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BACKGROUND AND CONTEXT

To meet today's public policy challenges — continued fiscal
pressures, rising public expectations, more complex public
policy issues —there is a crucial need to increase the level of
innovation in the public sector. There is a fundamental
need to increase the level of innovation within the public
sector of OECD countries and EU states if they are to meet
the challenges of the 21st century, a need which has only
been increased by the fiscal pressures placed on many
states by the 2008-9 crisis.

At the OECD Observatory of Public Sector Innovation’s
November 2014 conference “Innovating the Public Sector:
From Ideas to Impact” — a forum that brought together
ministers, public sector leaders and innovators (both inside
and outside the public sector) — four “calls to action” were
presented that needed to be urgently addressed to
promote and enable public sector innovation. The first of
these calls is about the skills and capabilities of officials.

A specific focus on skills for innovation

The innovation framework developed by the OECD (Figure
1) puts people at the centre of an innovative organisation.
The capacities and competencies of individual civil servants,
the way they are organised in teams and structured in the
public administration that will likely determine how effective
the public sector is at being innovative.

Preliminary data from the OECD’s 2016 survey of Strategic
Human Resource Management practices in government
(the SHRM Survey) indicates that innovation is among the
highest priorities for HR reform across OECD countries. In
28 countries public sector innovation features in
government-wide strategic objectives, many are developing
learning and training programs for civil servants and civil
service leaders, and almost half of responding countries
include innovation-related concepts in their competency
frameworks.

The four calls to action for governments at the OECD’s 2014 conference “Innovating the Public Sector”

1. Focus on people — Governments must invest in the capacity and capabilities of civil
servants as the catalysts of innovation. This includes building the culture, incentives

and norms to facilitate new ways of working.

2. Put knowledge to use — Governments must facilitate the free flow of information, 4.
data and knowledge across the public sector and use it to respond creatively to new

challenges and opportunities.
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However, in many cases, the inclusion of innovation in HRM
policies and practices does not often extend beyond a
passing reference and does not expand in detail the specific
skills and capabilities needed.

While the OECD has done significant work on the
institutions of government and rules and processes of
governing, we still know comparatively little about the
women and men who work within these structures, the
skills and knowledge they use, and what motivates them to
contribute. It is only now that the OECD has started to
unpack the complex topic of skills and capabilities for
public sector innovation — two particular projects in 2016
have supported this work: a review of innovation skills for
the Chilean Laboratorio de Gobierno, and a work package
in the grant from the European Commission’s Horizon 2020
research framework programme to the OECD Observatory
of Public Sector Innovation.

3. Working together — Governments must advance new organisational structures and
leverage partnerships to enhance approaches and tools, share risk and harness

available information and resources for innovation.

innovation.
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Rethink the rules — Government must ensure that internal rules and processes are
balanced in their capacity to mitigate risks while protecting resources and enabling



Towards an OECD model of skills for public sector
innovation

At the May 2016 meetings of the OPSI National Contact
Points (NCP) and the Working Party on Public Employment
and Management (PEM) a joint session was held for
delegates to both groups on the topic of "Innovation Skills
and Competencies in the Public Sector". During the session
the OECD Secretariat presented initial work on a framework
for skills and competencies for public sector innovation, as
well as an update on the initial work on the Chile
Innovation Skills Review. This alpha prototype, developed in
collaboration with Nesta, presented over 40 attributes
associated with innovation skills and competencies grouped
into five broad areas.

An interactive workshop was also included in the joint
session for delegates to test the alpha prototype in small

groups and provide feedback to the Secretariat on its utility.

At the conclusion of the joint session it was agreed that
"the Secretariat will work to develop the skills mapping into
a more specific and practical tool which identifies specific
skills needed for public managers to handle innovation
projects”. To achieve this, the Secretariat has refined the
initial prototype into a beta-version model of skills for
innovation, which is the substantive focus of this paper.

Alongside the beta model, and to support its development,
the Secretariat commissioned Nesta to undertake research
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Figure 1. The OECD public sector innovation framework (people section highlighted)
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Source: OECD (2015) The Innovation Imperative in the Public Sector: Setting an Agenda for Action

into the skills of innovators in government in the second-
half of 2016. This research, the work to refine the model and
other desk research have identified two broad groups of
individuals in government that can be the focus of work on
skills and capabilities for public sector innovation:
“innovators coming into government” and “officials
becoming innovators”.

Many governments have made progress by bringing in
external experts to set up new projects and inject new
thinking — this comprises the first group outlined above,
“innovators coming into government”. The key issues here
are how government can best utilise these people’s skills,
motivate them, continue their professional development
and reward their successes.

However, just relying on bringing in external expertise is
insufficient to deliver a systemic change in the culture of
public sector institutions. To achieve the levels of
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innovation needed requires not just bringing in 'new blood
but also ensuring that existing public servants have the
skills and capabilities to support innovative practices in
government — or, as we title our second broad group,
“officials becoming innovators”.

Innovators coming into government

The research by conducted by Nesta for the Secretariat
provides a detailed exploration of the skills of innovation
specialists that have been brought into government from
outside. The research used semi-structured interviews to
explore the in-depth the specific skills, education and
backgrounds of innovation specialists. A number of these
interviews have been converted into eight “skills profiles”
that provide a one-page overview of the skills and
capabilities of innovators working in different innovation
roles within the public sector. These skills profiles are
included at pages 22-30.



Officials becoming innovators

In addition to the continued use of innovation specialists
and external experts, government increasingly need to
improve the skills and capabilities of existing staff. The
Secretariat's work in this domain has been to refine the
prototype framework of skills and competencies presented
to the PEM and NCP meetings in May 2016 into a beta
model that presents skills areas of “core skills” for public
sector innovation.

These six skills areas are not the only skills for public sector
innovation, each innovation project and challenge will have
its own particular needs. Nor will all public servants need to
make use of or apply these skills in every aspect of their
day-to-day job. Rather, these are six skills areas that with
proper promotion/advocacy and development we believe
can enable a wider adoption of innovation practices and
thus an increased level of innovation. In fact, there are a
number of other skills that are already covered in existing
public sector competency frameworks that are relevant for
innovation, such as collaboration, strategic thinking,
political awareness, coaching.

Leadership and management for public sector
innovation

Alongside specific skills that enable public sector
innovation, our research has identified that mind-set,
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attitudes and behaviours can be just as important as
specific hard or soft skills in enabling innovation within the
public sector. Beyond the focus of individual skills and
capabilities many research participants and stakeholders
have highlighted a number of other organisational factors
that are also crucial for increasing levels of innovation in the
public sector. In particular, leadership capability,
organisational culture and corporate functions/systems
(finance, HR, IT, legal) that are enablers of innovation not
‘blockers'. While outside the scope of the skills model, these
are important factors that need to be considered in
operationalising/implementing the skills model and
achieving higher levels of innovation in the public sector.

The exclusion of leadership and management capabilities
from the beta skills model is neither an oversight nor
because they are not important. In fact, the contrary
applies, high quality leadership and management are
crucial for the success of public sector innovation,
particularly in motivating and engaging employees to
deliver in difficult/complex circumstances .

However, over the course of the research and refinement a
form or set of leadership and management capabilities
have not emerged that are distinctly different from either
an embodiment by leaders and managers of the skills
outlined in the model or more ‘standard’ concepts of
leadership and management that are already espoused in

Core skills for public sector innovation: a beta model

public sector competency frameworks (openness, honesty,
trust, strategic thinking, staff development and capability
building). In addition to traditional arguments about
“"transformational” and “transactional” leadership, it has
been argued that "adaptive” and “pragmatic” leadership is
needed for public sector innovation®:

= Adaptive leadership aims to determine which
public activities to maintain and which to adapt
and transform. It then seeks to develop new
practices by crafting and testing prototypes and
by aligning people across an organisation in
order to ensure effective execution and to
facilitate the integration of new activities with old
ones.

»  Pragmatic leadership aims to transform the
culture of public organisations in ways that
enhance double loop learning and use existing
tools to solve problems by changing established
practices — including transformative learning that
develops new metaphors and narratives that help
frame what is difficult to comprehend, expand
knowledge and toolboxes and change identities
and roles.

L. Sorenson, E. and J. Torfing (2015), "Enhancing Public Innovation
through Collaboration, Leadership and New Public Governance’, in
Nicholls, A., J. Simon and M. Gabriel (eds), New Frontiers in Social
Innovation Research, Palgrave Macmillan.



A crucial role that leaders and managers need to play is to
support and enable their team(s) to adopt more innovative
approaches is to better manage the interface between their
team(s) and the wider organisation that they operate in.
While there is much similarity between any two
organisations, each organisation has its own structure,
culture and operating environment. What is needed of
leaders and managers to support innovation in one
organisation may be different from that in another.

For example, in one organisation leaders and managers
may need to focus on helping to unblock procedural
barriers put in place by corporate functions (finance, HR, IT,
legal, etc.) that stymy innovation, while in another setting
they may need to work to overcome silo-mentalities to
enable two or more different teams to work together
(either within the same organisation, or between
organisations). In these two situations there is a strong
element of mediation: defending the benefits of their
team'’s approach while fostering a spirit of collaboration by
pragmatically identifying ways forward that overcome the
impasse.

Another important role of all leaders and managers in the
civil service is to promote and advocate the work of their
teams. In discussions with their own managers and political
leaders or during budgeting and strategic work-planning
negotiations, they need to communicate how the work of
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their teams is aligned with both organisational and wider
cross-government priorities/strategies.

Similarly, when engaging with political leaders, senior
officials need to be able to extol the virtues and benefits of
new and different approaches and how innovation projects
can deliver a government'’s political programme.

Alternatively, some political leaders are strong advocates of
innovation in the public sector; in this case, senior officials
need to ensure that, while maintaining political support,
politicians are understand the high-level uncertainties and
risks associated with individual projects.

In reality, the collective leadership of both government and
public sector organisations is likely to include a mix of those
who are enthusiastic supporters of innovation, those who
support it less strongly or are neutral, and those who are
sceptical of public sector innovation. As with traditional
policy programmes, leaders and managers need to build
alliances to provide cross-government support, using
natural cheerleaders to bolster support and provide a
network of advocates across government.

In all these situations the skills and capabilities required of
leaders and managers have no particularly distinct
“innovation” component. However, when leading or
managing an innovation team it might require a stronger
application of leadership and management competencies,
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because in doing something “innovative”, and which is
different from the usual way of doing things, they may
encounter stronger resistance than when they are initiating
or leading a more “traditional” project.

Interaction with existing models and frameworks of
skills and competencies in the public sector

Many public sector institutions have their own skills and
competency frameworks, which are used in a number of
people management functions such as performance
management, career development and recruitment. These
frameworks may also be complemented or duplicated by
frameworks from professional bodies (either internal or
external bodies) that specialists are required to adhere to.
As a result, some civil servants may find themselves
beholden to several different frameworks of skills and
competencies.

The beta model outlined in this paper is not meant to
replace or duplicate existing frameworks but to
complement them by providing a model of how skills for
public sector innovation can be described. Officials in public
institutions can then choose whether to integrate these
innovation skills into existing frameworks, or as a
standalone model.



SIX CORE SKILLS FOR PUBLIC
SECTOR INNOVATION

The OECD's beta skills model for public sector innovation
has been based around six "core" skills areas. Not all public
servants will need to make use of or apply these skills in
their day-to-day job. However, for a modern 21st-century
public service, all officials should have at least some level of
awareness these six areas in order to support increased
levels of innovation in the public sector.

= Iteration: incrementally and experimentally
developing policies, products and services

= Data literacy: ensuring decisions are data-driven and
that data isn't an after thought

= User centricity: public services should be focussed
on solving and servicing user needs

= Curiosity: seeking out and trying new ideas or ways
of working

= Storytelling: explaining change in a way that builds
support

= Insurgency: challenging the status quo and working
with unusual partners

For each of these six skills areas the model provides a
matrix that decomposes the skill area into four elements of
practice against three levels of capability.

The four elements of practice for each skill area break down
the skill area into tangible components that relate to the
real-world usage of innovation skills — e.g. “managing
innovation projects” under iteration, “involving users in
projects” within user centricity, and “challenging the status
quo” in the insurgency skill area.

The three levels of capability represent an evolution that
officials can adopt in terms of their understanding and
adoption of skills for public sector innovation.

= The first level, basic awareness, is the first step in
being able to utilise innovation skills and is about
getting a general understanding of what each
element practice is about and how it applies in a
public sector context.

» The second level, emerging capability, leads on
from having basic awareness to starting to use
innovation skills. For each element of practice the
model outlines how the skills can be applied in
either an occasional fashion or in a “low intensity”
manner, that allows officials to experiment with
using them in a safe and/or controlled fashion.
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The third level, regular practitioner, shows how
each element of practice can be adopted in a
deeper and/or more systematic way. Adopting
these (and related) practices in their day-to-day
work will enable the vision of “officials becoming
innovators” set out earlier in this paper.



Insurgency

= Challenging the usual way of doing things
= Working with unusual/ different partners
= Building alliances for change

Storytelling

= Using narratives to explain 'the journey'

= Including 'user stories' to outline benefits
= Progressing the story as situations change
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Iteration

= Rapid and incremental development
= Developing and refining prototypes
= Experimentation and testing

M

Curiosity

/P = |dentifying new ideas, ways of working
= Adapting approaches used elsewhere

! = Reframing problems and perspectives

Data literacy

= Basing decisions on data and evidence

= Building systems that collect the right data
= Communicating data effectively

User centricity

= Policies and services solve user needs

= Considering users at every stage

= Ensuring users say "I would do that again”



[TERATION

lteration is about the incremental and progressive
development of a project. It is most commonly associated
with modern software development practices where new
features or updates to functionality are released when they
are ready, rather than a "big bang" approach that releases a
large number of new/updated features at the same time.
[teration skills aren't just about project management, using
prototypes and conducting experiments can also be
considered part of iterative practice.

Managing innovation projects

[terative project management techniques (such as sprints or
time-boxes, product backlogs or workflows, and
retrospectives) where each stage builds on the preceding
stage and there is greater opportunity to adapt and amend
scope are well suited to delivering innovation projects.
However, iterative project management techniques are not
necessarily new to government — Lean and other
continuous improvement methodologies have been used
for many years in some governments to manage
operational services.
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Using prototypes to explore approaches

A prototype is an example of what something (a product, a
service or system, a policy) might look like. Prototypes are
can be used to demonstrate what something might look
like, or to test whether something works. Prototypes can
also be initial versions which are then incrementally refined
and turn into the final product. They can be things you use
only as internal “proof of concept” exercises, or things that
you use with service users to test feasibility.

Conducting tests and experiments

Innovation projects typically involve testing whether
something works, and using the results of that testing to
improve or refine work, or trying something else.
Experiments are more robust and formal ways of testing
whether something works, and by incorporating
randomisation they can control for a range of potential
factors that might otherwise influence the results.
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Taking risks, but not with time or money

lterative approaches and project management methods can
enable officials to try out things that may not work, initially
at a small scale and then progressively increasingly the
scale of the work. Using sand-boxes, prototypes and
experiments allows officials to check step-by-step whether
something is working and if not take action sooner rather
than later.
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Iteration is about using incremental, often rapid, approaches in the development of a project, product or service while reducing

risks. Developing prototypes, conducting tests and experiments can help identify the best solution.

Projects should be
segmented into clearly
defined stages which are
time limited and have
manageable goals.

Models, sketches, mock-
ups, sample versions of
an approach can be
used to explore its
feasibility, and develop a
project incrementally.

Tests and experiments
provide a robust way of
evaluating whether an
approach works.

lterative and incremental
approaches allow you to
limit risks associated with
testing out approaches
or methods you may not
have used before.

BASIC
AWARENESS

Understanding incremental development
approaches, where each stage of a project
builds on the one before it.

Understanding how prototypes can be
used to bring abstract ideas to life, and
provide a tangible example of how
something might work in practice.

Understanding how tests and experiments
can examine what works and what does
not work.

Understanding how iterative project
management approaches allows new
ideas to be tested on a small scale before
trying to implement more widely.
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EMERGING
CAPABILITY

REGULAR
PRACTITIONER

Making use of simple agile techniques
such as time-boxes, retrospectives and
product backlogs to manage workload.

Using formal iterative methodologies to
deliver a project (e.g. Agile Project
Management, Scrum, Kanban, Lean).

Developing simple prototypes that help
you visualise a product or service, to
identify potential difficulties.

Using basic prototypes to explain or test
out approaches with colleagues.

Developing prototypes that can be used
with users/citizens to test feasibility.

Refining and improving prototypes to
explore the ability to scale-up a project or
service, and identify potential issues.

Ensuring projects include sufficient time
and resources for testing and evaluation,
across different stages of a project or
service's lifecycle.

Using large-scale randomised tests to
evaluate approaches such as A/B testing
or randomised control trials to gain
evidence about what works.

Using approaches such as sand-boxing,
prototyping or piloting to create small-
scale experiments of new ideas.

Use iterative project management
methodologies to allow small-scale testing
of a number of different approaches. Use
experimental evaluation methods to assess
which approach(es) to take forward.

1l



DATA LITERACY

The world has been experiencing a data revolution in recent
years, yet it is widely held that government is not making
the best use of the data it produces or has access to. The
nature of the data is also changing: there is an ever greater
and increasing volume, velocity and variety of data
available. Alongside traditional analytical professions
(statisticians, economists, researchers) a new type of activity
and occupation (‘data science’ and the 'data scientist’) has
emerged from individuals who are able to exploit these

new forms of data.

As a result of the data revolution there is an inherent
demand for a greater number of analysts and data
scientists in government — that can be achieved through a
mix of external hiring and retraining of existing staff. Simply
increasing the number of data experts in government does
not automatically mean that government will successfully
exploit the opportunities of the data revolution. Nor can we
expect that all public servants become professional-level
data experts capable of developing algorithms to mine
extremely large repositories of unstructured data.

However, we should aspire that all public servants are "data
literate", that is that they can appreciate the value and
importance of data, are able to work with data experts, and
that data and analysis are not an "after thought" as they
too often have been in the past.
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Using data to make decisions

Evidence based policy has been a long-held mantra of
government, the data revolution provides new
opportunities to ensure that information, evidence and data
are used to drive decision making not opinions,
assumptions, hunches and guesses.

Data-driven public services

Moving beyond incorporating data into decision-making,
collecting and recording data needs to take place
throughout a public service, not just recording the interim
and final outcomes of a user’s interaction but also meta-
data the captures the nature and quality of user experience.
Regular data feeds can also be designed to provide alerts
about potential/emerging issues.

Working with data specialists

Analysts and data scientists shouldnt just be consulted
when an official thinks “we need data”, instead they should
be part of project teams and fully involved throughout the
life and delivery of a project.
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Explaining data and results

Meanwhile, data experts in government, in addition to
having strong technical skills that they regularly update,
also have to be able to communicate effectively with non-
experts about the results of their data projects and how to
develop systems that collect good data.
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Data Iiteracy means that, wherever possible, decisions should be based on data not hunches or guesses. Data isn't just for ‘geeks’,
non-specialists must understand its importance.

Decisions should be
based on data and
evidence rather
assumptions.

Using data to manage
services is just as
important for the public
sector as the private
sector.

A strong relationship
between data specialists
and non-specialists can
lead to the right data
being used at the right
time to make the right
decision.

Being able to effectively
with non-specialists
about data and the
results of analysis is just
important as collecting
and analysing the data

BASIC
AWARENESS

Understanding the importance of facts
and challenging opinions or positions not
based on data and evidence.

Understanding key issues about the
security of data and individual privacy.

Understanding that data is no longer
something that is just collected at a
particular point in time — instead data is
being (or has the potential to be)
constantly created throughout any
interaction between a user and a service.

Identifying existing data specialists
working in your topic area: understanding
what data and information they collect;
and, what it can and cannot tell you.

Understanding that some people aren't as
naturally comfortable with numbers and
data as others. Communicating key
themes from results and simple “need-to-
knows" about methodology and
limitations.
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EMERGING
CAPABILITY

REGULAR
PRACTITIONER

Using performance metrics, data and
evidence to make decisions.

Understanding the limitations of particular
pieces of data because of their quality,
timeliness, coverage, etc.

Using multiple sources of data to get a
better picture about a particular situation.

Using regular feeds of information to
identify emerging patterns, and deal with
problems before they become too serious.

Ensuring that relevant and timely data is
collected about public service delivery.
That data is not just about the final
outcome but also a meta-data about the
nature and quality of user experience.

Building public services and systems that
can collect large volumes of data.

Using methods such as predictive analytics
or machine learning to improve delivery
and raise alerts about emerging issues.

Consulting data specialists throughout the
life of a project — not just at the inception
or evaluation stages.

Ensuring that there is sufficient time and
resource to collect and analyse data.

Incorporating data specialists as full
members of the project team (either as
direct or virtual team members).

Developing a collaborative relationship
rather than the traditional customer-
supplier relationship between
policymakers and analysts.

Using a variety of methods to bring data
and information to life for non-specialists
(both visual and verbal methods, static
and interactive visualisations, etc.)

Actively engaging with non-specialists to
illustrate how the data you hold and the
results it can generate will help them
achieve their goals.




USER CENTRICITY

The idea of involving citizens in developing public services
is not new, and "customer focus" has been mantra of
management consultancies for decades. However, the
arrival of the digital government agenda, and the
subsequent bottom-up development of new online services
has placed the idea of "user needs" at the focal point of
both policy making and service design —in both the US and
the UK, user needs are the first principle of government
guidelines for developing digital public services.

Solving user needs

Being user centred is about finding out what users need to
do and designing a policy/service that meets those needs,
rather than what government assumes/thinks those needs
are. All public servants should consider whether their
project, policy or service is meeting user needs, and that
user needs will change over time. While secondary sources
such as existing evidence/analysis, talking to employees
that work with users or organisations that deliver services to
users, it is important to include primary research with users
when identifying, and validating, user needs — qualitative
and ethnographic methods (e.g. in-depth interviews and
observation) are particularly useful for identifying needs.
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Focusing on users at every step

Projects must have sufficient resources and time allocated
for discovering and analysing user needs, and incorporating
regular opportunities through the life of a project to
undertake research/testing with users to check what is
being developed or implement is meeting the needs of the
users.

Considering how users think and act

Users are diverse, no two users are the same, when
developing services it is important to make sure it is easy
for users to do what they need to do. Human centred
design principles allow us to think about how people
interact with systems and processes, while behavioural
science can help us to analyse the way people think and
respond to different situations. It is also important to think
about those with different and particular needs (e.g. those
with a disability), when developing digital services it is
important to consider those whether there users and you
need to develop alternative approaches for.
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Involving users in projects

To develop effective user centred services and policies,
officials must adopt participative approaches that involve
users throughout the life of the project. This may be as
simple as undertaking user research at different stages (to
identify needs; test prototypes, alpha, beta, and live
versions) through to deep participatory exercises such as
the co-production of a policy or service which aims to
foster a sense of joint ownership of the exercise between
officials and users.

14
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User centricity is about having services and policies that are designed to solve user needs, with users considered at every stage
of the process so that they will say “l would do that again”.

Public services are
delivered for the benefit
of citizens. Modern
public services should
respond to clearly
identified needs.

Users and their needs
must be considered at
every stage of a project,
not just at the beginning
and the end.

People don't always
behave in the way we
expect. Using human
centred design principles
and behavioural science
can result in better policy
and services.

Working with “real” users
ensures that project
teams can better
understand user needs
and their situation.

BASIC
AWARENESS

Understanding that the needs of users
must be researched and gathered from
users themselves. Government must not
assume it knows what users really need.

The user should always be at the centre of
a project team'’s thinking. Users shouldn't
just be considered when generating ideas
and launching a product or service — but
throughout the design and development
of products and services.

Understanding that by designing policy
and public services around how human
beings think and interact will make it
easier for them to use a product or service
and thus for government achieve desired
policy outcomes.

Like a game of “Chinese whispers” every
time someone other than a user explains
or passes on information about a users
need a bit of that information is missed
out. The user is always the best source.
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EMERGING
CAPABILITY

REGULAR
PRACTITIONER

Ensuring sufficient time is devoted to
conducting user research to gather,
analyse, validate and prioritise user needs.

Testing services with users to assess how
well they meet the needs of users.

Using a range of research methods
(questionnaires, in-depth interviews,
workshops, ethnographic observation) to
obtain insights about users.

Regularly testing, re-validating, and
identifying new user needs throughout the
development and delivery of a project.

Regularly refer back to the identified user
needs and assess a project’s current
progress to see if needs are being met.

Identify opportunities to demonstrate or
test our ideas and interim versions of
services with users.

Ensure every stage of a project includes
user testing or makes use of “user
advocates” (team members who role play
a use) to analyse whether user needs are
being met, or how to meet them.

Identifying, analysing and deconstructing
“user journeys” to consider users pass
from step to step in using a service.

Working with relevant partners to ensure
users with particular needs (e.g.
accessibility/mobility needs) can use a
service or have alternative options.

Working with specialists in user
experience/interface design to develop
systems that are human-centred.

Working with specialists in behavioural
science to use psychological and
sociological techniques to deliver public
policy outcomes (e.g. “"nudge”).

Get involved in user research and testing,
sit in on or conduct interviews, workshops
or observation.

Use a variety of methods to record and
display the results of user research

(images, written notes from users, videos).

Use participatory approaches to design,
develop, test and implement projects that
involves users directly in the production
and decision-making, resulting in
co-ownership of the output.




CURIOSITY

Innovation in the public sector is about introducing new
and improved products, services, ways of working to deliver
better outcomes for citizens and improved operational
efficiency. Therefore, curiosity and thinking creatively are
part of the essential life blood of innovation — they are the
action of finding out new things. Many people will say "I'm
not creative", but everybody has the capacity and ability to
be creative.

Seeking out new ideas

Having curiosity can be as simple as getting feedback from
stakeholders and users about how something is currently
working, what they would suggest you do differently. Using
workshops and challenges can provide structured ways to
sources new ideas, while crowd-sourcing and text-mining
can provide large volumes of information that you can sift
for patterns and trends.

April 2017

Reframing problems and solutions

Everybody has their own way of thinking about a situation
or problem, and everybody has their own ideas about how
to solve it. Reframing techniques allow to think about a
problem from a different perspective or to challenge
default assumptions — for example, asking questions such
as "how would X go about this?" or "what if we did/did not
have to do Y?".

Adapting approaches

Curiosity is also about finding out how other people do a
similar job or deliver a similar service to see if they do it
differently; moving beyond those who are similar, one can
look at other examples of success, work out why that way
of working is successful and trying to adapt that
approach/their own approach to duplicate that success.

Core skills for public sector innovation: a beta model

Continuously learning

An important part of being curious and creative is adopting
a mindset of continuously learning — being able to absorb
and use new ideas, identifying your own limitations and
learning more about them. New knowledge is being
produced all the time, some of it may challenge our existing
thinking and force us to “unlearn” things we already know
or do.



SEEKING OUT
NEW IDEAS

REFRAMING
PROBLEMS AND
SITUATIONS

ADAPTING
APPROACHES

CONTINUOUSLY
LEARNING
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CUI’iOSity and creative thinking help identify new ideas, new ways of working and new approaches. It may mean something brand
new or adapting someone else’s approach.

Innovation is about
invention, creating new
things, and doing things
differently.

There is no right way to
approach a problem or
situation, and investigate
a problem from only one
angle can hide issues
and opportunities.

Many teams have similar
objectives, but they
rarely have the same
approach to meeting
those goals.

Knowledge is being
produced and practices
are evolving at an ever
increasing rate.

BASIC
AWARENESS

Understanding that the current way of
working is just one of many possible
approaches, and that each approach has
its own advantages and limitations.

Understanding and appreciating that
people have different perspectives on a
topic, problem or situation as a result of
their background, experience and
knowledge.

Understanding that there is no single way
of doing things, while systems and public
services are often standardised for
operational efficiency other organisations
can have a different approach.

Understanding that in a constantly
changing world knowledge and practice
are no longer fixed, there is always
something new happening somewhere.
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EMERGING
CAPABILITY

REGULAR
PRACTITIONER

Proactively seeking out feedback from a
wide range of users and sources and
analysing that feedback for ideas.

Talking to colleagues, stakeholders and
users about potential opportunities for
improvement — what ideas do they have?

Facilitating creative workshops to discover
and explore new ideas and approaches.

Using challenges, awards and prizes to
encourage people to think differently.

Using large-scale methods such as crowd-
sourcing and text mining to gain insight.

Identifying different actors and
stakeholders that are involved in or
influence a situation. Deconstructing their
position to understand how and why they
might think about the situation in a
different way from yourself.

Using tools such as vignettes and
personas to exemplify how different
people think about a situation.
Using role-playing games to enable

people to think about a situation from a
different perspective.

Engaging with teams/managers who do
the same work as you — finding out what
they do and how they do it, identifying
what is different about their approach.

Seeking out organisations from different
organisations, sectors, locations/countries
who have similar objectives or goals to
analyse their approach. Asking others to
"peer review" your approach and identify
alternative options based on their practice.

Being open to new ideas and thinking no
matter where it comes from, actively
considering the possibilities and
opportunities new ideas present.

Assessing the limitations of your own
knowledge and practice and finding
opportunities to learn more.

Actively reflecting on what lessons you
have learnt and using that to question
your assumptions and current practices.

“Un-learning” previously acquired
knowledge, practices and ways of thinking
that are no longer applicable or relevant.




STORYTELLING

Stories have been a part of human culture since the dawn
of language. Storytelling can be used by leaders and others
within organisations in a number of ways: to explain who
you are, to teach lessons, to outline the future, and to
inspire action in others. Change in the public sector is no
longer about moving from static state A to static state B,
instead change is a constant companion — changing
operating environments, changing expectations, changing
user needs.

Using narratives

Stories communicate facts, opinions, and emotions by
relaying the experiences of key actors and stakeholders.
This situational approach to communication can help
audiences better comprehend key messages. Stories should
be “living documents” that adapt to focus on an audience'’s
priorities and as projects progress. Stories don't just have to
talk about the past and the present but can be a useful way
to engage people in talking about the (possible) future.
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Telling user stories

By incorporating 'user stories' that set out the current user
experience when interacting with a service and/or the
future experience that users will have as a result of the
changes officials can help others empathise with users and
better understand user needs.

Working multiple media and methods

Stories don't just have to be verbal constructions, images
and graphics can provide useful metaphors or ways to help
bring key messages to life. Videos allow ways for the voices
of others to be part of the story you are telling. Interactive
methods can enable your audience to build their own
journey through your narrative, or to contribute their own
stories to it.

Core skills for public sector innovation: a beta model

Teaching lessons

Sharing experience is a crucial component to public sector
innovation. By telling the story of your own innovation
projects you can share lesson about what you found
worked and didn’t work, so that others can learn from your
own experience.



USING
NARRATIVES

TELLING
USER
STORIES

WORKING
WITH MULTIPLE
MEDIA AND
METHODS

TEACHING
LESSONS
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Storytelling is about communicating in an ever changing world, telling the “story” of change helps build support and engage

people by talking about the past, present and possible futures

Stories are a natural way
in which people share
information and pass on
knowledge.

Stories can be a
powerful and effective
way of expressing user
needs and priorities

Different people absorb
information in different
ways, using a variety of
methods helps spread
your message as far as
possible.

Public sector innovation
is driven by exchanging
knowledge and practice.
Stories can be a useful
device for sharing your
experiences.

BASIC
AWARENESS

Understanding that stories communicate
facts, opinions and situations by relaying
experiences, making it easier for audiences
to comprehend key messages.

User stories are a way of communicating
the way a user or groups of users
experience a policy or service, they enable
officials to empathise with the user and
understand their needs.

Understanding that metaphors and
imagery are powerful devices in stories
that can help explain complex ideas or
situations.

Sharing experiences is an important
element of public sector innovation, by
sharing your experiences you help ensure
people don't have to learn the same
lessons over and over.
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EMERGING
CAPABILITY

REGULAR
PRACTITIONER

Identifying key actors and stakeholder
(your ‘characters’) and constructing a story
outlines their experiences and motivations.

Ensure your story not just covers what has
happened and is happening, but also what
will happen to key characters in the future.

Stories are not static artefacts, they must
be progressed as situations develop.

Stories should adapted for each audience,
and accommodate alternative viewpoints.

When talking about the future, stories can
help explore uncertainties and possibilities.

Developing a story that follows the
journey of typical user, identifying what
they find easy and difficult to do.

Using the perspectives and experiences of
service users and citizens to outline and
explain the rationale for changes

Telling the stories of actual users enhances
the authenticity of the overall message, by
contributing their “real” voice and views.

Combining stories from a number of users
to give a holistic picture, identifying
common challenges and particular needs.

Testing and refining drafts of your story
with others to identify the best way to
communicate key messages.

Incorporating visual elements (images,
charts, graphics, videos, animations) into
your story to provide context or salience.

Using interactive tools/methods to create
a “story book” that allows audiences to
navigate through the story and focus on
parts that are the most relevant for them.

Enabling audiences and users to
contribute their own content or stories.

Conducting retrospectives at important
stages of project to identify lessons that
can be learnt from the experience so far.

Conducting “show and tell” sessions with
colleagues to share information and
experiences about a particular project.

Using a range of methods to broadcast
your stories and lessons — e.g. blogs/social
media, seminars and conferences.

Acting as a mentor or coach to other
public servants, using lessons from your
experience to help them in their practice.




INSURGENCY

Innovators in government are sometimes seen as internal
'insurgents' or 'rebels’, working to change the usual way of
doing things. If curiosity is the part of the lifeblood of
innovation that is how we identify new things, then
insurgency is about making those new things happen.
Public servants are often typecast risk averse — and often
with good reason if they are a prison officer or regulate
nuclear power plants — however, the number of situations
where an official must not doing something because of a
risk of direct harm to citizens or national security is
relatively small.

Challenging the status quo

Insurgents challenge the status quo and don't accept "it's
always been done this way" or “if it's not broke don't fix it
as a defence against change. Innovation often pushes up
against or even goes beyond existing boundaries and limits
to do things differently.
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Trying things out that might not work

Giving officials the freedom to try alternative ways of doing
things, including things that may not work, can provide
opportunities to find new ways of working that otherwise
might remain hidden. When something we try new and it
doesn't work, this isn't a “failure” but a learning opportunity
to find out why it didn't work and somebody isn't to blame
for it not working out.

Building alliances

Working alone rarely solves problems, particularly in the
public sector. The challenges faced by public services
demand increased and deeper collaboration between and
across organisations. Forging alliances among both internal
and external partners can create support and demand for
change by amplifying the message.
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Working with unusual partners

Innovation can also be the by-product of working with
unusual or unexpected partners, developing new synergies
that can lead to the identification of approaches that may
not have been discovered.
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Insu Frgency means challenging the status quo and the usual way of doing things, it means working with new and different partners
to gain new insights or deliver projects.

Innovation is about
doing something new
and there are often
many voices that resist
doing things differently.

Public services need to
"fail fast”, identifying
more quickly and earlier
when something isn't
working and why.

The challenges faced by
the public sector today
demands greater and
deeper collaboration.

Working with people you
might not ordinarily
consider could result
new synergies and
approaches.

BASIC
AWARENESS

Understanding that "it's always been done
this way” is not an acceptable defence for
poor service performance or quality.
Meanwhile, alternative approaches should
not be dismissed because of a “if it's not
broken don't fix it” mentality.

Understanding and accepting that when
trying something new there is a possibility
it might not work. This should not be
viewed as “failure” but an opportunity to
learn more — identifying what does and
does not work.

Trying to innovate in the public sector on
your own can be a lonely and impossible
challenge, collaboration with others can
improve your chances of success and the
provide a safe space to explore ideas and
ask questions.

People who are very different from you or
who work on something very different, is
no reason not to work with them, they
may have valuable insights and practices
that you haven't thought of.
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EMERGING
CAPABILITY

REGULAR
PRACTITIONER

Approaching untested/unusual
approaches or ways of working with an
openness to trying them out.

Using evidence and logic to robustly
challenge existing approaches, or to
promote alternative options.

Identifying existing boundaries and
limitations and finding ways to overcome
them or work-around them without
breaking the law or causing people harm.

Developing testing and piloting routines
to try out and demonstrate new ideas
and approaches on a small scale.
Ensuring the right data is being captured

and analysed in a timely fashion to
provide feedback about project progress.

Giving teams the opportunity to do new
things and providing support to them to
overcome the fear of failure.

Developing business cases and working
with corporate functions to explain the
potential opportunities of innovation.

Identifying and convincing potential allies
to support your vision, highlighting the
benefits for them.
Developing a vision, narrative and
message that all stakeholders involved in
the project share and jointly own.

Working with external stakeholders and
advocacy groups to amplify your message
and agenda for change.

Sharing people and resources (through
virtual teams or agreements) to enable
joint ownership and delivery of a project.

Working across boundaries within and
between organisations to identify new

contacts and partners in the public sector.

Respecting that people have different
backgrounds and perspectives, what is

‘unusual’ to you may be 'normal’ for them.

Leveraging your existing networks to find
new partnerships —who do your
stakeholders work with that you don't.

Proactively engaging with unusual
partners, identifying the benefits to them
of working with you.
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PROFILING THE SKILLS OF
GOVERNMENT INNOVATORS

To develop our model of core skills for public sector innovation, with the ,—>PROF|LE X: INNOVATION ROLE
. . . .. . . . Role in Government: Lab Account Director
help of Nesta we have interviewed public officials leading innovation teams
ADDED VALUE DEMONSTRATED IN PRACTICE
1 1 H 1 [——} “A direct quote from the paticipant that
and Iab; from a \C/Iarlety Zf i)ECEl Icounc‘jrles. The purposi]c of tlhese |hnterV|be|ws expresses apolgnantinsighttheyhaveabout (= (N L e Aeon
was to better understand the skills and competencies officials in the public
sector deem critical to their job, and to explore the relationship between [ PKEVDUTIES:
. . . 3 s section provides futher information regarding
these roles and public sector innovation. i e e
In particular, Nesta's work focussed on interviewing two key groups of |
. . T . . . I P
innovation specialists, data-led and design-led innovators, for their 4
particular innovation methods and approaches in changing the practice of
. .. . Spege . A N //7\\‘\ /’//7\
government, and for their ability to provide capabilities not always found in . ’ [ \\J (/ _ \(/
more traditional civil service roles. The results of these interviews have /@ G (\ “““/’ Examgls /\ rample J\ e
. D . . A - - -
been used to produce 8 “skills proﬂles , Which prowde a summary of the T 7 ~ / SM COMP  SMCOMP SMCOMP  SMCOMP SMCOMP  SMCOMP SMCOMP  SMCOMP SMCOMP
skills, competencies and backgrounds of a number of the different ®
interviewees that have been involved in the research to generate the model ; -
of core skills for public sector innovation. ¢
This section details what formal This section describes the This section draws out qualitative data
education the individual undertook, experinceses the public sector - from the interviews that describes or
providing an insight into the journeys innovators had, such as training 8 e details why this public sector innovator
EXPERIENCES % these public sector innovators have ‘ andjobs‘priono,wgmkingin \‘ is'noliva(ed(odowf:l!:e)i‘ndaw,e.i:;d
AND INSPIRATIONS: Brcuaee 27 SR o il coudpvebeen | SR pctke
s gained or developed JE|

Profile Role: All profiles are categorised by the role they have within the public sector.

Quote: This quote has been pulled from the participant interview, often a key point made by the participant

Key Duties.: These cover what the main duties and responsibilities were for the role.

Added value demonstrated in practice: how the participants believed their skills support innovation in the public sector
Competencies: competencies described by the participants, which they believed supported innovation to occur in their practice.
Broader competency grouping. initial grouping of individual competencies (5) into common themes.

Abilities and Motivations. learned skills, techniques and expertise, as well as the motivations described by the participant.
Experiences and Inspirations: education, learning, life events and previous work experiences of the participant.
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April 2017 Core skills for public sector innovation: a beta model 22


http://www.nesta.org.uk/

PROFILE A: DESIGN LEADER

Role in Government: Lab Director: Central Government

“Positivity... We hear ‘no’ a lot, and the ability to
suspend that no... How would we approach this if
anything was possible. That is important in
government.”

KEY DUTIES:

= Managing and being responsible for overall business,
vision and the strategic goals

* Managing a team of public and private sector staff who
drive design-led innovation government-wide

» Leading the design process within the projects
Shifting and changing how design impact is being
managed and run

» Mentoring the team’s non-designers
Ensuring the lab and the agency collaborate to achieve
the greater impact

COMPETENCIES:

Divergen
thinking

=

EDUCATION &
EXPERIENCE

EXPERIENCES
AND INSPIRATIONS:

April 2017 Core skills for public sector innovatio

' ™
Shared Understanding

Understanding that it's not
just about consensus (i.e.
partners, team, agency). To
reach ideas that fit,
different perspectives
need to be heard to
understand why the idea
was rationalised.

ADDED VALUE DEMONSTRATED IN PRACTICE

E
Motivation

The biggest trigger in
getting people to try new
techniques is bringing it
back to impact. Move from
micro to macro. Show
them why what they are
doing matters. Stories and
narratives are useful in
pulling out the details and

P
Agilty

Having design knowledge
helps understand how to
be adaptable and know
when to pivot if
something isn't working.
This saves time and

resources in the long-term.

' ™y
Empathy
The experience of being a
design student made
Profile B more empathic
towards the non-designers
on the team, and informed
the teaching techniques
used to assist in under-
standing the new
design-led approaches. The

can change people’s more they understood, the
perspectives completely. more the team trusted and
felt confident with the
approach.
\ J

Resilience

User centred
design

t Action
research

* Masters in Public Policy

* Degree in Sociology

« Design Thinking Practitioner
programme

n: a beta model

Leadership

SKILL
DEVELOPMENT

Setting
goals and
expecta-

tions

Service
design

Visual
design

* Own leadership development.

» Self motivated and sets own skills e
development. 4 e
(]

« Part of a design thinking communi- “

ty of practice.

Innovation
through HCD

Vision and
tactical
accomplish-
ment

MOTIVATE
& SUSTAIN

Intrinsically
motivated

Project
management motivated

Commu-
nication

Make the world
a better place

Self

* Having inspiring leaders and mentors.

= To retain designers in government roles,
they need to have the space and option
to develop skills.
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PROFILE B: DESIGN-LED PROJECT MANAGER

Role in Government: Lab Account Director: Central Government

“What makes a civil servant tick?”
“How do you manage projects and portfolios
to accommodate this?”

KEY DUTIES:

= Building relationships with middle managers in partner
with ministries to create opportunities for ongoing
collaboration with the lab, and mediate with middle
managers regarding concerns in adopting the lab
approaches and activities

= Demonstrating to clients the practical value of
adopting a more outcomes and user-oriented
approach to policy development (where the focus is on
creating actual change and impact at user level)

ADDED VALUE DEMONSTRATED IN PRACTICE

Empathy

Profile B uses skills
developed from previous
training as a sociologist to
walk in the shoes of civil
servants involved in the lab
projects. By considering
the civil servants’

-

Changing approach

‘Intended change'is used
as the starting point for
projects, as opposed to
focusing on the problem.
This shift encourages
partners and colleagues to
reflect on how alterations

-

-
Inclusivity

-~

" Cultural change

Supporting empathy, the Profile B believes it is
adoption of a participatory important to change the
design approach mindset among civil
demonstrates the servants in order to help

importance of including
those affected into the
decision making process:

them accept that many
problems cannot be
solved in full. No ‘perfect

COMPETENCIES

April 2017

EXPERIENCES
AND INSPIRATIONS:

incentives and and interventions in “If we design new tools that intervention’exists, and
responsibilities, Profile B practice (and thinking) will ;:.!.fay a role in peoples’ work uses a designer _="PP|":'3':|'l
can begin to understand lead to more concrete and lives, rhen.weshou.r'd of a‘best fit' option.
how to develop a longer-term impacts. democratically engage )
programme that will these people that are being
receive buy-in. affected.”

PN A N AN

~

Expose
others to
new
methods

Qutcome
focused;
User
oriented

Create
curiosity

Future
scenarios

Ethnography
methods

Empathy

* Bachelors Degree in Sociclogy

¢ |T based degree in User Centred
ﬂ Design
s Experience in project manage-

EDUCATION & ment and strategy consultancy

EXPERIENCE

Core skills for public sector innovation: a beta model

Translate

Collaborate
concepts

with others

into tangible

actions

Co-design User centred
design

Workshop
design

» Creative problem solving

» EPIC Ethnographic Practice in
Industry

« Scandinavian approach to
participatory design

SKILL
DEVELOPMENT

Encourage
courage in
others

Courage to
challenge
the norm

Build

Pushing
boundaries

Making
change

« Doing things in a different and novel
way

MOTIVATE
& SUSTAIN

relationships
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PROFILE C: DESIGN METHODS LEAD

Role in Government: Strategic Designer in the Innovation Lab: Central Government

“Co-creation doesn’t improve the quality of

ideas, it improves the ownership of them.”

KEY DUTIES:

= Designing a lab to support the government to be more
innovative

= Developing a strategy for the lab, including making the
decisions around what projects to undertake, what
skills are required in the team, what ecosystems the lab
should be involved in, and which public investments
(open challenges) it should consider

» Allocating the design resources under the strategy,
delineate the project pipeline, and hire the team

COMPETENCIES:

Open and
learning
based

mindset

Visualis-

ation

=

EDUCATION &
EXPERIENCE

EXPERIENCES
AND INSPIRATIONS:

April 2017

ADDED VALUE DEMONSTRATED IN PRACTICE

Changing approach
Profile C champions a move
away from the traditional
approach of using
evidenced based public
policy (where justifications
are built for existing ideas)
and replaces it with an
action research approach -
goes into the field to
understand what the
problem actually is, and
what ideas should be
worked on.

™,

-

Workshops

Profile C believes in having
co-design workshops as
standard practice. Co-de-
sign workshops bring
together a wide range of
stakeholders to develop a
shared understanding of
the different perspectives
of what innovation should
be in government and
what a lab should do. These
inclusive conversations are
vital to get people on

board.

r A
Changing
communication

Classic civil servants
produce minutes, reports
and uninspiring Power-
Points; a design
background helps intro-
duce new engaging
stories using multi-media
to not only draw people in,
but generate a shared
understanding by commu-
nicating effectively and
inclusively.

-~

-

Prototype. Prototype.
Prototype.

One of the main differences
from a traditional civil
servant approach to a
design-led one is the use of
prototypes. Prototypes
allow validation of an idea,
to learn from it, or to have it
fail quickly in order to move
on to the next one without
wasting unnecessary time
and resources.

~

Effective
allocation
of design
resources

Ability to
learn quickly

Action
research

Prototyping

# Currently undertaking a PhD
surrounding the experience of
setting up alab

* Formally trained as an architect

Core skills for public sector innovation: a beta model

Use visual
communi-
cation to
tell stories

Reframe/re-
define policy
problems

User centred
design

Service
design

erience in building web

,d ning books, creating e
gned social housing f
« Acquired many transferable skills LR

through these practices

SKILL
DEVELOPMENT

Specialist
team

design and

recruit-
ment

Workshop Self

design

MOTIVATE
& SUSTAIN

motivated

o Interested in all aspects
its application within

Creative
facilitation

(work- political

Combine
design and

experience

Future
Minded

Making a
difference

rent

of design and

contexts - very exploratory approach
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PROFILE D: METHODS EXPERT - DELIVERY

Role in Government: User Researcher/Service Designer:

“Most people will need to see the insights they
generate be translated into real world
impact...”

KEY DUTIES:

= Understanding the needs of the users that are being
designed for, and ensure these needs are being
reflected in the design of/changes to services

= Ensuring that these user needs are visible for the team,
to help form a shared understanding in order to
collaborate successfully

* Leading the team synthesis of the research

= Involving the rest of the team in the research by
introducing them to ethnography techniques,
observation methods, lab testing and usability testing

COMPETENCIES:

Use ethno-

Design
thinking

-

EDUCATION &
EXPERIENCE

EXPERIENCES
AND INSPIRATIONS:

April 2017

Reflexive

graphic thinking ¢
research and empa- scanning
thy

Central Government

ADDED VALUE DEMONSTRATED IN PRACTICE

Change in approach

A user researcher’s role is
not only to teach the rest
of their team how to do
user research, but to build
the team’s understanding
of why it is valuable, and
to demonstrate to them
that a change in approach
is required. Profile D
achieves this by carrying
out two-hour user
research sessions with the
team each month.

-

Benefit of change

The benefit of user research
is that it generates qualita-
tive data that tells the story
of a user and brings the
research to life. Document-
ing this research in multiple
ways enables the user
researcher to synthesise
and draw out what is
useful, and visualise it for
others to understand and
make use of it.

-
Sharing new methods

As part of the two-hour
training sessions, the
following methods might
be covered: ethnography,
observation, testing, lab
testing, usability testing.
All these approaches bring
the team closer to user
research. These approach-
es highlighted the value of
listening skills, trying out
new techniques, asking
the right questions, and
observing.

AN '

Learning cultures

Profile Daccredited the work
environment to benefiting
employee learning and
development. A space to
‘work in the open) for
show-and-tells to take place,
where people are free to ask
questions, share mistake -
this creates a feeling of
shared responsibility for the
projects, as well as building
team moral and empathy.

Horizon

Behavioural
science

Prototyping

* Masters in Positive Psychology
* Degree in Fashion Textiles Design
and Management

Core skills for public sector innovation: a beta model

User
User insight \y/ experiment
and facilita- methods

tion skills

Journey User
mapping centred
design

SKILL

B environment

Visual
design and Outcomes
communica- focused
tion

Digital
prototyping

Self

# Skills were gained by being
around new products and .
constantly learning about new 4 Q
technologies and metheds, “
particularly within the open work

MOTIVATE
& SUSTAIN

motivated

.S
a

Strategic
design
approach

approach

Abilityto  Being around
make a smart people
difference

3
tangible thing

= Seeing the membrane between

policy and preduct development

dissolve would help retain designers

in governme nt

Design led

eing insights being translated into
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PROFILE E: METHODS EXPERT - EDUCATOR

Role in Government: Lab Director: Central Government

“Need a quote, need a quote, need a quote,
need a quote, need a quote”

KEY DUTIES:

=To work alongside policy makers and the innovation
director, to set up a design and user approach to policy

* making
Organise meetings with front-line colleagues (social

= workers) to collect ideas and insights
Organise and facilitate workshops which were attend-
ed by a specific unit to work on specific situations

» Communicate and mediate the value of design and
user-led approaches to civil servants

COMPETENCIES:

Bottom up
approach to
policy
develop-
ment

Design
thinking

design to
improve
communi-
cation

Creating user insights

For Profile E, the role of
service designer focused a
great deal on teaching
methods surrounding how
to generate good user
insight to work with. This
developed the team’s skills
in conducting qualitative
interviews, and learning

ADDED VALUE DEMONSTRATED IN PRACTICE

-
Changing mindsets

Championing a design
thinking mindset encour-
ages the team to think of
the users first: what are
their needs? The focus
shouldn't be on the
difficulties of the process
or how to implement a
solution, but being open

' N

Workshops

Workshops were used to
collect ideas from the
front-line staff and other
civil servants, adopting a
more bottom up approach.
These workshops hoped to
demonstrate that every-
one could be a public
sector innovator. A specific

Testing impact

Following the prototyping
stages, users are observed
whilst interacting with the
developed service to
address questions such as:
“is the service understanda-
ble, how frequently do
users use it, what is their
experience of the service?”-

methods of how to to have user needs as a unit would attend a 1 day measuring the impact of
contact/engage hard to starting point, and not the workshop and suggest interventions assists
reach users usual starting point of solutions for current work shaping future projects and
political needs challenges, which were how they are approached
then reported to top
L L management L

Visual Design

approach to
re-framey/-
define

Communication
and verbal

User
centred
design

techniques

Facilitation\, /Gain insights
with a range
of research

methods

to manage
stakehold-

User
journeys/
scenarios

Impact
testing

Assess
viability of
different
innovation
approaches

Adopt
participatory
approach

Interface
design
(UIJUX)

Make project
useful for
users

Take user
needs as a
starting
point

Ability to
learn and
grow

Ability to
make an
impact

* Industrial Product Design Degree
* Masters in Design and Innovation
Management

=

EDUCATION &
EXPERIENCE

EXPERIENCES
AND INSPIRATIONS:

April 2017 Core skills for public sector innovation: a beta model

* Work experience as part of
Masters

* Uncovering and researching
examples of successful UCD
project

SKILL

DEVELOPMENT

MOTIVATE
& SUSTAIN

= Making useful projects on social issues,
despite being challenging, is motivating
initself
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PROFILE F: DATA BUSINESS LEADER

Role in Government: Director of Performance and Accountability

ADDED VALUE DEMONSTRATED IN PRACTICE

~

“The focus isn’t on data, but on how the
applications of data analysis creates value - ( Improving efficiency Y (
what is the value proposition”

N
Modelling and Meaningful application | | Strategic direction
Machine Learning
Moving away from Excel

and into program

The ability to reach your
long and short term goals,

The training approach

By ‘teaching’ the computer
employed by Profile Fis

to carry out certain tasks it

KEY DUTIES: has freed up time for devel * i ordert purposely not focused on by employing the right
o le to focus on other evelopment, in order to data analysis, but instead le to help you realise
Using data to set goals, plan next steps and create results 5:?133. use more sophisticated om how the application of f:;ﬁ.This reqpu)irr(::s

= Performing analytics in projects and working as an intelligence
agency to provide different departments with key insights to
enable them to work in a more anticipatory way

= Understanding how we use data to create value for citizens

» Hiring staff and staff development

forms of data analysis and
enabling you to tailor
programmes for your
specific needs. This was
used, for example, to find

understanding the different
data (and non data) roles,
and what they have the
capacity to deliver on each
project, as well as being

data analysis can create
value, i.e. understanding
what the value
proposition is - and
developing resources that

It also increases the
credibility of the work as it
can be reproduced and the
backup data is always there
to support outcomes or

= Overseeing external relations and partnership management opti
B : irecti ptimal placement - . . . .
s Verbal communication and presenting the work directions .. locations for ambulances support this activity. ab!e o |denf:|fy Tzﬁ' skills
= Promoting productive and innovative culture to reach call outs more existing staff need to
ing (i develop.
= Trouble shooting (internal and external) quickly,
- 4 : PR A J

COMPETENCIES:

)

Effective
and
appropriate
delegation

Combine
qualitative &
quantitative

analysis

Good
strategic
direction

Excellent
external
relations

Find and
hire good
people
effectively

Encourage

productive,
innovative
work culture

Hands off
manage-
ment
approach

Effective
negotiation
skills

‘Big picture’
project
anagement

Organisational Storytelling Organising

Intrepreneur
intelligence collaboration

ship

Strategic

Strategic
action

action

Organising
collaboration

Focused on
outcomes

Strategic
action

Future
Minded

Self Making a
motivated difference

Service
design

User centred Workshop
design design

Visualis-
ation

Action
research

Prototyping

=

EDUCATION &
EXPERIENCE

EXPERIENCES
AND INSPIRATIONS:

April 2017

* Masters in Public Administration

* Degree in Philosophy and
Political Science

* Work experience in a Think Tank,
surrounding urban politics and

policy

Core skills for public sector innovation: a beta model

« Working with cohort of
fellowships in Civic Analytics e
network - learning from f @
community of practice. N ;

MOTIVATE
& SUSTAIN

SKILL
DEVELOPMENT

« Inspired by mentor in first job

* Experienced aftermath of Hurricane
Catrina, the lack of public response
was a big motivation.
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PROFILE G: DATA BUSINESS DEVELOPER

Role in Government: Director of Performance and Accountability: City Government

“The focus isn’t on data, but on how the

ADDED VALUE DEMONSTRATED IN PRACTICE

applications of data analysis creates value - (
what is the value proposition”

KEY DUTIES:

= To develop the lab’s portfolio of projects on trade and
economic impact

« To innovate with data in order to inform new development
practice

= To undertake the role of connector within the Programmes
Team, ensuring that all teams in the lab were talking to each
other to address organisational issues

= Assisting the teams in maneuvering around bureaucratic
barriers in order to get things done

N

Changing approach...

In order to develop the
organisation’s projects in a way
that was more in touch with the
modern world (specifically
around technology), Profile G
sought specialist expertise from
outside the organisation. By
reaching out, he was able to
increase his personal
understanding and confidence in
these new approaches, which he
ultimately bought back and
implemented into new projects

Manoeuvring around
bureaucratic barriers...

To forward the innovation
effort, without generating to
much resistance from senior
levels, Profile G thinks
carefully about the
incentives of the board
members and re-frames the
project so that it aligns with
their interests and strategic
agendas, i.e. demonstrating
the value from a low
cost/high creativity angle

N ™
Growing networks...
Through humility, curiosity
and a self awareness of the
skills and knowledge that he
doesn't yet have, and by
having the openness to
approach those who do
possess them, Profile G was
able to reach out to people
who had expertise in that
area. This enabled him to
grow his own personal
networks, open doors to
more method insights and
collaboration possibilities

COMPETENCIES:

Horizon

Drive
continuous
learning

Curiosity

Good

)

nication

=

EDUCATION &
EXPERIENCE

EXPERIENCES
AND INSPIRATIONS:

April 2017

orientated

commu-

Sense of
agency to
change
system

Can-do
action

mindset

Focused on Intrapn:eneur
outcomes ship

Relationship Politically
management  aware

+ Masters in Public Policy

* Masters Degree in Journalism
and Communications

* Has previously worked as a
development consultant and
innovation specialist

Core skills for public sector innovation: a beta model

Align work
with stake-
holder
incentives

scanning -
identify
positive
deviants

Sees the
bigger
picture

Learning by

raising of
potential

ideas in cost
effective
way

doing
mindset

Focused on Experimental Organisational Organisational Experimental Curiosity

outcomes mindset

Broad
knowledge

Design Qualitative
Thinking data
methods

s Attends lectures and reads
articles to maintain current
knowledge level

[ X N
... « Undertook in-house sociology

SKILL and systematic training
DEVELOPMENT | attonded a Design Thinking
Boot Camp

intelligence

intelligence mindset

Pushing
boundaries

Theoretical
inquiries

Making a
difference

« Genuinely excited b y data and the
e innovation potential that it offers

! @ + Theorises, not learned but more of an
N ¥ intellectual approach

MOTIVATE

&SUSTAIN
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PROFILE H: METHODS EXPERT - DELIVER

Role in Government: Data analyst embedded in social work team

“Social workers are now understanding that

ADDED VALUE DEMONSTRATED IN PRACTICE

data isn’t just a stick to beat them with. They

now understand what they are writing down is
useful, in and of itself”

KEY DUTIES:

= Analysing data in order to identify patterns and to gain insight
into what is and isn't working in social care, leading to the

« development of interventions or changes in practice
Communicating data and an engaging and understandable

= way to social workers, for them to learn from it and to inform
their practice, create interventions to save money/improve
citizen lives

= Taking a blended qualitative and quantitative approach, also
acknowledging the expertise and insights of front line social
workers

More applied use of
data in practice...

Usually, only the back
end of data is looked at,
and only by the senior
managers. This
arrangement means that
beyond using data for
performance
management, it is used

quantitative data....

Social workers work with
families on a day to day
basis, and have insights
regarding what the issues
are; data analysts can
bridge the gap between
these inklings and the
larger picture and create

to empower front line quantifiable, evidenced
staff about their practice. understanding of what is
happening

o
Merging qualitative &

P
Successful example...

This merging of qualitative
and quantitative data was
used to identify one
perpetrator across two
cases. By looking at his
network and costing his
social impact on other
families social care journey -
this highlighted the issues
within the existing system
and moments where
interventions would have
made a difference to the

| journey and cost

A

s ™
Sharing data...
In order to use the insights
from the data, it needs to be
made communicable to
those in the practice, i.e.
social workers. This is done
in an engaging manner, or
through mediums they
already use (genograms,
power point presentations
and online web reports)

COMPETENCIES:

)

Ability to
see
patterns
and trends
in data

Can merge
skills and
approaches
(quant/qual

Storytelling Agility

Ethno-
graphic
methods

=

EDUCATION &
EXPERIENCE

* Undergraduate degree in

Sociology

* Research

EXPERIENCES
AND INSPIRATIONS:

April 2017

Qualitative
data methods data methods

* Masters degree in Social

* A-level in Mathematics
» Background in data

Core skills for public sector innovation: a beta model

Curious,
wanting
better system
level under-
standing

Self moti-
vated to
expand
skills

Storytelling
using data

Curious Curious Storytelling

Data
presentation

Quantitative
Excel

[ X N
Al -
SKILL

DEVELOPMENT

Proficientin

+ Attends lectures, reads articles
to maintain current knowledge e potential that it offers
i

Openness,
accept other
experience detail
and orientated
expertise

Openness

Power Self

Point

(2

+ Received in-house sociology “
and systematic training

MOTIVATE
& SUSTAIN

Assiduous -

Organisational
intelligence

motivated difference

Excellent
understand-
ing of
research
methods

Foundation-
al statistical
knowledge

Agility  Organising
collaboration
Future
minded

Making a

« Genuinely excited b y data and the
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EXPLORING ATTITUDES TO AND EXPERIENCES OF
USING INNOVATION SKILLS IN AN ORGANISATION

Throughout our interviews and workshops to gather information on the
topic of skills for public sector innovation, participants have referenced
various barriers to making use of innovation skills, be they institutional
issues (such rules and procedures), culture and leadership, or their own
personal reluctance to use these skills. Therefore, providing a model of
innovation skills, and highlighting the profiles of a selection of innovators
will not in itself result in a wider adoption of innovation skills.

As a result, the OECD has developed a prototype workshop format that
organisations can use to familiarise staff with the skills model, explore
concerns, motivations, barriers and enablers. This workshop format has
been initially tested with public sector officials who attended an OECD-led
session at the Brazilian government's public sector innovation week in
September 2016.

The workshop format provides a structured way for organisations to
explore the various issues and opportunities presented by each of the six
core skills for public sector innovation. The completed activity sheets and
outputs from group discussions then act as a resource to inform further
thinking and activity on implementing innovation skills.

April 2017 Core skills for public sector innovation: a beta model

User centred

Being user centred isn't just about doing some testing at the
very end of the development process. It's about making sure
that everything you do is focussed on solving or servicing user
needs, and that users are considered at every stage of the
process. We need to research user needs to find out what it is
that the users of public services actually need to do, not what we
think they need to do.

we design and develop services needs to reflect how
and interact with systems and interfaces. We must

sy for users to do what they need to do. Users should

say "I will do that again" not "I never want to do that again!”

How much do you understand what it
means to be a user centred public servant?

How much do you think colleagues in your ministry
or agency understand what being user centred means?

How ready do you think your ministry or agency adopt user
centred approaches as part of its usual way of doing things?

Not

" ‘ Raj: I have a good idea but it might not
1 . work. Won't | be blamed if it goes wrong?

You don't need to worry; being
data literate is good because...

Juan: iiike thinking about how we can do
things differently

We tried using a data-driven approach in this
project but we came across these problems...

Oh no! I'm sure you can make a data driven approach work.
Have you thought about doing any of these things....
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The workshop is organised around two activity sheets, the
first will look at participants own views and experiences
about innovation skills, while the second identifies
enablers and barriers within the organisation.

The workshop should be set up for a group of 4 to 6
participants to discuss one of the six skills areas - you
should have at least three groups so that you can discuss
a range of innovation skills.

The workshop should begin with a short introductory
presentation that provides an overview of all six of the
core skills.

The first activity sheet has two parts:

= A 'temperature check’ activity where participants
rate where how well they think they understand the
skill, how well they think their colleagues
understand it, and how ready their organisation is
to make use of the skill in its usual way of doing
things.

= Four questions for discussion to extract
participants’ own views and experiences of the
particular innovation skill. The first two questions
cover where the skill is currently being used and
where else it could be used, to identify practice and
potential opportunities. The second two questions
ask about participants’ feelings to identify what
they like about the particular skillset and what
worries them about using it.

April 2017

User centred

Being user centred isn't just about doing some testing at the
very end of the development process. It's about making sure
that everything you do is focussed on solving or servicing user
needs, and that users are considered at every stage of the
process. We need to research user needs to find out what it is
that the users of public services actually need to do, not what we
think they need to do.

The way we design and develop services needs to reflect haw
people use and interact with systems and interfaces. We must
make it easy for users to do what they need to do. Users should
say "l will do that again" not "l never want to do that again!"

How much do you understand what it
means to be a user centred public servant?

Not Very
at all much

We are currently using
this skillset for..

We could also be using
this skillset for..

How much do you think colleagues in your ministry
or agency understand what being user centred means?

Not Very
at all much

How ready do you think your ministry or agency adopt user
centred approaches as part of its usual way of doing things?

Not Very
at all ready

What we like about using
this skillset is...

What worries us about
using this skiflset Is...

Core skills for public sector innovation: a beta model
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After feedback from each group and a discussion about
issues and topics raised the workshop moves on to the
second activity sheet.

The second activity sheet is organised around three
different colleague personas, so that participants can
explore issues associated with putting innovation skills
into practice:

= First, a colleague that doesn't think using
innovation skills is necessary — participants should
identify what arguments this type of person might
put forward about why we don't need to use these
skills.

= Second, a colleague that is interested in using
innovation skills but is worried about using them —
participants should consider what this person'’s
manager might say to them to encourage them to
use innovation skills.

= Third, a colleague that has tried to use these
innovation skills but run into difficulties. For this
colleague, participants will do two things, first
identify what barriers might this colleague run into
if they were in your organisation, secondly what
enablers/quick-wins could be suggested to
overcome these barriers.

A second round of group feedback and discussion can
allow participants to identify common themes and issues
specific to particular skills.

April 2017

\ Mary: why do we need to
\ change? The way we do it now is fine

! don't think | need to know anything about
being data literate because...

Raj: I have a good idea but it might not
work. Won't | be blamed if it goes wrong?

You don't need to worry; being
data literate is good because...

\

Juan: ilike thinking about how we can do
things differently

We tried using a data-driven approach in this
project but we came across these problems....

_

Oh not I'm sure you can make a data driven approach work.
Have you thought about doing any of these things....

7

™

Core skills for public sector innovation: a beta model
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http://oe.cd/opsi

The Observatory of Public Sector Innovation collects and analyses examples and shared
experiences of public sector innovation to provide practical advice to countries on how
to make innovation work.
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