wellness and leisure society'
Trend toward a multicultural environment
Trend towards ecological awareness
Trend towards higher stakeholder requirements 
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Foundation Layer
BROADBAND FOUNDATIONS

Coverage Denomina

Percentage of citizens living in areas served by broadband Total popu
Percentage of business situated in areas served by broadband Total numb

Broadband entry price n.a.
Normalised 1Mbps price n.a. 

Percentage of citizens living in areas served by at least two always on technology over fixed network Total popu
Percentage of business in areas served by at least two always on technology over fixed network Total numb

Percentage of municipalities/local authority districts with PIAPs (Base: all municipalities-local authority districts) Total numb
Number of Hot Spots/WI-FI per 1000 inhabitants n.a. 

Connectivity 

Percentage of broadband subscriptions per citizen Total popu
Percentage of households with broadband connection Total numb

Percentage of business with broadband connection Total numb

Percentage of public schools with broadband connection Totall num

Public Investment

Number of projects by Public Authorities in the region involved in building broadband infrastructure for public/own usage n.a.
Total value of public investment in the projects in the region for public/own usage (if possible per year from 2003 to 2006 included) n.a. 

The strategy layer
Programme Strategy

Strategic goals

Fexibility of delivery Extend Market Social Inclusion Enhancing skills
Objectives

Develop online materials <-
Development of outreach 
centre <-

Develop a Virtual Learning 
Environment <- 24x7 access <-

Develop online presence <- Enhance eLearning awarness <-

Produce CDs <- Provide relevant programmes <-
Performance indicators

Nr. of people making online 
courses <-

% of courses available online <-

Nr. of coures available on 
Virtual Learning Environment <-

Range of CD Rom materials 
across courses <-

Name: Extension of Higher Education opportunities

Name Programme: 

OVERALL 0%
Question Criteria Score

0%
1.1 Leadership & Strategy 0%
What links or impact does the 
project/programme have on the 
regional/national eLearning strategy? 

1.2 0%
Is the strategy for this 
project/programme defined?  With clear 
priorities and objectives? 

1.3 0%
Is the project/programme clearly 
communicated to the stakeholders? Do 
they understand the eLearning agenda? 
Do they have any involvement in the 
project/programme?

100%
No strategy defined Strategy defined but 

not documented
Documented strategy 

exists
Ownership of strategy 

is clear.  Strategy 
widely communicated. 

Strategy clearly 
identifies objectives

The strategy is 
regularly used, linked 

to priority service 
outcomes, & key staff 

are highly aware

100%
There is no obvious link 

with the 
regional/national 

strategy

There is an indirect link 
with the regional 
national strategy

Their are evident links 
withy the regional 
national strategy

The project/programme 
supports the existing 

regional/national 
strategy

The project/programme 
has an impact on a 

renewed 
regional/national 

strategy 

eLearning Readiness 

0% 25% 50% 75%

75%

0% 25% 50%

0% 25% 50%

75% 100%
No clear 

communication. Key 
stakeholders are 

uninvolved and resist 
eLearning ideas

Key stakeholders are 
aware of the 

project/programme 
although remain non-

participative

Majority of the 
stakeholders are 

involved in the project 
programme

All key stakeholders are 
engaged and are 
committed to the 

project/progtramme

Key stakeholders pro-
actively support the 

project/programme and 
have a thorough 

understanding of  the 
eGovernement strategy

The strategy layer
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0%
2.1 Management & Organisation 0%
Do you have a funding strategy ?  Is the 
long term funding guaranteed ? 

2.2 0%
How do you manage the resources of the 
project/programme?

2.3 0%
What have been your actions around skills 
required vs. skills available?

2.4 0%
Do you have an adequate 
project/programme management system 
for the eLearning project/programme?  

100%
There is no clear 
commitment or 

understanding of the 
level of resource 

required

There are sufficient and 
appropriate resources 

available

Roles and 
responsibilities are 

understood

Roles and 
responsibilities are 

clearly understood and 
documented

Roles and 
responsibilities are fully 

understood and 
documented. 

Resource restraints 
have been considered 

and planned for

0% 25% 50% 75%

100%
There is no clear 
funding strategy. 

There is understanding 
of a range of funding 

sources and 
opportunities

Funding sources and 
opportunities have 
been identified and 

prioritised

The funding strategy 
identifies sources and 
opportunities, aligned 
to the needs of the 
project/programme

There is comprehensive 
funding strategy, linked 

to value delivery,  
which incorporates 
innovative use of 

sources and financial 
models

0% 25% 50% 75%

There is clear direction 
from the programme 
structure. The critical 

path and dependencies 
are documented and 
well understood. All 

streams are fully 
aligned and engaged.

75%

75% 100%
The project/programme 
plan and structure are 
regularly reviewed with 

all project streams 
aware of their key 
deliverables and 

timescales

0% 25% 50%

0% 25% 50%
There is no 

project/programme 
governance or 

programme structure in 
place.

There is a 
project/programme 

plan but the 
project/programme 
structure is unclear 

with no obvious 
linkages between the 

streams

The project/programme 
is governed by a clear 
project/programme 
structure (board). 
There are clear 

documented linkages 
between project 

streams.

100%
No skills analysis has 

been undertaken
There is awareness of 

skills gaps, but no 
detailed understanding 

Comprehensive gap 
analysis has identified 

and prioritised deficient 
skills

A strategy is being 
developed to address 

the skills gap 

A comprehensive 
strategy is in place 

which identifies tools, 
techniques, channels, 

and providers

E-Service maturity layer
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The e-sophistication is based on 
the EU online supply model

An ‘Integration’ level has been introduced

One-way 
Comms

Two-Way 
Comms

Formal 
Exchange 

& 
Transact’n

Integrated 
range of 
Govern’t
Services

1 2 3 4

Cost/ 
Complexity 

Risk

Information Interaction Transaction Integration

Value to, and Increased Participation of, Citizen / Business

InformationInformation

One-way interaction 
(downloadable forms)
One-way interaction 

(downloadable forms)

Two-way interaction 
(electronic forms)

Two-way interaction 
(electronic forms)

Transaction            
(full electroniccase 

handling)

Transaction            
(full electroniccase 

handling)

Online 
sophistication

What is ‘integrated’?

Integrated back-office

Counter Call
Centre Internet i TV Mail Kiosk Mobile

Common Process – e.g. Workflow

Common Process – e.g. Authentication
Common Process – e.g. Security

Services

Gov. 
Dept. A

Gov. 
Dept. B

Region
Auth.

Local 
Auth.

A

Local 
Auth.

B

User (C/B)

Departmental 
fulfilment –

Competence 
specific

Middle Office 
Integration

Front office

Channels

E-Service maturity layer

The scorecard

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

eW ork readiness

eLearning readiness

eGovernment readiness

eHealth readiness

eBusiness readiness

Readiness

0%

10%

20%

30%

40%

50%

60%

70%

80%

90%

100%

eW ork service
maturity

eLearning service
maturity

eGovernment
service maturity

eLearning service
maturity

eBusiness service
maturity

eService m aturity
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Design an action plan
Domain Score Actions Responsible Due date

0%

eWork readiness

eLearning readiness

eGovernment readiness

eHealth readiness

eBusiness readiness

0%

0%

0%

0%

eBusiness service maturity

0%

0%

0%

0%

0%

eWork service maturity

eLearning service maturity

eGovernment service maturity

eLearning service maturity

Results from the different 
trials

• Overall the reactions of the participants in 
the different trials where very positive 

• Effort and in depth work is needed when 
complete model is used 

• Real expertise is needed for evaluation of 
the services

• Self-evaluation expertise / assistance is 
needed 

Usefulness 

• The implementation of the  model 
facilitates: 

• Ex-ante evaluation of e-programmes
• Ongoing monitoring / evaluation of e-programmes
• Regional policy monitoring and influencing 
• Stakeholder engagement 
• Bench-learning between regions 
• Collaborative development of regions and 

municipalities
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Next steps
• Finalize the model
• Fill in & compare the ‘foundations’ in the regions
• Implement the model in different regions / authorities 
• Benchmark regions: decide on 2 common 

programmes/services per domain 
• Link to eGep & Understand / EC / ERISA
• Make it more user-friendly web-tool
• Translate in national languages

– High level conference “The Impact of eGovernment in Europe” , 
Helsinki, 13 september

Your idea’s? 

• …

Patrick.Wauters@capgemini.com


