


Our current state of IT

Lots of work that takes a long time to
get to

A big team full of committed individuals

A frustrated user base that can't get
what they need to make their jobs easier

Big projects that don't succeed

A friction between the business and the
technology teams



How do we to meet
the needs of our community
and our partners?



We need to switch from a
focus on output to a focus
on
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The current model of a client - vendor relationship that most of BTS utilizes



When Client-Vendor Works

"Fixed" output, i.e. hardware Continuously changing output

Single client Many clients

Clear requirements Unknown requirements
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Client only impacted Client and "User" impacted




So how do
we switch to
an

focused way
of working?
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Digital

" Serwces




4 Core Tenants

of Digital Services
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User-Centric Measurable Impact Empowered Teams Collaborative
Partners



User-Centric

Putting the human being at the center of all work

Increase Success

In a user-centric model, the risk of project failure is reduced by
constant validation against user needs.

Identify Problems

Traditional client-vendor models can lead to a disconnect between
what's built and what's actually useful to the end-user.

Increase Satisfaction

Focusing on the user experience increases customer satisfaction and
long-term engagement.
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Measurable Impact

All work has metrics associated to it so we know if we succeeded

Results Focused

Focusing on impact over output ensures we build software that
truly adds value.

Quicklly Pivelk

Metrics enable quick pivots by revealing whether our efforts
are making a real difference.

Measurable Accountability

Data-driven insights improve stakeholder engagement, aligning
expectations with real-world outcomes.



Empowered Teams

Team is quided by clear objectives and accountable through
measurable impact.

Take Responsibility

Team ownership of problems ensures more effective, tailored
solutions.

True Solutions

Space for exploration enables teams to focus on impactful
solutions, not just delivery.

Tradeoff Decisions

Trusting teams to make decisions fosters better technical solutions
and tradeoff management.



Collaborative Partners

The digital service model requires partnering on problems that
span real world and digital

Shared Process

A shared problem-solving process bridges technical and non-
technical domains, aligning us toward broader goals.

Collaboration

Balancing ownership with collaboration is key when goals span tech
and no-tech domains and require investment from multiple groups.

One Team

Mutual belief in collaborative problem-solving fosters a unified
team focused on effective solutions




Traditional Way of Working




New Way of Working




Example Project: The Challenge

By the Numbers
VA Website Each month, over 10 million people attempt to access the digital tools and content at the
Department of Veterans Affairs (VA) and have historically struggled to find what they’re
looking for. Veterans experienced disjointed navigation between sites and pages, and 3 oo/o

found that the website was focused more on the structure of the agency than on their

needs as Veterans. Digital modernization efforts needed to focus on improving the user increase in the customer

3 satisfaction score for the
experience. modernized pages, from an average
of 53 to over 69

1.7M
The USDS team at VA and the Office of the Chief Technology Officer partnered with teams
across VA to focus on quickly connecting users to the most commonly needed services and logins every month on VA.gov

information VA offers. The result was the new VA.gov website, built with the input of over
View live project

The Solution

5,000 Veterans, service members, caregivers, and family members.

Access and manage your VA benefits and health care

B Health care B Disabitity
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UNITED STATES DIGITAL SERVICE

This works

Happening now in the federal government




CITY of BOSTON An official website of the City of Boston. Here's how you know  \/

CITY of BOSTON Mayor Michelle Wu INFORMATION AND SERVICES ~PUBLIC NOTICES ~ FEEDBACK

DEPARTMENTS DIGITAL SERVICES TEAM

DIGITAL SERVICES
TEAM

Millions of people interact with the City of Boston

digitally each year to do everything from finding

information on City services to paying a parking ticket. SEND AN EMAIL

We believe these experiences should be easy to navigate
1CITY HALL SQUARE, ROOM

and accessible. o
BOSTON, MA 02201
OFFICE HOURS
NEWS RESOURCES GUIDING PRINCIPLES VIDEO SERIES CASE STUDIES NOTIFICATIONS MEET THE CHIEF \,[”n(]”\ 1h[‘()(]\_.l|] r| |\1;9\‘ 9

am. -5 p.m.

TRANY

Not just the
federal level,
cities too!

OTHER CITIES: PHILADELPHIA,
WASHINGTON D.C., CHICAGO,
BALTIMORE






Digital Service Roles




The Process

The process was adapted from corporate process and converted for government by 18f, a product
development group with the General Services Administration

DISCOVER
(Current State)

Understand users
and their "as is"
process/problem

Understand your
stakeholders

Understand the
technical
landscape

Understand the
requlatory
landscape

DEFINE
(Future State)

Define the problem

Create a vision

Develop a strateqgy

Craft a roadmap

Get everyone
onboard

DESIGN
(the Solutions)

Convert outcomes
to problems to
solve

Create and test
possible solutions

Design a solution
to be built

DELIVER Enable Partners
(Iteratively)

Build the Develop

product/feature product/process

champions

Development

happens
here

Collaborate and
communhicate

Train and Enable
Success for future
success

Measure success



1 - Discover the current state

PRODUCT
MANAGER

(Primary)

1 Understand users and their 'as is'
process

2 Understand your stakeholders

3 Understand the landscape

4 Understand the technology

This stage involves interviews, observations and research



2 - Define the future state

Currently, data within the City
of Portland is

Solution

An Enterprise Data Platform
and

across various bureaus and
systems, leading to

data across the City of
Portland's various bureaus

Value proposition

Core Values

U ing the of
open data through a
centralized Enterprise Data
Platform, fostering

The Data Platform
aligns with the City of Portland's
core values of anti-racism,
equity, transparency,

Data Analysts
Casual Employee
Decision Maker

9 . land It and K . | The public

limited ility, and secure, and across the City of Portland's [ fiscal responsibiity. By
inequity among different equitable access to data, bureaus, employees, and the ceniralizing and‘democrmzmg
people and bureaus. This i jon, ity. By ing m o "‘ea'"gﬂ:vw e

isjoi hinders y, and data- seamless integration, individual and“ o :nynn the

P y. |informed decision-making.  |security, and accessibility, we city. It foaters & Culturs of
and informed decision- enable data-informed collaboration and
making, often resulting in decisions that actively enabling
inefficiencies and missed and reflect our core and
opportunities. A lack of a % of bureaus/systems values of anti-racism, equity, |decision-making. This concerted |BI Platform
unified platform also poses  |integrated into platform Y. i effort reflects a to Portals/D: ds
in ensuring data ion, and fiscal anti-racism and fiscal Published External
security and i with |% of employ g |responsibility. responsibility, ensuring that data |Reports/Dashboards
relevant regulations. platform becomes a driving force in *Training
shaping a city that lives and *Support

# of published reports

thrives by its principles.

Licensing

Staff

Setup Services
Training

*CGIS model

Base Rate / Bureau Projects

PRODUCT

MANAGER

Define the problem
Create a vision

Develop a strateqy

Create and present a lean product canvas, and get
stakeholder+decision maker buy-in



2 - Define the future state

PRODUCT
MANAGER
Public Site
NOwW NEXT LATER

"Now" 1l- with  "Next" at design or discovery stage with "Late" represents your aspirations. They're still a bit

defined solutions and comitted some ions to validate before committing  fuzzy and taking form, although you know you

resources resources want to solve them

Item: Auto Translation into Spanish Item: Payment Pages Migration Item: Additional Language Translations

Objective: Accessible to all Objective: Streamline user experience Objective: Enhance website accessibility

Goal: 100% public content available in  and increase security for non-English speakers

spanish Key Result: 100% of payment pages Key Result: Public accessible content 1 C I\ a 'F 't a " I\ O a d m O. p i

successfully migrated and functional on  available in the top three non-English
the new website languages spoken in the city

OQutcome and impact focused

Item: Update Single Sign-On (SSO) for  Item: Digital Access Policy

Parks App using Azure Implementation
Objective: Improve user experience and  Objective: Ensure user awareness and
security for Parks app users understanding of digital access policies

Key Result: Successful implementation  Key Result: Digital access policy page
of Azure SSO with at least 90% user sign- added to the website and accessible
in success rate on the Parks app from all site pages

Create and present a prioritized list of problems to be solved
and get stakeholder+decision maker buy-in



3 - Design the solution

UI/UX DESIGNER

(Primary)

1 Convert the outcomes desired into
specific problems to solve

2 Create and test possible solutions

3 Design a solution to be built

This stage involves brainstorming, wireframing, mapping,
prototyping



4 - Deliver iteratively

DEVELOPERS

(Primary)

1 Reqularly deliver small
increments of value

29 Learn early, make
changes along the way

GCumulative
outcome

Gumulative
outcome

{

Design

Gumulative
outcome

Design

3 Communicate frequently
(meetings and reports)

This stage involves actual code development and changes to the product



5 - Enable Partners and Users

WHOLE TEAM

1 Ensure that the people that the team
works with are part of this process and
can continue even after Digital
Services is done with the project.

Ensure that all users are able to
succeed with the services, not simply
that they have access to technoloqgy,
but that they will be able to use it

This stage involves articles, videos, training sessions,
support, etc.



Repeat with the next problem




This Is a conversation
starter

We are always listening and ready to collaborate to ensure we are delivering
value to the community and to employees

ian.swanson@portlandoregon.gov
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