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Digital
Transformation
In Reykjavik

Webdagen 2023
Asta boll Gylfadottir asta.tholl.gylfadottir@reykjavik.is
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Asta Gylfadc’)ttir/

Head of digital leaders in Reykjavik
Department of service and innovation

Reykjavik
Cand.it IT Universitetet 2015

Service Design
Agile Leadership
ICF Coaching

Connect on Linkedin!
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Agenda for today

Reykjavik journey

- Digital transformation

Leading change
Culture hack vs. processes

Applying service design

Learnings and challenges
Never stop daring

1
2
3. Examples of transformation projects
4
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HOW
WHAT

WHY: YOUR PURPOSE

HOW: YOUR PROCESS

WHAT: YOUR RESULT
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First a few facts about Iceland

* Around 390,000 inhabitants

* Two levels of Government: National and Local

* Municipalities (Local Governments) are around 64 (229 in 1950)
° Only 11 municipalities have a population of more than 5.000 (av. 4.000)
° Reykjavik by far the largest municipality with around 135.000

* (smallest having 42 and second largest 38.000)

* Capital Region is around 220,000 or 63%
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Random facts about
lceland

* There is no McDonald’s nor Starbucks

* Beer was banned until 1989

°* No TV in July or on Thursdays until 1987

° One in every 10 Icelanders will write a book

* SKYR is an Icelandic trademark protected yoghurt

* Dogs were forbidden in the capital until 2017

* 8 hot swimming pools in RVK and 124 in Iceland

* All energy in Iceland comes from geothermal energy

Morgunbladi
Bjordagurinn Gestir 4 Gauki 4 Sténg 4rid 1989 { mikilli bjérgledi, enda nyhiid ad leyfa hjérsilu { landinu.

ISLAND.

EKKI BARA KALT
OG LEIPINLEGT.
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How It started

Department of Service and
Innovation founded in 2019.

The 4t industrial revolution.

Our goal: to move the city of
Reykjavik into the future.

» Lead digital transformation

« Service design thinking

First digital transformation project.

* Financial Aid
« Web system of the year 2

Umsoékn um fjarhagsadstod

Hae Arni!

Vid purfum ad fa pig til ad renna yfir nokkur atridi og gefa
upplysingar um bisetu og greidslur yfir sidustu 2 manudi, ef

einhver, til ad reikna dt adstod til dtgreidslu i byrjun mai.

Petta tekur nokkrar mindtur og pa getur alltaf lokad og haldid

afram seinna

Ertu til nana?

Ja, gerum petta Nei, kldra seinna

ISLENSKU
VEFVERDLAUNIN

<



:i: The Green Deal 2021-2030

* Big emphasis on digital
transformation and fully financed
for 2021,2022, 2023.




Department of Service
and Innovation
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Approx. 200 employees
Responsbile for:

IT Operations

Data Management

Digital Transformation
Technological Improvements
Records and Documentation
Centralized Frontline Services

Municipal Arxchives ‘ Directors office




.
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Our Values / What We Stand For

User Centric Services Digital Journey Culture Hacking

We supply outstanding We lead the city‘s digital journey We are advocates for creative
modernized services that with clever innovation tactics and culture, new methods and
exceeds the users empowering administration forward thinking within the

expectations. automation. City.



Digital transformation is not
(only) about technology - it Is
about people and culture
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But why?

City services should be available at all times,
wherever you are.

Expectations change.
Digital just is.
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Becoming truly customer centric
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Disconnect

0% — — — — — — — — — — — — — — — — — — — — — — — — — — — — — — — — — — — — — — -

While

7 50/0 of

organizations

believe themselves Empathy Gap!

to be customer-centric Only
300/ 0 of
consumers

believe this is
the case

Source: Capgemini
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Customer centric, so what Is new?

* Simple concept — complex to
Implement

 Roles In user centric innovation? -
Who should do what, how and
when?

* Departments demand additional

support to drive digital

 Demands for digital inclusion and

design for all



=R

\jy Manage the system

“The transformation is about
creating a culture and environment
that is able to continuously adapt
and change based on new
demands, needs and technology”




¥ Digital Transformation is a Journey: It Never Ends

\j




“The biggest part of our digital

transformation is changing the
way we think.”

— Simeon Preston, Bupa
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Agenda for today

1 Big picture

Digital transformation

2 Leading change
- Culture hack vs. processes

3 Examples of transformation projects
) Applying service design

4 Learnings and challenges

Never stop daring
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Where to start?
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Department of finance and risk
management

« Department of culture and sports
« Department of Education and youth

« Department of environment and
planning

« Department of Welfare

» Department of Services and
Innovation

« Department of human resoures and
culture

« Offices of City Hall
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Initatives focusing on

 Digital leaders in all departments
* Create the environment - culture and processes
* Transformation teams — cross discipline collaboration

* Focus on a product mindset — continous development




iyy Culture as a sum of behaviour?

B=f(p,e)

Kurt Lewin, 1936
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What Is culture hack

#

 Deliver effective culture change
using simple hacks rather than big
transformation efforts.

 Culture hacking is the gradual
process of implementing numerous
small, positive changes in an
organization.
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) Digital leaders

* Synergi effect — big picture perspective
« Consult on digital opportunities

« Work with leaders - create process for

defining needs and prioritizing
« Empower employees — learn by doing

» Collaborate with product managers in

continuous development

 Facilitate change

e
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Building bridges between silos

Image: drawingoutideas.ca
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Top down — bottom up

Top down

» Leadership : key to drive
success — collaborate about
vision and prioritization

« Empower : educate service
owners and specialists

« Consult : mapping out and
defining needs and challenges

* Inspire : introduce innovation
and service design methods




Transform infrastructure
A conscious decision to change

infrastructure and create better %%g
services through digital 0

solutions

Transform services
Based on citizen needs,
and their challenges and
ensure digital first
approach, ensure digital
inclusion

Develop processes and roles
Collaborate with employees and L(?\ -

[

use their knowledge to generate At 7 1 A5\
. AN F AR NN
value and bring about change — ~ st |} sy r_,
' A b | 1
new processes, jobs and 1 ﬁ*b\‘7xH S =1

responsibilities & ) (W
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Synergl effect

Develop services with the whole
city in mind — join forces

Simplify the user experience for the
citizens

Increased momentum with more
Interest and understanding from the
departments
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Create an
environment for
Innovation

- p—

= My |\
.

...we have to create the
right kind of soil for
people to flourish.




-

iy Change is coming...

0000

CHANGE UNCERTAINTY FEAR RESISTANCE
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Challenges : Culture and methods

* Change and new collaboration takes time and
IS complex

* \We need to upskill and empower — growth
mindset and methods

* Being user centric — adapt to new demands

» Services and products in continous
Improvement
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What we learned

This (s how
it’s always

 Don‘t hold onto things for no reason.
J been done!

* Nothing is irreplaceable.
« Ask questions.
 Find the friendly dinosaur. We‘ve

» Don't listen to the haters. already
tried that!
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Priorized by departments

Process from idea to development

- creativity within the constraints....

Digital council —

elected officials

Discovery phase
Backlog for the
whole city
Project counsil

Challenges, needs and ideas
are analyzed for their value
and impact

Digital leader — service owner PON — discovery with

Employees from the department
department « Choose methods and
Top leaders prioritize resources

Development/
Procurement,
Implementation

Product lifecycle

= Sk B

\ g
[
W \ l.|‘ Vi

&L A ¥ I3

Appropriate team takes over and
runs projects

Implemetation across city or
department

Continous improvement
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Leaders part of discovery

Create an overview of challenges and prioritize

Mission : Vision and digital roadmap
Secret mission: Facilitate discussions, visualize and collective understand

Deliverables: ideas to develop furhter, strategic focus, establish ownership
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Create a shared understanding

Algraitelu og birgdakart]

Eigraumsanarkerf fyrir safkost

| Ralreenar gestaksnnanir
T

Umsdknarhékanir adsthu MOF

2022

i § stafnunum Rey

2024

2023
.
2.1 @ ©
| N .
L]
N4
g
C.
-

2025

|TaERNI

Verkefni 1

erkefni 2

s

Varkefni 1

Werkefni 2

R

Verkefni 1

Werkefni 2

Verkefni 1

Werkefni 2

[FIGROSTA

Verkefni 1

Werkefni 2
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Two gates — documents that should follow and
Idea

Gate 1 Anlysis
Challenge mapped out and researched
Defined value and outcome
Score system
IT-architects proposal
Legal / government implications

Gate 2 Discovery phase
All of the above
About 5 days discovery sprint with stakeholders
Impact analysis
Cost estimation / timeframe

Félskyldu og

Fimr ar a8 tars = folvayduns |

RVK-kortid | Forgreining

TR Do s e e
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Strategic portfolio management

- Strategic portfolio management is the process an organization
uses to select, prioritize, and control resources within its portfolio of
programs, projects, and initiatives used to meet strategic goals and
objectives.

- A method for decision making and prioritizing based on a
shared set of reasoning

- Follows the main policies for the city, but adjusted regularly
- 6 policies
+ Calculated score

- Perioritizeds projectes from idea to delivery, based on score —
unless otherwise decied and argued for by project counsil

3
f
{
3

Value for users

Policy for information technology
and data / cloud strategy

Legal demands / administrative

Service polocy

Grean deal of the city 7%

Human rights and democrazy
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Verkefnaskra PON Stada verkefnis

Stada verkefna

Project Governance

Multiple selecti...~ |

Bucket
® i

0 III..--- -----
« w2 e oz = - = o
:

kipulagning fiarmala UTR - PON

kodud tillaga um fristundas + Grrsedakort

12112020 11:30:26  01.10.20 01.05.23
De.1222

30.12.2021 11&37 040,22
12.11.2020 11:21:36  01.01.20

Since the special efforts to speed up digital transformation
started we have completed 79 projects

Currently working on 63 digital projects

IT projects, big transformation projects, implementing off-
the-shelf software solutions, running discovery phases and
basic web projects.

Assisting core-departments implementing organizational
change projects

Implemented formal project processes
Project council with two-gated decision making
Project portfolio management

Projects are scored and weighed against the city‘s policies
for prioritization in an evaluation matrix
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How is the digital journey going

v'Implemented a Service Strategy
v'Implemented Ideology of Service Design
v'Implemented Ideology of Product Development
vIntroduced Digital Leaders to Every Department
v'Wholistic Approach on Web Development
v/ Centralized Web and User's Platform

(o~
v Digital Front on All Application Forms ' ‘e’
v/ Digital Design System ' I_.-‘

J =8
v'Centralized Information System

v'Targeted Investing and Implementation of Digital
Solutions

v'Targeted Outphasing of Legacy Systems
v'Data Warehouse

v/ Centralized Project Governance and Project Council
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Agenda for today

1 Big picture

Digital transformation

Leading change -
Culture hack vs. processes

Applying service design

Learnings and challenges
Never stop daring

3 Examples of transformation projects
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Transformation teams

Cross discipl_inag; projects with front line, specialists,
Ieadﬂ's, service designers, UX/product managers, tech leads,
CLHEIRCET )

Applying service design and agile methods

Learn by doing - culture hacking




\
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Adapting Team
Approac

Alone you can go fast, but together we'll go far
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Team roles — depends on the challenge

° Front line staff

* Specialists

* Service owner

* Service designer

* Legal specialist

° Product designer / UX
* Producer / scrum / coach

* Tech lead + programmers
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When Is it a transformation project

- Instead of project/product management

New or transformed service
Where a co-creation effort Is needed
Complex projects or many stakeholders

Many possible ways to deliver value — no
clear direction + standard solution

Service design and agile methods serve a
purpose

Digital inclusion, digital rights and legal
requirements

il
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Examples

Simplify financial aid application @
School enrollment

System for managing welfare
services and communication around

applications
' i « City card for admission to swimming
ggu(lecl!hseergwces (school and welfare 000ls. museums, family park.

* "My pages” collaboration and discovery
with citizens and buisness owners

* Internal processes for various staff
applications, onboarding and processes

» Discovery of challenges and prioritization
within departments

Kindergarden enrollment and
method for waiting lists

Support and services for bilingual
families

Applying for a building permit and all
related processes



Transformation teams
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Yfirlit yfir ferlid okkar

Uppgotvun Hugmyndavinna Préun

Undirbuningur Skilgreining Frumgerdir Innleiding
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Transforming school enrollment
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School enrollment (2021)
« Building up a new student database and
backoffice (Bjargey)
« School exchange (to other schools)
« Signing up for school orchestra
« Subscription to meal service

« Signing up for after school program (S\
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Team PO

Eyran Elly Valsdottir Eva Jakobsdottir

Producer PON Service designer PON

Halla Maria Olafsdottir

Specialst from SFS

N+SFS

Service designer PON

Helga Gunnarsdottir
Specialist from SFS

Bjorg Flygenring Helgi Pall Einarsson

Product designer

Gisli Olafsson
Specialist frrom SFS
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Challenge

How might we...

... Simplify the shool enroliment process
so that all users will have and positive
experience without uncertainty?



.
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13

Employees within
school system

3 skolastjora

2 ritara

2 skrifstofustjora
2 leikskolastjora

1 skolastjora
sjalfsteett starfandi

1 félagsradgjafa a
bjonustumiostod

2 sveitarfélog

User interviews

Parents or
guardians

With different bacground,
Various needs and different
Children.

Organizations

ADHD samtokin
Sjénarhdl
Einhverfusamtokin
Samtokin '78

Einstok born



.
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Workshop Wlth 5 year olds

UKL \Du

yy Pad verdur kannski ekki pad sama i naesta skola og i pessum skola, vid vitum pad ekki alveg. Eg er buin ad leera ad lesa svo ad kannski sleppi ég bara ad lsera baé‘



SFS

SKOLA-
STARFSFOLK

FORSJAR-
ADILAR
OG BORN

TAKNI

RAFRZEN
REYKJAVIK

Januar Februar

Listi tekinn saman
yfir 6ll bérn sem eiga

ad byrja i 1. bekk

byda bréf

Senda bréf 4
leikskélastjéra
+ auglysingu

Verkefnahopur
settur saman
Undirbua
skréningardag

Tekin dkvérdun
um innritunardag

Leikskélastjori

lzetur foreldra vita

Leikskdélastjori
hengir upp auglysingu

Forsjaradilar fa
tilkynningu

Forsjéradilar

tilkynna
leikskélalok

Ekki uppstgn  g—wo—

Sent ar
Vilu
\ Bérnin fa
postkort

Mars April

Senda lista

Mai

a skolaritara
um bérn i
peirra hverfi

Innskraningar-
dagurinn

Annar listi seinna,
mégulega nyjar upplysingar

Skélaritarar Skolaritarar

Agust

Minnisbréf sent til
framkvamdarstjérnar
og menntamalaraduneytis

Upplysingar
um bdrn sem
eru éskrad

Bréf sent 4 logheimili
barna sem finnast ekki

Reynt ad hringja i
simanumer ur Vélu

Skolaritarar bera saman

januarlista vid
innritunarlista

taka umsékn fara yfir lista
og sampykkja

bérninn i skéla

ogferai
Mentor

Umsékn méttekin
(utan hverfis)

Leit af skradum
bérnum hafin

Bidtimi, dvissa

Skali gafur

A ad vera sjalfkrafa  @——— ey

-

RR - Islykill

Velja barn Skolaar

Velja hverfi ( 3x skélar)

Forsjaradilar
fa neitun 8koli byrjar
Umsékn /
sampykkt
Forsjaradilar Forsjaradilar
> segja upp fa stadfestinga-
leikskola post fra skélum
v
Gogn faard handvirkt
ur RR i Mentor
Mentor i Hafdisi ————@  Ekki komin i loftid

Velja tungumil Upplysingar um forsjaradila

Mikilvasgar upplysingar

Vidlkvaamar upplysingar Fyrri leikskéli/ grunnskeéli Yfirlit umséknar
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Key take aways

Employees

Upplysingamidlun

Hofnun og sampyki

Born sem “tynast”
i kerfinu

Timarammi

Innskraningarkerfi

Midlaeg yfirsyn

Umsaéknin sjalf
Pappir

Samskipti milli leik-

og grunnskéla
Kerfi inni i
skélum



.
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How might we...

Employees

Menning

Verklag

Umsokn

Umsokn

Ppad vantar videigandi upplysingar i
umsokn til ad undirbla skola

pad parf ad afmarka innskraningar
timabilid svo ferlid sé skilvirkara

Verklag

pad vantar 6rugga flutningsleidir fyrir
upplysingar um bérn milli leik- og
grunnskadla

bad vantar skilvirka leid til ad leita af
bornum sem skila sér ekki {
hverfisskélann

Menning

Menning i skélum er mismunandi
vardandi innritunarreglur

Skélasamfélagio parf heildarmynd af
ferlinu og upplifa sig sem eitt
skolakerfi

HGV feert skdlanum videigandi
upplysingar & peim tima sem
skolinn parf?

HGV tryggt 6rugga leid fyrir
upplysingar milli leik- og
grunnskéla?

HGV komid i veg fyrir
ao born ,tynist“?

HGV gefid skolastarfsfolki yfirsyn yfir
ferlid og latid pvi lida eins og pad sé
hluti af steerri heild?



Key take aways
Guardians / parents

Pad vantar gagnseei og
heidarleika i upplysingagjof

Skolabyrjun Undirbaningur og adlégun

Fristundar-
heimili

Viokveemar
Skilafundir upplysingar

Almenn upplysingagjof

Umséknin sjalf

Skortur a upplysingum

Upplysingaleidir

Hverfisskoli



.
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Guardians/employees

Upplysingar um skélann, innskraningu og skolabyrjun

HGV tryggt ad praktiskar upplysingar um skélann séu
adgengilegar og skili sér til foreldra pegar pau purfa a
peim ad halda?

HGV ytt undir pjénustuhugsun og frumkvaedi i
upplysingagjof fra SFS til foreldra og pannig styrt
samtalinu um skraningu barna i grunnskéla?

Hugarfar og yfirsyn

HGV gefio skolastarfsfélki yfirsyn yfir ferlid og latio
pvi lida eins og pad sé hluti af steerri heild?

Results from the discovery phase

Umsoéknin og fleedi upplysinga a milli leikskéla, grunnskéla, og foreldra

HGV gefio foreldrum plass til ad koma
upplysingum um bornin sin & framfeeri vid skola?

HGV feert skélanum videigandi HGYV tryggt 6rugga leid fyrir
upplysingar a peim tima sem upplysingar milli leik- og
skolinn parf? grunnskadla?

Otypiskar adstaedur og hvernig vid dilum viéd pad

HGV komid til moéts vid Olikar adstaedur i
umsoknarferlinu pmt umsokn um sérlrreedi?

HGV komid i veg fyrir ad born “tynist™?
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Our solutions

Hae, Ragnheidur

Hér finnur pa allar umsdknir borgarinnar. Sumar eru rafreenar, en
adrar a eydublédum. Eydubléd ma fylla at og senda med
télvuposti eda prenta Gt og skila & pappir.

Innritun i grunnskéla fyrir bérn fedd 2016

N er opid fyrir innritun i grunnskéla Reykjavikur fyrir skélaarid
2022-2023. Hér getur bu stadfest innritun i pinn hverfisskola, sott
um skéla i 88ru hverfi eda afpakkad skolaplass.

Min mél —  sja sl mal
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New and improved
school enrollment

Reykjavik

B6m og foraldrar

Skeli

vfirlit o stadfasting

Vantar big adst08?

Haldu samband vid
plonustuver [ sima

411 1M

Innritun i grunnsksla
Ragnvaldur Bjorm Magnisson EN | PL

Hverfisskélinn ykkar

skolavist i sinum hverfisskéla en haegt er ad saekja um i 63rum
skélahverfum Reykjavikur.

Melaskadli 17, bekkur 1. bekkur 2022-23

Fristundahaimili
1.-2. bekkur er i Selinu & 168 Melaskéla og 3.-4. bekkur i Frostheimum,
Frostaskjoli 6.

Pu getur s6tt um & fristundaheimili eftir 1. april. Vid sendum pér pést med
nanari upplysingum begar naer dregur.

Nast = Yfirlit og stadfesting — Til baka Afram

Ssekja um utan skélahverfis — Velja annan skéla

Pu getur sétt um fyrir barnid pitt i skdla utan bins skélahverfis, en ekki
er vist ad skélinn geti tekid 4 méti barninu.

Loka X

process for elementary

Innritun i
grunnskéla

Haetta x

Hze Ragnheidur,
ba hefst innritunar-
ferlio!

Skraning
Stadfesting a skraningu i hverfisskéla eda
umsodkn i skéla utan hverfis.

Upplysingar til skéla

Skréning i skélamat og upplysingar sem
skélinn parf 4 ad halda til ad undirbua
komu barnsins.

Fristundastarf
Sott um a fristundaheimili vid vidkomandi
skala.

Afpakka plass i grunnskélum Reykjavikur

Ef pu aetlar ad skra barn i skéla i 68ru
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Bjargey: Backoffice and student database

Bjargey

Melaskal?

Memendalisti Innritun 1. bekkur

Melaskoli

Innritun 1. bekkur

Alls 52 Stadfest Ostadfest

¥ Nafn

Anna Sigurjénsdéttir

O10114-1230

Anna Sigurjonsdéttir
210115-1230

Anna Sigurjonsdattir
o10Ms 730

Anna Sigurjénsdéttir

Umséknir

Utan hverfis Engin umsékn

Farsjaradili

Sigurjén Sigurjénsson
£30-4368 « sigurandigri hat

Sigurjon Sigurjonsson
S9E-1B58 - sigurjondigri@holmail com

Sigurjon Sigurjénsson
< sipurjondigrigahotmail, com

Sigurjén Sigurjénsson

Hafnad Athakkad

Adrar skraningar Bekkur

e 1. bekkur

=

A4 .
Craksd aftir samtall

1. bekkur
&

Enn islanska tlud & halmiling
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Olikar parfir

Aukasamtal vid umsjénarkennara

Pér verdur bodid ad hitta umsjdnarkennara | fylgd barnsins 4dur en
skolinn hefst. Ef pa vilt raeda vid kennarann um eitthvad sem tengist
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Oska oftir sukasamtali vid umsjénarkennara

Studningur
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Agenda for today

1 Big picture

Digital transformation

2 Leading change -

Culture hack vs. processes

Examples of transformation projects
Applying service design

4 Learnings and challenges
- Never stop daring
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What we wish we knew

Long term vision.

Not just a short term effort.
Define your North Star 3%
Achievable roadmap.

 Onboard stakeholders ASAP —
empower service owners

« Methods:
 Service design.
« Storytelling.
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What to keep in mind

« Take one step at a time — small
achievable tasks.

Is your infrastructure ready?
Map out your technological debit.
Get key stakeholders on board.

Product development and
continous Improvements is key

Be courageous.
* Just start.
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Never stop daring

Reykjavik City’s digital transformation journey

A
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