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Abstract

The Federal Chief Information Officer Council (the CIO Council) is used as a case study of the initial effect that the “Science of Service Systems” paradigm can have on enterprise process improvement for people working with information using information technology to accomplish a business purpose. This case study documents that we were actually moving towards it before we were formally introduced to it and have gotten some of the “Medici Effect” after consciously moving towards it.
1. Introduction

This case study documents the initial effect that a “Science of Service Systems” paradigm has had on the Best Practices Committee of the Federal Chief Information Officer Council (the CIO Council) from the time it was first introduced by Dr. James Spohrer to us on March 19, 2007, to the present. Of particular interest is the realization that we were actually moving to it before his presentation and that we have gotten some of the “Medici Effect” in moving towards it after his presentation.
“The Medicis were a banking family in Florence who funded creators from a wide range of disciplines. Thanks to this family and a few others like it, sculptors, scientists, poets, philosophers, financiers, painters, and architects converged on the city of Florence. There they found each other, learned from one another, and broke down barriers and cultures. Together they forged a new world based on new ideas – what became known as the Renaissance.” (1)
“When you step into an intersection of fields, disciplines, or cultures, you can combine existing concepts into a large number of extraordinary ideas.” “We have met teams and individuals who have searched for, and found, intersections between disciplines, cultures, concepts, and domains. Once there, they have the opportunity to innovate as never before, creating the Medici Effect.” (1)

This case study, sections 2 and 3 summarize how we were actually towards it before we were formally introduced to it, section 4 was our introduction to it, and sections 5, 6, and 7 document what we have done since being introduced to it. Section 8 provides some next steps, section 9 the resources cited, section 10 the acknowledgements, and section 11 the authors contact information.
2. CICO Strategic Plan FY2007-2009, August 2006-January 2007
The Chief Information Officers Council (the CIO Council) (2), originally established by Executive Order 13011 (Federal Information Technology) and later codified by the E-Government Act of 2002, is the principal interagency forum to improve agency practices for the management of information technology. The CIO Council is one element of an interagency support structure established to achieve information resource management (IRM) objectives delineated in legislation including the E-Government Act of 2002 (Public Law 107-347), Government Paperwork Elimination Act (GPEA), Paperwork Reduction Act (PRA), Government Performance and Results Act (GPRA), and the Information Technology Management Reform Act of 1996 (ITMRA). The CIO Council is a forum to improve agency practices related to the design, acquisition, development, modernization, use, sharing, and performance of federal government information resources. The CIO Council organization is shown below in the recently published Strategic Plan (3).
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In writing the new Strategic Plan, the Secretariats of the three Committees (Executive, Architecture & Infrastructure, Best Practices, and IT Workforce) were each assigned a goal and asked to lead the writing of the section on that goal across the other committees. The Goals were as follows:

Goal 1. A cadre of highly capable IT professionals with the mission critical competencies needed to meet agency goals.

Goal 2. Information securely, rapidly, and reliably delivered to our stakeholders. (see next slide)

Goal 3. Interoperable IT solutions, identified and used efficiently and effectively across the Federal Government.

Goal 4. An integrated, accessible Federal infrastructure enabling interoperability across Federal, state, tribal, and local governments, as well as partners in the commercial and academic sectors.
In retrospect, is was the original organization of the CIO Council into four committees, the decision to do a new Strategic Plan based on four goals, and the writing assignments across those four Committees that started us towards a Service System paradigm. The Secretariats found the cross-committee work so beneficial that they decided to continue regular coordination on a master calendar of activities and discussions about joint activities following completion of the Strategic Plan. The Coordination Across the Architecture & Infrastructure, Best Practices, and IT Workforce Committees on “Best (better) Practices” is now a regular feature of the Best Practice Committee monthly agenda (see section 4). A key performance indicator is that the Best Practices Committee  and its individual CoPs will conduct joint activities with the other two Committees in at least 50% of its meetings, workshops, conferences, etc. “We want to integrate within our Committee and coordinate across the other two Committees to work on ‘better practices’ for information delivery to our stakeholders.” Best Practice Committee Co-Chairs George Strawn, CIO, National Science Foundation, and Hord Tipton, CIO, Department of the Interior (now Bill Vajda, CIO, Department of Education) (5).
The CICO Strategic Plan FY2007-2009 was formally released at the CIO Council meeting on January 17, 2007, and it is being used to evaluate its committee, working group, and community structure to ensure it aligns with its newly released strategic plan (3).
3. Federal IT Summit, October 4, 2006
The Federal IT Summit was jointly planned during work on the CIOC Strategic Plan FY 2007-2009 (see section 2) and was advertised for government-only employees as follows:
This IT professional training will bring together the true movers and shakers in federal IT—those of you who make IT happen each and every day.

Come spend a day here and you will be able to:

• Hear the strategic direction from key federal IT leaders including Clay Johnson, OMB’s Deputy Director for Management, and Karen Evans, OMB’s Administrator of E-Government and Information Technology.

• Gain a better understanding of how the President’s Management Agenda Scorecard impacts your day-to-day work, and how that makes a difference to citizens.

• Develop skills for more effective and results-oriented Project Management, Cyber-Security and Enterprise Architecture

Gain knowledge that will assist you to achieve top results for your agency:

• Improved management of project costs, schedule and performance

• Elimination of redundant business functions through use of Enterprise Architecture

• A safer and more secure IT environment
The three Plenary Sessions were selected based on what most government IT employees do (Enterprise Architecture, IT Project Management, and Cyber-Security) are were entitled: (1) Solving Business Problems Using Enterprise Architecture; (2) Active Management of High Performance Project Teams: Strategies for Developing Expertise; and (3) Get Involved and Remain Vigilant.
The Breakout Sessions further expand on that pattern by selecting topics and recognized experts for lead to lead those discussions as follows:

(1) Enterprise Architecture (5):

FEA DRM Management Strategy: Mr. Bryan Aucoin, DNI and Dr. Suzanne Acar, DOI

IPV6: Mr. Peter Tseronis, DoED

Architecture Centric Records Management — Its Time Has Come: Mr. Reynolds Cahoon, NARA

Federal Architecture: Mr. Matt Newman, IRM College

Standards-Based Best Practices & EA: Dr. Linda Ibrahim, FAA & Ms. Diane Reeves, DOI

(2) IT Project Management (4):

Earned Value Management: Dr. Carl Clavadetscher, IRM College

Risk Management: Mr. Joe Jarzombek, DHS

Project Management–The Integrator: Mr. Will Brimberry, DOI

IT Project Management Leadership: Mr. Norman Crane, IRM College

(3) Cyber Security (6):

Wireless Security Attack and Defense: Ms. Mischel Kwon, DOJ

Cyberlaw: Trends in Legal Thinking: Dr. Daniel Ryan, IRM College

Privacy: Dr. Jim Kasprzak, IRM College

Control Systems and National Critical Infrastructure: Dr. John Saunders, IRM College

Information Systems Under Attack: Managing Enterprise Risk in Today's World of Sophisticated Threats and Adversaries (FISMA): Dr. Ron Ross, NIST

HSPD-12 and Credentialing: Mr. David Temoshok, GSA
The proceedings were documented in the Government’s Collaborative Wiki (4) by the Secretariats of the four committees and we began to realize the importance of capturing all of our meetings so they provided a “service” before, during, and after the meetings.
4. Best Practices Committee Meeting, March 19, 2007

The Co-chair of the Best Practices Committee (5), Dr. George Strawn, CIO of the National Science Foundation, read “Steps Toward a Science of Service Systems, in the January 2007, IEEE (6) and directed that I invited him to present at our March 19th Best Practices Committee Meeting which he did (7).
The essence of his jointly authored paper was as follows:
(1) The Service sector accounts for most of the world’s economic activity, but it’s the least studied part of the economy. A service system comprises people and technologies that adaptively compute and adjust to a system’s changing value of knowledge. A science of service systems could provide theory and practice around service innovation.
(2) A service system is a value-co-production configuration of people, technology, other internal and external services systems, and shared information (such as language, processes, metrics, prices, policies, and laws).

(3) The capabilities required to provision services between service systems are distributed among people, technology, other service systems, and shared information.

(4) The result of the co-evolution is a capability infrastructure that can augment knowledge workers and improve organizations collective intelligence (Doug Engelbart, 1962 and 1980).

(5) Service systems integrate people, technology, and information resources in different proportions. As a result, each system is unique, resulting in situations in which the revenue and profits scale differently (see figure below).
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The presentation was generally very enthusiastically received, except by one member representing our Enterprise Process Improvement Community of Practice who thought is was nothing new, but has since changed their mind. More importantly, this stared us thinking about how to implement the schematic diagrams below for the Service Sector and Academia (see Section 6) to the CIO Council.
As will be seen in Section 6 we not only found a direct mapping to the CIO Council, but also to a Web 2.0 implementation for integrating blogs, wikis, and other interactive Web 2.0 features - the KZO platform (9).
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5. Leadership for a Networked World Program, Kennedy School of Government at Harvard University, March 20-22, 2007, May 29-31, 2007, and June 26-27, 2007.
At this same time a series of related and pertinent conferences were announced to which the Co-Chair of the Best Practices Committee, Bill Vajda, CIO of the Department of Education, and myself were invited as follows:
(1) Cross-Boundary Governance Through Agreements and Standards: Assuring Compliance and Results, March 20-22, 2007;
(2) Shared Services Community of Practice: A Persistent Learning Community of Senior Executive Practitioners, May 29-31, 2007; and 
(3) Making Cross-Boundary Transformation Happen: The Role of Executive Sponsors, June 26-27, 2007.
The author provided the schematic diagram below as a suggested common structure for illustrating that both social and technical agreements need to go forward hand-in-hand to make significant progress on difficult cross-boundary standards issues, and the same is true for deciding on shared services and sponsorship.
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6. Best Practices Committee Meeting, April 16, 2007, and Enterprise Process Improvement Community of Practice Workshop, April 17, 2007
This meeting (9) and workshop (10) were organized around a direct mapping (see below) of the Service System graphics for the Service Industry and Academia (recall Section 4) to the CIO Council and a Web 2.0 implementation for integrating blogs, wikis, and other interactive Web 2.0 features - the KZO platform (9).
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The Best Practices Committee "Best Practices" Process (adopted March 19, 2007) is:

(1) Request for Best Practices: A way for CIOs and their friends to ask for help from other agencies (and others) as to what are best practices in a given activity.

(2) Requests for Best Practicers: Present to the Best Practice Committee (as we have been doing).

(3) Capture These Presentations: The audio/video as well as the materials that we already capture and make available over the Wiki.

(4) Facilitate Access to and Awareness of These Materials: RSS and perhaps other techniques.

The Best Practices Committee Meeting was captured as a KZO Videocast (see below) for playback to satisfy requirement 3 above. Unfortunately a bug in the new KZO platform sound system prevented us from getting a high-quality sound track but this was fixed in time to capture a DoD Enterprise Architecture Conference the next week very successfully. See http://www.kzowebcasting.com/dodea/
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7. Spring Government CIO Summit, May 6-8, 2007

The theme of the Spring Government CIO Summit was Government by Wiki: New Tools for Collaboration, Information-Sharing, and Decision-Making (11). This was an executive briefing for government CIOs on who’s using the new tools and techniques for collaboration, how well they work, how to start using them, and what their promise holds for agency CIOs and CEOs. The author was invited to provide a guided tour of government by Wiki based on his earlier work, Collaboration: Communities of Practice Using Wiki Technology on DVD (12), and the “tour map” included the following topics:
(1) CIO Council Committees

(2) Federal Enterprise Architecture

(3) CIO Council Strategic Plan

(4) Networking Communities of Practice

(5) Internet Evolution to 2020

(6) Dialogue
The Internet Evolution to 2020 above explains that Wikis are part of Web 2.0 which are part of the Internet which is projected to evolve to Web 4.0 (see figure below and recall the figure in Section 5). Dr. Calvin Andrus, CIA in his closing keynote (11) at the recent Knowledge Management 2007 Conference, April 3-5th explains that “technology can enable complex adaptive behavior in human knowledge workers because of the capabilities Wikis bring:

(1) Because Wikis are real-time, self-authored, hyperlinked bodies of knowledge that are open to everyone on the system, they can adapt as fast as a person can enter information.

(2) Wikis also provide a space for knowledge evolve as the world changes, without knowledge reengineering.

“Together, Google and the Wikipedia manage more knowledge better and faster and cheaper than any other framework we have yet invented. Wikis and blogs allow real-time analysis and reaction to intelligence information to occur as quickly as users can update information,” Calvin Andrus said. “It just happens, just like an ant hill happens.“


[image: image8]
8. Some Next Steps

During the meeting (13) at the IBM Almaden Research Center, May 24, 2007, on The Federal Chief Information Officer Council Case Study with Dr. James Spohrer, Dr. Susan Stucky, Manager of Service Design, and Distinguished Engineer Norman Pass it became apparent that the Service System Process contained at least three major stages:

(1)  Organize the Service System and Operate It to Get the Medici Effect (Figure 1 in Section 6);

(2) Capture the Operations of the Services System (Figure 2 in Section 6); and

(3) Analyze the Information from Stage 2 to Get Enterprise Process Improvement Through Mentoring, Rehearsing, etc. Note: We actually did some of this at the May 14th Best Practices Committee meeting before we realized it should be a formal stage! (10).
It was also apparent that the Best Practices Committee needed to add a fifth step to the Best Practices Process (recall Section 6), namely, the work of Stage 3 above.
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On a quarterly basis, cach of the three Federal CIO Council Committees will
provide an update reporting the progress of the activities (as appropriate)

within this plan.




