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You may have heard that we were developing a content management system designed for 
government called ChimeCMS. We’ve recently decided to stop development of ChimeCMS.!

Background: Why Chime?!

Since founding Code for America (CfA) in 2011, we've heard about the problems cities face 
keeping their websites current for residents who need and expect to do business with their city 
online. Last year, we started Digital Front Door, a pilot project from our technology team to 
assess and improve how cities communicate and serve residents via their website.!

The most significant result from the Digital Front Door Initiative was that a simple, modern CMS 
designed for the work of government is the best way to make City websites work for resident 
needs, including the traditionally underserved. Nine months ago, after reviewing available 
content management systems for government websites, we didn’t find any that met our Design 
Principles or Practices. This helped us decide to develop a content management system designed 
for government: ChimeCMS.!

Our recent research and work with 5 bootcamp cities confirmed that there’s a real need for a 
CMS that meets the needs of local governments. There’s also a real need for tools that improve 
content creation, practical and effective content migration strategies and template-driven options 
for building and managing government websites.!

What’s happening now?!

• We’re not building ChimeCMS, or any related content management system (CMS) product.!

• All of the ChimeCMS work is available on GitHub on an [FOSS/CC whatever license name] 
license!

• The Digital Front Door Team will keep developing and delivering software through service 
engagements!

• We’ll keep providing guidance and help to our partners in government on designing websites 
that are mobile-ready, services-oriented, and inclusive.!

Why was the decision made to stop work on ChimeCMS?!

We made this decision for two reasons:!

Developing a CMS product requires long-term commitment that Code for America can’t make 
right now.!

Developing and supporting a complex product requires long-term resources. After our research 
phase, we felt that it would take longer to deliver a good, meaningful product than could be 
supported by Code for America at this time, compared to other important work we’re doing.!

!



As a non-profit, we’re set up to:!

• work with governments to better understand the needs of their citizens, and create software to 
address those needs;!

• advocate for best practices for government services and citizen engagement;!

• create and manage productive environments for community action (brigades); and!

• provide specific issue-focused services to individual cities and counties through the 
Fellowship program (on-site Fellows).!

Delivering ChimeCMS would take resources that Code for America doesn’t have.!

There are CMS options available now that further many of the practices we were designing in to 
ChimeCMS.!

During our research, we discovered new options for government focused content management 
systems. These CMSs can be adapted to meet our design principles and practices more quickly 
than we could develop ChimeCMS. We can now recommend vendors and products that can help 
governments meet their website needs.!

We are not organized to properly support product development. We don’t have (and don’t 
currently have plans to add) a business support team. Without a team doing product marketing, 
sales (direct or channel), business development, customer success and support, we wouldn’t be 
successfully set up to bring a CMS (or any other large-scale product) to market.!



NAGW 2015!

Conference Attendee Survey Results!

OVERVIEW!

Code for America has, from its beginning, worked to improve the quality of government 
engagement with its citizenry. As the organization has matured, these principles became a set of 
core practices that can be applied to government websites and communications. More recently, 
the Digital Front Door Initiative has begun developing software that encodes these practices.!

Part of our process has been to solicit information and feedback from key stakeholders, including 
city and county government webmasters, IT departments and PIO’s, as well as citizens. We were 
pleased to have the opportunity to survey 32 government webmasters at the National Association 
of Government Webmasters 2015 Conference in Albuquerque, NM September 22 - 25th.!

Generally, these findings show a gap between the desire government webmasters have to easily 
and cleanly provide needed information and transactions (such as paying tickets or submitting 
forms) to their public via the city or county website, and the limitations of the tools, 
administrative processes and decision-making authority available to them.!

They are concerned that government websites fall short in terms of how useful they are to the 
end users residents because the information presented is often disorganized, difficult to navigate 
and search, and not focused enough on user needs (mobile access, transactional, etc). That said, 
webmasters rate their website’s usefulness at an average rating of 3.6 on a scale of 1 - 5 when 
asked “Today, how well can your residents conduct business digitally?”!

All respondents, whether from city or county government or other government agencies, 
expressed a significant desire for tools and products that were focused on the needs of 
government websites. The choices of which CMS or web development platform was currently in 
use were all over the map, ranging from blogging platforms and highly structured/template 
driven CMS’, general commercial products, open source, SaaS and installed software, and CMS 
specifically for government customers. Feedback on what was particularly useful or challenging 
in using each specific product also covered a wide range of issues. There was a consistent need 
expressed for tools that could improve the overall quality of web content, are specifically written 
for government use and workflows, and are easy to use.!

Overall, the public servants tasked with providing clear, concise and actionable information to 
citizens are seeking better processes, internal support and technological tools. The Code for 
America Practices resonate with them, and they are eager for products that produce improved 
quality and universal access to their digital communications.!

!

http://www.codeforamerica.org/governments/practices/
http://www.codeforamerica.org/our-work/initiatives/digitalfrontdoor/


RESULTS!

• Total respondents: 32!

• Total City Webmasters: 20!

• Total County Webmasters: 5!

• Total Other Government Webmasters: 7!

QUESTION: HOW WELL CAN YOUR RESIDENTS CONDUCT THEIR BUSINESS 
DIGITALLY?!

Scale 1 to 5, where 1= Information only/no transaction, 3=Pay Parking Tickets only, 5=Anything 
you can do at City Hall you can do Online!

Average score was 3.6.!

Only one participant indicated a score of 1, and only one indicated a score of 5. Generally, 
government webmasters feel that their sites are doing a decent job meeting the needs of residents 
online. This was, however, the first question in the survey, and as they went on it became more 
clear that while the answer to a generalized question was fairly positive, there is much more 
concern when drilling into the specifics of what is working and what is not.!

QUESTION: WHEN DID YOU LAST REDESIGN YOUR WEBSITE? WHEN DO YOU 
PLAN YOUR NEXT REDESIGN?!

On average, these results show that government websites have a 2 - 5 year lifecycle between 
redesigns. Several respondents indicated that this was based on funding cycles, while others 
mentioned shifts in leadership (new mayor or administration). The size of the internal team also 
was a factor, with smaller web teams (1 or 2 people) doing a full redesign less frequently in favor 
of many smaller iterative changes happening ongoingly.!

QUESTION: WHAT IS THE BIGGEST PROBLEM OR FRUSTRATION THAT YOU HAVE 
WITH YOUR WEBSITE?!

When webmasters are asked what the biggest issues are for them with the website, it is 
understandable that many of their concerns are technical in nature. 16% of the responses focused 
on purely technical issues, and another 13% were related to integration issues with 3rd party 
applications. This mirrors much of the frustration of citizens using the site, who wanted to have 
electronic signatures, payment capabilities or online forms processing, all of which are often 
provided by products that can be implemented as plug-ins or integrated apps. In addition, many 
of the concerns that webmasters feel are directly because of the limitations the current websites 
impose on citizens. Confusing navigation, disorganized content and a poor mobile experience are 
all frustrations for users as well as webmasters. The reflection that the sites are not focused on 
user needs or citizen-centric suggests that the webmasters surveyed are keenly aware of the 
disconnect between what they want to provide their citizens, and what they are currently 
delivering. Issues with integrating content from multiple providers is perhaps a more specific 



version of the “hard to manage content” category. For the complete set of responses, refer to the 
Appendix.!

" !

QUESTION: WHAT IS YOUR CURRENT CMS?!

In-house/Custom Built CMS! 30%!

Wordpress! ! ! 16%!

CivicPlus! ! ! 16%!

Drupal!! ! ! 10%!

Joomla!! ! ! 6%!

Microsoft (any)! ! 6%!

Other! ! ! ! 23%!

!



QUESTION: WHAT DO YOU LIKE MOST  
(ABOUT YOUR CMS)?! ! ! ! WHAT DO YOU LIKE LEAST?!

Easy to use/update! ! ! ! ! Awkward formatting!

Easy interface- no coding! ! ! ! Terrible editor/publishing tools!

Extensible! ! ! ! ! ! Slow!

Flexible! ! ! ! ! ! Limited updates/customization/integrations!

File upload and Cloud storage! ! ! Locked in to vendor for improvement!

Updates are handled well! ! ! ! Not HTML/CSS compliant  
! ! ! ! ! ! ! or completely accessible!

Content updates, modular content! ! ! Lack of support!

The results to the question about what CMS was used by participants proved less valuable than 
the information collected about the best and least liked features of each CMS. The specific 
choice of CMS was spread somewhat evenly between open source, template driven platforms, 
commercial enterprise CMS’ and government focused products. More interesting were the results 
from the “best and least” questions. What emerged was the need for products that are easy to use, 
extensible, provide editing/publishing tools, allow for integrations with 3rd parties, are easily 
updated, and provide solid support. In discussions with participants at the booth, several 
mentioned the need for editing and publishing tools that could improve the overall content, and 
concerns about content migration as a significant hurdle when considering website redesigns. 
There was also a common frustration voiced that the webmaster may not have a choice in the 
CMS chosen by a manager in charge of the IT budget, but not in charge of front end 
development and content.!

"What we really need are tools that improve the writing on the site. Not just a migration of 
printed content."!

“I couldn't convince my IT department to roll out anything other than Sharepoint but I am the 
one responsible for the front end and content.”!

QUESTION: WHAT IS YOUR COMFORT LEVEL WITH SAAS?!

Scale 1 to 5, where 1= We only Host On-Site, 3=For Non-essential apps, 5=We Happily use SaaS 
wherever appropriate!

Government websites are sharply divided in regard to SaaS usage, with the average answer being 
2.97 on the scale of 1 - 5. More interesting still, the results were strongly polarized with eleven 
respondents selecting a 1 (We only host on-site), and nine answering with a 5 (We Happily use 
SaaS wherever appropriate), and the remaining ten respondents choosing 2, 3 and 4. There were 
no questions asked in the survey about who had the authority to specify if a government could 



use hosted services rather than installed products, but general discussion at the booth leads to an 
anecdotal belief that this decision is generally not in the hands of the webmaster.!

QUESTION: WHICH OF THESE THREE PRICING MODELS ARE YOU MOST 
COMFORTABLE WITH? (OPTIONS: TIERED PRICING BY FEATURES, TIERED PRICING 
BY SEATS, VARIABLE PRICING BASED ON POPULATION)!

The majority of webmasters polled favored the traditional pricing model of tiered pricing by 
features (53%). Tiered pricing by the number of seats was next most popular (28%) and the 
Variable pricing based on population was selected by 19%. Without more context to discuss 
WHY a particular pricing model was selected it is impossible to know what the motivation is, but 
it could be due to the familiarity with the tiered model, as this is a traditional software pricing 
structure. It was interesting to see that despite the relative newness of the idea, 19% were most 
receptive to the idea of providing a sliding scale based on the population that will have access to 
the website and an opportunity to use it.!

QUESTION: WHAT WOULD BE MOST LIKELY TO INFLUENCE YOUR DECISION 
REGARDING A NEW CMS?!

This question offered three choices (and a write-in option), to solicit input on what are the 
biggest drivers for webmasters in looking for a new website platform or CMS. 50% of 
respondents prioritized products that have specific features for Government websites, over 38% 
who were more interested in value and price, and 9% that would look first at the brand and 
references of the vendor. At the booth, and in the answers to survey questions, government 
webmasters identified their desire for products that could facilitate the very unique needs of city 
and county websites. In specific, they are less interested in generalized features available in a 
standard CMS in favor of products that can offer tools for multiple non-technical content 
providers, content migration and improvement from legacy cites, create and support sites with a 
high number of short and targeted transactions, and be easily translated and mobile accessible. 
The specialized needs of government are not easily addressed in the commercial market.!

!



QUESTION: WHAT FEATURES ARE MOST IMPORTANT TO YOU AND YOUR CONTENT 
CONTRIBUTORS?!

For each feature, rate on a scale of 1 - 5, where 1 = I have no need for this, and 5 = This would 
revolutionize my life!

! •! Features that guide content contributors to write more effective, easily understood content !         

! •! Average - 3.61!         

! •! A Dashboard view by contributor, showing the activity on each page they publish !         

! •! Average - 3.58!         

! •! A Dashboard view by department or service, to show publishers the activity on each page          
they publish !

! •! Average - 3.67!         

! •! A CMS specifically designed for city/cty government needs rather than commercial site          
needs !

! •! Average - 3.84!         

Once again, the desire for a CMS designed specifically for city/county government (rather than a 
generalized commercial product) had the highest overall average score. But in all four cases, the 
features proposed show significant value to government webmasters. Whether it is writing guides 
and tools, or a dashboard that can show activity to content contributors or departments to assess 
how the public is actually accessing and using information and services on the site, the general 
impression is that these tools would provide value.!

!



QUESTION: WHAT IS THE MOST FREQUENT REQUEST FROM THE PUBLIC?!

" !

Perhaps not surprisingly, the public wants to be able to actually do business on their city and 
county website. While the largest individual category (28%) was some version of getting 
information (When is my garbage pick up, where is a local park, who are the school board 
members), another 48% involved some type of transaction. These included paying something 
(18%), transacting via a form, registration or service (18%) and engaging in employment or jobs 
for the city/county (12% - including both job information and online applications). Considering 
this very high percentage of citizens who access the website to actually complete a transaction or 
payment, it is no wonder that the key concerns raised by webmasters include the need to improve 
the navigation, content quality, integration with 3rd party apps, mobile readability, etc.!

NEXT STEPS!

In order to assist cities and counties improve the effectiveness of their websites, Code for 
America encourages tools and services that align with our 21st Century Practices. The goal is for 
government to improve the quality and accessibility of web content, and increase the value of 
websites for their public. It is clear from the 2015 NAGW Survey that government webmasters 
across the country share this desire, and are actively working to identify strategies and tools that 
can assist them with this endeavor.!

!



APPENDIX!

RAW DATA FROM OPEN-ENDED QUESTIONS!

QUESTION: WHAT IS THE BIGGEST PROBLEM OR FRUSTRATION THAT YOU HAVE 
WITH YOUR WEBSITE?!

! •! “Disorganized and cluttered, not user-centric, inability to communicate with users”!         

! •! “LACK OF ACCESS”!         

! •! “Inability to do electronic sigs”!         

! •! “Browser and not mobile”!         

! •! “The site looks good at first glance, but it's built on older technology. the website isn't          
responsive, content heavy and not citizen centric.”!

! •! “Managing content”!         

! •! “Integration of some third party applications could be better”!         

! •! “Online absentee applications”!         

! •! “size”!         

! •! “PDF reliance.”!         

! •! “Search engine, mobile friendly, usability”!         

! •! “We migrated to a hosted CMS that is not meeting our needs as promised”!         

! •! “Allowing clean access to users to provide content”!         

! •! “Content auditing and workflow”!         

! •! “Poor IA and not service oriented”!         

! •! “Too wordy, navigation not ideal. Search is not as good as it should be.”!         

! •! “Lack of interoperability”!         

! •! “Too much Content”!         

! •! “Connecting online payments in a cms to work with our payment vendor and our internal          
cashier application”!

! •! “can't get docker to work”!         



! •! “Navigating to the sites they need”!         

! •! “Integrating the information and services from disparate and reluctant sources.”!         

! •! “None”!         

! •! “adding new updates that elected officials will not allow us to do”!         

! •! “adding new updates that elected officials will not allow us to do”!         

! •! “Search”!         

! •! “Content”!         

! •! “Keeping content from myriad outside partners up to date”!         

! •! “sometimes it loads slowly”!         

! •! “Finding the right page faster”!         

! •! “Bad URL config”!         

! •! “The CMS we have does not integrate well with other vendors.”!         

QUESTION: WHEN DID YOU  
LAST REDESIGN YOUR WEBSITE?! ! WHEN DO YOU PLAN  
! ! ! ! ! ! ! YOUR NEXT REDESIGN?!

“Too many moons ago.”! ! ! ! “There has been talk but I am unaware of  
! ! ! ! ! ! ! if/when action will commence.”!

“LAST MONTH”! ! ! ! ! “UNDER CONSTRUCTION”!

“In process . Launching next month”!! ! “3-4 years”!

“In the process”! ! ! ! ! “In the process”!

“2009”!! ! ! ! ! ! “we are in the RFP development  
! ! ! ! ! ! ! process now.”!

“2013”!! ! ! ! ! ! “2016”!

“2015”!! ! ! ! ! ! “2020”!

“2009 responsive site to go live mid-october”! “October 15 2015”!

“2010”!! ! ! ! ! ! “2016”!

“Now”!! ! ! ! ! ! “2 years”!



“5 years”! ! ! ! ! ! “2016”!

“May 2015”! ! ! ! ! ! “I will begin in the fall of 2016”!

“8 years plus”! ! ! ! ! ! “This next year”!

“12 months”! ! ! ! ! ! “~24 months”!

“Years...code upgrade last year,  
but same design and IA”! ! ! ! “As soon as possible”!

“2011 - in process right now”!! ! ! “In process”!

“2013”!! ! ! ! ! ! “2015”!

“2012”!! ! ! ! ! ! “Now”!

“2 months ago”! ! ! ! ! “3 yrs”!

“2001”!

“Two years ago”! ! ! ! ! “One to two years”!

“12/2014”! ! ! ! ! ! “18-24 months”!

“Continue”! ! ! ! ! ! “6 mo +”!

“2 years ago”! ! ! ! ! ! “another year or so”!

“2 years ago”! ! ! ! ! ! “another year”!

“2013”!! ! ! ! ! ! “Continuous improvement”!

“August”! ! ! ! ! ! “January”!

“1 year ago”! ! ! ! ! ! “Currently in process”!

“planning to redesign this year”! ! ! “this year”!

“2008. Now working on it”! ! ! ! “Now”!

“2008”!! ! ! ! ! ! “this year”!

“In the middle of a redesign right now  
(Sept. 2015). Before that, it was 2012.”! ! “Now”!

!



QUESTION: WHAT IS THE MOST FREQUENT REQUEST/QUESTION FROM THE 
PUBLIC ABOUT YOUR WEBSITE?!

! •! “Want ability to do Transactions.”!         

! •! “IMPROVEMENT SUGGESTIONS”!         

! •! “When is trash collection this week?”!         

! •! “Employment info/applications”!         

! •! “Real estate data, job applications”!         

! •! “Property value information”!         

! •! “Online class registrations”!         

! •! “Copies of records-”!         

! •! “not sure”!         

! •! “ut of date info”!         

! •! “How do I get to or how do I find....”!         

! •! “Can I pay for a building permit online, get information about building something, track a          
project, etc.”!

! •! “Property information”!         

! •! “Available jobs with the city, payments for various services”!         

! •! “Employment”!         

! •! “Transactions for services and online forms”!         

! •! “Divorce and child support forms.”!         

! •! “Transportation”!         

! •! “Transactions”!         

! •! “Facility rentals and online ticket payments”!         

! •! “Requests for services we do not provide (mistaking city services for county, etc)”!         

! •! “None”!         

! •! “election information”!         



! •! “election information”!         

! •! “Pay taxes”!         

! •! “Licensing for firearms and explosives”!         

! •! “Upcoming events in the state”!         

! •! “information”!         

! •! “Tax and licenses info”!         

! •! “pay online”!         

! •! “What's being built? Information about development in the city: what is planned, what is          
going on now, what just finished?”!

QUESTION: WHAT IS YOUR CURRENT CMS?!

! •! “Wordpress”!         

! •! “Egovlink”!         

! •! “Civica”!         

! •! “Homegrown”!         

! •! “Wordpress”!         

! •! “Ektron”!         

! •! “CivicPlus”!         

! •! “Drupal”!         

! •! “DotNetNuke”!         

! •! “CivicPlus”!         

! •! “Custom Coldfusion”!         

! •! “Joomla”!         

! •! “3 on WP, rest hand-coded”!         

! •! “Wordpress”!         

! •! “Custom”!         



! •! “Unknown at this time”!         

! •! “CivicPlus”!         

! •! “Wordpress”!         

! •! “CivicPlus”!         

! •! “Joomla”!         

! •! “Html5”!         

! •! “vision internet”!         

! •! “Drupal”!         

! •! “Microsoft (any)”!         

! •! “Drupal”!         

! •! “In-house (Laravel)”!         

! •! “interwoven teamsite”!         

! •! “Microsoft (any)”!         

! •! “CivicPlus”!         

!



QUESTION: WHAT DO YOU  
LIKE BEST ABOUT YOUR CMS?! ! WHAT DO YOU LIKE LEAST?!

“Easy interface for creating content.”!! “Awkward formatting, disorganized design  
! ! ! ! ! ! with each page sitting separately.”!

“THIS IS A POPULAR PLATFORM”! “DIFFICULTY FOR PERSONALIZATION”!

“It's a website”! ! ! ! “Terrible editor”!

“Their design”!! ! ! ! “Too many people involved”!

“The interface is fairly easy to use.”! ! “Challenges with support,  
! ! ! ! ! ! aging infrastructure issues.”!

“Editors are familiar with it”! ! ! “No external support options”!

“Extensibility”!! ! ! ! “Can get slow”!

“Taxonomy and content search”! ! “Calendar”!

“eliminates coding by hand”! ! ! “no support for data driven sites”!

“I hate Drupal.”! ! ! ! “I hate Drupal.”!

“It doesn't do well!!!”!! ! ! “Editing, usability”!

“It forced us to review and update all  
content, and engage content providers  
(staff) for the first time.” ! ! ! “They oversold their abilities.  
! ! ! ! ! ! They are not HTML/CSS compliant  
! ! ! ! ! ! or completely accessible.”!

“Minimal CMS - users understand  
basic functionality”! ! ! ! “Very limited to what content can be updated”!

“Rapid content updates, modular content”! “Nothing major”!

“Extensible”! ! ! ! ! “Admin dashboard difficult to customize”!

“Very flexible and open”! ! ! “Plugins”!

“Simplicity”! ! ! ! ! “Lack of standards compliance and vendor lock in.”!

“We're in the beginning  
phase of content redesign”! ! ! “No E services”!

“My editors understand it”! ! ! “Very inflexible for custom needs”!



“starting”! ! ! ! ! !

“Easy to use”! ! ! ! ! “Can be confusing to use in some of the modules”!

“Ease of use, flexibility, affordability”! “There are quirks that drive me crazy, but  
! ! ! ! ! ! they are too wonky to really illustrate here”!

“Easy to use”! ! ! ! ! “Adding media”!

“updates”! ! ! ! ! “support”!

“updates”! ! ! ! ! “support”!

“Meets our needs”! ! ! ! “Lots of initial customization”!

“Can use without extensive knowledge  
of programming language”! ! ! “Have to continuously customize modules  
! ! ! ! ! ! to meet programme needs”!

“File upload and cloud storage”! ! “Some elements are hard-coded and  
! ! ! ! ! ! require agency intervention to update”!

“options to code for expansion”! ! “support is bad”!

“Content replacement”! ! ! “It is not friendly but can have lot of features”!

“various module options”! ! ! “not customizable”!

“Having a CMS makes it easy for  
non-techies to update their content.”! ! “The only way to integrate 3rd party  
! ! ! ! ! ! components is by iFrame.”!
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Staffing a Complete and Effective Product 
Team 
  
Overview:  
The  phases  of  successfully  bringing  a  product  to  market  require  multiple  functional  capabilities.  The  
size  of  the  team  is  not  particularly  important  as  long  as  there  is  appropriate  skill,  expertise  and  time  
available  to  address  and  complete  each  of  the  functions.  The  charts  below  provide  an  overview  of  
the  skills/capabilities  required,  and  what  the  deliverable  should  be  to  move  the  product  forward.  I  
have  also  included  several  sample  staffing  plans  using  both  internal  and  outsourced  options  to  bring  
the  functional  capabilities  onto  the  team.    
  
Functional  Capabilities  (narrative):  

Phase  I:  
● Research  and  evaluate  the  user  need  for  a  software  solution  
● Define  the  goals  of  the  product  (what  problem  is  being  solved,  what  is  the  initial  hypothesis  to  

solve  it?)    
● Research  the  market  opportunity  for  the  product  (who  wants  it,  how  badly  do  they  need  it,  

what  will  they  pay  for  it,  who  else  sells  a  comparable  product,  what  is  the  timeframe  to  get  
product  to  market  to  meet  the  market  need).  Create  the  Market  Positioning  Statement  

● Create  a  basic  set  of  financials  to  validate  the  opportunity  (is  the  cost/benefit  worth  the  
development  effort)  

● Create  a  clear  business  plan    
  

Phase  II  :  
● Manage  the  overall  product  plan  from  identification  of  user  needs  through  to  implementation  
● Design  and  build  the  user  experience  of  the  product  
● Design  the  navigation  and  UI  of  the  product  
● Design  and  build  the  back-­end  (core  functionality)  of  the  product  
● Engage  in  ongoing  user/customer  testing  with  the  product  at  significant  phases,  and  then  

regularly  
● Creation  of  logo,  early  marketing  materials  
● Identify  the  early  adopters  for  the  product  and  create  a  sales  pipeline  
● Create  the  go-­to-­market  plan  for  the  product  roll  out  (both  marketing  and  sales)  
● Identify/Hire  Customer  Success  personnel  
● Include  Customer  Success  personnel  in  the  late  stage  user  testing  

  

  



Phase  III:    
● Identify/Hire  Sales/Business  Development  personnel  
● Identify/Hire  Support  personnel  
● Create  Legal  and  support  documents:  Terms  and  Conditions  for  use,  sales  

agreement/license,  partnership  agreement  
● Pre-­launch,  work  with  1  -­  3  customers  to  show  value  and  success  
● Execute  on  the  marketing  plan  (pre-­launch,  launch  and  Q1  sales  support)  
● Begin  sales  activities  for  product  (include  Customer  Success  early  in  process)  
● Implement  initial  sales,  iterating  the  sales,  Customer  Success  and  Support  functions  
● Feed  customer  feedback  back  into  development  team  to  iterate  and  improve  the  product  

  
  
  

   Function   Job  Title/Role   Critical  

Deliverables  

External  

Option?  

1   Identify  Need  for  
Product  

Focus  Area  
Expert/Specialist  

Product  positioning  
statement,  prototype  

No  

2   Market  Research   Product  Marketing  Mngr,  
Business  Mngr,  Market  
Researcher  

Market  summary  
including  market  size,  
competitive  landscape,  
proposed  pricing,  Market  
Positioning  Statement  

Can  
contract  hire  

3   User  Research  
(UX)  

UX  Researcher/Designer   User  needs  and  
perspectives,  current  
processes  and  tools,    

Can  contract  
hire  

4   Product  Definition   Product  Manager   Product  outline,  critical  
features/capabilities,  
Unique  Value  
Proposition  (UVP)  

No  

5   Product  Research   Product  Manager   Project  timeline,  Deeper  
competitive  analysis,  
pricing  evaluation  

No  

6   Financial  Model     Business  
Strategist/Mngr,  Focus  
Area  Expert,  Product  
Marketing  Mngr,  CFO  

3  year  Financial  Model  
including  staffing  plan,  
pricing  model  (summary  
with  operating  expenses,  
revenue  and  COGS,  as  

Could  hire  
firm  or  use  
internal  
resource  from  
finance  dept  

  



well  as  CAGR)   (no  need  for  

dedicated  

financial  

resource  on  

product  team)  

7   Business  Plan   Business  

Strategist/Mngr,  Focus  

Area  Expert,  Product  

Marketing  Mngr,  CFO  

A  4  -­  6  page  business  

plan  including  3  year  

financials,  a  15  -­  20  slide  

deck  that  can  be  used  

for  investment,  and  a  

30-­60-­90-­120  project  

timeline  for  organizing  

actions  and  

understanding  who  owns  

each  action.  Identify  

ideal  sales/mrktg  

strategy  for  this  product.  

Tier  market  

opportunities.    

  

Specific  

resource  is  

best,  but  can  

hire  contractor  

or  use  internal  

resource  from  

revenue  team  

8   Logo  and  Design  

work  

Graphic  Designer   Product  logo,  color  

palette  and  typeface,  

website  or  webpage  

Can  contract  

externally  

9   Manage  Product   Product  Manager   Manage  the  

development  of  the  

product  consistent  with  

the  UVP,  positioning  

statement  and  overall  

goals  for  product.  

Maintain  timeframes  and  

accountability  

No  

10   Architect  the  

Product  

Architect,  CTO,  Lead  

Engineer/Sr  Developer  

Design  and  code  the  

product,  using  an  agile  

approach  to  iteration  and  

development.  

Engineering  team  lead  

Can  hire  

external  dev  

team,  but  that  

requires  

greater  daily  

input/supervisi

on  

11   Design/Build  UI   UI  Developer/Designer   Design/Build  UI   can  be  

external  dev  

team  

12   Design/Build   Engineer/Developer   Design/Build  Backend   can  be  

  



Backend   external  dev  

team  

13   User  Testing   UX  Researcher/Designer   Alpha/Beta/bootcamp  or  

partner  test  site.  

Continuously  feed  user  

experience  feedback  

back  to  product  manager  

and  dev  team  

  Can  be  

contracted  

but  best  to  

have  on  team  

14   Sales     Sales/Business  

Development  

Sales  plan  (30-­60-­90  

day).  Use  and  iterate  

Sales  planning  provided  

in  business  plan.    

Can  build  

channel  

relationship  

with  partners  

or  outsource  

sales  to  a  3rd  

party  

15   Product  Marketing   Product  Marketing   Launch  plan,  website  

content  for  launch,  social  

media  strategy,  

advertising  strategy,  

partner  strategy,  ongoing  

marketing  plan  

Can  

outsource  to  

marketing  

firm,  use  

contractor,  

leverage  

partners  

16   Customer  

Success  

Customer  Success   Onboarding  plan  and  

materials,  

implementation/training  

for  new  users,  feedback  

strategy,  documentation  

and  help  

Materials  

creation  can  

be  

outsourced,  

but  customer  

success  

should  be  an  

internal  

function  

17   Customer/Tech  

Support    

Customer  support/Tech  

Support,  Engineer,  

Developer  

Documentation  and  help,  

trouble  ticketing  or  

support  process  

Can  be  

outsourced  

18   Write  Legal  docs   Business  

Strategist/Mngr,  Lawyer,  

Product  Manager  

Terms  and  Conditions,  

contract/user  agreement,  

partnership  agreement,  

maintenance/service  

agreement  

Can  

outsource.  

Use  lawyer  to  

vet  all  docs  

even  if  written  

by  non-­legal  

resource  

  

  



  

  

Organizational  Structure:  

  

Within  the  current  structure  of  CfA,  new  software  is  being  developed  exclusively  within  the  Focus  

Areas.    This  may  come  from  Fellowships  working  on  issues  relevant  to  a  Focus  Area,  or  from  

development  teams  associated  with  the  Focus  Area.     

  

To  develop  software  beyond  a  single  application,  city  or  use  case,  there  needs  to  be  a  team  that  is  

able  to  execute  and  produce  the  deliverables  indicated  in  the  chart  above.  The  organizational  charts  

produced  below  are  suggestions  of  how  these  tasks  could  be  delivered.  The  headcount  in  each  area  

can  vary  based  on  the  number  of  products  being  brought  to  market  and  the  success  of  each  product.  

On  each  chart  the  correlating  functions  are  indicated  after  the  title.    Similarly,  there  can  be  external  

hires  or  contractors  providing  specific  deliverables,  but  clearly  managed  by  someone  on  the  team  

who  understands  the  deliverable  needed  and  can  manage  the  process  with  the  external  resource.  

This  is  a  flexible  way  to  address  the  need  to  productize  software  and  successfully  bring  it  out  as  a  

CfA  product.    The  only  requirement  is  that  CfA  pay  attention  to  each  function  and  critical  deliverable,  

and  make  a  plan  that  clearly  articulates  how  each  will  be  accomplished.    

  

The  first  org  chart  acknowledges  that  within  the  unique  environment  of  CfA,  a  strong  Product  

Manager  with  an  engineering  background  could  conceivably  manage  the  product  direction  AND  the  

engineering  team,  while  a  Business  Manager  could  manage  all  go-­to-­market  functions.  Engineers  

reporting  into  a  Product  Manager  is  a  bit  unusual,  but  could  be  effective  in  CfA  because  the  Product  

Manager  functions  ostensibly  as  a  Project  Manager  as  well.  Engineers  would  need  to  have  access  to  

the  CTO  for  engineering/professional  development  support.    

  

Org  Chart  Sample  1  

(Note:  Numbers  listed  correlate  to  functions  required,  not  to  the  number  of  headcount)  

  

  



  

  
  

Org  Chart  Sample  2  

  

A  more  traditional  software  company  org  structure,  where  engineering,  product  management,  sales,  
marketing  and  customer  success/account  management  are  all  individual  contributors  reporting  into  a  
Team  Lead  (not  each  other).    
  
  

  

  



  

  
  
  
  
  
  
  
  
  
Org  Chart  Sample  3  

  

This  is  an  alternative  org  structure  to  reduce  total  headcount.  It  would  require  several  positions  to  
take  on  substantially  more  work  (for  example  having  the  Focus  Area  lead  provide  ongoing  Customer  
Success/Account  Management).  But  it  reduces  the  total  number  of  hires  needed.     
  

  

  



  

  



ChimeCMS:  Civic  Tech  Stack  Strategy  

  

Part  of    Undertaking  Chime  ,  a  product  of  Cynthia  &  Mike  

What  We  Were  Trying  To  Do  

For  several  years,  there  has  been  a  conversation  at  Code  for  America  about  the  importance  of  a  

civic  technology  stack.  Sometimes  this  has  been  misunderstood  as  an  artifact,  a  “Civic  Tech  

Stack,”  as  if  it  were  one  definable  set  of  technologies  that  could  solve  the  problems  of  

government.  Code  for  America  has  at  various  times  developed  strategic  initiatives  to  create  a  

stronger  articulation  of  the  civic  tech  stack  concept  and  to  identify  possible  vendors  or  partners.    

  

Against  this  backdrop,  CfA  launched  the  Digital  Front  Door  initiative  in  2014  to  improve  how  city  

websites  could  work  by  and  for  their  citizens.  One  early  discovery  was  the  lack  of  an  effective  

CMS  to  support  city  websites  and  encourage  open  and  extensible  technology  solutions  that  

played  nicely  together.  The  decision  of  Code  for  America  to  build  ChimeCMS  was  not  based  on  

a  desire  to  simply  insert  another  CMS  in  an  already  crowded  market.    ChimeCMS  was  about  

creating  a  solid  foundational  technology  as  the  basis  of  a  civic  tech  stack  specifically  for  city  

governments.  Using  ChimeCMS  as  the  foundation,  additional  technology  could  be  effectively  

built  or  delivered  by  building  on  or  plugging  in  to  ChimeCMS.    

  

Through  our  work  on  ChimeCMS,  we  learned  that  shifting  website  ownership  from  IT  to  the  

communications  department  required  deep  understanding  of  the  specific  end  user/citizen  needs  

as  well  as  the  content  creator/govt  worker  needs.  It  required  an  understanding  of  other  software  

or  systems  used  or  considered  by  government  communications,  web  or  IT  teams.  We  

discovered  what  services  were  universally  important  (ability  for  multiple  content  contributors,  

writing  tools  that  could  improve  the  content  quality,  etc)  and  what  services  needed  to  be  

available  without  being  required  (payment  systems,  survey  tools,  online  forms,  etc).     

  

Once  the  decision  was  made  to  stop  development  of  ChimeCMS,  the  team  wanted  Code  for  

America  to  retain  the  important  learning  gained  in  this  project.  Specific  to  a  civic  stack,  we  

believe  it  is  critical  to  consider  what  is  important  about  civic  tech  stacks  generally,  and  to  think  

about  how  to  build  a  stack  for  a  specific  city  or  department.    

  

     



What  You  Should  Do  Next  
The  idea  of  a  civic  technology  stack  is  a  constant  background  hum  at  CfA:  it’s  implicit  in  
language  like  “government  as  platform,”  and  explicit  in  the  desires  of  certain  funders  and  
supporters.  CfA  will  be  continuously  asked  to  address  the  possibility  of  a  stack.  
  
In  the  private  sector,  we  have  seen  a  historic  shift  away  from  central  IT  toward  high-­quality,  
consumer-­based  services  that  beat  centralized  ones  in  price,  quality,  and  reliability.  Because  of  
this  change,  CfA  must  advocate  for  better  digital  government  services.  
  
There  will  never  be  a  “civic  stack”  in  the  sense  of  a  canned,  city-­in-­a-­box  web  solution  that  can  
be  created  independent  of  a  particular  city.  You  can’t  create  a  good  tool  without  a  specific  
audience  in  mind.  John  Gall  noticed  this  about  complex  systems  in  1975:  
  

A  complex  system  that  works  is  invariably  found  to  have  evolved  from  a  simple  system  that  
worked.  A  complex  system  designed  from  scratch  never  works  and  cannot  be  patched  up  to  
make  it  work.  You  have  to  start  over  with  a  working  simple  system.  

  
Any  given  civic  stack  that  is  created  has  to  be  developed  in  reference  to  a  particular  city’s  
needs.  It’s  dangerous  to  work  on  a  generic  “city.gov”  approach.  Success  requires  that  we  work  
in  public  with  the  citizens  who  use  and  interact  with  city  services.  
  
We  believe  Code  for  America  can  use  the  conversation  about  the  stack  to  push  back  against  
assumptions  that  technology  belongs  to  IT  departments.  At  this  historical  moment,  the  proper  
site  for  any  civic  tech  stack  is  within  and  under  the  departments  that  deliver  services:  revenue,  
communications,  or  health.  
  
As  core  services  go  digital,  a  technology  stack  must  live  within  the  department  that  owns  the  
service,  not  within  central  IT.  This  ownership  will  define  the  base  of  the  stack  and  its  placement.  
Communications  should  own  a  content  management  system,  finance  should  own  financial  
records  management,  and  so  on.  The  stack  is  a  strategy  and  a  set  of  choices  about  service  
delivery  and  management.  The  stability  of  the  stack  can  only  be  judged  in  hindsight,  based  on  
whether  it  has  helped  users  and  delivered  services.  If  it  supports  nothing,  it’s  just  a  heap.  
  
Stability  and  tedium  are  tightly  related.  
  
The  ideal  stack  for  a  department  must  be  boring  above  all.  It  should  be  safe,  tested,  and  
uninteresting  technology  with  thousands  of  available  contractors  and  firms  supporting  it.  This  is  
the  heart  of  Gall’s  observation.  In  the  rarefied  air  of  app  creation,  Code  for  America  often  loses  
sight  of  conditions  on  the  ground:  we  don’t  have  hundreds  of  staff  who  can  work  in  parallel,  we  
can’t  work  unilaterally,  once  we’re  inside  we  need  continued  backing,  and  if  we  get  kicked  out  
the  tech  left  behind  must  be  useful,  usable  and  supportable.  



  
By  advocating  for  civic  tech  stacks  that  are  defined  and  owned  by  a  department  or  service,  
Code  for  America  improves  the  function  of  government.  We  must  know  the  market,  be  able  to  
articulate  choices  and  options  for  success,  and  support  the  creation  of  a  workable  civic  stack  
within  each  given  circumstance  and  location.  Avoid  reinforcing  the  idea  of  a  single  civic  tech  
stack,  and  refuse  requests  to  define  one  on  behalf  of  21st  Century  government.    The  work  of  
engaging  users  where  they  are  and  giving  them  the  language  and  tools  to  define  their  own  civic  
tech  stack  is  actually  the  more  difficult,  and  more  rewarding,  task.    
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Tech team product plans 

  

Moving On From Patronage to Product or Services? 

  

Code  for  America  has  been  operating  in  a  patronage  model  since  2010,  and  it’s  time  to  stop.  

We  are  too  responsive  to  our  funders’  desires  and  too  dependent  on  nonprofit-­style  metrics  

reporting,  and  this  harms  our  long-­term  credibility.  We  have  two  potential  paths  forward:  a  

services  model  and  a  product  model.  Services  include  consulting  arrangements,  ad  hoc  

requests  for  training,  and  other  project  engagements.  Product  includes  software,  manuals,  

repeatable  research  plans,  and  other  activities  that  our  partner  governments  can  consume  in  a  

repeatable  way.  Services  have  clients  while  products  have  customers.  Each  model  requires  a  

distinct  staff  for  support.  It’s  hard  enough  moving  from  services  to  products  and  many  design  

and  technology  consultancies  have  failed  to  make  the  jump.  We  must  choose  one,  and  reject  

the  other.  

  

Reject Services, Choose Product 

  

Why  not  services?  Staffing  for  services  suffers  from  a  high  turnover  rate,  as  seen  in  advertising,  

design  and  other  consulting  practices.  Government  services  consumption  (in  the  form  of  

customizations  for  IT  deployments)  is  a  traditional  budget  sinkhole,  and  we  want  to  stop  it.  

Services  scale  linearly,  and  will  limit  us  to  only  as  many  projects  as  our  staff  and  fellowship  can  

support.  Services  prevent  us  from  teaching  governments  to  improve  themselves,  and  puts  us  in  

the  position  of  permanent  printer-­fixers  for  government.  

  

A  product-­oriented  approach  will  allow  us  to  promote  a  common  technology  stack  across  

partner  governments.  The  engineering  and  design  discipline  can  encode  Code  for  America’s  

principles  and  capabilities  worldview  into  that  stack.  We  can  spend  resources  on  repeatable  

activities  and  a  platform  to  support  them,  which  will  allow  us  to  affect  more  small-­  and  

medium-­sized  governments  across  the  country.  Because  we  lack  GOV.UK  or  USDS’s  position  

of  central  authority,  we  must  instead  be  the  default  choice  of  unfaultable  reason.  

  

What’s  the  opportunity?  Most  of  Code  for  America’s  historic  fellowship  projects  touch  digital  

communications  in  some  way.  The  one  thing  that  every  government  needs  for  its  digital  

communication  basics  is  a  website,  and  they’re  screwing  it  up.  City  websites  are  too  often  

brochures  about  the  city  and  its  government,  with  pictures  of  the  mayor,  and  too  rarely  

accessible,  simple,  easy-­to-­understand  first  ports  of  call  for  services.  Telling  them  their  stuff  

sucks  isn’t  enough,  and  training  them  to  know  their  stuff  sucks  isn’t  enough,  they  need  the  

tooling  to  get  them  over  the  initial  hump  from  the  traditional  world  to  the  digital  one.  Good  tools  



that  match  CfA’s  principles  don’t  currently  exist.  Without  such  tools,  cities  can’t  hire  the  right  

people.  Without  the  right  people,  city  websites  don’t  work.  

  

  

(Placeholder  diagram  for  an  argument  about  how  language  shapes  thought)  
  

ლ(ಠ ಠ)ლ  
  

The Proposal 
  

  (ง  •̀_•́)ง    
  

We  can  fix  the  lack  of  tools  at  CfA  by  providing  a  thing  for  government  website  publishing.  We  

have  to  provide  a  website  editing  and  hosting  product  that  addresses  the  basics:  managing  

content  with  ease,  integrating  apps  like  parking  ticket  payment  or  Adopt-­a-­Hydrant,  working  with  

the  right  local  design  and  technology  vendors,  and  supporting  all  visitors  regardless  of  

language,  education,  browser,  or  device.  It  needs  to  be  fit  for  purpose,  with  a  recognizable  

name  for  city  staff  job  descriptions  and  a  method  of  payment  that  can  survive  outside  o f  IT  

budgets.  

  

With  the  right  core  product,  it  will  be  easier  for  government  customers  to  copy  the  agile/lean  

principles  that  CfA  has  always  fundamentally  encouraged.  We  want  to  make  it  easy  for  

governments  to  understand  and  copy  digital  government  the  same  way  that  Heroku’s  app  

hosting  platform  makes  it  easy  to  build  12-­Factor  Apps,  the  way  that  Mapbox’s  tile  hosting  

platform  makes  it  easy  to  use  open  geospatial  data,  the  way  that  Github’s  code  hosting  platform  



makes  it  easy  to  participate  in  open  source,  and  the  way  that  Wordpress’s  blog  hosting  platform  
makes  it  easy  for  anyone  to  publish  online.  
  
The  right  product  is  a  hosted  website  editing  and  publishing  platform  that  provides  a  center  of  
gravity  for  CfA’s  other  digital  activities.  If  we  get  the  middle  bit  right,  other  desirable  things  can  
attach  themselves:  user  research,  demographics  for  inclusion,  community  content  input,  and  
other  markers  of  successful  basic  processes,  as  well  as  a  place  for  fellowship  apps  to  graduate  
on  to.  
  

Semi-‐Excruciating Details 
  
We’ve  identified  an  obvious,  open  market  for  Code  for  America  via  2014’s  Digital  Front  Door  
effort:  city  websites.    
  
We’ve  identified  two  main  streams  of  work  that  are  product  focussed  and  aim  to  support  and  
define  the  CfA  strategy;;  Network  Platform  (make  friends)  and  Civic  Web  Stack  (make  things).  
Both  product  streams  can  be  viewed  as  having  a  central  theme,  with  various  activities  and  
products  branching  off  around  them.  

Network Platform 
  



  
  
The  Network  Platform  is  how  we  work  together  and  how  we  build  our  network.  It  is  organized  
around  communication,  membership,  and  metrics.The  platform  is  a  collection  of  loosely  joined  
services,  that  each  do  one  thing  really  well.    Together,  they  allow  a  central  way  to  communicate,  
track  and  promote  all  aspects  of  what  our  organisation  is  achieving,  bringing  a  clearer  way  for  
new  individuals,  companies  and  governments  to  interact.  

Right now 
The  network  platform  exists  and  is  the  result  of  building  to  the  user  needs  of  our  network.  We  
needed  better  ways  to  communicate  so  we  reduced  email  and  promoted  chat  and  our  forums.  
We  needed  a  better  way  to  see  who  was  participating  in  our  network  so  we  built  an  activity  API  
and  database  of  people.  Addressing  these  underlying  needs  first  then  let  us  quickly  build  the  
really  useful  parts  of  the  network  platform.  The  popular  Civic  Issue  Finder  couldn’t  have  
happened  without  the  CfAPI.  The  Brigade  attendance  tool  and  Captain’s  views  weren’t  possible  
without  the  PeopleDB.  



Moving forward 
We  will  continue  to  refine  our  network  platform  based  on  what  the  network  needs.  Visualizing  
and  publicizing  the  network’s  metrics  is  the  next  most  needed  task.  These  metrics  can  power  a  
lot  of  tools  to  help  us  make  friends.  We  can  make  badges  powered  by  number  of  bugs  fixed,  
hack  nights  attended,  and  discussions  started.  There  is  a  lot  to  dig  into  there  on  the  individual  
level  as  well  as  the  network  total.  
  
The  Network  Platform  is  how  we  work  together  and  how  we  build  our  network.  Many  other  
networks  would  also  like  get  better  at  working  together  and  growing.  Since  the  civic  technology  
movement  is  focused  on  getting  things  done  with  technology  and  policy,  our  network  platform  is  
aligned  that  way  as  well,  with  heavy  support  for  GitHub  and  project  based  work.  Other  networks,  
such  as  city  departments  or  advocacy  coalitions,  would  need  a  different  collection  of  tools  
packaged  together  for  their  unique  needs.  We  will  share  what  is  working  for  us  and  make  
recommendations  to  similar  networks  on  how  they  can  have  the  goods.  Perhaps  even  
productize  parts  of  it?  We’ll  let  the  needs  decide.  

   



Civic Web Stack 
  

  
  
The  Civic  Web  Stack  would  be  the  technology  offering  and  related  manuals  and  training  that  
allow  CfA  to  present  its  expertise  in  the  civic  technology  domain  in  a  way  that  cities  can  
consume  and  repeat,  working  in  a  similar  method  to  the  Network  Platform.  It  is  our  expression  
of  what  we  believe  to  be  the  best  defaults  for  governments  to  adopt  to  become  21st  Century  
digital  governments,  and  aims  to  answer  their  most  frequent  questions.  

Right now 
  
The    Digital  Front  Door    project  has  allowed  us  to  try  some  of  the  techniques  and  technology  that  
we  know  governments  need  help  with.  We  have  already  begun  work  in  the  following  product  
areas:  

● RFPs  and  procurement  -­  Writing  contracts  that  allow  cities  to  ask  for  what  they  need  in  
an  agile  manner,  working  with  smaller,  local,  vendors.  

● Analytics  -­  Digital  dashboards  making  existing  analytics  easier  for  cities  to  understand,  
as  well  as  showing  them  what  to  measure,  how  and  why.  



● Engagement  -­  Research  into  the  constituents  and  identification  of  groups  that  are  still  

not  being  adequately  reached  by  traditional  outreach  methods.  

● Iterative  development  -­  Working  in  a  way  that  allows  them  to  trial  new  concepts  and  

improve  with  feedback.  

● CMS  -­  Having  the  right  tools  for  the  job  of  publishing  and  managing  digital  services,  

thinking  of  specific  needs  like  flat  reviewing,  language  translation,  usage  statistics.  

Moving forward 
The  main  benefit  of  these  two  products  is  it  provides  a  framework  in  which  each  of  the  existing  

activities  and  programs  at  CfA  can  live,  strengthening  the  connections  between  them.  For  

example,  the  alpha  application  projects  developed  by  the  Fellowship  program  can  be  taken  in  

and  further  developed  to  become  part  of  the  Civic  Web  Stack,  promoting  these  projects  as  the  

best  place  to  start  for  the  subject  matter  they  explore.    The  Civic  Web  Stack  becomes  an  

expression  of  the  21st  Century  Government  Principles  in  code  and  guides,  showing  through  our  

own  practice  that  delivery  is  the  winning  strategy.  

  

The  diagram  above  shows  some  suggestions  for  products  and  advice  we  would  look  to  

formalise,  and  it  would  be  lead  by  the  needs  we  identify  from  our  partner  cities,  providing  a  

platform  on  which  to  do  our  work  throughout  the  rest  of  the  organisation.  
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Ethics:  

● Get  consent:  be  clear  on  the  terms  
○ no  trickery/coercion  allowed!  

● Give  respect  
● Never  a  test  of  the  participant:  always  just  a  test  of  the  product  
● Always  say  thank  you  



● Make  sure  your  participant  is  safe  and  that  they  KNOW  they  are  safe  

  

6  things  you  need  

1. Research  plan  

○ what  are  the  most  important  things  to  find  out?  

○ what  else  would  be  nice  to  find  out?  

○ which  stakeholders  should  be  directly  involved?  

■ approve  plan,  attend  sessions,  get  final  results  

○ what  assumptions  and  hypotheses  does  everyone  have?  

○ what  methods  will  you  use  to  collect  data?  

■ qualitative  interview,  etc...  

○ how  many  participants  do  you  need?  how  will  you  recruit  them?  

■ best:  “someone  who  is  a  real  person  who  wants  to  accomplish  something”  

■ real  citizens  who  need  to  do  the  task  

■ how  to  recruit?  

● In-­person  intercept:  you,  clipboard,  smile    

○ wear  a  badge/look  legit!  

○ make  it  clear  you  are  independent  of  the  city  to  encourage  

honest  feedback  

■ “We  are  an  independent  non-­profit  working  to  

improve  the  city  government...”  

● Website  intercept:    

○ ethn.io    or    http://wufoo.com/    

● Social  networks:    

○ on  and  offline  (twitter  recruits  a  small  subset)  

○ “do  you  know  anyone  else  who  would  be  interested  in  

talking  to  us?”  

● Community  events  

● suitable  substitutes:  

○ friends  and  family  

○ other  CfA  teams  (not  your  own  teammates)  

2. Stakeholder  involvement  

○ Limiting  the  #  

○ Setting  the  roles  ahead  of  time  

■ One  speaker,  with  a  way  to  funnel  questions  

○ engage  the  “client”  (cities)  throug3hout  the  process  rather  than  just  TELLING  

them  your  findings  

3. Observation    

○ Immerse  yourself  in  the  experience  



○ time  coded  notes  -­  can  we  get  at  cfa?  
○ What  to  test?  

■ You  can  test  anything  
■ How  the  process  is  done  now  (online  or  off)  
■ A  prototype,  paper  or  pixels  
■ Alpha  or  beta  version  

○ Observation  methods:  

■ Core  method:    Contextual  Interviews  and  the  Think  Aloud  Protocol  
■ script  or  list  of  questions  
■ unmoderated  remote  tests:  

● Loop11,  UserTesting,  Optimal  Workshop,  or  Usabilla  license  
○ Scripting  interviews:  

■ Consent  &  explanation  of  roles  
■ Walking  the  participant  through  any  required  setup  
■ The  core:  tasks  you  want  to  see  and  questions  you  want  the  participant  to  

answer,  complete  with  planned  followups  
■ Wrap-­ups:  Overall  rating  questions  if  appropriate  

● For  ratings,  use  school  grades  (A-­F)  rather  than  numerical  scales  
(1-­10)  

● “is  there  anything  I  didn’t  ask  that  you  think  would  help  me  
understand?”  

● “Is  there  anything  that  I  should  have  asked  that  I  didn’t?”  
■ Closing  and  thanks  
■ Useful  Phrases  

4. Capture  

○ tools,  in  order  of  usefulness:  
■ video  (most  useful  to  have  at  the  end,  to  show  stakeholders,  etc)  
■ notes  (digital)  -­  most  immediately  actionable  
■ scoresheets,  etc  
■ notes  (by  hand)  

○ other  tools:  
■ online  meeting  tools  and  recording  software  (remote  sessions)  
■ camera  (in-­person  sessions)  
■ if  you  can’t  video,  at  least  take  a  picture!  will  help  you  identify  subjects  

and  remember  certain  stories  
■   

  

5. Analysis  

○ Gather  your  fellow  observers  and  conduct  a  directed  brainstorm  to  identify  the  
most  important  issues  

■ Bring  up  the  assumptions  and  hypotheses  you  had  and  discuss  how  they  



  

shook  out  

○ debrief  within  24  hours  so  the  ideas  stay  fresh  

○ video:  edit  them  

■ prepare  1-­2  minute  clips  of  each  key  finding  to  inspire  (or  shock  or  

otherwise  motivate)  the  team  or  your  stakeholders  

  

Useful  Phrases  for  User  Interviews  
● assurance  

● “This  isn’t  a  test  of  you,  this  a  test  of  the  system.”  

● “There  are  no  right  or  wrong  answers.”  

● “Positive  and  negative  feedback  is  equally  valuable.”  

● “Nothing  you  say  is  going  to  hurt  my  feelings.”  

● instructions  
● “I  just  need  you  to  be  yourself  here”  

● “in  this  situation,  can  you  talk  me  through  the  choices  you  are  making?”  

● keep  the  conversation  going  
● “mm-­hmm”,  “right”,  “oh  interesting”,  “ok”,  “sure”,  “uh-­huh”,  “i  hear  you”  

● don’t  try  to  relate  TOO  much  or  bring  in  outside  stories,  etc  

● use  neutral  terms  

● goal  is  to  have  them  talking  

● probes  
● “Can  you  tell  me  a  little  more  about  that?”  

● “When  you  did  X  a  minute  ago,  can  you  tell  me  how  you  made  that  choice?”  

● “Talk  me  through  what  happened  there.”  

● “Why?”  

● thank-­yous  
● “Thank  you  so  much,  I  really  appreciate  you  taking  the  time  to  talk  to  me.”  

  

Things  to  be  aware  of  
● Being  respectful  and  friendly  goes  a  long  way  

○ Strategy:  pretend  you’re  a  foreigner,  just  go  with  the  flow  

○ Clear  with  them  at  the  beginning  that  that’s  what  you’re  doing  

■ “Today  I’m  going  to  pretend  that  I  have  a  blank  slate  here...”  

● Environment  matters  

○ You’ll  get  a  more  accurate  result  in  the  user’s  native  environment  

● Difference  in  status  



○ Learned  sense  of  low-­expectations  among  people  with  low  socioeconomic  status  
○ General  distrust  of  “authority”/”researchers”  
○ Make  a  connection!  

● Adopt  the  way  that  people  put  things  
○ Don’t  correct  things,  watch  your  phrasing  
○ Unbiased  language  {is  that  the  term?}  

● Get  them  focused  on  a  task  
● Strive  for  “warm  neutral”  tone  
● Acknowledge  difficulty  of  situation  if  needed  (i.e.  cancer  diagnosis)  
● Use  incentives  to  neutralize  selection  bias  

○ i.e.  people  with  an  axe  to  grind  
● don’t  use  lorem  ipsum  for  dummy  text;;  99%  of  users  will  be  confused/distracted  by  it  
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CONFIDENTIAL 

Summary 
For  the  last  year  at  Code  for  America,  we  have  quietly  been  building  a  set  of  components  –  a  

civic  web  stack  –  to  begin  to  answer  fundamental  service  delivery  issues  faced  by  local  

governments  today.  This  project  is  called  Digital  Front  Door,  and  so  far  half  a  dozen  city  

governments  in  the  US  have  joined  us  by  adopting  the  principles  and  implementing  the  

practices  we’ve  outlined  in  a  series  of  manuals  and  guides.  

    

Now,  in  addition  to  the  principles  and  manuals,  we  are  building  a  hosted  content  management  

system  (CMS),  code-­named  Ceviche,  that  aims  to  provide  the  foundation  on  which  cities  can  

create  and  manage  their  web  presence  and  digital  services  far  more  effectively  than  they  can  

today.  The  CMS  will  be  the  first  step  in  the  creation  of  a  Civic  Web  Platform,  supporting  the  

apps  and  services  we  have  already  created  for,  and  with,  municipal  governments.  This  

investment  in  a  core  platform  is  consistent  with  Code  for  America’s  new  strategy  to  move  from  

showing  what’s  possible  with  today’s  technology  to  sustainably  changing  the  tools,  platforms,  

skills  and  practices  of  government.    

    

Background 
Code  for  America’s  government  partners  are  smart,  hard-­working  and  often  tech-­savvy  people.  

They  have  bought  into  the  vision  of  government  that  works  for  the  people,  by  the  people,  in  the  

21  
st  
  century.    They  are  actively  trying  to  move  the  institutions  they  represent  towards  CfA’s  

Principles  for  21  
st  
  Century  Government    (see  appendix).  But  the  work  they  do  is  made  

unimaginably  harder  by  the  tools  available  to  them.  In  the  City  of  Oakland,  for  example,  the  

website  runs  on  a  large  content  management  system  provided  by  Oracle.  Paper-­based  

workflows  transformed  literally  to  digital  means  that  the  website  delivers  much  information  via  

PDFs  (over  34,000  at  last  count).  A  simple  typo  can  easily  take  up  to  4  hours  of  someone’s  time  

to  correct,  and  even  a  highly-­skilled  staff  member  like  Director  of  Public  Works  Kristine  Shaff  

reported  spending  7  hours  just  updating  basic  content  on  their  site.  This  kind  of  change  is  

simple  in  most  other  consumer-­facing  web  services.  Vast  amounts  of  time  and  public  money  are  

wasted  due  to  the  technology  tools  that  are  sold  to  the  public  sector.    

    

Residents  expect  to  do  everything  from  pay  parking  tickets  to  find  out  about  council  meeting  

agendas  online  -­-­  and  particularly  on  mobile  devices.  None  of  the  problems  that  these  city  

websites  solve,  or  services  that  they  deliver,  are  out  of  the  ordinary.  Parking  tickets  are  simple  

transactions.  Making  documents  public  and  easily  searchable  is  a  solved  problem.  People  who  

build  consumer  websites  for  a  living  would  think  of  city  websites  as  medium  in  size,  and  pretty  

small  in  traffic.  But  for  city  employees  trying  to  serve  the  public,  basic  digital  communication  and  



expert  in  procurement  and  compliance  but  woefully  out  of  date  in  their  approach  to  technology  

and  user  experience.  A  new  wave  of  startups  are  making  enormous  headway  now,  but  most  are  

picking  off  special-­purpose  functions  using  cloud-­based  apps;;  none  is  addressing  the  basic  

need  for  a  simple  platform  that  allows  cities  to  communicate  with  the  same  ease  that  companies  

and  even  individuals  enjoy  today,  and  few  of  them  offer  a  way  off  the  outdated  technology  

transactions  are  a  difficult,  expensive  problem  that  take  years  to  solve  and  end  with  poor  

outcomes.  

    

It’s  not  just  that  cities  are  buying  the  wrong  tools.  We’ve  found  that  in  many  domains,  good  tools  

for  public  servants  simply  don’t  exist.  The  government  technology  market  has  historically  lagged  

far  behind  the  consumer  web  and  even  enterprise  software,  until  recently  attracting  companies  

stacks  that  make  it  so  hard  for  most  local  governments  to  modernize.  

  

Much  as  Salesforce  won  the  hosted  CRM  market  by  allowing  users  to  circumvent  their  IT  

departments  and  buy  directly,  we  see  an  opportunity  to  market  an  opinionated  software  tool  that  

changes  how  cities  communicate  and  transact  directly  to  communications  professionals.  We  

want  to  put  the  entrenched  vendor  ecosystem  on  notice.  

    

The  idea  is  to  challenge  the  current  vendor  ecosystem  and  encourage  new  growth,  as  well  as  to  

provide  a  new  platform  that  modern  vendors  and  the  civic  tech  movement  can  build  on.  For  

example,  over  16,000  volunteers  in  Code  for  America’s  ever-­growing  network  of  Brigades  work  

closely  with  their  local  governments,  and  are  as  frustrated  with  the  tools  and  platforms  in  

government  as  the  people  inside  City  Hall.  By  clearing  the  ground  with  a  new,  stable,  platform,  

we  can  open  the  door  to  let  Brigade  members,  entrepreneurs,  and  others  develop  more  open  

source  software  that  takes  advantage  of  modern  tooling,  payment  platforms,  and  other  services  

and  are  able  to  develop  solutions  that  are  more  collaborative,  flexible,  and  user-­centered.  

    

Every  city  has  a  website.  And  most  city  leaders  see  the  potential  of  their  website  to  function  as  a  

true  front  door  to  city  information  and  services.    But  few  cities  can  see  how  to  get  there  from  the  

1990s  PDF-­filled  hells  they  are  saddled  with  now.    

    

The  opportunity  for  Code  for  America  now  is  to  build  and  offer  a  new  set  of  tools  that  can  help  

put  21  
st  
  century  government  principles  into  practice,  create  organizational  change  in  cities  that  

lasts  beyond  changes  in  leadership,  and  fundamentally  reshape  the  government  technology  

ecosystem.  We  think  Ceviche  is  the  right  entry  point.  If  we  succeed,  we  can  create  new  patterns  

for  how  cities  work,  starting  with  their  websites—something  they’re  asking  for  right  now.  We’ve  

inspired  thousands  of  people  to  advocate  for  government  that  works  for  the  people;;  now  it’s  our  

job  to  give  them  the  tools  to  bring  that  vision  to  life.  

    

    

Vision 
Within  five  years,  government  services  for  citizens    just  plain  work.  



    

There  are  300  American  cities  with  between  100,000  and  1  million  residents,  in  which  more  than  

65  million  people  live.    For  these  people,  their  local  government  websites  should  just  plain  work.  

This  means  that  the  content  on  those  sites  is  up  to  date,  and  is  easy  to  understand.  Citizens  can  

find  what  they’re  looking  for  quickly  and  easily.  The  sites  work  on  mobile  phones,  and  

information  is  accessible  and  available  in  the  languages  of  the  city’s  residents.  

    

In  our  vision  of  the  future,  these  municipal  websites  and  related  online  services  work  for  citizens  

because  municipal  employees  know  how  to  communicate  effectively  online,  and  have  a  simple  

and  modern  set  of  tools  to  make  that  happen.  City  employees  are  producing  content  for  online  

consumption  first,  and  are  updating  information  on  the  site  themselves,  without  needing  help  

from  IT.  The  CMS  they  rely  on  is  easy  for  them  to  get  started  with,  incorporates  best  practices,  

gives  them  visibility  into  how  residents  are  engaging  with  their  content,  is  hosted  in  the  cloud  

and  is  regularly  updated  with  new  capabilities.  

    

It  should  also  be  transparent  and  affordable,  allowing  citizens  to  better  understand  how  their  tax  

dollars  are  spent  on  the  services  they  provide  and  providing  better  value  for  money  for  cities  so  

they  can  do  more  with  less.  

    

Strategy 
1.            Design  and  build  an  open  source  content  management  system  specifically  for  cities.  

Inform  the  initial  design  and  feature  set  of  the  CMS  based  on  our  work  with  our  cities  over  the  

years,  and  our  recent  work  with  Oakland  on  the  Digital  Front  Door  initiative.  Deliver  a  “highly  

opinionated”  CMS  with  baked-­in  best  practices  for  navigation,  content  production  and  delivery.     

  

2.            Bring  this  CMS  to  market  as  a  hosted  SaaS  offering  from  Code  for  America.  In  addition  to  

offering  an  open  source  product,  we  will  provide  it  as  a  hosted  service  for  cities.  This  will  help  

cities  work  around  inflexible  IT  departments  and  costly  on-­premise  software  deployments,  and  

stay  up  to  date  with  best  practices  and  new  capabilities.  Finally,  it  will  help  us  develop  a  revenue  

line  that  will  drive  the  organization  to  sustainability.  

  

3.            Develop  technology  partnerships  to  bring  this  to  market.  As  a  new  provider  of  a  hosted  

SaaS  offering,  we  will  need  to  develop  a  set  of  technology  providers  and  partners  that  we  can  

use  to  bolster  the  credibility  of  our  offering.  This  could  include  Amazon  for  hosting,  Github  for  

services  behind  the  CMS,  Google  for  search  and  Twilio  for  voice  and  SMS  integrations.  While  

we  would  probably  use  these  services  without  a  formal  partnership,  leveraging  their  brand  and  

potential  marketing  muscle  could  help  us  convince  IT  managers  and  mayors  in  cities  that  they  

should  trust  CfA  with  their  content  management  system.  

  

4.            Leverage  the  Fellowship,  the  Brigade  and  the  Peer  Network  in  support  of  Digital  Front  

Door.  The  Fellowship  can  continue  to  do  work  to  solve  specific  city  needs  with  particular  

technology  solutions,  but  now  they’ll  have  a  natural  place  to  integrate  those  systems  into,  and  a  



context  for  educating  around  best  practices  in  using  digital  technology  to  help  municipalities  

serve  their  residents  more  effectively.  The  Brigade  can  help  identify  local  service  providers  

(design  &  research  firms,  development  shops,  etc.),  and  evangelize  how  they  can  use  Ceviche  

as  a  tool  in  their  work  with  cities.  Finally,  the  Peer  Network  can  give  guidelines  to  civic  

technology  startups  and  technology  providers  about  how  they  can  integrate  and  build  alongside  

of  Ceviche.  

  

5.            Document  everything,  and  work  in  public.  In  addition  to  releasing  the  CMS  as  open  source  

software,  we  should  document  the  research  behind  the  product  we’re  building,  the  best  

practices  we  are  using  to  inform  the  design  of  the  CMS,  any  educational  materials  we  develop  

to  help  cities  understand  how  they  should  be  creating,  organizing  and  delivering  digital  services  

for  their  citizens.  

    

Tactics 
1.            Market  validation  and  primary  research.  Perform  a  set  of  structured  interviews  with  ~  

20-­30  cities  with  between  100,000  and  1  million  residents  (targeting  a  mix  of  communications  

and  IT  employees)  to  validate  and  test  our  hypotheses  around  Ceviche.  Gather  intel  on  our  set  

of  problem  statements,  how  they’re  solving  the  problem  today  and  our  proposed  solution.  Use  

the  data  from  this  to  inform  /  adjust  our  existing  feature  stack  rank  priority,  define  our  v1,  inform  /  

adjust  our  pricing  and  market  positioning,  and  identify  first  beta  and  production  customers.  

  

2.            Build  MVP  of  CMS  feature  set  based  on  Oakland  requirements  and  initial  validation  

feedback.  The  DFD  work  that  we’ve  been  doing  with  Oakland  has  given  us  a  core  set  of  

requirements  for  an  MVP  of  Ceviche.  To  test  this  in  market  with  Oakland  we  should  develop  the  

set  of  requirements  that  allow  for  single-­tenant  use.  Risk:  controlling  scope.  

  

3.            Implement  MVP  of  CMS  with  Oakland.  With  our  MVP  feature  set,  we  should  push  to  

implement  Ceviche  with  Oakland,  to  understand  challenges  to  internal  adoption,  issue  with  

content  migration,  needs  for  education  and  documentation,  and  generally  test  functionality  and  

usability  of  Ceviche.  Risk:  allowing  Oakland’s  requirements  to  spiral  and  influence  the  core  of  

the  product  requirement  set.  

  

4.            Identify  appropriate  technology  partners  and  kick  off  conversations.  We  want  to  be  able  to  

launch  with  a  set  of  partners  that  can  help  lend  credibility  to  CfA  as  a  SaaS  vendor;;  we’ll  need  a  

specific  effort  to  make  this  happen,  with  a  specific  set  of  asks  around  co-­marketing,  etc.  

  

5.            Scope  and  develop  multi-­tenancy  features  for  beta.  Beyond  the  MVP  of  CMS  features  that  

the  cities  will  use,  we’ll  need  to  document  internal  requirements  for  CfA  to  offer  Ceviche  as  a  

multi-­tenant  system  (hosting,  monitoring,  user  management,  billing,  etc.)  and  develop  the  core  

set  of  features  to  make  beta  a  reality.  

  



6.            Beta  test  with  3-­5  additional  cities.  Once  we  have  validated,  developed  and  market  tested  

our  core  CMS  features,  and  built  the  core  ability  for  us  to  host  the  CMS  for  multiple  cities,  we’re  

ready  to  beta.  Our  initial  set  of  beta  cities  should  be  picked  based  on  learnings  from  our  market  

validation  exercise,  scored  against  technical  sophistication,  willingness  to  invest  time  and  effort  

in  testing,  and  whether  we  think  they  would  be  good  proof  points  for  v1  roll  out.  

  

7.            Validate  staffing,  documentation  and  additional  non-­software  needs  for  city  success.  

During  beta,  we  should  be  testing  /  validating  any  assumptions  we’re  making  around  the  needs  

for  support  staff,  documentation,  third  party  design  firm  needs,  etc.  

  

8.            Develop  launch,  marketing  and  sales  plans,  web  content,  case  studies,  etc.  We’ll  want  to  

use  feedback  from  market  validation  and  our  beta  period  to  develop  appropriate  content  and  

develop  our  launch  strategy.  We  will  want  case  studies,  quotes,  etc.  from  our  beta  users  to  help  

us  tell  the  story  to  the  broader  market.  

  

    

Appendix:  Principles  for  21st  Century  Government  
  
Since  2011,  Code  for  America  has  worked  with  32  local  governments  through  our  Fellowship  

program,  using  technology  and  new  ways  of  working  to  deliver  more  effective,  efficient,  and  fair  

government  fit  for  the  21st  century.  

  

Through  these  Fellowships,  we've  identified  seven  principles  that  we  believe  are  critical  for  

governments  of  any  size,  structure,  or  political  persuasion  in  serving  their  communities.  

  

1.  Design  for  people's  needs  

2.  Make  it  easy  for  everyone  to  participate  

3.  Focus  on  what  government  can  do  

4.  Make  data  easy  to  find  and  use  

5.  Use  data  to  make  and  improve  decisions  

6.  Choose  the  right  technology  for  the  job  

7.  Organize  for  results  

See  more  at  http://www.codeforamerica.org/governments/principles/  



Branding brief for Chime 
  
Code  for  America  is  working  on  a  project  called  Digital  Front  Door[1];;  a  suite  of  products  and  
practices  that  describe,  promote  and  enable  the  production,  maintenance  and  use  of  a  city's  
online  services.    The  first  product  in  the  suite  is  a  hosted  CMS  platform  called  Chime.  
  
To  better  market  and  expand  Chime's  reach,  we  need  to  brand  the  product  appropriately  to  
match  the  expectations  of  the  organizations  we  expect  to  buy  and  use  these  services.    It's  also  
important  that  the  software  feels  like  it  has  been  produced  and  influenced  by  the  greater  Code  
for  America  work  and  values.    
  
The  target  buyers  of  the  system  are  primarily  those  in  Communications  departments  of  Cities.  
They  have  historically  not  been  procurers  of  large  software,  but  they  do  often  have  full  remit  
over  the  contents  and  direction  of  their  city  website.  They  are  familiar  with  purchasing  Software  
as  a  Service  (Sass),  but  are  less  well  versed  in  purchasing  software  that  will  be  utilized  by  the  
city  as  a  whole  -­  normally  these  sorts  of  procurement  choices  are  made  by  the  IT  department.  
Chime  is  an  embodiment  of  the  Digital  Front  Door  advice  and  a  building  block  on  which  we  hope  
Communications  departments  will  start  changing  the  way  they  treat,  use  and  maintain  their  
digital  services.  
  

Deliverables 
  

Logo 
  
The  logo  should  become  a  symbol  that  is  easily  recognizable  as  standing  for  the  CMS  and  part  
of  a  suite  of  tools  provided  by  Code  for  America.    It  is  preferential  that  the  branding  use  any  of  
the  colors  found  in  CfA's  style-­guide[1]  and  optionally  use  any  other  artifacts  found  there,  
however,  it  is  perfectly  acceptable  for  the  Logo  to  veer  off-­brand  to  best  meet  the  requirements  
of  being  a  successful  pay-­for  product.  
  
The  logo  should  work  at  small  and  large  sizes,  and  will  be  used  in  social  media  communications  
at  small  sizes  (icon  sizes),  larger  sizes  on  website  branding  and  physical  branding  such  as  
banners  on  vendor  booths  /  information  sheets.    The  logo  should  have  a  graphical  element  and  
also  an  associated  type  set  logo  to  use  along  side  it  (i.e.  [logo]  Chime  CMS).  The  logo  should  
be  identifiable  without  the  type  set  name.  It  should  also  have  a  black  and  white  option  that  is  still  
recognizable,  even  if  the  full  color  version  has  more  than  2  colors.  
  

Color and font branding 
  



To  better  present  the  logo  in-­situ  on  the  product,  a  deliverable  of  a  color  scheme  for  the  UI  and  
matching  font  should  be  presented  with  suggested  applications  (based  on  the  screenshots  
supplied[3]).  
  

Extensibility 
  
Over  time,  the  suite  in  which  Chime  lives  will  accumulate  other  products  that  fit  into  the  overall  
Digital  Front  Door  practice.  The  logo,  color  scheme  and  font  recommendations  should  have  in  
mind  the  possibility  of  adding  further  logos  and  websites  that  can  feel  part  of  the  family.  

Inspiration 
  
The  tone  of  the  CMS  is  “Collegial,  Friendly  and  Calm”,  like  that  of  a  favorite  professor  or  good  
doctor.    The  language  and  design  of  the  system  should  leave  the  user  feeling  that  they  are  
working  as  an  expert  in  a  friendly,  group-­orientated  way  with  software  that  is  fun  and  rewarding  
to  use.     
  
One  thing  the  software  always  is  is  honest  and  transparent  with  users  -­  it  doesn’t  mystify.  
  
Some  examples  of  styles  of  work  we  like  and  would  be  happy  to  emulate:    
  
draplin.com/work  
slackhq.com  
stefanieposavec.co.uk  
  
[1]  codeforamerica.org/our-­work/initiatives/digitalfrontdoor  
[2]  style.codeforamerica.org  
[3]  drive.google.com/a/codeforamerica.org/folderview?id=0Bwyx__rxUQBHYUcxeFJNU2ZNUXM  
  
  

Existing UI Design 
  
Current  fonts:    
Proxima  Nova  
Source  Sans  Pro  
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Change your city 
[Alternate  possible  titles:  make  a  difference,  do  something  that  matters]  

  

Senior Engineer 
  

Code  for  America  is  changing  the  way  governments  and  citizens  interact.  We  need  your  help.  

  

City  websites  are  becoming  the  primary  way  residents  learn  about  and  interact  with  their  

governments.  Our    Digital  Front  Door    project  is  working  with  cities  around  the  country  to  make  

those  websites  radically  better.  Part  of  that  is  building    Chime  CMS  ,  an  opinionated  content  

management  and  hosting  platform  that  makes  it  easy  for  city  employees  to  communicate  in  

ways  that  work  for  everyone.  We  need  an  experienced  engineer  to  help  build  Chime  and  mentor  

future  engineers.  

  

Why work on Chime? 
 

● Open  source    code  base  

● Mission-­oriented    organization  

● Public    commitment  to  diversity  

● The  spirit  of  a  not-­for-­profit  

● The  focus  of  a  startup  

● Cross-­functional,  collaborative  team  

● Solid  benefits  

● Sane  working  hours  

● Your  own  professional  development  budget  

● Great  office  in    San  Francisco’s  SOMA    neighborhood  

● Guest  talks  from  leaders  in  the  civic  tech  movement  

Requirements 
  

● Solid  experience  building  and  shipping  production  web  systems  (3+  years)  

● Love  making  things  that  serve  users  

● Solid  TDD  experience  

● Favor  collaboration  over  isolation  

● Willing  and  legally  able  to  work  in  our  San  Francisco  office  

● Prefer  shipping  early  and  often  

● Find  joy  in  your  work  

● Excited  to  be  responsible  for  productions  systems  

● Enjoy  mentoring  junior  colleagues  

  



Bonus points for any of 
  

● Substantial  Python  experience  

● Deep  git  knowledge  

● Experience  with  non-­SQL  approaches  to  persistence  

● A  CS  degree  

● Another  CS  degree  

● Full-­stack  thinking/performance  tuning  

● Devops  and/or  AWS  experience  

● Bilingual  in  any  of  the    languages  common  in  US  cities  

● Contributions  to  open-­source  projects  

● Experience  building  highly  reliable  systems  

● Thoughtful  opinions  on  CMSes  and  publishing  

● Experience  building  for  government  employees  

● Experience  reaching  underserved  populations  

● Strong  sense  of  civic  duty  

  

  

Join us! 
  

Interested?  To  apply,  send  the  following  to    jobs-­dfd@codeforamerica.org  

1. A  link  to  something  resume-­like  

2. Any  other  links  you’d  like  us  to  see  (e.g.,  blog,  GitHub)  

3. To  demonstrate  that  you’ve  read  this  and  really  are  a  developer,  a  paragraph  or  two  on  

just  one    of  these:  
○ What  was  the  last  good  book  you  read  on  programming  and  software  

development?  

○ What’s  a  favorite  open-­source  library?  What  do  you  like  about  it?  

○ What’s  the  language  you  learned  most  recently  but  haven’t  yet  had  a  chance  to  

use  in  production?  What  have  you  learned  from  it  so  far?  

○ What  technology  did  you  most  recently  mentor  a  colleague  on?  How  did  that  go?  

○ What  are  three  things  you’d  change  about  the  language  you’ve  done  most  of  

your  recent  coding  in?  

  

Due  to  resume  spammers  and  other  unneighborly  people,    we  regrettably  can't  accept  
applications  that  don’t  include  the  items  listed  above  .  Feel  free  to  write  more,  though.  For  
example,  why  you'd  like  to  work  for  us  in  particular,  or  what  makes  you  an  especially  good  fit  for  

us.  

  

We  also  welcome  your  questions.  We  like  inquisitive  people.  

  



Equal Employment Opportunity 

  
Code  for  America  values  a  diverse  workplace  and  strongly  encourages  women,  people  of  color,  
LGBT  individuals,  people  with  disabilities,  members  of  ethnic  minorities,  foreign-­born  residents,  
and  veterans  to  apply.  Code  for  America  is  an  equal  opportunity  employer.  Applicants  will  not  be  
discriminated  against  because  of  race,  color,  sex,  sexual  orientation,  gender  identity  or  
expression,  age,  religion,  national  origin,  disability,  ancestry,  marital  status,  veteran  status,  
medical  condition  or  any  protected  category  prohibited  by  local,  state  or  federal  laws.  
  



Chime Feedback Guide 

  

red  =  kristine  (oakland)  *  

pink  =  jaime  (oakland)  *  

orange  =  matt  (orlando)  ****  

green  =  natalie  (orlando)  ***  

blue  =  erik  (lexington)  *****  

purple  =  chantrice  (new  orleans)  *  

  
*  =  rough  guess  at  technical  savviness  (out  of  five)  

  

BATCH CHANGES: Do cities want/need batch changes? What’s 

the value of having activities? 

    
1. Do  you  make  edits  across  multiple  pages?  How  often?  

2.     Across  the  departments,  how  are  people  usually  working  in  the  CMS  (single  page  or  

across)  

3.     [use  the  click  through  prototype  with  the  batch  view:  

http://chimecms.github.io/chime-­prototypes/single-­page-­activity/  ]  

  
● “People  will  only  working  in  their  own  section  [page].  I  think  the  page  model  would  work  

better”  

● “How  are  we  supposed  to  know  who  is  supposed  to  approve  every  one.  I  don’t  need  to  

know  them  all.”  (Kristine  only  wants  to  see  pages  SHE  needs  to  review)  

● “Batch  changes  adds  confusion.  Each  change  might  need  to  go  to  someone  different.”  in  

reference  to  the  fact  that  different  pages  have  different  owners  and  it  would  rarely  be  the  

case  that  one  person  would  approve  changes  to  multiple  pages.  

● “If  all  the  changes  are  grouped  together,  I  have  no  idea  which  one  I'm  supposed  to  

review.  I'm  just  going  to  see  a  bunch  of  changes  together  and  hit  approve  because  I  

don't  have  time  to  look  through  to  find  the  one  I’m  supposed  to  review.”  

● Prefers  the  activity  view  as  a  starting  point  because  “it’s  more  visual”  -­-­  but  she  herself  

doesn’t  make  changes  to  the  web  site…  and  most  edits  are  done  by  the  admin  Victoria,  

single  page  at  the  a  time.  (benefits  are  updated  once  a  year,  jobs  are  posted  in  NeoGov  

weekly)  “How  you  apply  for  a  job  doesn’t  change.”  But  they  change  things  like  a  pdf  

matrix  of  job  benefits.  Little  else.    

● re:  page  vs  activity  landing  page  

○ I  like  this  a  lot  better!  I  think  content  based  landing  page  makes  more  sense  

● People  are  mainly  making  single  page  changes,  not  a  lot  of  batch  changes  

● “  within  a  specific  section,  you  might  have  multipage  changes  because  you  are  trying  to  
split  a  single  page  into  multiple  pages  or  making  sure  titles  correlate”  



● “One  thing  I  kept  running  into  is  that  I  wanted  to  change  something  but  natalie  is  already  

working  on  it  and  I  didn't  realize  it.  In  this  view,  I  can  see  if  someone  is  already  working  

on  it.”  

● On  whether  having  a  sandboxed  site  was  a  benefit  or  frustration:  “It  was  a  frustration  

because  I  couldn't  see  what  was  happening.  It  was  really  bizarre  because  something  I  

worked  on  wasn't  in  an  activity.  It's  good  that  you  can  do  whatever  you  want  and  not  

worry  about  it  blowing  up  the  the  site  but  its  not  worth  the  value  of  the  increased  

possibilities  of  conflicts.”  

● For  me  personally,  i  like  being  able  to  see  the  pages  in  front  of  me  

● “I  think  its  helpful  because  you  have  no  idea  what  someone  did  in  an  activity”  

● In  the  batch  model,  would  be  nice  to  separate  the  feedback  process  for  each  page.  

● Current  website  forces  you  to  work  on  single  pages.  

● On  the  content  based  landing  page:  I  think  it  makes  more  sense!  It  would  be  helpful  for  

the  higher  ups  to  know  that  its  being  updated.  In  our  city,  there's  a  disconnect  in  terms  of  

knowing  exactly  whats  going  on  in  the  website.  

● On  single  page  activity  prototype:  I  like  that  the  request  feedback  button  is  in  a  better  

more  prominent  place  

● "One  of  the  things  I  currently  struggle  with  is  knowing  where  to  jump  in  [from  the  

activities  page]."  

● “Jumping  straight  into  the  articles  is  useful”  

● “I  like  that  you  can  see  the  progress  on  pages  in  context”  

● referring  to  activity  list:  “Whenever  you  see  a  big  list,  it  can  become  be  a  big  graveyard  

where  no  one  cares.”  

● “Nice  to  see  when  someone  else  is  working  on  something.”  

● referring  to  single  page  activites:  “What  happens  when  it  spans  multiple  pages  or  when  

you  are  restructuring  the  site.  I  could  see  those  use  cases  being  harder  to  communicate”  

● My  first  instinct  is  to  see  what’s  on  the  site  (re:  seeing  content  first  vs  activities  first)  

● “When  I  come  in  to  review  something,  I  don't  feel  like  I  have  value  add”  (referring  to  

opaqueness  of  changes  in  current  system).  “This  new  system  definitely  could  help  

narrow  that  down”  (but  I  think  he  was  mainly  referring  to  having  a  diff  in  files)  

● In  his  current  CMS  you  can  see  a  list  of  files  that  have  edits,  but  not  organized  the  way  

the  site's  organized,  it's  just  a  big  list:  “Well  I  don't  care  about  99%  of  the  stuff.  It's  more  

useful  to  see  in-­context  information.”  (re:  to  reviewing  a  list  of  multi-­page  changes  vs  

individual  pages)  

● It's  always  a  bit  of  hurdle  to  think  about  what  activities  are  going  to  be  called  before  

hand.  

● On  batch  changes:  “That  investment  (of  describing  an  activity)  makes  much  more  sense  

when  I'm  working  a  big  set  of  changes.  But  it’s  an  annoyance  when  I'm  making  a  small  

change.  When  I'm  changing  a  typo  or  capitalizing  a  T  or  something,  I  feel  the  annoyance  

more  acutely.”  

● “Personally,  I'm  doing  a  lot  of  cross-­article  changes  because  I'm  trying  to  keep  articles  

relatively  short  but  will  reference  something  more  in  depth.  I'm  always  editing  a  few  

things  at  once  in  different  tabs.”  



● Even  when  the  site  is  live  and  they've  done  their  big  migration,  ppl  like  him  will  do  
multiple  pages  at  once.  Moving  chunks  of  text  between  pages,  etc.  

● “This  is  a  guess  but  10-­20%  of  people  will  be  dealing  with  multiple  pages.  The  others  will  
be  working  on  one  page  in  a  time.”  

● “For  me,  it’s  pretty  essential  to  be  able  to  do  multiple  pages  at  once.  How  do  you  
communicate  to  people  when  there  are  changes  across  multiple  pages?  I  do  like  the  
simplicity  but  I  don't  know  whether  it  ends  up  imposing  a  restriction  and  I  won’t  know  
until  I’m  actually  using  it.  For  the  average  user  though,  I  think  the  simpler  the  better  so  
this  model  might  be  better  for  them.”  

● “I  personally  think  its  great  that  you  have  your  own  copy  of  your  site.  But  i  see  it  being  a  
challenge  for  you  (the  developers  of  Chime)  when  you  have  a  lot  of  branches  and  how  
you  would  merge  them.”  

● Live  preview  (as  opposed  to  in-­line  preview)  is  helpful  in  that  you  can  click  on  links  and  
see  stuff  in  context.  

● Re:  Starting  with  activity  screen  vs  content  screen:  “I  like  this  much  better!  Having  to  
make  a  user  need  activity  didn't  make  sense  because  we’ve  already  done  a  lot  of  work  
to  identify  the  user  need  beforehand  and  its  very  cumbersome  to  enter  it  in  when  I  
already  know  what  it  is.  It’s  not  useful  for  me.”  

● Don't  make  changes  across  multiple  pages  very  often.  Only  for  changes  in  personnel  or  
contact  info  meesrmation.  

Ideas 
● [Norris]    If  going  with  multi-­page  activities,  when  someone  starts  editing  a  file  in  another  

branch  and  saves,  it  immediately  locks  that  file  in  other  people’s  branches  and  shows  
that  they  are  currently  being  worked  on  (or  at  least  higher  discourages  you  from  working  
on  the  same  file)  

● [Norris]    If  multi-­page  activities,  make  the  activity  and  request  feedback  button  MUCH  
more  obvious.  

● [Norris]    If  using  single  page  activities,  we  can  use  color-­based  labels  or  text-­based  tags  
to  communicate  changes  that  correlate.  

  
  
    

STATING INTENTION BEFORE: Do we want to force people to 

state their motive before? (or during or just before getting 

feedback) 

  
● “At  first,  I  was  like  How  do  I  know  what  I'm  doing  before  I  do  it?  Now  that  I'm  used  to  it,  I  

think  it’s  a  good  idea  because  it  will  enforce  good  practices  and  focus.”  
● On  ending  up  on  the  activities  page  in  the  middle  of  doing  something:  “I  don't  know  

where  I  am  and  how  to  go  back  to  make  that  change”  



● I  love  that  you  do  this  before.  “It  makes  you  think  like  this  about  the  web.  Changes  you  

do.”  (user-­centered  before  and  during)  

● When  done  before  it’s  “What  am  I  here  to  do.”  And  when  asking  for  feedback  it’s  very  

different.  It’s  “here’s  what  you  should  look  for.”  “Right  now  we  blindly  hit  yes.”  They’re  not  

the  same.    

● I'm  almost  certain  you  should  state  your  motive  afterwards.  You  start  doing  something  

but  then  you  end  up  doing  other  stuff.  It's  more  useful  to  tell  people  exactly  what  you've  

done  since  you've  already  done  it.  Otherwise  the  description  ends  up  being  really  vague.  

● I  understand  why  you  want  to  have  people  state  what  they  are  doing  before  they  start  

working  

● The  thing  is,  you  end  up  doing  something  completely  different  from  what  you  planned  to  

do.  That  happened  me  today  and  then  I  had  to  start  from  scratch.  

● What  would  help,  if  you  fill  the  activity  in  first,  it  helps  keep  it  focused.  Would  be  nice  to  

show  'who  its  for'  in  the  activity  bar  

● One  problem  that  matt  and  I  ran  into  is  that  we  started  working  on  the  same  thing  at  the  

same  time.  If  I  can  see  that  someone  else  is  already  working  on  it,  we  wouldn't  run  into  

those  conflicts.  

● Most  people  will  be  doing  things  page  by  page.  I  think  people  would  be  afraid  of  doing  it  

all  at  once.  

● “Its  always  a  hurdle  to  think  about  what  your  activities  are  called.  I'm  torn  about  whether  

it’s  good  practice  to  have  activities  up  front.”  

● I  like  having  to  describe  activity  afterwards.  It  helps  the  reviewer  more  because  it  gives  

them  more  detail  about  what  I  did  and  why.  When  I  write  the  activity  description  in  the  

beginning,  it  doesn't  help  anyone.  I  feel  like  I'm  doing  it  for  myself  but  it  doesn’t  help  me.  

Ideas 
● [Norris]    If  single  pages  activities,  as  soon  as  you  click  into  an  article,  it  prompts  you  to  

start  an  activity  first  before  starting  work.  This  could  be  really  annoying  because  if  you  

are  only  trying  to  view  a  file,  you  have  to  create  an  activity  to  see  it.  (Which  is  basically  

the  same  annoyance  as  our  current  system)  

● [Norris]    If  single  page  activities,  the  first  button  you  see  on  an  edit  article  page  is  “Start  

Working”.  As  soon  as  you  click  it,  it  asks  you  what  your  intention  is.  This  prevents  the  

annoyance  in  the  previous  idea.  

● [Norris]    Ask  for  what  you’ve  done  as  opposed  to  what  you  plan  to  do.  

  
    

FEEDBACK: Do we want to allow for people to override the 
feedback step? AND   Do we want to combine the approval and 
publish step? (should we require feedback) 
    

1.     What  kind  of  comments/feedback  would  you  find  helpful?  



Recently 
➔ Publishing  of  written  content  

◆ Markdown  formatted  and  published  to  live  site  

➔ Review  workflow  

◆ Flat  structure  content  endorsement  process  

◆ Multiple  user  collaboration  tools  

  

  

  

Now 
City  of  Oakland  beta  website  

Lexington,  Fontana,  New  Orleans,  Orlando,  Boston  alpha  bootcamp  websites  

  

21st Century Principals encoded (broad goals): 
Design  for  people's  needs  ,  Organize  for  results  

○ Information  is  organized  around  the  needs  of  users  

○ Content  is  fast  and  efficient  to  create  and  publish  as  well  as  beautiful  and  

easy-­to-­understand  by  default  for  the  end  user  

Use  data  to  make  and  improve  decisions  

○ Clear  in-­context  analytics,  text  quality  and  feedback  

  

Implementation details to support broad goals: 
➔ Activity  overview    

◆ history  of  changes,  ability  to  leave  comments,  progress  of  task  

➔ Live  preview  alongside  editor  

➔ Email  notifications  

◆ For  activities  awaiting  review  /  publish  

➔ Ability  to  have  translated  content  

➔ Sub-­navigation  /  related  information  

➔ Enhanced  analytics  display  

◆ Single  page  analytics  view  (a  bit  more  detail  about  usage)  

➔ Content  quality  indicators    

◆ grade  level,  jargon,  word  count  

➔ Multi-­language    

➔ Themes    

◆ as  an  advertised  feature  -­  simple,  easy  to  use  themes  for  cities  that  don’t  want  to  

customise  

➔ Guide  template  

◆ A  multi-­part  article  for  more  complex  topics  



➔ Department  pages  

◆ New  template  type  that  supports  showing  the  information  about  a  department  

◆ Ability  to  reference  owning  department(s)  on  a  content  page  

  

  

Soon 
  

21st Century Principals encoded (broad goals): 
Choose  the  right  technology  for  the  job  

○ A  streamlined,  consistent  user  experience  across  different  digital  services  

○ Municipal  websites  are  flexible  to  the  needs  of  users  and  staff  over  time  

  

Implementation details to support broad goals: 
➔ SaaS  container  story    

◆ Explaining  our  thoughts  on  it,  and  maybe  actually  doing  one  

◆ Should  find  a  partner  or  two  for  this.  NeoGov,  for  example,  for  integrated  jobs  

info  (which  we  could  use  immediately  with  Oakland)  or  a  plan  for  calendars  for  

council  agendas  

➔ Pattern  portfolio  integration  into  editor  

◆ Govspeak-­>Chimespeak  

➔ Form  builder  

➔ Multimedia  uploads    

◆ images,  documents  and  ability  to  include  them  on  a  page  easily  

➔ Extending  themes    

◆ The  developer  story,  working  with  pattern  libraries  easily  

◆ New  preset  templates  (press  release,  events)  

Supporting work: 
➔ Flesh  out  chimecms.org  marketing  information    

◆ Include  Oakland  info  &  2nd  beta  participant  

➔ Materials  connecting  back  to  CfA’s  principles  (It’s  place  within  DFD)  

  

  

  

Later 
  

Unordered  list  of  features  

➔ Content  migration  



➔ Infinite  undo  /  history  
➔ Reusable  content  blocks  (includes)  e.g.  opening  hours  /  contact  details  
➔ Linking  across  content  pages  more  easily  
➔ Link  checking  /  broken  link  finder  
➔ Accessibility  tools  
➔ Sign  on  service  
➔ Hosting  story  -­  options?  Github.com  as  a  backup.  
➔ Other  performance  nicenessess  
➔ Training  materials  /  support  content  (beta  programme  /  onboarding  programming)  
➔ Search  (within  admin  to  find  pages)  
➔ Search  on  the  public  site  
➔ Permissioning    
➔ Embargo  /  expiring  content  

  
  
  
scratch  /  notes    
Things  that  have  been  mentioned  in  onboarding  user  testing  

● Ability  to  have  content  live  in  more  than  one  category  
● Ability  to  add  pages  on  category  pages  as  well  as  subcategories  
● Adding  an  image  or  doc  

  

  

Things of interest coming up: 
  

CfA  Summit  (Sept  30th  -­  Oct  2nd)  
NAGW  booth  (Sept  23  -­  25th)  
Begin  Beta  programme  (6  weeks,  probably  in  the  autumn)  



DRAFT:  

Chime  Beta  Program  Requirements  

  

The  Beta  Requirements  Document  is  a  single  point  of  reference  for  all  aspects  of  the  beta.  It  

contains  information  on  the  key  internal  stakeholders  for  the  beta,  their  responsibilities,  key  

milestones,  and  process  descriptions  about  the  beta.  In  this  way  it  is  both  a  resource  document  

and  a  yardstick  by  which  we  can  measure  our  success.  We  are  looking  to  have  a  minimum  of  3  

beta  test  sites  (Oakland  and  two  more  cities)  for  this  beta  program.    

  

We  want  to  get  feedback  on  the  features  and  value  of  the  product,  more  deeply  understand  the  

value  

  

Testing  Objectives  
  

There  are  multiple  goals  and  objectives  for  the  Chime  Beta.  

  

Evaluate  Real-­world  Impact  of  Known  Issues:    Predictive  benchmark  for  real-­world  performance  of  

both  clients  and  servers.  

  

Evaluate  the  Total  Customer  Experience:    Ensure  that  all  of  the  product  components  (including  

new  processes/procedures,  product  quality,  feature/functionality,  documentation/training,  support)  

perform  as  expected,  and  the  product  provides  the  client  requirements  (MVP),  ultimately  providing  the  

intended  total  customer  experience.  

  

Iterate  Feature  Requests  for  Roadmap  Validation:    While  it's  too  late  to  implement  many  of  the  

suggestions  gathered  in  a  beta  test,  this  pool  of  information  offers  insight  that  can  be  leveraged  when  

looking  ahead  to  future  revisions  of  the  product.  

  

Identify  Bugs  to  Improve  Quality  :  Real-­world  usage  to  uncover  bugs  prior  to  launch.  Also  improve  

performance  where  issues  are  not  bugs,  but  are  not  optimal  user  experience.  

  

Study  and  Improve  the  User  Experience  :  Beta  participants  will  provide  detailed  feedback  about  

usability  challenges  they  encounter,  so  CfA  can  make  immediate  changes  or  prepare  to  provide  additional  

support  in  these  scenarios.    Evaluate  and  identify  issues  related  to  the  new  user  experience  (onboarding,  

installation,  out  of  the  box,  etc.)  of  highly  targeted  customers.  

  

Regression  Testing  on  Solved  Issues:    Beta  tests  often  focus  a  portion  of  tester  efforts  on  ensuring  

that  previously  encountered  issues  have  been  addressed  to  their  satisfaction,  forming  a  complete  

"feedback  loop"  for  issues.  This  might  look  like  comparing  usability  and  feedback  during  the  beta  to  the  

experiences  of  the  bootcamp.    

  



Test  Documentation  and/or  Support  Materials  &  Process:    Ensure  real-­world  comprehension  of  

these  materials,  some  of  which  will  be  in  draft  form,  improving  the  total  customer  experience  of  the  

product.    Have  the  beta  program  support  be  the  same  as  who  will  be  actually  providing  product  support  

post-­launch  (hire  Customer  Success  Specialist  prior  to  start  of  Beta-­  include  this  person  in  customer  

experience  and  support  thoughout).  

  

Collect  Testimonials,  References,  or  Case  Studies:    Beta  participants  will  be  required  to  provide  

testimonials  for  marketing  and  PR,  and  be  willing  to  be  a  customer  reference  and  or  demo  site.    

  

Desired  Outcomes    

  
Feature  completeness:    Does  the  feature  set  currently  available  in  Chime  meet  the  core  needs  for  a  

government  CMS?  Are  the  unique  features  making  a  difference  for  the  users?  Is  the  value  of  being  a  

CMS  designed  for  government  exceeding  the  expectations?  Are  there  things  missing  (critical  =  add  these  

before  we  ship,  need  to  have  =  add  in  the  next  release,  nice  to  have  =  assess  in  the  development  queue  

for  imporantance  

  

UI/Navigation/Design/Usability  feedback:  Is  Chime  UI  and  navigation  intuitive,  seamless  and  easy  to  use?  

Are  there  improvements  needed  

  

Product  Readiness  Feedback:    Is  the  product  working  without  errors  and  bugs?  Is  the  product  working  in  

a  way  that  matches  the  product  outline/feature  set  provided?    

  

Customer  Success  Feedback:    

  

What  are  the  shared  metrics  of  success  for  the  beta?    

  

Scalability/Hosting  feedback    

Help/Support  materials  feedback  

Press  quotes  

Reference  sites  

Marketing  participation    

Template  Beta  program  for  testing  other  products  developed  by  CfA  

  

  

Stakeholders  &  Responsibilities  
TBD  

  

Timeframe/Milestones  
    



Finalizing  Beta  Program  BPR:    
Creation  of  use  cases  
Creation  of  the  test  questions/what  we  are  proving  for:  
Signing  Beta  Agreements  w  cities:  
Formal  Beta:  Oct  26  -­  Dec  11  (nothing  Thanksgiving  week)  
(fill  in  milestones  that  will  happen  during  beta)  
Go/No  Go  for  January  Launch  determined  by  November  20th  
  
    
Do  customers  need  training  on  the  beta  software?  If  yes,  how  will  it  be  delivered?  When  will  it  be  
delivered?    
How  will  customers  communicate  their  feedback  to  CfA  during  beta?    
How  will  they  receive  technical  support?  What  do  we  want  to  be  the  standard  for  CfA  support?  
Will  beta  customers  be  allowed  to  communicate  with  each  other?  If  yes,  then  how  will  you  make  that  
happen?    
How/when  will  we  do  internal  training  on  Chime  (for  biz  dev,  customer  success,  interested  parties)?  Need  
to  ensure  that  our  internal  teams  are  at  least  one  step  ahead  of  customers  -­  and  not  just  that  the  
developers  are  
  
(Notes  from  other  sources)  
  
Providing  test  case  scenarios-­    Without  some  guidance,  a  lot  of  beta  feedback  can  be  vague  and  
generic.  Statements  like,  “I  tried  this,  this  and  that,  and  they  all  seemed  to  work  OK,”  or  “It  seems  to  work  
as  I  would  expect,  but  I  noticed  the  buttons  in  the  dialog  box  are  not  properly  aligned.”,  are  not  uncommon  
when  testers  are  left  to  their  own  devices.  To  help  guide  the  testing  done  at  each  site,    provide  the  beta  
customer  with  some  structure.    For  example,  define  beta  test  scenarios  for  each  area  of  functionality  
that  needs  to  be  tested.  The  purpose  of  these  scenarios  is  to  provide  a  clear  framework  to  the  customer  
in  which  to  test  the  software.  It  is  not  to  provide  a  step-­by-­step  set  of  actions  that  they  should  perform.  
The  scenarios  should  focus  on  typical  use  cases  you  expect  customers  to  perform  once  the  software  is  
released.  The  scenarios  can  also  focus  on  specific  aspects  of  functionality  that  need  testing  in  customer  
environments.  Do  not  expect  beta  customers  to  be  able  to  perform  in-­depth  stress  testing  of  your  
software.  This  can  be  rather  time  consuming  to  prepare  for  and  execute,  and  most  beta  customers  will  not  
have  the  time  and  resources  to  do  this  level  of  testing.    
  
With  respect  to    GUIs  and  beta  programs  ,  remember  that:  

● The  beta  is  usually  the  first  exposure  the  public  has  to  the  software  and  they  will  form  opinions  of  
the  software  based  on  the  beta.  A  significant  part  of  that  opinion  will  be  based  on  their  emotional  
experience  with  the  GUI.  

● Many  of  these  same  people  will  be  candidates  for  marketing  reference  sites.  If  their  emotional  
experience  is  negative,  they  will  likely  not  want  to  be  associated  with  the  product,  even  if  you  tell  
them  that  everything  will  be  “fixed”  when  the  software  is  released.  

● Usability  reviews  should  be  performed  on  the  pre-­beta  software  and  a  commitment  made  to  
address  the  most  important  issues  before  the  beta.  The  completion  of  those  issues  becomes  one  
metric  used  to  measure  release  readiness.  

  
Weekly  calls  with  individual  participants  



The  information  collected  from  these  calls  should  be  sliced  and  diced,  and  presented  in  multiple  ways  so  
that  it  can  be  efficiently  utilized.  Information  should  be  available  in  the  following  ways:  

● Weekly  call  notes  by  customer  (i.e.  all  calls  for  individual  customers)  
● Customer  call  notes  by  week  (i.e.  all  calls  for  a  given  week)  
● Detailed  feedback  by  area  of  functionality  
● High-­level  summary  of  beta  findings  
● Overall  beta  customer  status  by  week  

    
You  should  not  depend    solely    on  the  beta  program  to  develop  press  and  analyst  references  for  your  
product  launch.  To  mitigate  these  risks,  you  need  to  have  a  separate  but  parallel  effort  to  identify  potential  
reference  sites  and  work  with  them  to  get  them  to  a  point  that  they  will  become  references.  This  effort  is  
typically  performed  by  Product  Marketing  and  not  by  Product  Management.  As  mentioned  earlier,  the  
reference  prospects  may  already  have  a  personal  relationship  with  individuals  in  your  company  and  may  
not  need  full  beta  exposure  to  gain  the  product  knowledge  they  need  in  order  to  speak  about  it.  If  some  of  
these  potential  reference  sites  do  require  beta  participation  before  becoming  references,  then  let  them  
participate.  But  once  they  enter  the  beta,  all  interaction  with  them  should  be  handled  with  the  full  
knowledge  that  they  are  a  potential  reference  site,  and  not  a  site  that  will  necessarily  provide  detailed  
feedback  on  features  and  functionality.  

Internal  post-­mortem  sessions  and  publishing  results  
The  process  objectives  also  need  to  be  understood  and  implemented.  But  unlike  the  beta  
feedback  that  will  come  almost  exclusively  from  beta  customers,  the  process  objectives  have  
both  an  external  as  well  as  internal  component.  To  obtain  the  internal  beta  process  feedback,  
beta  post-­mortem  or  review  sessions  need  to  be  held.  These  sessions  should  be  led  by  Product  
Management  and  bring  the  full  cross-­functional  Chime  team  together  (Engineering,  Product,  
Sales/Revenue,  Marketing)  and  everyone  can  collectively  discuss  what  should  and  should  not  
be  done  in  future  beta  programs.  
  



Code  for  America  is  a  start-­‐up  non-­‐profit.  One  of  our  projects  is      Chime  CMS  ,  a  hosted  content  

management  platform  built  from  the  ground  up  for  the  needs  of  local  governments  and  their  residents.  

Chime's  currently  open  jobs  are  below.  

  

Customer  Success  Specialist:  Chime  
  

Code  for  America  (CfA)  believes  government  can  work  for  the  people,  by  the  people,  in  the  21st  

Century.  We  build  open  source  technology  and  organize  a  network  of  people  dedicated  to  

making  government  services  simple,  effective,  and  easy  to  use.    Simply  put,  Code  for  America  is  

changing  the  way  governments  and  citizens  interact.  We  need  your  help.  

  

City  websites  have  become  the  primary  way  residents  learn  about  and  interact  with  their  local  

governments.    Chime  CMS  ,  a  part  of  our      Digital  Front  Door    project,  is  an  innovative  content  

management  and  hosting  platform  that  makes  it  easy  for  city  employees  to  communicate  in  

ways  that  work  for  everyone.    To  drive  product  usage  and  adoption,  we  are  building  a  Customer  

Success  team  to  provide  effective  onboarding,  training  and  support  to  our  government  clients.  

Working  internally  with  a  cross-­‐functional  team,  Customer  Success  Specialists  will  be  a  critical  

“voice  of  the  customer.”     

  

Roles  &  Responsibilities:  

● The  mission  of  the  Customer  Success  team  is  to  drive  product  usage  and  adoption  as  

well  as  deliver  honest  and  helpful  advice  on  our  CfA  Best  Practices  for  21  st    Government,  

all  gleaned  from  5  years  of  civic  tech  engagement.    

● Onboarding  of  new  customers:  Co-­‐create  the  onboarding  process  and  documentation,  

provide  initial  Chime  training  to  new  customers  and  ensure  that  all  customers  receive  a  

consistent  and  positive  onboarding  experience.  

● Advising  clients  generally  on  their  Chime  implementation  and  answering  their  questions  

or  routing  them  to  the  best  resource  within  the  extended  team  to  assure  timely  

response  and  resolution  

● Build  long-­‐term  client  relationships  and  assure  we  have  delighted,  repeat  customers  

● Providing  feedback  to  our  Product  team  in  the  form  of  enhancements  and  ideas  that  

would  improve  Chime,  ease  the  use  of  the  product  for  our  customers  or  provide  them  

with  functionality  that  would  increase  the  overall  value  proposition  

● Work  with  Sales  and  Product  Marketing  to  provide  feedback  and  support,  as  well  as  

participating  in  pre-­‐sales,  event  marketing  and  related  activities.  

● Helping  to  investigate  and  document  any  issues  or  bugs  encountered  by  clients  and  

passing  on  that  information  as  necessary  



● Keeping  appropriate  reports  of  client  activities,  questions,  etc  so  that  we  are  able  to  

consistently  improve  our  processes  and  deliverables  

● Attending  all  weekly  retrospective  meetings  and  actively  contributing  to  the  team  

  

Attributes  and  Experience:  

● I  nterest  and/or  experience  with  civic  technology  and  a  perspective  on  how  civic  

technology  can  support  easier,  more  affordable  and  more  inclusive  2-­‐way  

communication  practices.  

● A  background  in  government/non-­‐profit  customer  success  or  sales  

● SaaS  experience  is  a  plus  

● Proven  ability  to  work  with  highly  diverse  teams,  and  to  deliver  work  products  that  

surpass  expectations,  especially  for  government  clients.  

● Experience  and  comfort  working  closely  with  governmental  officials.  

● Ability  to  provide  service  in  a  direct  and  empathetic  manner.  

● Professional,  creative,  self-­‐accountable,  reliable,  personable,  motivated.  

● Adaptable  to  change.  Our  team  collaborates  with  the  entire  organization,  yet  functions  

as  a  start-­‐up  inside  a  non-­‐profit,  working  with  government.    

● Ability  to  achieve  on  time  delivery  of  requests  made  by  clients  and  peers  

● Excellent  communication  skills.  A  strong  ability  to  speak  and  write  clearly  and  

persuasively  and  to  build  and  maintain  strong  internal  and  external  relationships  

  

Reporting  to:      Product  Growth  Manager  in  San  Francisco  office  

Equal  Employment  Opportunity  

To  solve  problems  for  everyone  in  America,  our  team  needs  to  look  like  and  be  able  to  

represent  America.  Code  for  America  values  a  diverse  workplace  and  strongly  encourages  

women,  people  of  color,  LGBT  individuals,  people  with  disabilities,  members  of  ethnic  

minorities,  foreign-­‐born  residents,  and  veterans  to  apply.  Code  for  America  is  an  equal  

opportunity  employer.  Applicants  will  not  be  discriminated  against  because  of  any  

characteristic  irrelevant  to  creating  great  software,  including:  race,  color,  sex,  sexual  

orientation,  gender  identity  or  expression,  age,  religion,  national  origin,  disability,  ancestry,  

marital  status,  veteran  status,  medical  condition  or  any  protected  category  prohibited  by  local,  

state  or  federal  laws.  

    



Chime Starter -‐ City Content Types and IA [first 
draft] 
  

Information and Services 
  

1. Permits  and  Licenses  

1. Building  and  Construction  

2. Land  Use  

3. Commercial  and  Business  

4. Residential  

5. Life  Events  (birth,  marriage,  divorce,  death,  etc)  

2. Parks  and  Recreation  

1. Parks  and  Nature  

2. Arts  and  Culture  

3. Libraries  and  Community  Centers  

4. City  Sponsored  Events  

3. Public  Safety  

1. Corrections  

2. Safety  and  Crime  

3. Fire  

4. Emergencies  

5. Legal  

6. Community  safety/Neighborhood  watch?  

4. Driving,  Transport,  and  Streets  

1. Public  Transportation  

2. Motor  Vehicles  and  Drivers  

3. Parking  

4. Sidewalks  and  Driveways  

5. Roadways,  Bridges,  and  Tunnels  

5. Public  Utilities  and  the  Environment  

1. Garbage,  Recycling,  and  Compost  

2. Waste  and  Sewage  

3. Air  and  Water  Quality  

4. Animal  Control  and  Welfare  

6. Education  

1. Preschool  and  K-­12  

2. Higher  &  Continuing  Education  

7. Health  

1. Public  Hospitals  

2. Insurance  and  Healthcare  



3. Welfare  Programs  

  

News and Press Releases 
 

Documents, Reports, Records 
City  budgets  and  finance  [basically  various  boring  meta  data  that  a  minority  of  people  really  care  

about]  

  

Events 

 

Programs and Initiatives 
Policy/Legislation/Legalese?  -­  right  now  Oakland  uses    MuniCode    and  links  out.  

 

City Departments 

 

City Jobs  
**maybe  include  internships  and  volunteer  opportunities  here  

  

  

Council  meetings  and  agendas  

  

  

  

The  Mayor  

  

Other:  

Venue  rental  (i.e.  weddings,  etc)  

Volunteering  

Internships  

  

  

     



Random thoughts about writing stuff  
  

Things  we  might  want  to  enforce:  

● Good  heading  hierarchies  

● Short  paragraphs  

● For  pages  with  clear  “do  this”,  encourage  an  obvious  call-­out  first  

● Not  repeating  information  

● Maximum  number  of  sections/headings  before  suggesting  it’s  getting  too  long?  

Things  folks  get  wrong  a  lot:  

● Not  understanding  that  a  single  article  page  should  only  cover  a  single,  actionable  

(tell/do  a  single  thing)  user  need  

● Leading  with  a  preamble  piece  of  text  that  basically  tells  the  user  nothing  about  how  to  

solve  the  need  they  came  to  solve  

● Not  understanding  that  a  subtopic  is  a  way  to  collect  similar  user  needs  together  (we’ve  

seen  people  use  a  subtopic  as  the  user  need  itself)  

  

Rando  ideas:  

● A  visual  hint  on  what  makes  a  good  article  page  in  help/onboarding  documentation  or  

inline  -­  kind  of  like  a  wireframe,  but  pointing  out  the  main  things  a  person  might  want  to  

include  and  in  what  order.  

● On-­boarding  that  literally  walks  a  new  user  through  the  process  of  creating  a  common  

user  need,  through  to  writing  it  (could  be  a  video  to  begin  with,  interactive  later).  Like  

product  demo  videos,  basically,  but  super  short  and  snappy.  
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Creating  Solid  Financials:  Using  both  Top-­Down  and  Bottoms  up  Validation  
  
Top-­Down  Financial  Forecast  
A  top-­down  forecast  looks  at  the  overall  market  and  uses  this  information  to  identify  your  

company  demographics  and  target  mark.  The  assumption  is  that,  given  the  existing  market  and  

potential  market  growth,    your  company  can  expect  to  capture  a  certain  percentage  share  of  
the  market  in  year  one  ,  a  greater  percentage  in  year  two,  and  so  on.  
  

Using  a  top-­down  approach,  you  research  the  overall  market,  the  competitors  in  the  space,  what  

they  charge,  the  %  market  share  they  have,  etc.  You  can  look  at  an  actual  number  and  do  math.  

For  example,  if  a  CMS  is  a  requirement  for  all  cities  and  there  are  1076  cities  that  are  between  

25,000  and  1M  residents  (your  target  customer  for  city  size),  you  have  1076  potential  

customers.  Most  cities  replace  their  website  and/or  CMS  every  2-­5  years,  so  conservatively,  you  

have  215  potential  sales  opportunities  annually.  If  you  assume  5%  of  the  market  in  the  first  year  

based  on  CfA’s  fabulous  brand  and  reputation,  you  should  win  11  customers  in  the  first  year  in  

this  category.    The  current  cost  for  replacement  is  between  $50,000  to  $200,000  on  average,  so  

you  assume  an  average  of  $125  per  engagement  and  would  estimate  $1,375,000  in  the  first  

year.    

  

Top  down  forecasts  are  generally  more  optimistic  than  bottoms  up  financials,  which  is  why  

entrepreneurs  love  them!  But  balancing  them  with  a  bottoms  up  approach  will  provide  credibility  

and  an  opportunity  to  test  and  ground  your  assumptions.    

  

Bottom-­Up  Financial  Forecast  
A  bottom-­up  forecast  is  a  detailed  budget  with  spending  plans  by  department.  Hiring  plans  and  

revenue  projections  are  based  on  actual  sales  forecasts.  You  “tie”  everything  together,  and  

provide  all  the  documentation  on  your  thinking.    

  

For  example,  if  you  assess  that  one  sales  person  can  do  10  sales  per  year,  with  none  in  the  first  

quarter,  2  in  the  second  quarter,  and  4  each  in  the  3rd  and  4th  quarter,  you  map  your  hiring  and  

the  sales  generated  from  each  sales  person  so  the  model  accurately  reflects  this.  If  you  need  a  

customer  success  person  for  every  5  customers,  you  tie  the  timing  of  new  customer  success  

hires  to  the  rate  of  customer  growth.  You  calculate  your  potential  revenue  by  multiplying  the  

number  of  potential  sales  per  product  by  the  average  sale  value.  You  create  a  well  articulated  

“Assumptions”  page  that  outlines  why  you  made  various  decisions  (there  is  a  3  month  sales  

cycle,  we  think  that  after  a  month  of  training  a  new  salesperson  will  not  close  a  deal  for  3  

months,  so  their  first  sale  will  not  be  sooner  than  the  fifth  month  they  are  onboard).    

  

By  creating  the  bottoms  up  approach,  you  can  see  what  your  expenses  will  be  and  adjust  

accordingly.  Your  goal  is  to  create  a  plan  that  includes  the  bottoms  up  thinking  as  influenced  by  

the  top  down  thinking.    Ambitious,  but  not  unrealistic.    
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NAGW  2015  Survey  Results  

  

Overview  

  

Code  for  America  has,  from  its  beginning,  espoused  (re)evolutionary  principles  to  improve  the  

quality  of  government  engagement  with  its  citizenry.  As  the  organization  has  matured,  these  

principles  became  a  set  of    core  practices    that  can  be  applied  to  government  websites  and  

communications.  More  recently,  the    Digital  Front  Door  Initiative    has  begun  developing  software  

that  encodes  these  practices.     

  

Part  of  our  process  has  been  to  solicit  information  and  feedback  from  key  stakeholders,  

including  city  and  county  government  webmasters,  IT  departments  and  PIO’s,  as  well  as  

citizens.  We  were  pleased  to  have  the  opportunity  to  survey  32  government  webmasters  at  the  

National  Association  of  Government  Webmasters  2015  Conference  in  Albuquerque,  NM  

September  22  -­  25th.  

  

Generally,  these  findings  show  a  gap  between  the  desire  government  webmasters  have  to  

easily  and  cleanly  provide  needed  information  and  transactions  (such  as  paying  tickets  or  

submitting  forms)  to  their  public  via  the  city  or  county  website,  and  the  limitations  of  the  tools,  

administrative  processes  and  decision-­making  authority  available  to  them.     

  

They  are  concerned  that  government  websites  fall  short  in  terms  of  how  useful  they  are  to  the  

end  users  residents  because  the  information  presented  is  often  disorganized,  difficult  to  

navigate  and  search,  and  not  focused  enough  on  user  needs  (mobile  access,  transactional,  

etc).    That  said,  webmasters  rate  their  website’s  usefulness  at  an  average  rating  of  3.6  on  a  

scale  of  1  -­  5  when  asked  “Today,  how  well  can  your  residents  conduct  business  digitally?”     

  

All  respondents,  whether  from  city  or  county  government  or  other  government  agencies,  

expressed  a  significant  desire  for  tools  and  products  that  were  focused  on  the  needs  of  

government  websites.    The  choices  of  which  CMS  or  web  development  platform  was  currently  in  

use  were  all  over  the  map,  ranging  from  blogging  platforms  and  highly  structured/template  

driven  CMS’,  general  commercial  products,  open  source,  SaaS  and  installed  software,  and  

CMS  specifically  for  government  customers.  Feedback  on  what  was  particularly  useful  or  

challenging  in  using  each  specific  product  also  covered  a  wide  range  of  issues.  There  was  a  

consistent  need  expressed  for  tools  that  could  improve  the  overall  quality  of  web  content,  are  

specifically  written  for  government  use  and  workflows,  and  are  easy  to  use.    

  

Overall,  the  public  servants  tasked  with  providing  clear,  concise  and  actionable  information  to  

citizens  are  seeking  better  processes,  internal  support  and  technological  tools.  The  Code  for  

America  Practices    resonate  with  them,  and  they  are  eager  for  products  that  produce  improved  

quality  and  universal  access  to  their  digital  communications.    

  

  

  



Results  
        

Total  respondents:  32  
Total  City  Webmasters:  20    
Total  County  Webmasters:  5  
Total  Other  Government  Webmasters:  7    

  

Question:  How  well  can  your  residents  conduct  their  business  digitally?  -­  
Scale  1  to  5,  where  1=  Information  only/no  transaction,  3=Pay  Parking  Tickets  
only,  5=Anything  you  can  do  at  City  Hall  you  can  do  Online  

  
Average  score  was  3.6.  
Only  one  participant  indicated  a  score  of  1,  and  only  one  indicated  a  score  of  5.  Generally,  
government  webmasters  feel  that  their  sites  are  doing  a  decent  job  meeting  the  needs  of  
residents  online.  This  was,  however,  the  first  question  in  the  survey,  and  as  they  went  on  it  
became  more  clear  that  while  the  answer  to  a  generalized  question  was  fairly  positive,  there  is  
much  more  concern  when  drilling  into  the  specifics  of  what  is  working  and  what  is  not.    

Question:  When  did  you  last  redesign  your  website?  When  do  you  plan  
your  next  redesign?    
  
On  average,  these  results  show  that  government  websites  have  a  2  -­  5  year  lifecycle  between  
redesigns.  Several  respondents  indicated  that  this  was  based  on  funding  cycles,  while  others  
mentioned  shifts  in  leadership  (new  mayor  or  administration).    The  size  of  the  internal  team  also  
was  a  factor,  with  smaller  web  teams  (1  or  2  people)  doing  a  full  redesign  less  frequently  in  
favor  of  many  smaller  iterative  changes  happening  ongoingly.    

Question:  What  is  the  biggest  problem  or  frustration  that  you  have  with  
your  website?    
  
When  webmasters  are  asked  what  the  biggest  issues  are  for  them  with  the  website,  it  is  
understandable  that  many  of  their  concerns  are  technical  in  nature.  16%  of  the  responses  
focused  on  purely  technical  issues,  and  another  13%  were  related  to  integration  issues  with  3rd  
party  applications.  This  mirrors  much  of  the  frustration  of  citizens  using  the  site,  who  wanted  to  
have  electronic  signatures,  payment  capabilities  or  online  forms  processing,  all  of  which  are  
often  provided  by  products  that  can  be  implemented  as  plug-­ins  or  integrated  apps.    In  addition,  
many  of  the  concerns  that  webmasters  feel  are  directly  because  of  the  limitations  the  current  
websites  impose  on  citizens.  Confusing  navigation,  disorganized  content  and  a  poor  mobile  
experience  are  all  frustrations  for  users  as  well  as  webmasters.  The  reflection  that  the  sites  are  
not  focused  on  user  needs  or  citizen-­centric  suggests  that  the  webmasters  surveyed  are  keenly  
aware  of  the  disconnect  between  what  they  want  to  provide  their  citizens,  and  what  they  are  
currently  delivering.  Issues  with  integrating  content  from  multiple  providers  is  perhaps  a  more  



specific  version  of  the  “hard  to  manage  content”  category.  For  the  complete  set  of  responses,  
refer  to  the  Appendix.    
  
  

  

  

  

Question:  What  is  your  current  CMS?    
  

In-­house/Custom  Built  CMS   30%  

Wordpress   16%  

CivicPlus   16%  

Drupal   10%  

Joomla   6%  



Microsoft  (any)   6%  

Other   23%  

  

What  do  you  like  most  (about  your  CMS)?        What  do  you  like  least?    

Easy  to  use/update   Awkward  formatting  

Easy  interface-­  no  coding   Terrible  editor/publishing  tools  

Extensible   Slow  

Flexible   Limited  updates/customization/integrations  

File  upload  and  Cloud  storage   Locked  in  to  vendor  for  improvement  

Updates  are  handled  well   Not  HTML/CSS  compliant  or  completely  
accessible  

Content  updates,  modular  content   Lack  of  support  

  

The  results  to  the  question  about  what  CMS  was  used  by  participants  proved  less  valuable  than  
the  information  collected  about  the  best  and  least  liked  features  of  each  CMS.  The  specific  
choice  of  CMS  was  spread  somewhat  evenly  between  open  source,  template  driven  platforms,  
commercial  enterprise  CMS’  and  government  focused  products.  More  interesting  were  the  
results  from  the  “best  and  least”  questions.  What  emerged  was  the  need  for  products  that  are  
easy  to  use,  extensible,  provide  editing/publishing  tools,  allow  for  integrations  with  3rd  parties,  
are  easily  updated,  and  provide  solid  support.  In  discussions  with  participants  at  the  booth,  
several  mentioned  the  need  for  editing  and  publishing  tools  that  could  improve  the  overall  
content,  and  concerns  about  content  migration  as  a  significant  hurdle  when  considering  website  
redesigns.  There  was  also  a  common  frustration  voiced  that  the  webmaster  may  not  have  a  
choice  in  the  CMS  chosen  by  a  manager  in  charge  of  the  IT  budget,  but  not  in  charge  of  front  
end  development  and  content.    
  
"What  we  really  need  are  tools  that  improve  the  writing  on  the  site.  Not  just  a  migration  of  
printed  content."     
  
“I  couldn't  convince  my  IT  department  to  roll  out  anything  other  than  Sharepoint  but  I  am  the  one  
responsible  for  the  front  end  and  content.”        

  

Question:  What  is  your  comfort  level  with  SaaS?    



Scale  1  to  5,  where  1=  We  only  Host  On-­Site,  3=For  Non-­essential  apps,  5=We  
Happily  use  SaaS  wherever  appropriate  
  
Government  websites  are  sharply  divided  in  regard  to  SaaS  usage,  with  the  average  answer  
being  2.97  on  the  scale  of  1  -­  5.    More  interesting  still,  the  results  were  strongly  polarized  with  
eleven  respondents  selecting  a  1  (We  only  host  on-­site),  and  nine  answering  with  a  5  (We  
Happily  use  SaaS  wherever  appropriate),  and  the  remaining  ten  respondents  choosing  2,  3  and  
4.    There  were  no  questions  asked  in  the  survey  about  who  had  the  authority  to  specify  if  a  
government  could  use  hosted  services  rather  than  installed  products,  but  general  discussion  at  
the  booth  leads  to  an  anecdotal  belief  that  this  decision  is  generally  not  in  the  hands  of  the  
webmaster.     

Question:  Which  of  these  three  pricing  models  are  you  most  comfortable  

with?  (Options:  Tiered  pricing  by  features,  Tiered  pricing  by  seats,  Variable  

pricing  based  on  population)  

The  majority  of  webmasters  polled  favored  the  traditional  pricing  model  of  tiered  pricing  by  
features  (53%).    Tiered  pricing  by  the  number  of  seats  was  next  most  popular  (28%)  and  the  
Variable  pricing  based  on  population  was  selected  by  19%.    Without  more  context  to  discuss  
WHY  a  particular  pricing  model  was  selected  it  is  impossible  to  know  what  the  motivation  is,  but  
it  could  be  due  to  the  familiarity  with  the  tiered  model,  as  this  is  a  traditional  software  pricing  
structure.  It  was  interesting  to  see  that  despite  the  relative  newness  of  the  idea,  19%  were  most  
receptive  to  the  idea  of  providing  a  sliding  scale  based  on  the  population  that  will  have  access  to  
the  website  and  an  opportunity  to  use  it.    

Question:  What  would  be  most  likely  to  influence  your  decision  regarding  a  

new  CMS?  

  
This  question  offered  three  choices  (and  a  write-­in  option),  to  solicit  input  on  what  are  the  
biggest  drivers  for  webmasters  in  looking  for  a  new  website  platform  or  CMS.  50%  of  
respondents  prioritized  products  that  have  specific  features  for  Government  websites,  over  38%  
who  were  more  interested  in  value  and  price,  and  9%  that  would  look  first  at  the  brand  and  
references  of  the  vendor.    At  the  booth,  and  in  the  answers  to  survey  questions,  government  
webmasters  identified  their  desire  for  products  that  could  facilitate  the  very  unique  needs  of  city  
and  county  websites.  In  specific,  they  are  less  interested  in  generalized  features  available  in  a  
standard  CMS  in  favor  of  products  that  can  offer  tools  for  multiple  non-­technical  content  
providers,  content  migration  and  improvement  from  legacy  cites,  create  and  support  sites  with  a  
high  number  of  short  and  targeted  transactions,  and  be  easily  translated  and  mobile  accessible.  
The  specialized  needs  of  government  are  not  easily  addressed  in  the  commercial  market.    

Question:  What  features  are  most  important  to  you  and  your  content  

contributors?    



For  each  feature,  rate  on  a  scale  of  1  -­  5,  where  1  =  I  have  no  need  for  this,  and  5  =  This  would  

revolutionize  my  life    

Features  that  guide  

content  contributors  

to  write  more  

effective,  easily  

understood  content  

Average  -­  3.61  

A  Dashboard  view  by  

contributor,  showing  

the  activity  on  each  

page  they  publish  

Average  -­  3.58  

A  Dashboard  view  by  

department  or  service,  

to  show  publishers  the  

activity  on  each  page  

they  publish  

Average  -­  3.67  

A  CMS  specifically  

designed  for  city/cty  

government  needs  

rather  than  commercial  

site  needs  

Average  -­  3.84  

  

Once  again,  the  desire  for  a  CMS  designed  specifically  for  city/county  government  (rather  than  

a  generalized  commercial  product)  had  the  highest  overall  average  score.  But  in  all  four  cases,  

the  features  proposed  show  significant  value  to  government  webmasters.    Whether  it  is  writing  

guides  and  tools,  or  a  dashboard  that  can  show  activity  to  content  contributors  or  departments  

to  assess  how  the  public  is  actually  accessing  and  using  information  and  services  on  the  site,  

the  general  impression  is  that  these  tools  would  provide  value.     
  
Question:  What  is  the  most  frequent  request  from  the  public?    
  

  

Perhaps  not  surprisingly,  the  public  wants  to  be  able  to  actually  do  business  on  their  city  and  

county  website.  While  the  largest  individual  category  (28%)  was  some  version  of  getting  

information  (When  is  my  garbage  pick  up,  where  is  a  local  park,  who  are  the  school  board  

members),  another  48%  involved  some  type  of  transaction.  These  included  paying  something  

(18%),  transacting  via  a  form,  registration  or  service  (18%)  and  engaging  in  employment  or  jobs  



for  the  city/county  (12%  -­  including  both  job  information  and  online  applications).    Considering  
this  very  high  percentage  of  citizens  who  access  the  website  to  actually  complete  a  transaction  
or  payment,  it  is  no  wonder  that  the  key  concerns  raised  by  webmasters  include  the  need  to  
improve  the  navigation,  content  quality,  integration  with  3rd  party  apps,  mobile  readability,  etc.    
  

    Next  Steps  
  

In  order  to  assist  cities  and  counties  improve  the  effectiveness  of  their  websites,  Code  for  
America  encourages  tools  and  services  that  align  with  our    21st  Century  Practices.    The  goal  is  
for  government  to  improve  the  quality  and  accessibility  of  web  content,  and  increase  the  value  
of  websites  for  their  public.    It  is  clear  from  the  2015  NAGW  Survey  that  government  
webmasters  across  the  country  share  this  desire,  and  are  actively  working  to  identify  strategies  
and  tools  that  can  assist  them  with  this  endeavor.    
  
  
  
  
     



Appendix  
Raw  Data  from  open-­ended  questions  
  

Question:  What  is  the  biggest  problem  or  frustration  that  you  have  with  
your  website?    
  
  
Disorganized  and  cluttered,  not  user-­‐centric,  

inability  to  communicate  with  users  

LACK  OF  ACCESS  

Inability  to  do  electronic  sigs  

Browser  and  not  mobile  

The  site  looks  good  at  first  glance,  but  it's  built  

on  older  technology.  the  website  isn't  

responsive,  content  heavy  and  not  citizen  

centric.  

Managing  content  

Integration  of  some  third  party  applications  

could  be  better  

Online  absentee  applications  

size  

PDF  reliance.  

Search  engine,  mobile  friendly,  usability  

We  migrated  to  a  hosted  CMS  that  is  not  

meeting  our  needs  as  promised  

Allowing  clean  access  to  users  to  provide  

content  

Content  auditing  and  workflow  

Poor  IA  and  not  service  oriented  

Too  wordy,  navigation  not  ideal.  Search  is  not  as  

good  as  it  should  be.  

Lack  of  interoperability  

Too  much  Content  

Connecting  online  payments  in  a  cms  to  work  

with  our  payment  vendor  and  our  internal  

cashier  application  

can't  get  docker  to  work  

Navigating  to  the  sites  they  need  

Integrating  the  information  and  services  from  

disparate  and  reluctant  sources.  

None  



adding  new  updates  that  elected  officials  will  

not  allow  us  to  do  

adding  new  updates  that  elected  officials  will  

not  allow  us  to  do  

Search  

Content  

Keeping  content  from  myriad  outside  partners  

up  to  date  

sometimes  it  loads  slowly  

Finding  the  right  page  faster  

Bad  URL  config  

The  CMS  we  have  does  not  integrate  well  with  

other  vendors.  

  

Question:    

When  did  you  last  redesign  your  website?  When  do  you  plan  your  next  
redesign?  

Too  many  moons  ago.  

There  has  been  talk  but  I  am  unaware  of  

if/when  action  will  commence.  

LAST  MONTH   UNDER  CONSTRUCTION  

In  process  .  Launching  next  month   3-­‐4  years  

In  the  process   In  the  process  

2009   we  are  in  the  RFP  development  process  now.  

2013   2016  

2015   2020  

2009  responsive  site  to  go  live  

mid-­‐october   October  15  2015  

2010   2016  

Now   2  years  

5  years   2016  



May  2015   I  will  begin  in  the  fall  of  2016  

8  years  plus   This  next  year  

12  months   ~24  months  

Years...code  upgrade  last  year,  but  same  

design  and  IA   As  soon  as  possible  

2011  -­‐  in  process  right  now   In  process  

2013   2015  

2012   Now  

2  months  ago   3  yrs  

2001     

Two  years  ago   One  to  two  years  

12/2014   18-­‐24  months  

Continue   6  mo  +  

2  years  ago   another  year  or  so  

2  years  ago   another  year  

2013   Continuous  improvement  

August   January  

1  year  ago   Currently  in  process  

planning  to  redesign  this  year   this  year  

2008.  Now  working  on  it   Now  

2008   this  year  

In  the  middle  of  a  redesign  right  now  

(Sept.  2015).  Before  that,  it  was  2012.   Now  



  Question:  What  is  the  most  frequent  request/question  from  the  public  
about  your  website?  
  
Want  ability  to  do  Transactions.  

IMPROVEMENT  SUGGESTIONS  

When  is  trash  collection  this  week?  

Employment  info/applications  

Real  estate  data,  job  applications  

Property  value  information  

Online  class  registrations  

Copies  of  records-­‐  

not  sure  

Getting  rid  of  out  of  date  info  

How  do  I  get  to  or  how  do  I  find....  

Can  I  pay  for  a  building  permit  online,  get  information  about  building  something,  track  a  

project,  etc.  

Property  information  

Available  jobs  with  the  city,  payments  for  various  services  

Employment  

Transactions  for  services  and  online  forms  

Divorce  and  child  support  forms.  

Transportation  

Need  to  do  Transactions  

Facility  rentals  and  online  ticket  payments  

Requests  for  services  we  do  not  provide  (mistaking  city  services  for  county,  etc)  

None  

election  information  

election  information  

Pay  taxes  

Licensing  for  firearms  and  explosives  

Upcoming  events  in  the  state  

information  

Tax  and  licenses  info  

pay  online  

What's  being  built?  Information  about  development  in  the  city:  what  is  planned,  what  is  

going  on  now,  what  just  finished?  

  
  

  

  



Question:  What  is  your  current  CMS?    
  
  
Wordpress  

Egovlink  

Civica  

Homegrown  

Wordpress  

Ektron  

CivicPlus  

Drupal  

DotNetNuke  

CivicPlus  

Custom  Coldfusion  

Joomla  

3  on  WP,  rest  hand-­‐coded  

Wordpress  

Custom  

Unknown  at  this  time  

CivicPlus  

Wordpress  

CivicPlus  

Joomla  

Html5  

vision  internet  

Drupal  

Microsoft  (any)  

Drupal  

In-­‐house  (Laravel)  

interwoven  teamsite  

Microsoft  (any)  

CivicPlus  

  
  

Question:    

What  do  you  like  best  about  your  CMS?          What  do  you  like  least?    
  

Easy  interface  for  creating  content.  

Awkward  formatting,  disorganized  design  with  

each  page  sitting  separately.  

THIS  IS  A  POPULAR  PLATFORM   DIFFICULTY  FOR  PERSONALIZATION  



It's  a  website   Terrible  editor  

Their  design   Too  many  people  involved  

The  interface  is  fairly  easy  to  use.  

Challenges  with  support,  aging  infrastructure  

issues.  

Editors  are  familiar  with  it   No  external  support  options  

Extensibility   Can  get  slow  

Taxonomy  and  content  search   Calendar  

eliminates  coding  by  hand   no  support  for  data  driven  sites  

I  hate  Drupal.   I  hate  Drupal.  

It  doesn't  do  well!!!   Editing,  usability  

It  forced  us  to  review  and  update  all  content,  and  

engage  content  providers  (staff)  for  the  first  time.  

They  oversold  their  abilities.  They  are  not  

HTML/CSS  compliant  or  completely  accessible.  

Minimal  CMS  -­‐  users  understand  basic  functionality   Very  limited  to  what  content  can  be  updated  

Rapid  content  updates,  modular  content   Nothing  major  

Extensible   Admin  dashboard  difficult  to  customize  

Very  flexible  and  open   Plugins  

Simplicity  

Lack  of  standards  compliance  and  vendor  lock  

in.  

We're  in  the  beginning  phase  of  content  redesign   No  E  services  

My  editors  understand  it   Very  inflexible  for  custom  needs  

starting     

Easy  to  use  

Can  be  confusing  to  use  in  some  of  the  

modules  

Ease  of  use,  flexibility,  affordability  

There  are  quirks  that  drive  me  crazy,  but  they  

are  too  wonky  to  really  illustrate  here  

Easy  to  use   Adding  media  

updates   support  

updates   support  

Meets  our  needs   Lots  of  initial  customization  

Can  use  without  extensive  knowledge  of  

programming  language  

Have  to  continuously  customize  modules  to  

meet  programme  needs  

File  upload  and  cloud  storage  

Some  elements  are  hard-­‐coded  and  require  

agency  intervention  to  update  

options  to  code  for  expansion   support  is  bad  

Content  replacement   It  is  not  friendly  but  can  have  lot  of  features  

various  module  options   not  customizable  

Having  a  CMS  makes  it  easy  for  non-­‐techies  to  

update  their  content.  

The  only  way  to  integrate  3rd  party  

components  is  by  iFrame.  

  



Alpha.YOURCITY  

  

City  and  County  government  websites  can  be  better.  They  can  be  clear  and  concise.  They  can  

be  easily  navigable  in  their  design.  They  can  use  input  from  their  citizens  to  provide  the  most  

relevant,  current  and  actionable  information  and  services  that  people  need.  They  can  be  mobile  

accessible.  And  they  can  use  data  to  continuously  improve.  

  

Alpha.YOURCITY  provides  a  website  builder  toolkit  that  includes  technology  and  services  from  

Code  for  America.  We  work  with  cities  and  counties  to  launch  a  public-­facing  alpha  website  for  

one  department  or  digital  service.    Once  launched,  we  help  customers  capture  user  feedback  

and  use  the  experience  to  inform  a  full  website  redesign.  Our  goal  is  to  introduce  and  solidify  

better  practices  early  in  the  planning  of  a  redesign,  provide  tools  that  produce  better  results  in  

the  finished  website,  and  to  save  governments  time  and  money  in  the  process.  

  

Alpha.YOURCITY  gives  cities  practices  and  products  that  improve  content  creation  and  

publishing.  In  2016,  we  will  be  launching  a  full  website  toolkit  and  the  Alpha  sites  can  be  

(integrated,  migrated?)  but  there  is  no  requirement  that  the  Alpha.YOURCITY  site  matures  into  

a  full  CfA/Chime  website.    

  

THE  PACKAGE:  

  

Preparation  for  YOURCITY:    

● Install  Google  Analytics  on  your  website  

● Install  the  CfA  Analytics  Dashboard  

● Define  a  project  manager  who  can  commit  at  least  10  hours  in  preparation,  2  full  

days  with  CfA  onsite,  and  will  manage  and  maintain  the  Alpha.YOURCITY  site  

for  a  minimum  6  weeks  post  launch,  including  a  90  minute  follow  up  meeting  with  

CfA  at  the  end  of  those  6  weeks.    

  

Getting  to  Launch:  

● CfA  provides  a  Content  Audit  template  -­  PM  completes  Content  Audit  

● 2  weeks  of  running  Google  Analytics  -­  

● CfA  receives  completed  Content  Audit  and  reviews  Analytics  in  preparation  for  

onsite  Workshop  

● 2  day  onsite  workshop  participants  include:  PM  for  Alpha.YOURCITY,  Content  

contributors  for  Alpha.YOURCITY,  2  CfA  team  members  

● Templates  and  processes  (recipe)  for  content  creation,  publishing  and  migration  

from  CfA  stay  with  city  

  

Launch/Post  Launch:  

● PM  for  Alpha.YOURCITY  uses  CfA  tools  for  tracking  user  activity  and  feedback  

● PM  for  Alpha.YOURCITY  regularly  updates  site    

● CfA  Customer  Success  Team  supports  City/Cty  web  team    



● CfA  Chime  User  Community  provides  collective  learning  and  support  

● 6  weeks  post  launch  -­  Cfa  concludes  initial  engagement  with  a  90  minute  

Status/Learning/Follow  Up  meeting  with  all  stakeholders  

● Package  includes  6  months  of  hosting  from  date  of  launch  (conclusion  of  2  day  

onsite  training).    

● Free  migration  of  live  Alpha  site  to  ChimeCMS  at  any  point  

  

  

Alpha.YOURCITY/  Alpha.YOURCOUNTY  Website  Package  is  a  flat  fee  of  $12,000  inclusive  of  

the  product  and  services  outlined  above.    Following  the  initial  6  months  of  hosting,  additional  

hosting  and  support  of  the  Alpha  site  can  be  provided  for  $500  per  month.    

  

Additional  Products  and  Services:  

ChimeCMS  -­  Full  CMS  for  City  and  County  government  websites  

Content  Migration  Services  

Writing  And  Publishing:  Government  Content  Tools  Package  -­    
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