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Introduction:

UNDP Armenia Kolba

Lab’s vision




#lnnod4Dev

Creating the opportunity for an innovation lab inside the

Armenian government

AUTUMN 2017:

CO-DESIGN THE
CONCEPT FOR AN OPEN

GOVERNMENT CENTRE
LAB IN ARMENIA

An 18-month collaboration between UNDP
Armenia Kolba Lab and the EU.

A practical programme of public sector
innovation challenges to introduce user-
centred design and innovation to the
Armenian government...

... SO that the government is ready for the
creation of an open governance centre in
Armenia.



Introduction:

This project




About this project

FutureGov is supporting Kolba Lab’s #inno4dev
initiative by conducting a baseline innovation
readiness assessment to find out how innovate the
government is currently (results in this document).

According to the current project plan, the assessment
will be repeated in Autumn 2017 to assess whether the
government has become more innovative as a result of
the public sector innovation challenge.

As a bonus, we have provided the Kolba Lab team with
some ideas for successfully setting up and running the
public sector challenges, plus a few thoughts on
designing the Open Governance Centre.

We have also provided full, anonymised profiles of the
government staff we interviewed, for reference
(appendix).




What we did

Internal kick-off workshop
exploring objectives and
potential blockers, and
developing first ideas.

W *‘5« OB ECTIVES 7

8 depth interviews with a range
of civil servants, including
deputy ministers, policy
makers, central government
and local government staff,
known sceptics and innovation
advocates.

3 interviews with regional
UNDP offices.

1-day workshop with approx.
12 civil servants who are
considered “advocates of
innovation”.




Where the government is today:

The FutureGov innovation

maturity model




Where the government is today

#inno4dev is an ambitious project

Kolba’s plans for stimulating innovation in the
government of Armenia are ambitious and exciting.
As the public sector challenges are not yet launched,
now is a good time to reflect on the status of
innovation in the Armenian government, to ensure
Kolba design for success.

There are positive things to build on...

The government has limited resources, which
creates a strong argument for innovation: enabling
governments to do more with less.

Staff are open to certain aspects of the human-
centred design process, particularly prototyping.
Civil servants are inspired by international examples
of innovation.

... And some significant blockers to
combat (or workaround)

There is limited senior level buy-in for innovation and
human-centred design.

Aspects of human centred design face scepticism,
for example, user research (civil servants think they
are already doing it).

There is a culture of “expert-ism” which is anathema
to human-centred design (where we actively
challenge our own assumptions).

Low salaries across government hamper efforts to
attract and retain skilled staff.



Which places the government at the start of its innovation journey

VALLEY OF TURN OF THE TIDE INNOVATION IS

SCEPTICISM

1. Individuals, ideally the chief executive, start to
think about innovation

2. External support & experiments with toolkits
3. Hacks & ideas harvesting

4. Training staff & setting up a part-time lab with
champion middle managers, but no dedicated
resources

MAINSTREAM

. A working full-time lab with new roles created

. Successful delivery of several exemplar projects

Steady pipeline of projects moving through the
innovation lab

. New roles created and recruited throughout the

organisation

Innovation is mainstream and embedded in the
organisation. Closure of the innovation lab.



What this means for the
programme

Laying foundations for success




How Kolba can lay the foundations for success

Define the impact

Develop a theory of change for the next 18 months to
define the outcomes you wish to achieve, and
identify the tangible inputs that will help you reach
them.

Make it appealing to take part

Achieve senior-level buy-in to create the space for
civil servants to take part. Everyone wants to be
noticed and rewarded by their manager!

Align the programme’s challenges with the
Government’s strategic roadmap and choose “rea
problems for the public sector challenges (a success
factor which we learned from the Moldova UNDP
team). Only by delivering results that matter to
participants will Kolba be able to demonstrate the
success of a human-centred approach.

|”

Plan how to support participants

How will Kolba resource and support the teams on
their challenges? What time will you need to invest to
work with the teams? How will you achieve skills
transfer? For example, the UNDP Moldova team told
us that they did 65% of the teams’ work to ensure
the projects progressed.

How FutureGov can help

We recommend that Kolba focus FutureGov
resources on supporting skills transfer to
government (which the programme success relies
on), rather than conducting further assessments

(which could be done via surveys, for example).




Where the government is today:

Strategy & innovation




Strategy & innovation

Innovation equals new technology

Civil servants view implementing new technology solutions as
an innovative achievement in itself, but do not consider the
impact of the technology.

Some interviewees had a wider definition of innovation:
“anything new that makes things better”. When asked for
examples, people referred to best practise examples from other
European countries that were then implemented in Armenia.
We did not hear much evidence of innovation originating in
Armenia.

One person regarded innovation as a “luxury” that Armenia
could not afford in every sector, only in those where the country
could compete internationally, for example theoretical physics
or agriculture.

Things to consider for #inno4dev

How could Kolba introduce a more holistic view on innovation
by showing examples of human-centred design that are not
tech-based?

Could this support civil servants to spot opportunities to
innovate in their everyday practice? Without introducing new
software or requiring the budget to invest in new tech?

“Speaking
about
innovation, |
believe we
need more
electronic
services.”

Civil servant



Strategy & innovation

No coherent innovation strategy
within government

We did not find sufficient evidence that innovation is a strategic
priority for the Government’s leadership (Prime Minister,
President, or Ministries).

However, we heard that external donors have innovation
strategies that are adopted by the government in order to
access funding. An example for this is the Open Government
Partnership (OGP). These wider strategies act as an enabler for
Armenian civil servants. Incorporating their own projects under
the “umbrella” of the wider programme makes it easier to get
permission for their own ideas and persuade stakeholders to
support them.

Things to consider for #inno4dev

If there is currently no top-down strategy, could Kolba inspire
a bottom-up innovation strategy through the programme?

What if the participants developed design principles to guide
the quality of their ideas? If that proves successful, civil
servants might wish to embed the design principles in their
daily practice. Are there any existing initiatives where the
idea of human-centred design could fit under?

“| don’t know of any
strategy around innovation
and if | don’t know then it
doesn’t exist”

Advisor to the government

“The government
reforms because
donors want it and
pay for it, but they
don’t see the need
themselves.”

Head of a new agency



Where the government is today:

Culture & innovation




Culture & innovation

Staff feel encouraged to develop new
ideas, but don’t implement

The majority of civil servants we spoke with felt encouraged by
their managers to express their thoughts freely and come up
with new ideas. However, when asked for examples, people
found it difficult to identify any new things they’d tried. Is it
possible that staff feel they have permission to express new
ideas, but in practise they don’t act upon them?

Managers understood that if people try out new things, not
everything will be successful: experiments, not failure.

Things to consider for #inno4dev

How might we create a culture where people make use of the
permission they have to experiment? How can we incentivise
people to try out new things?

What if managers gave more rewards for experimental
behaviours and new ideas? What if there was an “ldea of the
Month” prize?

What if Kolba gave the government the tools to experiment
and prototype? Could this help to embed prototyping deeper
in their work?

“Technically, | am
not supposed to
innovate.”

Civil servant,
accountable to the Prime Minister

“If you work,
you make
mistakes!”

Head of department



Culture & innovation

A working environment hostile to
innovation

The design of the government buildings and offices we visited
does not encourage innovation. Instead, it actively prevents
collaboration and transparency.

The wide corridors are deserted and virtually every civil servant
works in a private office, in which many have their own fridge
and kettle. This means they stay in their offices and do not
“bump” into each other, share a tea or coffee, or chat about
recent projects. More interaction with colleagues tends to lead
to joined-up thinking in organisations and makes collaboration
easier (and work more fun!).

Things to consider for #inno4dev

What if the Open Governance Centre was a mobile lab which
could be set up in any corridor in any government building,
SO more people are exposed to the concept?

What if there were “randomised coffee trials™ to encourage
interaction between colleagues?

https://www.thersa.org/discover/publications-and-articles/rsa-blogs/2013/01/
randomised-coffee-trials---great-idea/

“When | first
started working

here, | th

was in the

wrong b

ought i

Uilding -

that’'s how

empty it

felt.”

Advisor to the government


https://www.thersa.org/discover/publications-and-articles/rsa-blogs/2013/01/randomised-coffee-trials---great-idea/

Culture & innovation

The myth of the Soviet legacy?

Interviewees talked extensively about the “Soviet legacy” in
Armenia. They believed the government follows a hierarchical
structure, that a public service can only be as good as the Head
of the Department (as managers tend to hire staff in their own
image), and that many civil servants do not feel accountable to
the Armenian public.

However, we found little evidence of the legacy in the people
we spoke with - all worked in collaborative environments with
modern, supportive managers, and were aware of their
responsibilities to the Armenian people.

We also heard that times have changed and many civil servants
with a more “Soviet mentality” have retired in recent years.
Could it be that the “Soviet legacy” is a myth?

Things to consider for #inno4dev

How could Kolba surface positive stories of modern
government that challenge the myth?

What if Kolba profiled innovative government thinkers and
do-ers, in partnership with a media organisation?

What if the programme allowed colleagues to nominate each
other for “Kolba Government Innovator of the Year” awards?

(13

_eaders in government
don’t smile because they
think their employees will
think they’re weak™

Head of a new agency

| think people are getting
inspired, they have this culture
of doing things jointly, in my
department... We are not
punishing people.... 'm an
emotional person, so as a Head
of Department, | say good for
you for taking the initiative...we
have a meritocratic system.

Head of Department



Where the government is today:

Process, skills & innovation




Process, skills & innovation

Civil servants engage citizens too late
in the design process

Currently, citizens are given several official routes to engage
with the government, for example “town hall” meetings,
consultations with NGOs (intended to represent the views of
citizens) and the opportunity to leave feedback online.

The civil servants we spoke to regarded these methods as best
practise, and believed that low citizen engagement is due to
apathy. But we suspect that low engagement is due to the
engagement methods used, which are rather bureaucratic, and
involve citizens too late within the design process (when the
decision has, in effect, already been made).

Another common method of “citizen engagement” we heard is
for civil servants to talk to their own friends and family. This is a
potential risk, because it leads officials to believe they are
already doing “user research”.

Things to consider for #inno4dev

How could we encourage the government to go where
citizens already are to gather feedback, rather than expecting
citizens to engage on established government channels?

What if government used Facebook as more user-centred
channel to engage citizens and collect feedback?

“When it comes to municipal
decision making, they have an
obligation by law to open up all
the meetings to the public. But
technically they can close the
doors and say we don’t have a
space.”

Advisor to the government

“The other way to engage
citizens is personal discussions
with relatives, friends, lectures
who reach a high expertise in
their field. Depending on the
right field — | call the right
friends.”

Head of Department



Process, skills & innovation

Piloting is slowly becoming
mainstream, but prototyping is not
practised

We heard several examples of ideas being tested in regional
pilots before they were scaled nationally. However, this is not
yet standard practice. A reason for this could be that many
“new ideas” have been tested elsewhere in Europe and are
considered as best practise (and therefore do not need testing
in Armenia). The civil servants we talked to felt that knowing the
idea worked elsewhere reduces the risk of implementation.

We found only one example of a prototype. However, when we
introduced interviewees to the idea, they seemed open to it,
but struggled to understand how it would be applied to their
particular field.

Things to consider for #inno4dev

How might we show the benefits of prototyping to the
government?

What might a “prototyping service” for ideas in government
look like? Can we run “prototyping surgeries” to workshop
civil servants’ ideas, turn them into prototypes and help them
test with citizens?

They [traffic police] decided to test
ignoring all illegal parking that
occurred for less than a minute. They
realised there’s no negative result if
taxis parked quickly to pick up
passengers or let them out. The
police started to see this small
violation as a non- violation. As a
result they changed the law.

Civil servant

“Armenians are
naturally
progressive and
curious, we want to
test anything new.”

Head of department



Process, skills & innovation

A belief that some challenges are too

big for human-centred design I can't see how

The concepts of human-centred design, user research and weée Cadn 4 p p |y
prototyping resonated with some civil servants, but many

believed it cannot be applied in their everyday practice. They I

believe that their challenges are too big and complex to be th IS a p p rOa C h

broken down into appropriate “chunks” for user research and

prototyping. tO OLIr Sphere.”

. ) ) Civil servant
Things to consider for #inno4dev

How can we generate examples of how design thinking and
human-centred design can be applied to complex
challenges?

“Testing is a very good idea...
Could we run a test by applying the traditional and the new

approach simultaneously to the same project and compare but | Canno.t .underStand how
results? to test [policies]... why would

stakeholders take part? What
is the motivation for them?”

Head of a new agency



Where the government is today:

Impact & innovation




Impact & innovation

Projects are evaluated on inputs, not
outcomes

We heard from one interviewee of incidents where a projects
are evaluated, and on paper appear impactful and successful.
However, the interviewee did not regard such projects as
successful because the wrong metrics were measured,
evaluating whether the process (an input) was followed, rather
than if the project had an impact on people’s lives (outcomes).

The interviewee worked across many government departments
and viewed failure to measure impact as a common pitfall of
government projects.

Things to consider for #inno4dev

How could we shift the impact focus from outputs or process
towards user-centred outcomes?

What if every project began with a quick theory of change to
map the desired outcomes and metrics to measure them?

What if project teams committed to a citizen-focused
definition of success at the beginning of every project?

“| know projects that
are operating
successfully, but their
Impact is almost
zero... It's not that
people are hiding the
failures, it’s that
people are
measuring their
success against
process, not impact.
They don’t know
they’ve failed.”

Advisor to the Prime Minister



A few ideas for the future:

Running the programme &

Open Governance Centre




Ideas for the public sector challenge programme

The following ideas evolved from our research with
civil servants and UNDP staff working in the field
of innovation inside and outside Armenia.

Before implementation, these ideas need to be
followed through in more detail by Kolba, and
ideally prototyped and tested.

1. Show, not tell

From experience, we know that the human-centred
design is best embedded in organisations though
practice, when people experience the process first
hand.

The participants of the programme will need
“handholding” to avoid common pitfalls (e.g. doing
surveys rather than user research!).

We recommend that Kolba works with the
programme’s participants on challenges as a joined-
up team (even if this might mean doing some of the
work for the teams to keep things moving and
ensure quality control).

This recommendation is echoed by the Moldovan
UNDP team: “They [participants] needed a lot of
mentoring. 65% of the work was done by us [the e-
government centre and UNDP].”

2. Create design principles to define
“what good looks like”

For people experimenting with the design process
for the first time, it can be difficult to judge when an
idea is good or bad.

Design principles, especially if they have been co-
designed, help participants to critique their ideas and
increase the quality of the outputs from the
programme.



Ideas for the public sector challenge programme

3. Create a members club for innovation
advocates

For the programme to be successful, participants will
need to remain highly motivated over the 18 months,
as the programme will push participants beyond their
comfort zones and require a significant time
investment.

A members club for “innovation advocates” could
make participants feel special and valued.
Additionally a club will formalise support structures
and makes it easy to find and get inspired by “like-
minded” individuals who are facing similar
challenges in their departments.



Ideas for the Open Governance Centre

1. Start small and focused: A lab offering
prototyping & testing services

Thinking like a designer takes time and practice.
Instead of rapidly teaching participants the entire
design process, we recommend focusing on the one
aspect which might have the most benefit to public
services in Armenia.

During the interviews, we intuited that the concept of
“prototyping” resonated well.

How might we design a lab that offered the entire
government the opportunity to prototype, test and
iterate any idea before it gets implemented?

2. Consider where the Open
Governance Centre is based, and what
the scope is

A wide scope of working across the entire
government of Armenia may be a little unwieldy.
What if the OGC was based in an innovative local
government, working on tangible service delivery
projects?

What if the OGC was based in one government
department, for example, the Department of Justice?
And that department became an exemplar to prove
the approach works?



Ideas for the Open Governance Centre

3. Prototype early: pop-up innovation
labs

We recommend that Kolba use FutureGov’s time
from now until Autumn 2017 to prototype the first
concept of a possible “Open governance Centre”.
This will help us find out the right format and
location, and crucially, the value proposition (why
should government engage?).

Pop-up style innovation labs in different locations
with different purposes e.g. a “research lab”, an “idea
generation lab” or a “testing lab” could be tested
with staff during lunchtime or early in the day -
perhaps even connected to a free breakfast to
incentivisel.

An additional benefit could be to make the program
more visible, attracting interest and curiosity from
people who are not yet on the list of “innovation
advocates”.

How can we reduce clothing and textile waste?

e Lo reanp—r
bt s

An example: During a work in progress show of the
Royal College of Art, students made the design
process more tangible by setting up a space for
visitors to engage in design challenges. The first day
was spend doing research, the second day to define
the problem. The woman in the picture is facilitating
the “developing ideas” phase by engaging a visitor.



Appendix:

Civil servant profiles

Based on: Eight depth interviews with a range of civil servants,
including deputy ministers, policy makers, national and local
government staff, known sceptics and innovation advocates




Khachik, 62

Head of Department, manager of a team of 10

Barriers to innovation

« “Innovation” is synonymous with technology (but he is very
open to it).

- “Citizen engagement” means ad hoc conversations with local
people in the regions. It's unlikely he speaks with a
representative sample, or has focused discussions that
inspire new ideas.

« Piloting is not mainstream (but he is experimenting with it).

Positive things to build on

« Big, branded initiatives like OGP create permission for him to
do new things and call it part of OGP.

« Uses Facebook in private life, and is interested in technology
due to his background in engineering.

« Empowers his team to come up with their own ideas and
make their own decisions.

« Open to and supportive of failure in his team because he
believes that failure is proof you are trying new things.

“If you work -
you fail.”

Attitude towards innovation

-

sceptical advocate

Experience with innovating

— -

beginner expert




Almast, 45

Head of a new agency, manager of a team of three

Barriers to innovation

- “Innovation” is synonymous with technology (but she is open
to it).

 Involves users too late in the design process, and relies on
feedback from friends, experts and “representative” NGOs.

- Misconception that it’'s impossible to prototype big policy

initiatives. “Testing is a very good idea...

« Innovation is possibly dependent on her, rather than spread but | cannot understand how to
throughout the organisation, as her leadership style is a little test [policies]... why would
“cult of personality” (*my team are devoted to me”). stakeholders take part? What is

- Salaries are very low in the civil service; she can’t find skilled
people to work in her NGO.

the motivation for them?”

Positive things to build on Attitude towards innovation
- Wants to shake things up, changing the culture from g
hierarchical and serious to supportive and friendly. sceptical advocate

Understands the importance of building relationships.
- Wants to be accountable to the public and to stakeholders. ] o )
. Prioritises projects based on potential to impact on as many Experience with innovating
citizens’ lives as possible.
g —

beginner expert




Davit, 38

Advisor to the government

Barriers to innovation

- Believes that many civil servants prefer to stay in their
comfort zone and do the minimum required, rather than go
the “extra mile” and face criticism.

« There is no government strategy or leadership around
innovation. Innovation is regarded as something done by
bright, motivated individuals, not something everyone is
responsible for.

Positive things to build on

« The idea of involving citizens is not radically new to him. He
points out that there are some participatory government
initiatives mandated by law e.g. referenda.

« Ability to “think differently” was noticed by his managers and
he was trusted with more and more responsibility.

« Motivated by seeing results in real life and how he’s
improved the lives of real people.

“We do innovation but we don’t brand
it as innovation. We call it intuition or
“shining minds”, or "wow that’s a
great idea”. Not our standard
approach to usual things.”

Attitude towards innovation

-

sceptical advocate

Experience with innovating

beginner expert




Eva, 33

Member of a new commission; appointed by the President

Barriers to innovation

« “Innovation” is synonymous with technology (but she is open
to it).

- Believes low citizen engagement with “consultations” is due
to apathy, not lack of awareness/ poor methodologies.

« Reliant on seeking advice from similar commissions in other
countries to generate ideas. She thinks the quality of advice
is low, but continues to pursue this route, rather than trying
new approaches.

« Prototyping is a new area that she is interested in, but is
sceptical that it can be applied to her policy work.

- |ldeas are evaluated only on the basis of whether they
comply/ do not comply with legislation.

Positive things to build on

« Is familiar with pilots and has experiences positive benefits of
starting small, learning and iterating.

« Has a clear & strategic theory of change for her work, and its
role in growing the Armenian economy.

“There is a lack of scientific
evidence of the benefit of
involving citizens in decision-
making; people need
persuading to do it”

Attitude towards innovation

sceptical advocate

Experience with innovating

beginner expert



Tigran, 33

Civil servant, previously working for an NGO

Barriers to innovation

- Believes strongly that a service is only as good as its Head of
Service. If the Head of Service is stuck in a “Soviet mentality”,
they will hire staff in their image.

- Believes civil servants with a “Soviet mentality” don’t see
themselves as “public servants”; they don’t feel accountable
towards the Armenian people.

« Consults citizens in the official way via "paper
questionnaires” and hosts consultations with NGOs as
“representatives” of civil society.

- If needed, he uses his private network of experts, friends and
family to get feedback on specific topics.

Positive things to build on

« Has an open notion of innovation: “it's something new”.

« Has permission from his manager to express his ideas and
thoughts, even to senior officials such as the Prime Minister.

- Even though there is no official piloting strategy, he can
imagine it in his field. On one occasion, he tried starting small
before scaling; however, he skipped the iteration phase and
jumped straight to full-scale implementation.

“They think - it is “my budget” —
they don’t understand that they are
working for the people of Armenia.
They think that they have power
and it’s their own. They don’t
understand why they exist.”

Attitude towards innovation

sceptical advocate

Experience with innovating

beginner expert



Janna, 37

A senior specialist working in the ministry of healthcare

Barriers to innovation

- Hears her managers speak about innovation only in regard
to adopting best practises from other European countries.

« Views low civil service salaries as the most important barrier
to motivating people to innovate.

Positive things to build on

- Her boss has worked for the UN before and has a modern
attitude towards managing staff: open and supportive.

- There have been many pilots in healthcare that have often
not been evaluated properly. To change this, she is currently
examining 20 pilots and hopes there will be a methodology

in future to understand quicker what works and what doesn’t.

“Of course — people talk about innovation -
the prime minister, the head off staff, my
boss. They talk about new stuff. We always
study international experience. Is that
service ok in some European country? It’s
about not repeating mistakes.”

Attitude towards innovation

sceptical advocate

Experience with innovating

beginner expert



Harutyan, 62

Deputy Mayor of an innovative city

Barriers to innovation

Views “innovation” as “borrowing” ideas from foreign cities.
He does not have an innovation strategy for his city.

Despite his willingness to “borrow” ideas, he feels negatively
towards other cities in Armenia who come to “steal” ideas,
rather than seizing an opportunity to scale his city’s success.
Involving users means providing “town-hall” style meetings.
It's possible that the Mayor’s unique qualities (charisma &
entrepreneurialism) make the city’s innovations difficult to
scale.

Positive things to build on

A “carrot” approach to changing behaviour, e.g. rewarding
citizens who look after their communal gardens with a
“Beautiful Backyard” award.

Believes citizens can/ should be involved in decision-making.
Progressively “matches” international funding and doubles it.
Partners with philanthropists & local businesses to do new
things.

The four-yearly strategic planning process generates new
ideas, like positioning the region as a “hiking hotspot” to
attract tourists.

!

“l don’t want citizens to depend
on the models of other areas/
countries, | want them to come up
with their own, new solutions.”

Attitude towards innovation

sceptical advocate

Experience with innovating

-

beginner expert




Azat, 36

Working with nine others under the Head of Department,
accountable to Prime Ministers office.

Barriers to innovation

« He believes that Armenia cannot afford to innovate in all

sectors. The country has been good in IT, theoretical physics
and agriculture - this is where he and the Prime Minister see
potential for innovation.

He does not think citizens are very participatory - because
not many citizens make use of the right to write to their
Member of Parliament or government.

He says that “Technically, I'm not supposed to innovate” -
people in the ministries come up with ideas for decrees and
drafts for new laws - his role is to check they fit with the
constitution and existing law.

Positive things to build on

- He has an open notion of innovation: “it's something new
and makes things better”

He identified a prototype project: “They [traffic police]
decided to test ignoring all illegal parking that occurred for
less than a minute. They realised there’s no negative result if
taxis parked quickly to pick up passengers or let them out.
The police started to see this small violation as a non-
violation. As a result they changed the law”.

“It’s about responsible
resource management. |
think we can’t afford
innovation in all the fields.”

Attitude towards innovation

sceptical advocate

Experience with innovating

beginner expert




Thank youl!
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