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The Center for Technology
In Government

An applied research center devoted to
improving government and public
services through policy, management,
and technology Iinnovation.
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Government




What have we learned?

eGovernance Is about transforming the
fundamental relationship between
government and the public

Understanding this transformation is
emergent

Capability to transform is
multidimensional

Dimensions are complex and interacting



eGovernance

 From online services to any
iInformation and communication
technology used by government.

— Element view
— Applications view
— Transformation view




eGovernance

Citizen access to government
Information

Facilitating compliance
Citizen access to personal benefits
Procurement

Government to government information
and service integration

Citizen participation



Innovation

An idea or behavior perceived as new to
the Iindividual or adopting organization.

Rogers, 1972, Kanter, 1983, Damanpour, 1996



Innovation and Risk

e |nnovation characteristics interact with
organizational characteristics

o Uncertainty results from the lack of
adequate knowledge about the
Interaction

* Risk results from uncertainties about the
consequences of change efforts



Pressure to act

* Experience shows that when the
pressure to act exceeds the abillity to
understand the conseguences of action,
the risk of failure soars.



Unexpected consequences



Sources of risk

Failure to understand context

Initial (or most) focus on technology instead of
work processes and goals

Underestimating complexity

lgnoring variation and diversity

Using ‘command’ models of leadership
nadequate amounts & kinds of communication
_ack of trust (and trustworthiness)

_ack of constituency




Risk Factors

Misidentifying the problem

Underestimating complexity (tunnel vision &
smugness)

Underestimating costs

nadequate controls and monitoring
Design shifts/technological change
_ack of champions & sponsors
nstability in the environment
Overvaluing novelty




Public Sector Innovation

Accountability
Bottom line

Willingness to pay for better decision
making

Limits on discretion
Media oversight









Emergent Technologies

 Information and Communication
Technologies are rapidly changing and
new technologies, processes, and skills

are constantly emerging.

 To understand complexity researchers are
using multi-method methods and lenses.
— Strengthen results through triangulation.

— Provide more integral explanation of the
phenomenon.



Emergent Technologies

* Challenge for emergent technologies

— The phenomenon has not yet taken place
In the context of interest.

— Therefore, insight gained through these
efforts Is very limited.



Gaining context knowledge through
comprehensive prototyping

XML as an Open Standard



Problem Definition

* \WWeb sites have grown In size,
complexity, and prominence.

* \WWeb sites increasingly present
challenges of inflexibility, inconsistency,
workflow bottlenecks, and new costs.

e Technologies and strategies used in the
past are designed to produce individual
Web pages.




Web Site Management Goals

Single source of content

Automatic generation of output formats
(XHTML, PDF, Excel, WML, VoiceXML, etc.)

Flexible design for changes

Routine web page maintenance and upgrades
as simple as a file save



Web Site Management Using XML

« XML = Data Exchange.

XML offers a viable long-term solution to
many of the shortcomings of HTML
because it structures and describes Web
content in a meaningful way.

e Agencies confront many obstacles to the
adoption and implementation of XML-
based Web site management.



Context of interest

 There are relatively few examples of the
use of XML for Web site management in
government settings.

 There are very few rigorous studies that
iInvestigate the benefits, challenges, and
potential of using XML for Web site
management.



Alternatives

« Walt until the context presents.

e |dentify similar technologies or
similar contexts and extrapolate.

e Create the context.



Prototyping and
Comprehensive Prototyping

* Prototyping

— Powerful way to gain knowledge about
technical capabilities, benefits, and
limitations in unknown conditions.

 Comprehensive prototyping

— Extends prototyping by creating the context
for a technology

» Also takes into account managerial,
Institutional, and environmental factors.



What Is a Testbed?

A testbed is a platform for experimentation for large
development projects

Provides a mix of learning and doing in a structured
environment

Training Iis tied to direct application of key elements
within the work environment

Key experts are available throughout the process

It identifies, demonstrates, and evaluates the KEY
management, policy, technology and cost
Implications

It is NOT a full scale system or a pilot



Investment vs. Returns

* The relationship between investment and
returns in Web site conversion Is best
expressed In terms of shifts in productivity and
opportunity.
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Investment vs. Returns

* The principal costs are reflected in the
opportunities sacrificed and the added

personnel costs incurred to develop new
skills and capabilities.
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Questions about XML

* Agencies are interested In the
guestions:

— Is It worth 1t?
— What will it take?
— Can we do I1t?

e Researchers are interested In the
guestion:

— How can XML be used for Web site management
In government agencies?



Key Components of the Testbed

e Training
 Hands-on experience

 Workshop discussions with industry
experts

 Development of agency based business
cases that look at the feasibllity of
Implementing an XML-based
architecture



Project Scope

5 - 7 State and local agencies will be selected
through a call for participation

Testbed is a combination of workshops and training
sessions held over a 6-month time frame

Agency teams participate through hands-on
prototype development of a static portion of their
existing Web site

At the end of the 18-month project, CTG will publish
and distribute practical guidelines and case studies
based on the testbed results, along with a sharable
library of XML technical resources



Prototype and Business Case

e Based on agency’s situation, identify a “do-
able” portion of Web site that offers promising
results for XML conversion

 Through a series of workshops, training
sessions, and homework, develop a portion of
agency Web site into a working XML prototype.

e Throughout the process, gather the data and
prepare a business case for applying the
prototype lessons.



Expected Outcomes

At the end of the 6 month period, agency

partners will have

— learned and applied the SMART IT methodology through the
creation of a business case, focused on their specific
proposal

— developed an XML web site prototype

— learned and applied the following suite of skills:
* Project management
 Web design
» Information Architecture
» Accessibility
» Content and workflow management



Expected Outcomes

* At the end of the 18-month process,
CTG will have

— developed a Recommended Practices
Report based on the 6-month testbed

— developed a shared XML library that will
become a resource for future agency
developments

— New understanding of XML for content
management as an emerging technology
within the context of egovernance.






The Continued Challenge
for eGovernance

* Implementation varies across many

dimensions

— nature of organizational relationship
— users and uses of the data

— data acquisition

— access and distribution

— technical infrastructure

 No one set of barriers, incentives, and
Implementation factors fits all



The Continued Challenge
for eGovernance

e Understand

— the Interactions between innovation and
organizational characteristics

e |nvest
— Use understanding to focus investments Iin
specific and systemic capacity building
 Reduce risk and maximize value

— Build necessary, policy, management, and
technology capabilities






