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This book is a guide to building a digital institution. It explains how a growing band of reformers

in businesses and governments around the world have helped their organisations pivot to a

new way of working, and what lessons others can learn from their experience.

For many of us, the adventures of Dorothy in Oz will forever be associated not with Judy

Garland singing "Somewhere Over the Rainbow" but with W. W. Denslow's exceedingly odd

line drawings for the original editions of Baum's Oz series. The Viennese artist Lisbeth

Zwerger, however, goes a long way toward providing a new and refreshed set of images for the

Tin Man, the Cowardly Lion, and the humbug wizard. These illustrations are often cockeyed,

with occasional realistic details thrown in, like a crow with a corncob in its beak in the first

portrait of the Scarecrow. The characters have a poignance and oddity that escaped the

makers of the Oz movie. --This text refers to an alternate kindle_edition edition.About the

AuthorLyman Frank Baum (1856–1919) is known for his children’s stories, most famously The

Wonderful Wizard of Oz. Born in Chittenango, New York, Baum had many business ventures

that took him across the country. In fact, his description of Kansas in The Wonderful Wizard of

Oz is based on his experiences in South Dakota. He was also a passionate theater lover and

wrote and performed in many plays.In 1900, Baum and illustrator W. W. Denslow published The

Wonderful Wizard of Oz to critical acclaim and success. Baum and Denslow adapted the

bestselling children’s book into a musical play, the first of its time. Baum went on to publish

thirteen more Oz-themed books. While many scholars and historians have speculated that the

Oz stories were really political commentary disguised as fairy tales, Baum always insisted that

they were written for children.From The Washington Post"Irresistible" --This text refers to an

alternate kindle_edition edition.Excerpt. © Reprinted by permission. All rights reserved.The

Wizard of OzChapter IThe CycloneDorothy lived in the midst of the great Kansas prairies, with

Uncle Henry, who was a farmer, and Aunt Em, who was the farmer's wife. Their house was

small, for the lumber to build it had to be carried by wagon many miles. There were four walls,

a floor and a roof, which made one room; and this room contained a rusty looking cooking

stove, a cupboard for the dishes, a table, three or four chairs, and the beds. Uncle Henry and

Aunt Em had a big bed in one corner, and Dorothy a little bed in another corner. There was no

garret at all, and no cellar--except a small hole, dug in the ground, called a cyclone cellar,

where the family could go in case one of those great whirlwinds arose, mighty enough to crush

any building in its path. It was reached by a trap-door in the middle ofthe floor, from which a

ladder led down into the small, dark hole.When Dorothy stood in the doorway and looked

around, she could see nothing but the great gray prairie on every side. Not a tree nor a house

broke the broad sweep of flat country that reached the edge of the sky in all directions. The sun

had baked the plowed land into a gray mass, with little cracks running through it. Even the

grass was not green, for the sun had burned the tops of the long blades until they were the

same gray color to be seen everywhere. Once the house had been painted, but the sun

blistered the paint and the rains washed it away, and now the house was as dull and gray as

everything else.When Aunt Em came there to live she was a young, pretty wife. The sun and

wind had changed her, too. They had taken the sparkle from her eyes and left them a sober

gray; they had taken the red from her cheeks and lips, and they were gray also. She was thin

and gaunt, and never smiled, now. When Dorothy, who was an orphan, first came to her, Aunt



Em had been so startled by the child's laughter that she would scream and press her hand

upon her heart whenever Dorothy's merry voice reached her ears; and she still looked at the

little girl with wonder that she could find anything to laugh at.Uncle Henry never laughed. He

worked hard from morning till night and did not know what joy was. He was gray also, from his

long beard to his rough boots, and he looked stern and solemn, and rarely spoke.It was Toto

that made Dorothy laugh, and saved her from growing as gray as her other surroundings. Toto

was not gray; he was a little black dog, with long, silky hair and small black eyes that twinkled

merrily on either side of his funny, wee nose. Toto played all day long, and Dorothy played with

him, and loved him dearly.To-day, however, they were not playing. Uncle Henry sat upon the

door-step and looked anxiously at the sky, which was even grayer than usual. Dorothy stood in

the door with Toto in her arms, and looked at the sky too. Aunt Em was washing the

dishes.From the far north they heard a low wail of the wind, and Uncle Henry and Dorothy

could see where the long grass bowed in waves before the coming storm. There now came a

sharp whistling in the air from the south, and as they turned their eyes that way they saw

ripples in the grass coming from that direction also.Suddenly Uncle Henry stood up."There's a

cyclone coming, Em," he called to his wife; "I'll go look after the stock." Then he ran toward the

sheds where the cows and horses were kept.Aunt Em dropped her work and came to the door.

One glance told her of the danger close at hand."Quick, Dorothy!" she screamed; "run for the

cellar!"Toto jumped out of Dorothy's arms and hid under the bed, and the girl started to get him.

Aunt Em, badly frightened, threw open the trap-door in the floor and climbed down the ladder

into the small, dark hole.Dorothy caught Toto at last, and started to follow her aunt. When she

was half way across the room there came a great shriek from the wind, and the house shook

so hard that she lost her footing and sat down suddenly upon the floor.A strange thing then

happened.The house whirled around two or three times and rose slowly through the air.

Dorothy felt as if she were going up in a balloon.The north and south winds met where the

house stood, and made it the exact center of the cyclone. In the middle of a cyclone the air is

generally still, but the great pressure of the wind on every side of the house raised it up higher

and higher, until it was at the very top of the cyclone; and there it remained and was carried

miles and miles away as easily as you could carry a feather.It was very dark, and the wind

howled horribly around her, but Dorothy found she was riding quite easily. After the first few

whirls around, and one other time when the house tipped badly, she felt as if she were being

rocked gently, like a baby in a cradle.Toto did not like it. He ran about the room, now here, now

there, barking loudly; but Dorothy sat quite still on the floor and waited to see what would

happen.Once Toto got too near the open trap-door, and fell in; and at first the little girl thought

she had lost him. But soon she saw one of his ears sticking up through the hole, for the strong

pressure of the air was keepinghim up so that he could not fall. She crept to the hole, caught

Toto by the ear, and dragged him into the room again, afterward closing the trap-door so that

no more accidents could happen.Hour after hour passed away, and slowly Dorothy got over her

fright; but she felt quite lonely, and the wind shrieked so loudly all about her that she nearly

became deaf. At first she had wondered if she would be dashed to pieces when the house fell

again; but as the hours passed and nothing terrible happened, she stopped worrying and

resolved to wait calmly and see what the future would bring. At last she crawled over the

swaying floor to her bed, and lay down upon it; and Toto followed and lay down beside her.In

spite of the swaying of the house and the wailing of the wind, Dorothy soon closed her eyes

and fell fast asleep.All new material in this edition is copyright © 1993 by Tom Doherty

Associates, LLC. --This text refers to an alternate kindle_edition edition.From AudioFileThis is a

delightful rendition of Baum's classic tale of mystery and adventure. Alexandra Bradbury's



clear, expressive voice brings Dorothy to life. Deutsch gives a wonderful performance as the

narrator, the witches and other female characters, while Tim Hunter rounds out the cast as the

lion, the woodsman, the scarecrow and Oz. This program will entertain listeners of all ages. No

doubt there will be high demand for other tales in this series. B.L.W. An AUDIOFILE Earphones

Award winner (c)AudioFile, Portland, Maine --This text refers to an alternate kindle_edition

edition.Review“Baum was a true educator, and those who read his Oz books are often made

what they were not—imaginative,tolerant, alert to wonders, life.”—Gore Vidal --This text refers

to an alternate kindle_edition edition.Book DescriptionClassic stories in new beautiful covers --

This text refers to an alternate kindle_edition edition.From BooklistGr. 4-up, younger for reading

aloud. As Mark Evan Swartz comments in Oz: Before the Rainbow [BKL O 15 00], L. Frank

Baum's The Wonderful Wizard of Oz "occupies a unique position in the cultural fabric of this

country." Editor Peter Glassman (Oz: The Hundredth Anniversary Celebration) calls the story

"quintessentially American." Yet it has a universal appeal--which may account for its translation

into many different languages. Although children are often first introduced to the Land of Oz by

the classic 1939 movie, the original novel and its many sequels have enchanted both young

and old over the years. Published for the centennial, several new books commemorate the

beloved story. Readers unacquainted with Oz are sure to find a pleasing version; readers who

already know the story will find something to delight them all over again.In Oz: The Hundredth

Anniversary Celebration, Peter Glassman presents art and words from children's book authors

and illustrators who are big fans of Oz and here pay homage to "the enchanted land that

inspired them and helped shape their imaginations." The paintings, in each artist's

recognizable style, lovingly convey the essence of Oz, making this truly wonderful.

Contributions come from Tomie dePaola, who imagines himself going down the yellow brick

road instead of Dorothy; Paul O. Zelinsky, who shared the Oz experience with his children; Uri

Shulevitz, who escaped from hunger and war during the 1940s in the pages of The Wonderful

Wizard of Oz ; Richard Egielski, whose childhood defense against the ghastly flying monkeys

was to lie absolutely still in bed; Natalie Babbitt, Peter Sis, Bruce Degen, Lloyd Alexander, and

many others. Proceeds from the sale of the book will be donated to Reading Is Fundamental

(RIF).Then there's Robert Sabuda's extraordinary pop-up version. On the first double-page

spread, the fearful cyclone whirls up to loom over the tiny farm house in Kansas; in the next

spread, the house stands squarely on top of the Wicked Witch of the East. And so it goes,

spread after spread. The story itself is condensed and told on foldout booklets attached to the

pages. The standout pop-ups are prints created from cut blocks of linoleum, with sparkling

touches of colored foil that add pizzazz. Sabuda's art evokes that of Denslow, including the

silver, rather than ruby, slippers, and once again, his mastery of his craft enhances and

enchants. A good selection for story hours.Also now available is Henry Holt's reissue of its

1982 version of the book, with artwork by the well-known children's book illustrator Michael

Hague. It contains several new pictures and a slightly longer profile of Baum. It's certainly not

an essential purchase, but it's a gorgeous edition for collections that don't have the earlier

volume.Last, but certainly not least, is The Wonderful Wizard of Oz, the "100th Anniversary

Edition," part of the HarperCollins Books of Wonder imprint. For those who want the look and

feel of the 1900 publication, this fills the bill. It's a very handsome facsimile, printed on high-

quality paper and containing all of W. W. Denslow's 24 original colorplates and 130 two-color

drawings. Long live Dorothy and her stalwart companions. Sally EstesCopyright © American

Library Association. All rights reserved --This text refers to an alternate kindle_edition

edition.From Library JournalWe're off to see the Wizard! Many readers of this annotated

version of arguably the most famous American fairly tale will be surprised to learn that the



1939 MGM movie musical was based on a best-selling children's book written 100 years ago;

far more readers will be astonished to find out that The Wizard was followed by a good 40

sequels, many as popular as the first Oz tale by Baum and illustrator Denslow. This volume

reproduces Denslow's color drawings from the first edition (1900) and includes previously

unpublished illustrations. Despite the popularity of that work, whose copyright author and

illustrator shared, the two never collaborated again. As the self-styled Royal Historian of Oz,

Baum went on to write 13 more Oz adventures; his mantel was then passed to Ruth Plumly

Thompson, editor of the Philadelphia Public Ledger's Sunday children's page, who produced

an additional 19 titles. John R. Neill, illustrator of all the Oz books but the first, then wrote three

more sequels, and since his death in 1943 (Baum died in 1919), numerous others have tried

their hand at an Oz story. So powerful was the book's spell that its Russian translator,

Aleksandr Volkov, wrote several sequels of his own in Russian for Soviet citizens. Hearn,

described by the publisher as "the world's leading Oz scholar," mines The Wizard in this wide-

ranging assay of the multifarious strands that fed the imaginations of Baum and Denslow. His

explanations and conjectures are enhanced by commentary from such luminaries as Salman

Rushdie and Gore Vidal. Of comparable weight to the annotations are the extensive

biographical sketches of Baum and Denslow, which elucidate the era in which the book was

conceived. The annotations can wander at times, perhaps unavoidably, into tenuous

speculation or somewhat irrelevant asides, yet the book is invaluable in pointing out

discrepancies that generations of children have wondered about (why the Munchkins live in the

east of in some of the Oz books, at other times in the west). And those who know both book

and film will delight in discovering why, e.g., the book's Silver Shoes became the film's Ruby

Slippers. Hearn, unlike Martin Gardner, the author of The Annotated Alice (LJ 12/99), had

many sequels and a film to treat. His painstaking annotation shows us Baum's Wizard as a

whiz of a wiz if ever a wiz there was. Highly recommended.-DEdward Cone, New York

Copyright 2000 Reed Business Information, Inc. --This text refers to an alternate kindle_edition

edition.Review"Baum's classic comes to life in this winning audio edition. . . . Tavia Gilbert's

whimsical narration will appeal to listeners young and old. Additionally, the distinct voices she

creates for each character make for a delightful listening experience." ---Publishers Weekly

Audio Review --This text refers to an alternate kindle_edition edition.From Kirkus

ReviewsZwerger (illustrator of Theodor Storm's Little Hobbin, 1995, etc.) creates characters

who may, if not erase the MGM cast from the collective conscious of US readers, make them

share some space therein. These tinkling, wafty creatures are very comfortable in Baumland--

the creator did, after all, want this to be a fairy tale where ``the heart-aches and nightmares are

left out''--particularly the Scarecrow, with his stuffed-pillow head, conical hat, and tremendous

girth. Zwerger doesn't try to overwhelm the story, and many of the pieces are small expressive

exercises of her vision. In an illustrator's note, she says, ``Baum's precise details--his vivid

descriptions of the Munchkins, for example--make an illustrator almost superfluous.'' Actually,

her paintings lead readers gracefully into the pages, to be surprised and entertained by the

story they only think they know from the movie. (Fiction. 7-11) -- Copyright ©1996, Kirkus

Associates, LP. All rights reserved. --This text refers to an alternate kindle_edition edition.From

the Inside FlapL. Frank Baum's timeless classic The Wonderful Wizard of Oz was the û� rst

uniquely American fairy tale. A combination of enchanting fantasy and piercing social

commentary, this remarkable story has entertained and beguiled readers of all ages since it

was û� rst published in 1900. Ray Bradbury writes in his Introduction, "Both [Baum and

Shakespeare] lived inside their heads with a mind gone wild with wanting, wishing, hoping,

shaping, dreaming," and it is this same hunger that makes all of us continue to seek out the



story of Oz--and be nourished by it.This Modern Library Paperback Classic is set from the text

of the deû� nitive û� rst edition and includes the New York Times review of that edition as well as

the original Preface by the author. --This text refers to an alternate kindle_edition edition.From

the Back CoverNo childhood is complete without a trip down the Yellow Brick Road, and this

reprint of the original edition of L. Frank Baum's classic will transport young readers and

listeners from the plains of Kansas to the shining towers of Oz. Baum characterized his ever-

popular story as "a modernized fairy tale, in which the wonderment and joy are retained and

the heartaches and nightmares are left out." His rich fantasies and child-friendly narrative,

combined with W. W. Denslow's artistry, made this the bestselling children's book of 1900.More

than a century later, children continue to take Dorothy and her friends into their hearts. This

version of their adventures is enhanced with the original 143 illustrations and 23 color

plates.Dover (2015) republication of the edition originally published by the George M. Hill

Company, Chicago and New York, 1900.A selection of the Common Core State Standards

Initiative.See every Dover book in print atwww.doverpublications.com--This text refers to an

alternate kindle_edition edition.Review“Baum was a true educator, and those who read his Oz

books are often made what they were not—imaginative,tolerant, alert to wonders, life.”—Gore

Vidal --This text refers to an alternate kindle_edition edition.Book DescriptionThe Wizard of Oz

is a beloved American classic. This edition, with fine illustrations from internationally

acclaimed artist Lizbeth Zwerger, has been reformatted as a readaloud edition.--This text

refers to an alternate kindle_edition edition.From the AuthorL. Frank Baum (1856–1919) wrote

many children's books, the most famous of which is The Wizard of Oz. Michael Foreman is a

Kate Greenaway Award- and Smarties Book Prize-winning illustrator who has worked on a vast

range of children's books. He is the author and illustrator of several books, including Cat in the

Manger, Classic Fairy Tales, and Hello World. --This text refers to an alternate kindle_edition

edition.From the PublisherThis book is in Electronic Paperback Format. If you view this book on

any of the computer systems below, it will look like a book. Simple to run, no program to install.

Just put the CD in your CDROM drive and start reading. The simple easy to use interface is

child tested at pre-school levels.Windows 3.11, Windows/95, Windows/98, OS/2 and

MacIntosh and Linux with Windows Emulation.Includes Quiet Vision's Dynamic Index. the

abilty to build a index for any set of characters or words.This Electronic Paperback is

illustrated.This Electronic Paperback is read aloud by an actor.--This text refers to an alternate

kindle_edition edition.From School Library JournalGr 3-6–These hefty, oversize editions of

childhood classics include congenial paintings executed by Foreman in previous decades. The

artwork is pleasant, but not really dominant here. Though inflated in size, the books employ a

traditional layout of illustrated novels with thoughtful, sparing placement of pictures and

uninterrupted flow of the original texts. Gentle, often humorous interpretations of characters

and events appear in one full-page scene in most chapters; occasional small views and set

pieces open and conclude chapters. With paintings that beautifully complement the enduring

stories, these might be welcome new editions. Not visually lavish by today's standards, but still

showy, they will serve as gift items or for reading aloud in some situations. Libraries with a

particular interest in Foreman's work will definitely want them.–Margaret Bush, Simmons

College, Boston. (c) Copyright 2010. Library Journals LLC, a wholly owned subsidiary of Media

Source, Inc. No redistribution permitted. --This text refers to an alternate kindle_edition

edition.From Publishers WeeklyViennese illustrator and Hans Christian Andersen Medalist

Lisbeth Zwerger takes a fresh look at L. Frank Baum's The Wizard of Oz in a large-format

edition. Zwerger's fantastical, delicate, eccentric illustrations bear no resemblance to the vision

of the movie; they make the classic tale new again. And readers can view the Emerald City



through a pair of green-tinted glasses, provided in the back of the book.Copyright 1996 Reed

Business Information, Inc. --This text refers to an alternate kindle_edition edition.Read more
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Copyright © 2018 Andrew Greenway, Ben Terrett, Mike Bracken and Tom LoosemorePublished

by London Publishing PartnershipPublished in association with Enlightenment EconomicsAll

the images in the colour plates section are courtesy of Ben Terrett or @gdsteam Flickr and are

published under a Creative Commons LicenseAll Rights ReservedA catalogue record for this

book is available from the British LibraryThis book has been composed in CandaraCopy-edited

and typeset by T&T Productions Ltd, LondonForewordFrancis: if plagiarism is the sincerest

form of flattery, you should be feeling very flattered.’This email dropped into my inbox in early

2015. It was from Malcolm Turnbull, Australia’s prime minister at the time of writing but then the

communications minister. It referred to his recent establishment of the Digital Transformation

Office, Australia’s equivalent of Britain’s Government Digital Service (GDS), and explicitly

modelled on what we had created in the UK. This followed President Obama’s creation of a US

Digital Service, copied from the same template.In the lead up to the 2010 general election, I

was leading the Conservative Party’s work in opposition on preparation for government. Britain

faced a growing fiscal crisis with a budget deficit of over 11% of GDP. At the same time, the UK

had become a byword round the world for costly government IT car crashes. There had to be a

better way.I wanted to ensure that the UK could be the most digital government in the world.

That didn’t mean that it was enough to be able to download a form from the web, print it, fill it in

by hand and return it by post. It meant the state offering services built around the needs of the

user. I commissioned Martha Lane Fox to make recommendations on how we should proceed:

to make government services that could be done online, be done properly online – digital by

default. The rest is history. A single web domain for the British government, GOV.UK, replaced

hundreds of separate websites. Scores of government transactions became digital by default.

People who wouldn’t have dreamed of working in government signed up for the ride, proud to

become public servants. In 2016 the UN ranked the UK first in the world for digital

government.Along the way, we learned about what you need to do to make difficult disruptive

change happen in government. Some of it would seem obvious to anyone experienced in

turning around businesses that have lost their way. Cumulatively, our efficiency programme

saved over £50 billion in five years, mostly from the running costs of government. None of it

was easy, and there is much more to do.I am very proud of what the UK started. I hope this

book inspires others to do the same.Francis MaudeThe Rt Hon. the Lord Maude of

HorshamMarch 2018PrologueWhat you are about to read may strike you as

obvious.Governments and big businesses have a habit of confusing complexity with substance.

This is especially true when technology is introduced into the conversation. Large

organisations have grown used to the idea that their world is uniquely complicated and special.

The technology, processes and business models they use match this perception of their

reality.Yet the more layers one adds to an organisation, the shakier it becomes. A lot of big

organisations have to work on things that are new or complex, and there is no escaping that.

However, often they are doing things that have been attempted many times before. On these

occasions, being capable of holding together something very complex can become a

hindrance. Some people can hold a crumbling structure together long past its natural life.We all

end up counting the cost of complexity taken too far. This includes the UK government. In

September 2011, it scrapped the NHS National Programme for IT. The £12 billion project was

the biggest civilian IT project of its kind anywhere ever, for an organisation with the largest

workforce in Europe. It’s difficult to imagine a much more complex challenge. Most of the

money had gone straight down the drain. It was expensive and embarrassing. The failure was



both political and technical. Worse, the NHS programme wasn’t unusual. The UK’s first e-

Borders scheme, started in 2003 in order to collect and analyse data on everyone travelling to

and from the UK, was cancelled after 11 years and an £830 million investment, leaving behind

‘highly manual and inefficient’ systems.1 A government review in September 2010 of the

performance of its 14 largest IT suppliers found that none of them were performing to a ‘good’

or better standard.2 Rumours of a ‘Millionaires Club’, admitting contractors who had pocketed

seven-figure sums, swirled around the doomed borders programme.In response to this litany of

IT troubles, the UK launched the Government Digital Service in 2011. The GDS was a new

institution made responsible for the digital transformation of government, designing public

services for the internet era. It snipped £4 billion off the government’s technology bill, opened

up public sector contracts to thousands of new suppliers, and delivered online services so

good that citizens chose to use them over the offline alternatives, without a big marketing

campaign. Other countries, and private sector companies too, took note.Faced with the digital

revolution, many people working in large organisations instinctively see its consequences as

another layer of complexity. To some of them, digital promises a better fax machine, a quicker

horse, a brighter candle. In fact, digital is about applying the culture, practices, business

models and technologies of the internet era to respond to people’s raised expectations. It is not

a new function. It is not even a new way of running the existing functions of an organisation,

whether those are IT or communications. It is a new way of running organisations. A successful

digital transformation makes it possible not only to deliver products and services that are

simpler, cheaper and better, but for the organisation as a whole to operate effectively in the

online era. As a GDS veteran wrote, digital institutions are those that are open, responsive and

effective, led by people who have at least ‘a basic level of digital competence, curiosity and

confidence’.3This book is best thought of as a set of guides for how to build a digital institution.

It will explain how a growing band of reformers in businesses and governments around the

world have helped their organisations pivot to this new way of working, and what lessons

others can learn from their experience.This is not the story of GDS. Hundreds of brilliant

people contributed to digitising public institutions in the UK. Many of them didn’t work in GDS,

or even for the government. Thousands more have contributed to similar efforts in other

countries. No book has the space to give them the credit they merit. We haven’t named names

here (other than in a handful of direct quotations) because that would have meant leaving

deserving people out. This book also uses an inclusive ‘we’ throughout. Sometimes decisions

at GDS were made by a leadership team or a product team, sometimes by individuals or by a

collective. To those who should get a mention, we can only say sorry. Thank you to everyone

who worked to make government simpler, cheaper and faster. You know who you are.What

follows draws on the UK government experience, but it doesn’t cover everything that happened

there. There are many stories from that time that others can tell better than we can. For

example, there is not a lot in this book about how digital teams working in departments and

agencies went about transforming several of the country’s biggest public services. There is little

about the quiet political conversations in the background that kept the wheels turning. There is

a whole book to be written about how GDS changed the relationship between the state and its

technology suppliers, and brought open standards to the forefront of how officials thought

about delivering services.These topics are very important, and they are mentioned in what

follows. However, based on the experience of other countries and companies, they are areas

where the best response is often determined by the specific context an organisation is facing.

There are many paths to building an internet-ready institution. This book focuses on the actions

any organisation contemplating a digital future needs to take. The first steps along the journey



tend to be the hardest. The advice in this book should set you up to succeed. What that

success looks like is up to you.The organisations that struggle most with digital transformation

are old, large, scared, defensive, encumbered by broken technology, and lack curiosity about

what the internet age means for them. They fail their users, be they customers, citizens,

employees, shareholders or taxpayers. Many of the examples in this book, given our personal

experience, relate to national governments; businesses, charities and other levels of

government should draw similar conclusions.None of what follows should be puzzling,

surprising or unexpected. None of the practical steps we advocate are unprecedented or

radical. We hope the obviousness of it all might inspire readers to reflect on why their

organisation hasn’t, won’t or can’t do these things.Michael Slaby, the manager who hired full-

time digital experts rather than jobbing IT contractors, and then put them at the heart of the

team behind Obama’s two successful election campaigns, understood the nature of the

challenge. Getting this right isn’t complicated, he said. It’s just hard.412 Cabinet Office,

Common Assessment Framework CAF 9, September 2010, version 1.434Chapter 1Why

change?I learned [the civil service] is great at managing things, but not great at changing

things.— Tony Blair, UK Prime Minister (1997–2007)After all, things are fine. Not perfect, of

course. There’s room for improvement. But you’re making steady progress. The word ‘digital’

appears in your organisation’s strategy several times.Even so, something’s not quite right. The

organisation always seems to be in the middle of one exhausting ‘change programme’ or

another, yet nothing actually seems to change.And perhaps you’ve even suffered a cyber

attack or major IT failure. An expensive technology programme or policy initiative is heading for

the rocks, with everyone on board seemingly powerless to do anything but shake their heads

ruefully. The organisation is sitting on lots of data but can’t do anything useful with it. Your

employees are complaining that it takes their computers 20 minutes to start up in the morning,

like an old car in winter. Your competitors seem to be pulling away from you. The burning

platform that spurs your workplace into action may not have drawn into clear view just yet, but

as the science fiction writer William Gibson said, ‘the future is already here – it’s just not evenly

distributed.’The prizeIn 2011, the UK set up a small team in the centre of government called

the Government Digital Service (GDS), with the responsibility for digitally transforming public

services.The UK government was spending at least £16 billion a year on IT. Four-fifths of that

money was being paid to just 11 large suppliers.5 Professor Helen Margetts, Director of the

Oxford Internet Institute, told a parliamentary inquiry that ‘the concentration of the market in

the UK … with a small number of suppliers getting the bulk of the contracts’, was one of the

features that contributed to successive governments’ poor performance in IT.6 Central

government departments were maintaining over 2,000 separate websites, without a single

consistent design element shared between them. Online scammers and tricksters revelled in

the confusion, creating sites that looked official enough to con people out of their money.Few

people wanted to do their business with the government online, put off by the poor design and

incomprehensible jargon. It was still easier and quicker for them to pick up the phone or post a

form. The UK scored 10th place on the United Nations’ e-Government ranking7; not exactly

terrible, but hardly a source of pride for a country that counts the father of the web, Sir Tim

Berners-Lee, among its citizens. In the midst of this, the country was emerging from the

biggest recession since before World War II,8 led by its first coalition government in 65

years.The UK’s situation at the time was, and is, fairly typical. The US federal government, for

purposes of comparison, invests more than $80 billion a year in IT – a figure exceeding the

projected gross domestic product (GDP) of nearly two-thirds of the world’s nations.9 According

to the Government Accountability Office, ‘these investments frequently fail, incur cost overruns



and schedule slippages, or contribute little to mission-related outcomes’. As of May 2015, a

quarter of the government’s 738 major investments – totalling $8.7 billion – were in need of

management attention due to their risk.10 Big bills aren’t common only in government. Gartner

estimated worldwide IT spending at a truly eye-watering $3.41 trillion in 2016.11Four years

after GDS was set up, the UK government announced that it had saved over £4 billion from its

IT bills. A new marketplace to supply digital expertise enabled more than 1,200 small and

medium-sized enterprises to provide services to government, half of them for the first time.12

The single website GOV.UK had become the portal for all citizens and businesses accessing

public services online, with hundreds of old government websites shut down. New digital

services – such as for paying car tax or registering to vote – had digital take-up rates of over

90%, in a country where over 9 million people still weren’t online. The government had won

national awards for the quality of its writing and design. Open data was published on nearly

800 government services, handling over 3 billion transactions per year. The UK topped the UN

e-Government rankings. In less than a full parliamentary term, the country had gone from also-

ran to leading the pack.The stories of GDS and other governments who have truly embraced

digital transformation illustrate the benefits of change. Digital transformation saves money –

lots of money. It thaws frozen markets and creates new ones. It brings clarity and beauty to a

jumbled mess. It delivers rewards, applause and validation. But far more important than all of

those things, it makes things simpler, cheaper and faster for citizens, businesses and users.For

governments, it is a lever to change the relationship between citizen and the state for the

better. This is the real prize: a vast improvement in the efficacy of the state and a resultant

upsurge in democratic engagement. For businesses, it unlocks that most precious and fragile

of commodities – a positive relationship with customers based on trust and

reputation.Outrunning the snailWhile that prize sounds appealing, there is always the

temptation to say one is too busy. Of course you’ll get round to it at some point, but at this very

moment, there is no time to focus on digital change. The in-tray is full of urgent crises. You

have to place sticking plasters on those first. There will be time to step back later.This

reasoning is powerful, but false. In any big organisation, and certainly any government, there is

always an in-tray full of urgent crises. There is never a point where a senior political figure can

kick her feet up on the desk and say, ‘You know, I’ve got a pretty clear day. Why don’t we finally

take a proper look at this?’ In the fog of tactical fixes, the accumulated strategic debt from

choosing not to change your grand old organisation slowly grows.There is a lot of hype about

how the pace of technological change is leaving businesses and governments behind. It has

become received wisdom that the failure of legacy companies to survive the internet era is a

result of them not being fast enough in responding to such giddying change. This is generally

nonsense. Tom Coates, an internet pioneer who worked at the BBC, called this out in a

blogpost written in 2006. Writing of media companies terrified by the hardly novel insight that

broadband might end up killing traditional TV, he compares them to being pursued by a giant

snail. It’s not a fast mover, yet they cannot get away. ‘The snail! The snail!’ they cry. ‘How can

we possibly escape?’ As Coates points out, ‘the problem being that the snail’s been moving

closer for the last twenty years one way or another and they just weren’t paying attention’.

Many large organisations have watched the internet approach and refused to adapt. Survival is

apparently optional.Governments are shielded from most of the competitive pressures that are

forcing industries like retail, media, banking and insurance to transform themselves or be run

over by the snail. However, incompetent administrations lose elections. There comes a point in

every government’s tenure where the distance between rhetoric and reality becomes too great.

This motive force of staying in power provides politicians with a strong incentive to want the



system they are piloting to work. Ministers want to feel confident that the levers they pull are

connected to something. All too often, they realise too late that they are broken.Politically

neutral government officials lack the same survival imperative. That does not mean that they

are therefore naturally attuned to delay politicians. Officials are not the opposite side of the coin

from their ministers; they are playing a different game. They are also human beings, and the

vast majority clearly want to do a good job. Lots are desperate for change.Many people are

already doing their best in fact, but the system they are in thwarts them. Kevin Kelly, the

founding executive editor of Wired magazine, once said, ‘Institutions will try to preserve the

problem to which they are the solution’, calling it the Shirky Principle in honour of Clay Shirky,

an expert on institutions and how they behave.13 Bureaucracies will also, as one experienced

British official put it, tend to ‘resolve ambiguity in favour of continuity’. It is therefore

inconceivable to them that anyone could even think about putting them out of business without

their say-so. This attitude does not sit comfortably with committing to painful and uncertain

change.In many developing nations, where public institutions are immature or not present,

digital companies are stepping in, invited or not. In the Philippines, a country where 44% of the

population are active internet users, 94% of those users are signed up to Facebook.14 Thanks

in large part to companies like M-Pesa providing financial services through mobile phones,

more than 80% of Kenyan adults have a bank account. The global average is 62%.

Communications has long been a piece of national infrastructure, the traditional domain of the

state and its officials. This is no longer a given.It is perhaps too early to say whether the giant

snail is coming for better-established public institutions. If it does, those in its path may dive for

the armoury of regulations, fines and flaming torches to drive it back. Maybe they’ll work. But

maybe they won’t.The message for public officials and politicians is clear. If you don’t change

the relationship between the citizen and the state to fit with the internet age soon, someone

else will take over that relationship, and in ways which are not always predictable. In Los

Angeles, around 30% of drivers use Waze, a smartphone app that allows road users to share

real-time traffic and road information. It provides information on things like traffic accidents or

police traps. Because it has become so popular, Waze has now effectively become part of the

city’s transport infrastructure, with the city administration working directly with the company to

alert drivers about potential delays. Perhaps that doesn’t sound especially radical – just a good

example of public–private data sharing. But Waze is now much more than a transport app.

Having become a part of many people’s daily lives, the app has unexpectedly morphed into a

broader policy tool. After a spate of hit-and-run accidents, LA asked Waze to post a notification

on its app whenever a hit-and-run occurred. Drivers were effectively asked to report whether

they had seen crimes take place. Not something you might expect from a traffic app.Whether it

is always a good thing that digital companies end up playing this role is far from certain. Such

arguments are already firmly on the political agenda. The fallout from London and other cities

responding to the corporate behaviour of Uber by suspending its licence to operate is

indicative of the debates that will come to dominate political discussion. A private company

now owns a growing chunk of the public space for transport around the world. Governments

remaining reactive, yet bouncing between short-term fixes, won’t deliver good outcomes. At the

other end of the spectrum, Tencent/QQ, a Chinese instant messaging service, has been cited

by Reporters Without Borders as allowing government authorities to monitor online

conversations for keywords or phrases and track participants by their user number.15 Richard

Pope, GDS’s first product manager, wrote that ‘software is politics now’. It is very hard to

imagine this becoming less true.No innovation until things workWhen faced with something

scary or unpleasant, human beings are excellent at creating displacement activity. This book,



for example, was written entirely in moments where we should have been doing more pressing

things.Organisations are collectively susceptible to this problem. It is especially common in

bigger, older institutions, where mundane tasks – getting one’s basic data in good shape for

sharing, hiring new skills into your workforce – have been put off for so long without ill-effect it

has become easy to dismiss them as being optional. As the consequences of not doing them

are minor and largely invisible to start with, people generally believe that it will stay that way.It

becomes even easier for a large business or government administration to ignore hard yet

necessary tasks if they can find something else that has the characteristics of work, while

being much more comfortable to sink time into. Fortunately, the technology hype cycle is ready

to provide a stream of distractions. All too often, the word digital is conflated with whatever

technology fad has made it into the colour supplements this month. Blockchain. Artificial

intelligence. The Internet of Things and connected devices. Robotic Process Automation. The

captains of industry, ministers and senior officials who read colour supplements during their

brief periods of down time see these exciting things and commission policy papers to unpick

their potential effect on the organisations they run. The papers are good. But there is a gap –

sometimes a huge gap – between policy or business school smarts and technological literacy.

This translates into a gulf between strategy and delivery.When GDS started in 2011, mobile

apps were that day’s special on the fad menu. Ministers all wanted their own. Top officials

thought they sounded like a great idea. Delighted suppliers queued up to offer their services to

government. We’ll talk about apps in more detail later. For now, all you need to know is that

GDS blocked 99% of requests for them. Government wasn’t ready for apps, because the

people asking for them didn’t really know what they were for. They just sounded good. The

blogpost explaining the apps policy, written by Tom Loosemore in 2013, quickly became the

digital team’s most widely read post.16We have seen too many chief executives and

department heads proudly explain their organisation’s pioneering work on artificial intelligence,

say, while in the same breath conceding their back office systems can’t reliably pay employees

on time. Or running pilots with connected devices while thousands of their customers still post

them cheques. This is not to say that preparing for the future isn’t right and good. Responsible

leaders need to keep their eyes on the horizon. The successful leaders are those who can do

this while remaining mindful their view will be ruined if they step in something disgusting lying

on the floor.What is digital transformation?At the time of writing, the current Wikipedia definition

of digital transformation, which rather oddly comes from a book written in 2004, describes it as

‘the change associated with the application of digital technology in all aspects of human

society’.17This definition is not wrong, but it is incomplete. The word digital has become a red

herring, throwing up images of zeros and ones, of devices, dongles and killer apps. Digital

transformation is not all about technology; it is about changing the way you work. This is not

easy, and many organisations have learnt that the hard way. According to Forbes, 70% of

corporate transformation efforts fail as a result of being ‘unfocused, uninspired and

unsuccessful’.18 Failure leaves scars, and dulls the appetite for future change.The practical

steps to creating a digital organisation are not complicated. They are just hard, and often

uncomfortable. For very clever people – as senior officials and executives tend to be – being

presented with simple but countercultural solutions is almost an affront. Telling them that part

of the answer to problems that have confounded them for decades is, for example, to ‘use the

words normal people would use’19 is not always welcome.As part of changing your whole

organisation, digital transformation means changing what you deliver. You will think more in

terms of services that are ruthlessly focused on what their users need from beginning to end.

You will choose to build platforms: component parts of digital services that can be used time



and again across different parts of your organisation to cut out unnecessary duplication. To

succeed in that, you will also have to fix some of what is broken: the spaghetti of old IT sitting

in the heart of processes and services, and fraying data architecture creating confusing

duplication.But the biggest change will be in how you deliver. Working in empowered,

multidisciplinary teams. Starting with the needs of users. Publishing your work in the open.

Iteratively improving what you do. Testing new services with real people. Using tools of the

open internet over expensive proprietary options. Writing clearly for a wide audience. Showing

prototypes and working code as a substitute for papers and meetings. Building trust between

people in your organisation, and those who it works with. Designing with data. Doing the hard

work to make things simple.Much of what follows in this book will seem simple and obvious.

Most of digital transformation is simple and obvious. That does not mean that it is easy. Getting

it right means getting stuck into the foundations of the institution; the incentives that shape

behaviour, the unspoken rules of the game. That is quite a bit more involved than just building

a website.Before you get to that point, there’s a basic question to answer. Where do you start?

SummaryDigital transformation is about building a new type of organisation around internet-era

principles, not adding technical complexity to try and fix analogue organisations.It means

changing how an organisation runs itself in the background at least as much as changing what

its users actually see.Being forced into a response to digital disruption is a riskier strategy than

anticipating and planning for it.Getting it right can deliver efficiency savings and improve

services for users.5 National Audit Office, Information and Communications Technology in

government: Landscape review, para 2.8.678 , Office for National Statistics. 2013.9

I10111213141516 The full blog post is published here: https://gds.blog.gov.uk/2013/03/12/were-

not-appy-not-appy-at-all/171819
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what’s outlined in this book, but ignore it at your peril, the times they are a changing. The future
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