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The Story 

On April 14th, 2009 the Austrian Federal Government decided to start the program “Reducing 
administrative burdens on citizens” with the goal to design public administration simply, in a 
customer-friendly, efficient and swift way. 

At the outset of the programme a survey was launched to collect more information about costs 
and efforts caused by administrative procedures. The remarkable result based on about 100 
administrative procedures covered by this survey was: 

 22 million applications, requests, declarations etc. per year. 

 32 million hours of overall burden for all Austrian citizens per year. 

 113 million € cash expenditure (for copies, tickets etc.) per year. 

 On average one Austrian citizen had 3 contacts with government agencies causing 
almost 4 hours of processing time per year. 

Consequently, a package of measures was defined in 2010 for the focus area “Administrative 
procedures in case of birth, marriage and death”. The general orientation of those measures 
consisted of an increased offering of online solutions, implementing one-stop-shop solutions 
(e.g. one-stop-shop for Births) and providing easier access to e-government for citizens. 

One concrete measure was the definition of the FABIAN programme, which improves all 
aspects of the family allowance service delivery process from the citizen point of view as well as 
from the public administration point of view. The first step of FABIAN is the project Austria 
Child Benefit without Application (ALF), which started in December 2014 based on a 
decision of the Austrian Federal Government in September 2014. 

The main objectives of the ALF project were the following: 

 Improved efficient client-centred service delivery: 

o Consistent further development of the One-Stop-Shop principle to a No-Stop-
Shop solution. 

o No need to apply for child benefits. 

o Supporting documents are not required. 

o In normal cases the child benefit will be paid quick and in an uncomplicated way. 

 Increased cost efficiency in public administration: 

o Reduced personal contact, face-to-face or by phone. 

o Cost savings for data collection from different data sources. 

o Cost savings for child benefit application review and scoring. 



 Smooth transition from today’s IT landscape to a new state-of-the-art solution: 

o With the ALF as the first step of the FABIAN programme, which addresses all 
aspects of the family allowance service delivery process from the citizen and the 
administration point of view. 

 Define and verify a scalable and replicable approach for the overall FABIAN programme 
in terms of technical solution and appropriate process model. ALFs technical base “E-
Finanz Platform uses a highly scalable and expandable server landscape (AIX 
machines). The components/applications of the Platform are running in Java Virtual 
Machines. Oracle RAC is used to provide performance, scalability and high availability of 
data. 

The analysis phase for the entire FABIAN programme where ALF was the 1st step started in 
2013, and the ALF project started in December 2014. The Go Live for Release 1 was May 1st 
2015, and the Go Live for Release 2 was June 1st 2015.  

 

The Challenges 

The target audience included on the one hand the citizens, with an aim to launch a regular 
payment of the child benefit starting after birth without having to submit an application. On the 
other hand it automated tasks for case officers’ and reduced overall administrative burden.  

ALF was executed and coordinated by the Ministry of Finance (BMF) in close collaboration with 
the Ministry of Family and Youth (BMFJ). As it was the first step in the large FABIAN 
programme, and given its unique concept and potential high impact, the project had a high 
public and political attention, which created some challenges: 

 Many stakeholders and therefore many varied interests and claims influenced the 
project. Typically, late change requests demanded by high-ranked stakeholders could 
have a very strong influence on adherence to schedule, budget and quality. 

 Another challenge is to minimise problems caused by poor data quality in external 
databases. Wrong or missing data prevent automated processing. More manual 
processing is necessary. Finally this affects image and cost adversely. 

 The implementation had a fixed deadline and budget, steering the use of a Design-to-
budget approach by Scrum; this required very time boxed sprints, consequent handling 
of the backlog and a very tough code review process to ensure software quality. 

 
The Approach 

The overall foreseen budget was 1 million euro, with the largest share being utilized for the IT 
Project with the BMF (Ministry of Finance) acting as the customer. The team consisted of +- 7 
FTEs. BRZ (Federal Computing Centre) acted as service provider for software development and 
operations with a team consisting of +- 10 FTEs.  

At first some pre-requisites were identified and monitored: 

 An early timetable for the required legislative processes was defined and executed. 

 The Requirements and Functional Specifications were developed in close cooperation 
with IT, domain experts and tax office experts (family benefits). 



 A close attention was dedicated to the timely availability of the central personal data 
register (ZBR) and the BMF master data administration (GDV), which are fundamental 
external databases which support the ALF functionality. 

Additionally, a strong project governance was set up, as close collaboration was needed, with in 
total 5 FTEs assuming project management roles (both in BMF as BMFJ). A project steering 
board with top officials ensured sufficient buy-in from Department Heads. The software 
development process was a federal iterative process model mixed with Scrum elements.  

To reduce administrative burden and focus on automation ALF was set-up as an integrated part 
of the E-Finanz IT landscape in Austria and follows the rules of the E-Finanz platform, which 
provides a scalable server platform, virtualization, load balancing, and standardized services 
(e.g. state engine, rule engine, document creation, menu-system, GUI, master data 
administration, logging, web services). 

ALF uses data from other external (not BMF) and internal (BMF) databases, e.g.: 

 National insurance data from the HVSV (Main Association of Austrian Social Security 
Institutions). 

 Income / salary information (BMF internal) based on a legislative foundation. 

Moreover, ALF applies a set of business rules to the collected data to check if payment without 
an application is possible. 

 

The Surprises 

What makes the project truly special is that the implementation of ALF resulted in a cultural 
change through the embracement of the concept “Service without application”:  

 It’s a cultural change from a financial administration point of view, because it’s the first 
time that a benefit will be paid without any application. 

 From a citizen (parents) point of view, a child birth is an extra emotional situation in life 
and every relief can help. 

An important point of attention before/during implementation was the need for sufficient 
stakeholder buy-in and engagement, which proved to be a key enabler. A thorough stakeholder 
analysis was performed upfront, and measures were taken (e.g. Press and TV were important 
opinion leaders, and a press information packet was designed upfront).  

Nevertheless, many stakeholders cause many varied interests. Typically late and new features 
demanded by high-ranked stakeholders had a strong influence on adherence to schedules, 
budget and quality, and therefore professional and disciplined change request management 
was needed. 

 

The Benefits 

ALF and the next steps of the complete FABIAN programme are an important contribution to a 
modern, easy to use, time and cost saving public administration. Every child, every applicant, 
every mother or father in Austria stand to benefit from this. 

Overall, benefits were generated on two axes: 

 Internal benefits for case officers:  

o Use of different sources to collect data. 



o Application review and scoring. 

o No-stop-shop through automation. 

 External benefits for citizens:  

o Regular payment of the child benefit, automatically starting after birth, without the 
need to apply for it. 

o A process that is easy to handle. 

o The payment is done as soon as possible. 

 

Two types of metrics were used to keep track of the success: cycle time per case (1-2 days) 
and the business rule result per case (in 57% of the cases no additional request is needed). 

In all other cases one or more business rules stop the automatic payout of child benefits, e.g. 
missing banking account or other information is missing or must be clarified. 

 

The Learnings 

Overall, the project was a major success as it was finished on time and on budget, with a high 
level of quality. All project goals were reached, and the feedback from users (citizens and case 
officers) is positive. The project also received several awards: 

 e-Government-Competition Berlin 2015: 1st Place. 

 EPSA (European Public Sector Award) 2015. 

 Austrian Public Administration Award 2016. 

Although the project was a major success, in retrospect the following elements could have been 
carried out differently:  

 Spend more resources/time and effort for the Project Setup phase. 

 Foster the agile approach by standardizing the used method, usage of tools, more 
training for developers, testers and managers. 

 Increase the sprint duration, because 2 weeks are too short for the selected approach 
with subsequent testing of suppliers and customers within a sprint. 

 

The Case for Replication 

The project demonstrates the following replicable features: 

 It was proven to be feasible on a low and predefined budget. 

 The approach of ALF intentionally designed a replicable technical solution and 
process model. 

 The project concerns a common life event, encountered by all public administrations on 
a regular basis. 


