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1 Introduction

1.1 Purpose
A QGEA guideline provides information for Queensland Government agencies on the recommended practices for a given topic area. Guidelines are generally for information only and agencies are not required to comply. They are intended to help agencies understand the appropriate approach to addressing a particular issue or doing a particular task.

1.2 Audience

This document is primarily intended for staff involved in business and ICT planning and architecture-related activities both at the whole of Government and department level. This may include: 
· Chief Information Officers (CIOs)
· business planners

· strategic policy officers

· information standard or policy officers
· records managers
· library managers
· ICT managers 

· ICT architects (enterprise, information, application, technology and solution).

1.3 Scope

This guideline relates to the business layer of the Queensland Government Enterprise Architecture (QGEA).

It applies to all departments.

It is necessary to note that not all business service domains within this framework are applicable to all departments within the Queensland Government. A department’s business planning activities will determine relevant, appropriate and necessary business service domains.

2 Background

Queensland Government business services are business offerings that deliver value to or enable outcomes for its clients. Each agency will have a number of business services that are delivered to consumers. Consumers may be its constituents (citizens), or they may be other organisations that deliver services to constituents.

The Business Services Classification Framework (BSCF) provides a consistent, logical and comprehensive view of all Queensland Government services, independent of the physical departments and other entities that make up the Queensland Government. 
The BSCF can be used to help an agency:

· create a new service through scope clarification and service naming

· evaluate service delivery costs and service delivery risks

· understand the types of services it offers

· identify opportunities for service rationalisation

· clarify the link between business targets and service delivery activities.

The BSCF can be used at a whole-of-Government level to provide a consistent understanding of business services offered by departments, agencies and offices. It allows a coherent view that allows all government services to be defined and managed as a whole.

This guideline provides examples of how the BSCF can be used to support agencies and the whole-of-government in:

· service design
· supporting business services analysis.
For more detailed guidance on how the BSCF is structured, and definitions of each BSCF domain, see the QGEA Business Services Classification Framework Definitions.

3 Service design
The following is a common scenario that this guideline seeks to address.
My agency has just completed a business planning process. Through this process, it has been determined that my agency needs to develop a new service to a client segment. As a designer of this service, how can I appropriately scope and name the service?
A business service is defined as having two aspects:

· Service line – the business segment that the service operates within

· Service mechanism – the intended outputs that are delivered to the business segment (see Figure 1).
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Figure 1: Definition of a Business Service
One way to scope a business service is to use the BSCF to identify the service line aspects and service mechanism aspects.  The following steps may assist in scoping and defining a business service. To illustrate how service design can be supported with the BSCF, an example is worked through below.

3.1 Document the service requirement

Is there a clear statement that describes the service? What is the purpose of the service?
For example: “The purpose of the service is to minimise smoking among the population by assisting smokers to quit and communicating the health risks associated with smoking."
3.2 Who will consume the service?

Firstly, the consumers of the service should be identified. In the smoking minimisation example above, the consumers of this business service are members of the public so the service line may be within Constituent Services (see Figure 2). If the service was to be consumed within the government, then it would likely be an administrative service.

3.3 What industry segment does the new service operate within?
Now we have identified the service consumer and selected which section of the service lines framework the service belongs to, we can identify the service line.
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In our example, because the new service will be providing health related services, the service line may be Public Health Services (see Figure 2).

Figure 2: Example of classifying a business service to a Service line

3.4 What service outputs sought?

Having classified the service line, the service mechanism can be identified. This selection is based on the service outputs.
In our example, it is proposed that the service will deliver:

· personal support and coaching for clients wanting to quit smoking

· public education on the health risks of smoking

· legislation requiring cigarette packaging to include health warnings. 

Using this information about the service, we can see:
· Personal support and coaching for clients wanting to quit smoking is an intangible output and therefore is an Engagement. The service mechanism aspect may be Care and Rehabilitation (see Figure 3).

· Public education on the health risks of smoking is also an Engagement. The service mechanism aspect may be Advocacy and Promotion (see Figure 3).
· Legislation requiring cigarette packaging to include health warnings is a tangible output and therefore may be a Product. The service mechanism aspect may be Legislation (see Figure 3).
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Figure 3: Example of classifying business services to a service mechanism
3.5 Confirm the service(s)

As both discussed and illustrated in Figure 1 above, a business service is comprised of a service line and a service mechanism. In this example, as there are three service mechanisms, there may in fact be three business services scoped. As there may now be three business services, it may be possible to classify each business service to a Level 3 domain service line.
For example, a more appropriate service line for ‘legislation requiring cigarette packaging to include health warnings’ may be Consumer Health. The table below is an example of classifying the business services including classifications to Level 3 domains of service line.
	Business Service
	Service Line
	Service Mechanisms

	Personal support and coaching for clients wanting to quit smoking.
	Health Care Delivery
	Care and Rehabilitation

	Public education on the health risks of smoking.
	Consumer Health
	Advocacy and Promotion

	Legislation requiring cigarette packaging to include health warnings.
	Consumer Health
	Legislation


Table 1: Example service lines and mechanisms
4 Naming Business Services
Service names should be relevant to the agency and business units involved in its delivery. However a consistent approach to naming business services across the agency can help to quickly provide information about a service’s scope, and the processes that may be involved in it.

There is no definitive way to name a business service. The advice below provides recommendations that may assist agencies to ensure business services are consistently named across their organisation. 

Ensure the service name is relevant to the business. 

The organisation should be able to easily derive the purpose of the service from its name. 

Include the product or engagement provided by the service

Including the product or engagement provided by the service in its name helps to remove ambiguity and ensures the purpose of the service is easily understood. The level 2 and 3 domains of the BSCF Service Mechanisms can be used as a standard list of products if agencies do not have a set of their own. 

Consider including the end customers in the name of the service, especially when the service is engagement-focused or a generic product is being provided. 

Including the end customer in the service name helps to define the scope of the service, and can provide a point of differentiation between services delivering similar outcomes to different customer groups. 

When the service is product-focused, consider indicating the product’s life-cycle(s) in the service name. 

To make it clear what the service is delivering, the stage(s) of the product lifecycle covered by the service can be included in its name. Again, this can provide a point of differentiation between services delivering similar outcomes to different customer groups.

To name a service by using the lifecycle element, consider what elements of the business service’s broader lifecycle are in scope. 

· Plan – services that involve planning activities to deliver an output to clients. Verbs that could be included in the name of such a service include planning, analysis and assessment. 

· Acquire and Develop – services that involve either development or procurement activities to deliver an output to clients. Verbs that could be included in the name of such a service include procurement, selection and recruitment. 

· Deliver and Maintain – services that involve implementation activities to deliver an output to clients. Verbs that could be included in the name of such a service include implementation, delivery, conduct, construction, process, maintenance and reporting. 

· Retire - services that involve retirement activities to deliver an output to clients. Verbs that could be included in the name of such a service include retirement, archiving, disposal and decommissioning. 

If a business service covers all aspects of the lifecycle (that is, there is end to end process responsibilities) management would be the preferred lifecycle term.

Example business service names

Exemplar service names for the example of smoking minimisation services are shown in Table 2. 
	Business service description
	Possible service names

	Personal support and coaching for clients wanting to quit smoking.
	Smokers’ support and coaching care

	Public education on the health risks of smoking.
	Smokers’ public health education

	Legislation requiring cigarette packaging to include health warnings.
	Smokers’ consumer health legislation development


Table 2: Example service names

5 Business service analysis 
The BSCF provides the Government with a framework for classifying business services.  Consistent with other QGEA classification frameworks, by classifying service instances to the BSCF, this enhances the understanding of coverage, gap, duplicates and spend per domain.  The BSCF provides a schema for analysing business services at a whole-of-organisation, whole-of-Government and whole-of-agency levels.

	Analysis area
	Description
	Types of analysis

	Coverage
	The extent to which the business services are spread across the business service domains of the BSCF.
	This is a general indicator of how the business services are distributed across the relevant domains.  Typical findings include:

· Is there even distribution of business services across service lines and service mechanisms?  Is even distribution necessary?

· Is there a concentration of business services in a particular service line? Or in a particular service mechanism? Or in a particular cross-section of service line and service mechanism?

	Gaps
	The proportion of service domains that do not have business services classified to them.
	Gaps are particularly important for alerting an organisation to domains in which no explicit activity exists.  Gaps indicate:

· areas in which the organisation has failed to invest resources for delivering the service

· opportunities to exploit new services 

	Duplicates
	The proportion of service domains that have multiple business services classified to them.
	Duplication may indicate that the organisation has over-invested in business services in particular domains and is duplicating the business services.

· In situations where it may be acceptable or reasonable for business services to be duplicated, it may indicate the need for stronger communication ties to ensure that cross-service impacts are managed.
· The identification of duplicated services is a useful input towards organisational restructure activities such as machinery-of-government changes.

	Spend per domain
	The proportion of spend in each domain of the BSCF based on the annual estimated cost of operation of each business service.
	Spend per domain represents the level of investment in service lines, service mechanisms, and, cross-sections of service lines and service mechanisms.  Spend per domain allows an organisation to reflect on the following:

· Is the level of spend in particular business service domains appropriate for the nature of business conducted by the organisation?

· Are there opportunities to rationalise spend in some business service domains?

· Are there cheaper alternatives for provisioning some business services?


Table 3: Using the BSCF to undertake service analysis











































































































































