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The February 17th

Open Government Directive Workshop

Results of the Teams' Collaborations
Workshop Co-Organizers:   Lucas Cioffi (OnlineTownhalls), Alexander Moll (American University)
Workshop Partners:   General Services Administration, National Academy of Public Administration, GovLoop, National Coalition of Dialogue and Deliberation, and OpenGov TV
Team Leaders:   Rachel Lunsford (VA), David Kuehn (DOT), Chris Jones (SourcePOV), Stephen Buckley (USTransparency)

Judges:   Karen Malkin (USDA FSA), Danielle Germain (NAPA)

List of Participants: http://bit.ly/feb-ogd-workshop
Please note: this report consists of ideas generated by individual workshop participants and does not necessarily reflect the views of the individuals and organizations listed above or the federal government.  Judges participated in their personal capacity rather than that of their organizations.
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Overview
The ongoing Open Government Directive (OGD) Workshop Series is an unpaid, transparent, volunteer effort and a partnership between the public and private sectors.  This was the third in a series of four collaborative workshops.  Each workshop has been spearheaded by a Federal agency and publicized online at OpenGovPlaybook.Org.  The purpose of the workshop is to foster meaningful collaboration across agencies and business sectors to transform the relationship between government and its citizenry.    The next workshop in April will focus on sharing solutions for overcoming cultural barriers to implementation of the Open Government Directive.
The four teams that assembled on February 17, 2010 at the Charles Sumner School Museum did a remarkable job of assimilating ideas on the spot to help advance principles of open government, particularly in addressing cultural challenges.  The focus of the workshop was to synthesize the tremendous volume of open government ideas that have surfaced at conferences and online over the past few months.  This synthesis can be useful to government agencies that are currently drafting their open government plans.

The format of the workshop consisted of three independent teams of 16 participants from across the federal government and the private sector.  There was also one online team working independently of the in-person teams.  

At the end of five hours of in-depth collaboration the teams presented their results to a  panel of judges.  Top ideas from the team's presentations are included in this report.  In particular, the following ideas for successful implementation stood out to the judges:


· Gain executive buy-in throughout the agencies; do a road-show to secure resource commitments.

· Bake OGD into strategic plans; include OGD metrics in the agency's general performance metrics.

· Make OGD participation part of employee performance plans and evaluations and agency awards.

· Use various forms of suggestion boxes and online dialogue; allow anonymous contributions but let these be publicly viewable.

In this report, we have highlighted key ideas to consider when agencies are writing their open government plan, plus the participants’ feedback below each idea.  The comments represent personal opinions and are not intended to represent those of any particular organization.

This workshop consisted of roughly 25 public sector employees and 30 private sector employees working in depth for 7 hours.  The following are not strict recommendations but rather ideas that may be helpful when agencies are writing their open government plans.  We encourage readers to browse the full display of the ideas presented by all four teams on the OpenGov Playbook (http://www.opengovplaybook.org), as some of the ideas not covered by this report may be useful for your agency or organization.   
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Section I: Transparency
Addressing Data Transparency

1. Inventory what data is available

a. look across major programs

b. identify gaps

2. Prioritize what  to publish

a. seek user feedback  and ask the public what is important to them

b. make initial estimates of time and cost to gather and publish the data

c. establish priorities

3. Cleanse and organize the data

a. remove personal identifiable information

b. Remove information if necessary for national security reasons

c. review data for quality

d. create  subsets if necessary

4. Create a strategy for making the data available

a. choose format

b. identify tools

c. create maintenance plan for the data including update schedules and correction methodology

5. Create community for continual evaluation and feedback

a. usage metrics

b. survey

c. use social media and outreach

d. build feedback mechanisms into the web application

PARTICIPANTS’ FEEDBACK:   These are all sound steps to consider including in agency plans.  Much of these details, such as the maintenance plan, could be attached as appendices.

 

Addressing Other Aspects of Transparency
Leverage Agency enterprise architecture (developed in support of Federal expenditure transparency) to help categorize (and enhance understanding) about initiatives, and guide development of social networks of potential, interested participants.  To better enhance transparency, ensure that agency expenditures and funding buckets are linked to these categories to make them more discoverable and transparent.  This might be expressed through an agency business service catalog (federated across the agency as required) so that the information gathered can be shared and leveraged to increase transparency and potentially enhance efficiency inside the agency as well.

 

PARTICIPANTS’ FEEDBACK:  The enterprise architecture is part of the cultural transformation, and the business services catalog could also be considered a collaborative tool, as described on page 6.
 
FOIA Process Transparency

Be transparent about the Agency's process for analyzing and responding to external requests for information including FOIA, Congressional and declassification requests, provide an assessment of the Agency's ability and capacity to respond to such requests in a timely manner, and defines steps the Agency will take to reduce its pending backlog of outstanding external requests by at least 10% per year.
PARTICIPANTS’ FEEDBACK:   Consider incorporating the Annual FOIA Report by reference.
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Section II: Participation

Public Engagement Model - An Analogy: What Would a Business Do?

· Start by thinking about government as a storefront. 

· You need marketing to explain what you do

· Be easy to find/access through social media and Web sites
· Make your product known and understood
· Handle customer service 

PARTICIPANTS’ FEEDBACK:  This idea was explained as shifting focus of government from simply posting what is available on a Web site to marketing.  The example of Apple’s “We’ve got an app for that” campaign was used.  We agree this is a major cultural shift and should be referenced up front in each plan.  Agencies should consider including an appendix with specific scheduled activities and tasks to further this shift.
Be Transparent About Decision-Making
Be transparent about governance and decision-making processes including policy development lifecycles and timelines so that participants will be able to engage and collaborate effectively rather than becoming a barrier to getting work done.
PARTICIPANTS’ FEEDBACK:   (This idea stood out to the judges.)  The structure for implementing open government within an agency as well as the process for making decision-making transparent should be included in the open government plans to further the principles of open government.
Addressing Participation

· Require all employees with a policy-making or rule-making role to receive training in agency in public participation processes.  

· Require all rule-development activity to include a plan for sharing data at the earliest stages, even before public notice and commenting (new best practice).

· Establish common processes and tools for routing, disposition and resolution of participant comments and input, and be transparent about this, to help reassure participants that their contributions are receiving appropriate review and consideration.
PARTICIPANTS’ FEEDBACK:   Consider leveraging existing resources, such as FOIA training, for addressing the training and processes part of this group of ideas.  

Develop a Consistent Communications Strategy
Develop a consistent and effective communications strategy that embraces transparency and identifies specific criteria for when to utilize each type of social media technology, public meetings, etc.  Clearly identifying the different consumer audiences for transparency as part of these criteria can help agency personnel more easily implement the plan.  This can also tie into an agency business service catalog (see page 6) that provides more detailed usage guidelines and identifies shared transparency resources.  We also recommend listing all scheduled public engagement opportunities on the agency’s “.gov/open” Web site.
PARTICIPANTS’ FEEDBACK:  This strategy could be a separate policy and operational document described in an agency’s open government plan and incorporated by reference.  

 
Section III: Collaboration
General Ideas Addressing Collaboration

· Be pro-active.

· Use media monitoring to get ahead of the concerns of the public.

· Invite continued comment on initiatives.
PARTICIPANTS’ FEEDBACK:    Agencies should consider the resources available to them before they address this idea.  They should search out free or low cost tools that would meet the needs for the issue they are trying to solve, given budget constraints. 

Accessibility

· Open up, using electronic tools and in-person techniques for citizen outreach

· Find innovative methods for enhancing internal and external collaboration

· Measurement is key: “you get what you measure”
· Market your own success

· Streamline the ways to connect with the public

PARTICIPANTS’ FEEDBACK:  These ideas are worthy of further consideration in developing agency plans.

Business Services Catalog 
The agency can create and make public a business services catalog which contains information on the range of services and tools we will rely upon to fulfill the OpenGov Directive. A business services catalog may include:

· Identification of the services and tools, along with a description of each, that the organization will provide access to in service of participation and collaboration.
· Who is eligible to use the service/tool -- costs (if any) --Agencies should look to communities of excellence for benchmarks, more information on the types of services and tools available, and their effective use.

· Examples:
· Mediation

· Public Meeting Facilitation

· Public Involvement Planning

· Distance Meeting Tools

· Webcast 

PARTICIPANTS’ FEEDBACK:  (This idea stood out to the judges.)     It is important for employees to know what tools and resources are available at their particular agencies and for citizens to understand this as well – helps set expectations.  This catalog will also assist entrepreneurs in figuring out how to fill the gaps in services most efficiently, thereby aiding job creation.  Would be helpful for GSA to market a comprehensive catalog of open government tools and services on its schedule and those that are free, available to all government agencies.  
Inter-Agency Pilot Projects

Invest in trial or pilot projects to work jointly, among agencies, to collect data in policy or rule making.

PARTICIPANTS’ FEEDBACK:  Overall, the judges endorse the concept of using pilot projects to test collaborative tools.  Agencies will need to look at their specific mission areas to see where pilots might be appropriate and should use venues such as the CIO Council, NAPA Collaboration Project, and the White House Open government Working Group to leverage the lessons learned from other agencies that have run similar pilot projects. 
Section IV: Addressing Cultural Challenges and Governance

Use FOIA Teams as a Resource

Within an agency, the FOIA team is an ideal resource for informing the implementation of the Open Government Directive and should be consulted regularly. Those experts already have a strong sense of the following:  

· What the public and outside groups are most interested in  

· Where in the agency “high value” data resides  

· Key individuals and entities within the organization who are likely to be helpful and important in the process of locating and publicizing resources 

PARTICIPANTS’ FEEDBACK:  (This idea stood out to the judges.)  This is part of sound leveraging of existing resources.  In addition to utilizing FOIA teams, each agency’s plan should commit to utilizing Web analytics, frequently asked questions, and any other sources of information appropriate to ensure the plan is most efficiently and effectively executed.   Along these lines, the judges recommend that each agency plan commit to develop a baseline inventory of existing technology tools and people resources currently in place that might be leveraged for opening government (e.g., customer satisfaction surveys, social media experts, and FOIA annual reports). 
Circulate Examples and Cases Studies

Widely circulate case studies and anecdotes from your agency and others that demonstrate the value of the open government project for the agency and its mission.  Market your own success!
PARTICIPANTS’ FEEDBACK:  This is something that could readily be incorporated in the “.gov/open” sites for all agencies.  So that agencies are really comparing apples to apples and to ensure that all agencies benefit and continuously improve, it might be helpful for OMB to provide a template for writing such studies and that OMB post the studies collectively on its own Web pages and enable the public to comment on the studies.  OMB might also want to consider using MAX to enable agencies to ask each other questions about the studies, to foster more of an interagency exchange.  We note that NAPA currently posts case studies and articles at www.collaborationproject.org and that the White House has an Open Government Innovations Gallery.

Easing Access to Information and “How-Tos”
Assemble key resources in a single online location for use by agency staff working on the Open Government Directive. Include key governing documents, links, “how-to” documents and a forum for discussions about best practices and ideas.

PARTICIPANTS’ FEEDBACK:  This idea is related to the business services catalogue referenced by other teams under “collaboration,” below.   We recommend mentioning the need for making the “how to” information easily accessible to employees under this opening section on cultural change and then expanding on the details under “collaboration.”   In addition, one team spoke of the need to create a consulting group within GSA for example that could serve as a resource for all agencies in furthering their open government plans.  We recognize the development and refinement of “how-to” documents will be an iterative process.  As mentioned in a previous comment perhaps the GSA is able to tag vendors who are on the schedule as providing open gov services or perhaps there is an association or independent organization who might have (or could develop) a resource like this.  

Develop Policies and Training Programs to Support Public Participation and Collaboration

Create the necessary policies, procedures and training to support effective online and face-to-face public engagement by agency staff.

PARTICIPANTS’ FEEDBACK:  This type of activity will help cement the underpinnings of transparency and collaboration within the agency.   Consider identifying the specific deliverables required (e.g., training on blog writing, policy on how to respond to public ideas) and then attaching a schedule for developing and implementing such products to the plan as an appendix.  While this recommendation may or may not be too specific for agency open government plans, it is good to keep ideas like this in mind when writing such plans.  
Gain Executive Buy-In to Support Open Government
· Provide individual briefings (or "road shows") for high-level leaders to create buy-in and ownership (people support what they help to create/expand “circle of ownership")

· Get leaders to commit resources & political capital - must have RACI (roles, accountability, consult, inform) matrix to ensure accountability 

 

PARTICIPANTS’ FEEDBACK:  Another team also spoke of need for executive sponsorship and champions and workforce awareness of responsibilities.  We agree these aspects are critical to the success of open government and should be highlighted and worked out for each agency under this section of each plan.

Incorporate/Include/Bake Open Government into Strategic Plans
· SWOT analysis (strengths, weaknesses, opportunities, threats) with respect to open government opportunities for that agency

· Defining each department’s specialized strategic goals for open gov and baking this into strategic planning (this ensures that it will be a priority for next five years)

· Metrics need to be baked in here, too

· Include open government expenditures in annual budget requests 

PARTICIPANTS’ FEEDBACK:  The above suggestion is a sound way to institutionalize open government.  Strategic plans are mandated by Congress and are presently at OMB for review.  This opportunity to incorporate the Open Government Plans by reference in the Strategic Plans must not be missed.   Bureau level strategic plans should tier off of the Department level plans and similarly incorporate open government principles and metrics.   

 
Incentivize Employees to Change Culture
Make open government practices part of employees’ incentive plans and reward structures

· Tie open government metrics to a component of key employees’ performance evaluations
· Agency/bureau/secretary awards for incorporating open government principles and practices into the business of government, including recognition, social capital, and financial awards
 

PARTICIPANTS’ FEEDBACK: Incentives are critical for institutionalizing the cultural transformation.   The latter part of the idea is a similar concept to another team’s idea: “MOTIVATING THROUGH COMPETITION -  Leverage inter-agency competition to motivate agencies to emulate and exceed best practices.”  We agree that agency honorary awards and support for budget requests will help further open government cultural transformation.  We agree that the award/recognition  process should be transparent.

Create a Culture Where It's Safe to Innovate

A government agency simply cannot create a culture that truly appreciates ideas and input that come from the outside when its existing culture continues to discourage innovative ideas and input that come from inside its own organization.

"I'm a former federal employee who worked at five different agencies, and I know from experience that the only way for to make it safe for government workers to talk about saving money with innovative ideas (or simply pointing out waste) is to have an online system that allows them to raise the idea and ALSO hides their true identity. (FYI: The existing Inspector-General system offers anonymity, but does NOT do it well.)"

PARTICIPANTS’ FEEDBACK:  We can understand that agencies may wish to distinguish comments of employees versus the general public on the public facing site.  We can also understand that employees need an anonymous way to communicate without fear of reprisal.   We recommend that agencies offer at least on the Intranet site, a way for employees to provide anonymous feedback. In order for this to be successful, at a minimum, an executive sponsor is needed to provide credibility to the employees that their suggestions will be taken seriously.  Management should also commit to responding in some consistent way to the suggestions that are submitted so the mechanism has credibility. 

Standardize Tools for Measurement

PARTICIPANTS’ FEEDBACK:  OMB’s dashboard should  measure the quantitative aspect of standardized tools for measurement.  We agree it is important to compare apples to apples and measure progress, however, we must also find ways to measure the qualitative aspect of open government.
Identify Barriers
Ensure that the Agency OGD plan addresses the full breadth of impact on the Agency including people, processes and technology.  Organizing impact considerations around these three areas of impact may help Agency personnel understand and implement the plan. In conjunction, the plan should specifically address frequently raised objections to transparency such as how legal and security requirements will be met without unduly inhibiting transparency.  The plan should also identify specific agency or federal policies that are barriers to implementing transparency in order to focus attention on making policy changes where appropriate to reduce those impediments. Legal and security offices should be engaged in the development of the open government plan.
PARTICIPANTS’ FEEDBACK:  Some of these ideas should be addressed under “cultural transformation” as well. It is important to acknowledge that opening government requires balancing privacy and security interests under the law.

Section V: General Workshop Notes from Observers
Key Questions

Accessibility of complex data: How can agencies make difficult data more “consumable”?

Since information varies in its complexity—depending on its purpose/use—is it the government agency’s responsibility to simplify it to make it more accessible? What are the ramifications of the “simplification” process? Is this part of the transparency tenant of the OGD? How can government agencies do this for inherently complex information? Since “accessibility” is a function of many variables—including variables on the citizen‐consumer’s side—how does an agency determine “accessibility”? For example, should data sets be accompanied by basic statistical “cheat‐sheets” for citizen‐consumers unfamiliar with statistics? How much background/context should be provided with data? Is this necessary and/or required, according to the OGD? Since data sets exist largely in context of the data collected before and after that particular data set, what is the “appropriate” way to make such “series data” accessible to make it intuitively consumable?

What are the responsibilities of the government agencies, relative to the responsibilities of the citizen consumers?

How far must a government agency go to provide the information? What is “sufficient”, given the range of citizen‐consumer’s proficiencies in seeking out information, their available time, and their education levels? Do citizen‐consumers have a responsibility to meet the government “half‐way”? What is “half‐way”? Must the government make 50% of the effort? 25%? 75%? 85%? From the moment a citizen‐consumer begins his or her search for a particular piece of government data, what is an “acceptable” time to find and collect that data?

Under the rubric of participation or collaboration, what are the responsibilities of the government agencies to enhance the ability of citizens to clarify their respective community’s consensus (geographically identified) or ‘public will’ on various rulemaking or agency actions? 

Across the U.S. electorate, how do we honor not only the suggestions/recommendations or expertise of individuals, but clarify the public will or consensus of communities? Without over committing resources, is it useful for agencies to encourage the private or civil society sector to mobilize resources toward engaging the public to leverage feedback and expertise for improved agency decision-making or problem solving online or offline in representative samples of the public? Would such efforts increase an agency’s problem solving capacity or agency program service delivery?  

What is the citizen perception of the Open Government Directive?

Given that few people know about the Directive, how can agencies determine what exactly people want from the OGD? What do polls say about citizen’s opinions of the themes of the OGD, versus what they say (as a separate issue) about the components of the OGD itself? Are they necessarily comparable?

What is the frontline federal agency worker’s perception of the Open Government Directive?

To hasten the adoption of Open Government in agency culture, technology and operations, is there a need for lower-level federal staff work or learning groups? Is a need for a federal workforce learning lab or lunchbox seminar series built into the everyday life of agency operations?  Could the learning lab be equipped with the convening power, technology, facilitation, and networked expertise to tackle systemic problems? Could this facilitate our ability as a professional community, in transparent trust-building with the public, to maintain a collaborative knowledge ecosystem and problem solving capacity?

Confusion about the “target” of the Open Government Directive: What does the OGD want agencies to be “open” about? The process or the data? Or both?

Does the Open Government Directive target government agencies’ processes (what they do on a daily basis; how they make decisions), or does OGD target the data collected/generated by that agency? Or both? How much of the process is already available, given a “reasonable” amount of research? How detailed should a description of the process be? In what format should the data be provided? Is the data format that the agency uses for its internal purposes sufficient? Or do agencies need to “convert” its data to formats that others may need it in? How would an agency know what formats others may need the data in? Is it an agency’s responsibility to determine all the possible formats that others may need the data? Should agencies first collect feedback on what data formats are wanted most? Or is it the citizen‐consumer’s responsibility to make their own conversions?

How do we assess the costs of providing data vs. the benefits? If the benefits are concentrated in the hands of a very small group, at what point do the costs to the taxpayer “many” outweigh the benefits of the citizen consumer “few” for particularly nuanced data?

At what point do the costs of providing data to one person (or a small group) outweigh an agency’s responsibility to taxpayers to do their primary job? How many resources should be directed toward OGD’s three objectives at the cost of accomplishing the agency’s primary mission? How do we measure the benefits of the OGD’s primary objectives? What is an acceptable “cost vs. benefit” analysis of the OGD? For example, if an agency spends $20K/month to collect feedback from citizens, yet receives only 5‐10 usable or actionable suggestions through that feedback mechanism (at a cost of $2K‐$4K per suggestion), is this cost‐effective for the taxpayer?

Overview of Workshop Conversations
Note: percent of workshop discussion is in brackets; percents do not add up to 100% due to overlap and “other” categories.
Process Discussions [35%]:

How can agencies make government data and/or processes more accessible? How can an agency provide an avenue for citizen participation and collaboration? Which tools match the “right” process? What process leads to the best transparent illustration of an agency’s day‐to‐day business or decision-making system?

Definitional Debates [30%]:

What is the definition of “Feedback”? “Transparent”? “Collaboration”? etc.

Necessary vs. Sufficient Analysis [20%]:

What steps are sufficient to make data or processes “open”? Which steps are necessary but not

Sufficient? What is necessary and/or sufficient to be “collaborative”? Do available—yet unutilized—avenues of participation equate to “participatory” or “collaborative”?

Quantitative Assessments [20%]:

How much data equates to “transparent”? How much citizen participation equates to a “participatory process”? What percent of citizen‐participation within a decision‐making process equates to a “collaborative effort”? (One could argue these are sub‐components of the definitional debates.)

Normative Questions [15%]:

Should an agency provide confusing yet important data? Should an agency provide an avenue for participation when the costs outweigh the expected (or historical) benefits? Should an agency convert data from one format to another, given a cost of X resources?

Additional Interesting Questions & Comments
· Are ‘participation’ and ‘collaboration’ synonyms? Isn’t participation, at some level, synonymous with collaboration? How do we differentiate them? 

· Any tool that an agency uses to engage the general public must first be adopted internally. 

· Populism is a complicating problem for some agencies. IdeaScale’s weakness is that it simply allows the “most popular” (aka, voted for) ideas to rise to the top. This is easily manipulated by interest groups who motivate people to vote. In other words, the popularity of an idea within existing online voting systems reflect only populist votes (of those people who took the time to vote) and not the opinions of citizens in general, nor any “quality evaluation” of the idea.
· Should agencies provide direct links to conflicting data sets or information? Or is it the citizen‐consumer’s responsibility to find those?

· For effective citizen participation, an agency needs an effective routing system for citizen‐collected ideas. Without such a complementary routing system, an agency’s system for collecting feedback cannot be considered sufficiently “participatory”.

· Each agency must take the time to identify the different categories of their citizen‐consumers. In general terms, an agency must delineate their most frequent information consumers, and then prepare different engagement methods for each type of citizen‐consumer.
Section VI: Additional Information about the February OGD Workshop
Each of the teams created many more excellent ideas than are listed in this report.  We recommend exploring the teams’ full notes which are available on the OpenGov Playbook at the following links:

· https://opengovdirective.pbworks.com/Team-1:-Feb-17th-Workshop
· https://opengovdirective.pbworks.com/Team-2:-Feb-17th-Workshop
· https://opengovdirective.pbworks.com/Team-3:-Feb-17th-Workshop
· https://opengovdirective.pbworks.com/Team-4:-Feb-17th-Workshop
· List of Participants: http://bit.ly/feb-ogd-workshop
Section VII: Ideas for the April OGD Workshop

Many questions and challenges remain, and effective implementation of the Open Government Directive will require a sustained effort.  The next Open Government Directive Workshop in April 2010 will cover how to overcome cultural barriers and measure success.

A few of the Potential Cultural Barriers that Can be Addressed:

· Individuals/offices/departments/etc fear that collaboration or openness might make their role less relevant. 

· Unreasonably top-heavy approaches to decision-making

· Loss of control

· Lack of trust

· Unfamiliarity with new technology

· Over-reliance on new technology

· Internal competition of who gets the most credit 

· Hoarding knowledge
For a more in-depth discussion about cultural barriers, see this conversation on GovLoop:
http://www.govloop.com/forum/topics/if-its-really-about-culture
A Few of the Potential Solutions that Can be Addressed

· An ongoing series of open government workshops that integrate ideas from the public and private sectors

· Regular internal follow-ups, including cultural audits, employee feedback, etc.

· Getting on board by marketing open government internally and externally
Section VIII: How to Plan an Internal Collaborative Workshop for Your Agency

After completing the February OGD Workshop, we realized that it’s much easier to think about collaboration and build collaborative practices into an agency open government plan if you’re doing so in a collaborative environment.
In the spirit of “open-sourcing” our method, here are some of the collaborative elements of this workshop that you may want to include in your collaborative projects at your agency:

· Small Teams: Collaboration is effective when group size is manageable for the team leader.  We suggest 12 as the maximum.  With more members than that, a team leader should have assistant team leaders. 

· Friendly Competition: Sometimes we put forth our best effort when we’re competing with another group.  To harness this element, we had three in-person teams and one online team competing with each other to present the best ideas at the end of the day.
· Filter Participants: Although our workshop was open to everyone, we wanted to make sure that we’d attract a collaborative group rather than one that’s interested in typical Washington, DC networking events.  The price of admission for this workshop was having potential participants write a few sentences about what skills or ideas they would like to bring to a team.  Interestingly this simple process ended up being a good enough filter in itself, because people who would have come to just try to sell a product didn’t bother applying.

· Responsibility AND Authority: We gave the four team leaders the responsibility for the success of their team AND we gave them the authority to succeed.  This meant loosening control so that they can determine the direction and choose the particular methods that their teams would use to collaborate.

· Public-Private: We recognize that the public and private sectors both offer valuable (and complementary) expertise on open government, so we ensured we’d have nearly a 50-50 split.
· Online and Offline: We had one online team working in parallel with the in-person groups.  This allowed more people to join in the collaborative process from outside the Beltway.
· Inter-Agency: We made sure to draw from an inter-agency crowd to maintain a diversity of perspectives.
· Cross-Team: During lunch we allowed the three in-person teams to mingle and cross-pollinate ideas from one team to another.
· Top-Down and Bottom-Up:   As the workshop organizers, we aimed to push “power to the edges”.  We provided the resources and just enough structure so the team leaders could focus on their teams.
· Tight Feedback Loops: Tight feedback loops kept our teams on track.  Every hour we encouraged the team leaders to ask for the participants’ feedback on their team’s process; this conversation about the work process is different from a conversation about the work product.  At different times, we were able to interject feedback from outside observers on the team’s process.
· Asynchronous and Synchronous: Online collaboration before and after your in-person meetings is critical for making the most of limited face time.
· Common Operational Picture: We used the OpenGov Playbook wiki available at http://opengovplaybook.org so that many editors could work on the same document at the same time.  This wiki also serves as a central directory of links to effective open government practices across the Web.  Many of your colleagues may have never used a wiki—invite them test one out—it’s a lot simpler than they would expect.
· Build on Previous Events: We didn’t want to reinvent the wheel so we put the emphasis on “synthesis, synthesis, synthesis.”  There has been so much great writing and ideation about open government over the past year that what’s required now is combining and prioritizing the ideas that are already available via agency’s public engagement processes, draft agency open government plans, GovLoop, blogs, and the OpenGov Playbook.

· Experiment and Iterate: This workshop was our third in a series, so we’ve been refining our process over time.  We aren’t afraid to fail; we have been willing to learn in public, build momentum, and improve the process by building one event upon another.

· Team-Building: We had a happy hour after our event to help folks unwind after an intense day.  This is also critical for building a sustainable community of participants for future workshops.
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