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What we mean by “digital services” 
Transactional or informational services that are online and 
used by the general public, especially residents and businesses. 

Examples: 
● Transactional: applying for a building permit
● Informational: looking up your recycling collection company

Ways in which digital services may be delivered:
● Websites
● Mobile apps
● Text message
● Chatbot 



Our services were not designed 
for the internet                                       
                                      



Digital services matter to 
our residents

❏ Easy to get things done
❏ Make services accessible and inclusive
❏ Build trust in City’s ability to deliver



We need a plan for 
the rest of the 
iceberg
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ESD does extensive outreach 
to promote this free 
alternative to illegal dumping

1

   Example: Junk pick-up is a great service. 
                 ESD has a vision for how it could be even better. 
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to promote this free 
alternative to illegal dumping
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   Example: Junk pick-up is a great service. 
                 ESD has a vision for how it could be even better. 

2 The City website provides clear 
instructions, but ultimately 
residents must call the hauler 
themselves



ESD does extensive outreach 
to promote this free 
alternative to illegal dumping

Customers appreciate the service 
but find that calling the hauler is 
often a burdensome process

“Pick up was as stated. My 
only problem was calling to 
schedule the pick-up on three 
different days.” 

“Two times I hung up when it 
went into voicemail. I waited a 
week and called and spoke to 
a person.”

21 The City website provides clear 
instructions, but ultimately 
residents must call the hauler 
themselves
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   Example: Junk pick-up is a great service. 
                 ESD has a vision for how it could be even better. 



ESD envisions a single digital appointment booking experience  
will make it easier for residents

How might we make this happen?

1. Design the end-to-end customer journey (including the parts managed by vendors)
2. Sweat the people, process and technology details to deliver that experience 

 

Go online to schedule 
appointment 

Get a text reminder 
the day before 

Set out items and 
you’re done! 

21 3 City easily tracks 
service data  
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“The future is already here — 
it’s just not evenly distributed” 

                                       
                                                             William Gibson, 2003



  The UK’s Digital Transformation Journey  

“A focus on vastly increasing the range, 
usage and quality of online transactions will 
deliver the greatest impact; less hassle for 
citizens & businesses, and great efficiency.”

  Start building and delivering

  Set digital service standards

  Form a central team

  Scale and sustain

  Develop digital strategy

  Inventory transactional services

  Drive change from the center

  Call to action

  2010

  2019



“The Team is the Unit of Delivery”
 

  Start building and delivering

  Set digital service standards

  Form a central team

  Scale and sustain

  Develop digital strategy

  Inventory transactional services

  Drive change from the center

  Call to action

  2010

  2019
Source: https://www.flickr.com/photos/gdsteam/13427542555/in/album-72157642954430003/
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  Start building and delivering

  Set digital service standards
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“Simpler, clearer, faster”
 

Source: https://www.gov.uk/
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  Call to action
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Source: https://github.com/alphagov/government-service-design-manual/blob/master/service-manual/assets/documents/digital-service-standard.pdf
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  Start building and delivering

  Set digital service standards

  Form a central team

  Scale and sustain

  Develop digital strategy

  Inventory transactional services

  Drive change from the center

  Call to action

  2010

  2019

£3.5 billion saved

Source: Lou Downe, Code for America 2018 keynote, 
https://docs.google.com/presentation/d/1FoWUeQAG-BYmPBCPtQZefqtjCGqvYIRCsRwwiPF3CIA/edit#slide=id.g20fc5d3bc7_0_432
https://www.gov.uk/service-manual/agile-delivery/spend-controls-check-if-you-need-approval-to-spend-money-on-a-service

  The UK’s Digital Transformation Journey  



  Start building and delivering

  Set digital service standards

  Form a central team

  Scale and sustain

  Develop digital strategy

  Inventory transactional services

  Drive change from the center

  Call to action

  2010

  2019

25 departments
10,000 people trained every year 

Source: Lou Downe, Code for America 2018 keynote, 
https://docs.google.com/presentation/d/1FoWUeQAG-BYmPBCPtQZefqtjCGqvYIRCsRwwiPF3CIA/edit#slide=id.g20fc5d3bc7_0_432
Photo credit: GDS team, https://www.flickr.com/photos/gdsteam/42843133360/in/photostream/

  The UK’s Digital Transformation Journey  



U.S. Digital Service

CITIES

  Other governments have followed in their footsteps...  

STATES NATIONS

Italy Mexico

Argentina Singapore



San Jose’s Digital Transformation Journey

● Create digital platforms to improve transparency
● Empower residents to actively engage in the 

governance of their city
● Make the City more responsive to the complex 

and growing demands of our community.

  San Jose’s Digital Transformation Journey  

  Keep building and delivering

  Set digital service standards

  Form a central team

  Scale and sustain

  Develop digital strategy

  Inventory transactional services

  Drive change from the center

  Call to action

  2016

  Start building and delivering

The Smart City Vision challenges us to 
be a “User-Friendly City”



San Jose’s Digital Transformation Journey

  Keep building and delivering

  Set digital service standards

  Form a central team

  Scale and sustain

  Develop digital strategy

  Inventory transactional services

  Drive change from the center

  Call to action

  2016

  Start building and delivering

Subject: My San Jose Alpha Launch
Date: June 16, 2017

Hi all Alpha Users:

In our 6 weeks we have been able to:

● Roll out 2 Versions 
● Fixed 52 Bugs
● Added 31 features 
● Submitted 9165 requests

  San Jose’s Digital Transformation Journey  



We’re piloting a central digital services team...

  Keep building and delivering

  Set digital service standards

  Form a central team

  Scale and sustain

  Develop digital strategy

  Inventory transactional services

  Drive change from the center

  Call to action

  2016

  Start building and delivering

Content
Designer

User Experience 
Designer

Product 
Manager

Product
Owner

  San Jose’s Digital Transformation Journey  



...and navigating complex organizational structure 

Executive 
Committee

Product 
Owner

UX 
Designer

Content 
Designer

Product 
Manager

QA/DevOps 
Engineer

Vendor 
Team

Consultant 
Team

Abandoned 
Vehicles: 

Service Owner

Graffiti: Service 
Owner

Illegal 
Dumping: 

Service Owner

Potholes: 
Service Owner

Streetlights: 
Service Owner

General 
Requests: 

Service Owner

Abandoned 
Vehicles: 

Service Team

Graffiti: Service 
Team

Illegal 
Dumping: 

Service Team

Potholes: 
Service Team

Streetlights: 
Service Team

General 
Requests: 

Service Team

Core Leadership Team
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  Keep building and delivering

  Set digital service standards

  Form a central team
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  Call to action

  2016

  Start building and delivering

We’re proving that 
building & delivering 
can be fast 

  San Jose’s Digital Transformation Journey  



For example:
● Internal staff with digital skills
● Contracts for ongoing 

maintenance and iteration

  Keep building and delivering

  Set digital service standards

  Form a central team

  Scale and sustain

  Develop digital strategy

  Inventory transactional services

  Drive change from the center

  Call to action

  2016

  Start building and delivering

We’re proving that 
building & delivering 
can be fast ― when 
the right conditions 
are in place. 

  San Jose’s Digital Transformation Journey  



We’re implementing best practices for 
user-centered design...

❑ Each service has a simple definition 
❑ Tell reporters the target resolution time 
❑ Meet target resolution time for 80% of all requests 
❑ Track customer satisfaction for every service request  

As measured by...

Build trust with reporters 
by setting expectations and demonstrating responsiveness

My San Jose Objective & Key Results for Quarter 1, 2019

  Keep building and delivering

  Set digital service standards

  Form a central team

  Scale and sustain

  Develop digital strategy

  Inventory transactional services

  Drive change from the center

  Call to action

  2016

  Start building and delivering

  San Jose’s Digital Transformation Journey  



...and delving into the complexities of 
governance for our processes and systems 

My San Jose 
Customer Facing Apps
(Owned by CMO/IT) 

Citywide CRM System 
(Owned by IT)

Work Order Systems
(Owned by each department)

  Keep building and delivering

  Set digital service standards

  Form a central team

  Scale and sustain

  Develop digital strategy

  Inventory transactional services

  Drive change from the center

  Call to action

  2016

  Start building and delivering

  San Jose’s Digital Transformation Journey  



Digital Services Academy: 10 services, 20 staff from 12 depts

  Keep building and delivering

  Set digital service standards

  Form a central team

  Scale and sustain

  Develop digital strategy

  Inventory transactional services

  Drive change from the center

  Call to action

  2016

  Start building and delivering

We’ve piloted a training on how to create 
user-centered website content...

  San Jose’s Digital Transformation Journey  



What We Need to Do Next

❏ Evaluate and pre-qualify consultants 
for digital service transformation
(Target: March - April 2019)

❏ Digital services roadmap 
(Target: May - June 2019) 

  What We Need to Do Next

  Keep building and delivering

  Set digital service standards

  Form a central team

  Scale and sustain

  Develop digital strategy

  Inventory transactional services

  Drive change from the center

  Call to action

  2016

  Start building and delivering

Upcoming Milestones



❏ Governance structure 

❏ Centralized vs. decentralized staffing

❏ Benchmarks from local governments

❏ Developing common platforms 

❏ When to choose build vs. buy 

❏ Growing our procurement toolkit

❏ Framework for choosing the right channels for 
each customer segment 

  What We Need to Do Next

  Keep building and delivering

  Set digital service standards

  Form a central team

  Scale and sustain

  Develop digital strategy

  Inventory transactional services

  Drive change from the center

  Call to action

  2016

  Start building and delivering

Questions for Digital Services Strategy



Let’s make our plan 
for the rest of the 
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