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The City of Venice promoter of digital innovation

Since the '90s
«digital innovation Is inside us»

GO acces_smle Services a_nd I/e . Free wifi for citizens and city users
promotion of digital skills /)/<~
(4
@0
o,
Open government and e-government policies ‘ ‘%\ Unwavering commitment in Public
and programs ] "& Administration digital switch-over
W 3
Winner of several National and = =L Right to full digital citi hi hrinedi
international Awards for digital ' = r:g t_to ull digital citizenship as enshrined in
T g the City Statute
|.,’-—.’a s
ICT investment for a "truly digital J “. o Connections between municipal offices, municipal
M Ul § companies and universities made possible thanks to the
(Yia

society"” with Digital Citizenship projects
\I & ) city’s broadband network infrastructure

Advanced universities and research centers’ major

Birth of Venis (IT Municipal Company) for the design,
implementation and management of an integrated public contribution to the city's digital growth

IT system
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Venice Citizen Relationship Management (CzRM) Platform

The City of Venice created a multi-channel and multi-platform system for the provision and management of information services, devices and transactions for both citizens and
business. The platform, called "DiMe”, represents the main access point to the public services offered by the Municipality of Venice and the Municipal Companies.

"DiMe" has two integrated components: the Digital Touchpoint and Contact Centre. The CzRM system allows the Administration to trace all interactions between users and Venice
Public Entities, to know better its citizens' needs and to improve consequently its policies.

Digitally experienced users

WEB/MOBILE

Access to public services offered
by the City of Venice and its
Municipal Companies

©cc i
,
TELEPHONE/EMAIL

Users requiring
dedicated assistance
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CzRM Platform “DiMe”: moving into digital transition

1. Co-design 2. Re-engineering 3. Technological development
Target analysis and survey on Selection of services to Business process Development of the Citizen
target users: identification of needs reinvent and digitalize reengineering Relationship Management
and codesign Platform
6. Fine tuning 5. Implementation 4. Preparatory training

Platformimprovementand
integration of more services up to the
end of the experimental stage

Training and change
management prior to "go-live"
addressed to internal resources

Technological support to Starting of the experimental stage:
internal and external users "DiMe" (Touchpoint +Contact Centre)
goes-live with a first set of services

7. Day-to-day management 8. Performance monitoring 9. Expansion and spread

Definition of a new

organizational model for the Goétjanocls ajﬁ:%g::fi?;?gg; Efficiency ?”d quality monitoring Sharing and spreading best practices
CzRM Platform managing post going P and performancereporting through Communities of practice,
systemn management advertising campaigns, DiMe Corners
S — | e — 1
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> Co-design
Designing services along with users

Internal users: 7 Municipal departments; 3 Municipal companies

External users: Rﬂ O‘d 1§ ] -ﬁﬂ ﬂ gi Q—'E ﬂiﬁ-&

262,000 Resident citizens; 29,000 Firms; 75,000 City users 5 M overnight tourists;
34,000 commutersand 6,500 Professionals Attendanceof 11 M
ERUDITE visitors (including same-day tourists, the total
Interreg Europe number of turists is estimated to be
28 M a year)
Define objectives Identify stakeholders Co-design Identify indicators, means of measuring
and criteria and expected values and monitor impacts

+

Focus groups of 7/8 people Telephone survey (CATI) on 209 Interviews to officers responsible of

coordinated by “facilitators” citizens 18+ vears of age municipal services
(researcher and psychalogists)
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> Re-engineering

Approach to process analysis

The processes are analyzed considering three principles:

’ Digital First

A

- .-.I r Once
AA ﬁ-‘ Only

«0

[d
b | Customer

Journey

Access to services mainly in
digital mode.

No need to ask citizens the
same information more than
once

Identify yourself in the user
experience while planning a
service

The processes are defined with the aim of analyzing and minimizing the impact on 3

main areas:

User
Experience

Improve the user
experience with respect
to the use of a

specific service

Organization

Impact Impact on personnel
evaluation involved in the provision
of the service.
Strengthening of staff
skills.
Technology
Impact on

the integration

and interoperability

of the systems necessary
for the provision of services.

To-Be processes are formalized through an appropriate modelling language and accompanied by a detailed description
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> Technological development
Development of “DiMe Touchpoint”

Single access point to
public digital services

Various categories

Available services:
19 as experimental
release and increasing
(34 as at today)

https://dime.comune.venezia.it/

@ cmadivenezia

Dime:

*

Tutti i servizi

Reserved area where users can
R ——— login through SPID (Public digital
identity system) and use additional
services such as «carried out
operations» or «personal agenda»

Ciao, cosa vuoi fare?

Impresa Istruzione Pagamenti
25enva 0serva Zsenvai

Certificato stato di famiglia

° Sistema Pubblico
Sp- di Identita Digitale

Certificato di nascita Certificato di matrimonio

Abitan

Certificato di morte

Certificato di residenza Certificato contestuale stato di famiglia - residenza AI’] eVaantiOn fOI’m ded\cated
to the website evaluation and
user advice provided

Single E-mail and phone
number to assist users


https://dime.comune.venezia.it/
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> Preparatory training
Change management process

Definition of the approach
Strategic by identification of:

+ reference target

»

& e intervention areas
h * method of intervention
‘oaf— to C/} * evaluation metrics of

implementation

g v effectiveness / efficiency

m

R . ®
=2 @
1]

Definition of activities,
? time needed, instruments:
[ -
yﬂ  Training
e Communication

At work * Support for Change

456 324 130

Communication

* Disseminate change
effectively and efficiently with
a structured communication
model

L jon
* Prepare appropriate internal é\@‘ 7}"«9,;)
communication channels that 5" 3
convey the correct information g -
Y  The levers of
o change
S §
. . . "/é R
Organizational alighment Ujon S

Include all levels in the decision-

making process:

« Implement and support the planning
and declining of operational [
activities

Resources Hours of Training
formed training sessions
Training

* Prepare a transition plan for
the new corporate culture

+ (reate actions aimed at
"metabolizing" the new values
through a transversal training
scheme

+ Create actions aimed at
“building" the organization
through technical training
training

Support

* Promote the fluidity of
internal processes

» Prepare tools and methods
that support work groups
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> Implementation
ApproaCh to the service All digital services available at Nttps://dime.comune.venezia.it/

Certificates, change of
residence, marriage
publications

Tax firm payment

Digitally experienced Taxes payment,
counsulting bills, self
users

reading counters

Tides alert, neighborhood
control

DiMe Touchpoint

School and transport

Public transport enrollments, canteens

Building practies Social initiatives

https://iris.comune.venezia.it/

Information requests, Complaints about service

Payment of fines Complaints D imeds maintenance and urban decor

. * Officesbelong to
Users requiring y Municipality of Venice
dedicated assistance

FORWARD + Officesbelong to

TICKET Municipal company
VERITAS (waste
managementand water
services)

DiMe Contact Centre
5 EeD R, ) e
* Officesbelong to

Municipal company AVM
—_,| (publictransport)

General information about all ocal public services Specific information about all local public services


https://dime.comune.venezia.it/
https://iris.comune.venezia.it/
https://dime.comune.venezia.it/
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> Day-to-day management
A new role for “DiMe"” coordination

Design of a new Setting of a new role for Supporting officers to implement
organizational model “DiMe" coordination the new management model

Coordinates the activities related Spreads a culture of continuous

to the CzRM Platform improvement in processes
Plans activities and monitors Coordinates change
timing management actions
Validates the methodological Coopdinates B RS DI Me
. & involved and deals with corners
lines of intervention
stakeholders rA ~. A
: “r“j o v 7Y
Ensures the ah_gnment Monitors the levels of “
between the institution's efficiency, effectiveness and ‘

processes and the needs of

quality and further implements
individual offices and users

the necessary improvements

10
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> Performance monitoring
Data reporting

L ACCESSES to DiMe Touchpoint (December 2018 / July 2019) 36.388

000 gando e |  :c:
Ricerca pratiche edilizie - 486
6.255 Reclami [l 391
6.000 Certificato di residenza - 374
cosap i 3¢

Richiesta informazioni - 356
4.000 Certmcatostatodifam\g\ia. 159

civp [ 142

Sezione Vivere | 97

2.000 Certificato contestuale stato ... I 79

N 3° 3° o R 3 © ©
& & & o 0 &> & S 0 2.000 4.000 6.000
& oS o & & &) &) &>
i~ R 2 N v > D v
Numers of accesses to DiMe Touchpoint Accesses distribution concerning the top ten cards of DiMe Touchpoint

[
1 CERTIFICATE released from DiMe (January 2019 / August 2019) 6.975

/\

AT CHANGE OF RESIDENCE required from DiMe Touchpoint (January 2019 / August 2019) “

11
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> Expansion and spread

Sharing and spreading solutions and methods

Two tools to disseminate

Advertising . ko2 4 Communities
campaign for ‘: /\ of practice

«DiMe>» and
«SPID>»

Stakeholderinvolvement sped
(for example identity providers)

->
Leaflets, brochure and web advertisement E_ =

C—
Events, Roadshows, InfoPoint .

)

«DiMe>» Corners e

12

Z45" Ambassadors of change to create a «community of
!
reuse»

Create a community of «ambassadors of change in public
administration» to share "know-how" in IT service delivery and logic
design to reuse good solutions in other places or PA.

E Venice metropolitan area expansion

Define operational technological and organizational model used in
DiMe project to replicate and extend the service into all of the
Venice metropolitan area. The main objective is the total
digitalization of public services.

2.0 Identification of channels for «community>»

Identification of channels and methods (digital first) to share best
practice with other publicadministration.
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