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Executive Summary 
The SmartImpact network (URBACT III) is exploring and developing innovation management tools for 

municipalities. The aim is to support cities to develop the infrastructures to operate as smart cities, 

with a focus on policy, financing, governance and business model innovation.   

 

Figure 1: URBACT III Network SmartImpact 

The third network meeting of the SmartImpact network took place in Miskolc, Hungary in January 2017 

and focused on the ways in which municipal organizations need to be transformed to support the 

development of smart cities.   

New technologies, data and innovation are the core of a smart city. Consequently learning, knowledge 

management, and agile approaches to project delivery are ever more important features for 

municipalities wishing to become into smart cities. SmartImpact partners are striving to become 

innovation leaders in Europe and are working to transform their municipal organizations to respond 

to the new challenges.  They want to be in the driving seat when investing into connected technologies 

and supporting local ecosystems of entrepreneurs and innovators. The project partners are pursuing 

a range of approaches to transforming their organisations. Some are placing emphasis on the 

development of teams to make the best use of data, others are building a smart city strategy team 

directly linked with city leaders, whilst others are focused on strengthening citizen engagement. A 

different strategy is to allocate strategic decisions and investments with municipal companies and 

subsidiaries. 

This report looks at the governance and organisational structures that can support the development 

of smart municipal organizations based on the experience of SmartImpact partners. It presents an 

overview of the wider challenges of organizational development and approaches taken by the 

SmartImpact member cities Zagreb, Eindhoven, Dublin and Manchester.   A municipality that strives to 

develop and run a smart city needs to create excellent knowledge management structures and 

processes.  

The conclusion presents guidelines that are aimed to help cities to streamline their municipal 

organizations to address some of the challenges smart cities bring and to drive innovation as a principle 

for urban development. 
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1. The Need for Continuous Organisational Transformation  
 

Becoming a smart city involves many aspects.  A key element is the challenge it brings to municipalities 

as organisations.  As a cross cutting theme, developments need to be planned, financed, built and 

operated across a range of departments and offices within the city administration. At the same time, 

becoming smart means to engage civil society, local SME’s, research bodies and larger companies into 

the process of urban innovation. This needs a sound top-level organisation, strategy based decision 

making and the management and monitoring of a complex system, often in an iterative approach. 

Putting an innovation-driven approach at the core of urban development fundamentally transforms 

the way how cities organize the urban development process and challenges how structure their own 

organizations for the future. It requires municipalities to depart from administration-focussed 

institutions and become innovation-oriented organizations able to take risks, experiment, incorporate 

new solutions and processes, increase the speed of (re)action and drive change across a wide network 

of stakeholders from the private and public sectors. 

Municipalities have not been known as innovation leaders. This is due to traditional organization 

structures e.g. silos, fragmented management, budget structures, public procurement regulations, a 

risk-adverse culture as guardians of public funds.  There are has also been little focus on the calculation 

of the real costs and benefits of smart technologies.  In the past reforms and organizational changes 

have been infrequent, often after political elections and following a political agenda. The drivers have 

changed, with efficiency savings high on the agenda. In today’s world, all municipal staff need to 

engage in continuous learning and innovation processes to improve services, enhance efficiency and 

make best use of new and connected technologies:  

“If anything, the need for understanding how organizations learn and accelerating that 

learning is greater today than ever before. The old days when a Henry Ford, Alfred Sloan, or 

Tom Watson learned for the organization are gone. In an increasingly dynamic, 

interdependent, and unpredictable world, it is simply no longer possible for anyone to “figure 

it all out at the top.” The old model, “the top thinks and the local acts,” must now give way to 

integrating thinking and acting at all levels. While the challenge is great, so is the potential 

payoff. “The person who figures out how to harness the collective genius of the people in his 

or her organization,” according to former Citibank CEO Walter Wriston, “is going to blow the 

competition away.”  (Peter Senge, 2009) 

2. An Introduction to Organization Development 
 

Organization development has a long-standing tradition in both the private and in the public sectors. 

It is the study of successful organizational change and performance and has been defined as the 

following:  
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“Organization development is an effort (1) planned, (2) organization-wide, and (3) managed from the 

top, to (4) increase organization effectiveness and health through (5) planned interventions in the 

organization’s “processes,” using behavioural-science knowledge.”1 

Organization development differs from other planned change, such as project management or 

innovation, because the focus is on building the organization’s ability to assess its current functioning 

and to achieve its goals. It is oriented to improving the total system—the organization and its parts in 

the context of the larger environment. 

The main approaches towards organization development stem from the private sector and focus on 

enhancing productivity and agility of organizations so they would be able to better react to a changing 

environment.  

“Organization development is directed at bringing about planned 

change to increase an organization’s effectiveness and capability 

to change itself. It is generally initiated and implemented by 

managers, often with the help of an OD practitioner from either 

inside or outside of the organization. Organizations can use 

planned change to solve problems, to learn from experience, to 

reframe shared perceptions, to adapt to external environmental 

changes, to improve performance, and to influence future 

changes. ”2 

As examples, the most widely applied models of organization development are the “7S Model” 

(McKinsey) or Lewin’s “Change Model”. 

 2,1 The 7S Model 
The 7S Model helps to analyse and improve an organization based on 3 hard elements (strategy, 

structure, systems) and 4 soft elements: (shared values, skills, staff, style). 

 Strategy: top level plan to pursue and achieve the goals of the organization 

 Structure: line of reporting, task allocation, coordination and supervision levels 

 Systems: supporting systems and processes: e.g. information systems, financial reporting, 

procurement, resource allocation, management systems etc. 

 Shared Values: Core values of the organization. Form the underpinning culture and how the 

organization behaves and is perceived to behave 

 Style: The overarching style of leadership and the culture of interaction in the organization 

 Staff:  number and types of employees 

 Skills: Skills and competencies of the employees3 

  

                                                           
1 Cummings und Worley 2011, S. 2 
2 Cummings und Worley 2011, S. 23 
3 Hungenberg 2014, S. 54 
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2.2 Lewin’s Change Model 

Lewin’s Change Model shows the steps that traditional change managers have taken to transform 

organizations so they would incorporate a new way of behaving: 

 

Figure 2: Lewin’s Change Model 

 

2.3 Reality Dimensions of Organizations 

In recent years it has become increasingly acknowledged that organization development should not 

be confined to just the formal structures and processes.  A second dimension of organizational reality 

is present in each of our organizations and it is at least as strong and as important as the first. 

The first organization is the explicit level. It is what you see and talk about every day in your 

organisations. Communicating on the level of the first organization would make you say something 

like:  

“We got the budget agreed and we have decided about tasks and milestones. Let’s go!” 

The second organization is implicit and is between the people. It is a collective unspoken agreement 

between all members of the organization. It contains the implicit rules of the organization and the 

unspoken motivations for action, and often they make up a large part of an organisation. 

Communicating on the level of the second organization would make you say something like: 

“Now the director gave this job again to Thomas. Does he not see that he is completely 

incapable of accomplishing this work? He’s just showing off. I hope he messes up so everyone 

sees it.” 

“I have contributed way more than anyone else to this project? And now she takes all the 

credit. I’ll never do this again…” 
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Figure 3: Reality dimensions of organizations 

To summarise, organisational development 
a) encompasses all components of an organization, including the main areas of management 
b) needs to follow a process that enables continuous learning and flexibility  
c) deals with the explicit and the implicit structures and factors that shape the behaviour of people at 
work. 

3. Specific Demands for Organisational Development in Smart 

Cities 
 

The development of smart cities is a specific challenge for municipalities and city administrations 

principally because several factors converge, needing flexible, agile and innovation-driven 

organizations: 

3.1 Increased importance of knowledge and learning 

 

 Rapid technological change places a high burden on the planning, financing and operation of 

urban infrastructures and municipal services. In 2013, when the Euorpean Commission began 

the first smart cities and communities’ initiative, cities that were able to embrace the Internet 

of Things (IoT) were at the forefront of innovation. In 2017 the first cities experiments began 

with block chain technology in the energy sector and self-learning algorithms for data-driven 

transaction platforms.  However most cities have not yet even begun to look at how IoT could 

support service delivery or at the opportunities offered by active management of urban data. 

 Increasingly complex environments pose large challenges for city managers and 

municipalities dealing with demographic changes, efficiency challenges and budget 

reductions, rapid socio-economic changes and an ageing infrastructure.  On the other hand, 

they are required to address challenges like global warming, resource depletion, the digital 

transformation of our societies and an integration of European societies and markets on a local 

level, all with a citizen based and hands-on approach.  
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These two factors hint at an increased importance of knowledge and innovation for the development 

and management of our cities. Only if continuous learning takes place in a structured way (allowing 

people to make mistakes and learn from them), will municipalities be able to keep up with 

technological change and increasingly complex environments. Knowledge and learning, however, are 

tied to people. They reside within individuals in the organization. Knowledge is information plus 

judgement, and the latter is based on experience. Municipalities and city administrations therefore 

have to increasingly understand their employees as key resources to master the transition towards 

smart cities. There is a need to invest in educating and retaining personnel.  

Moving beyond education and learning, knowledge management is a key discipline for 

municipalities that want to become a smart city! 

Whilst knowledge is increasingly important for our organizations, there are also huge challenges in 

dealing with it on a daily level: 

 External knowledge is rejected without assessing it properly (the “not invented here 

syndrome”). 

 Resources are wasted because the wheel is reinvented continuously and a structured analysis 

of best practices and existing approaches is not undertaken. 

 Electronic systems of “knowledge distribution“ are often empty and not user friendly 

 Action-relevant knowledge is not being shared or subject to political and tactical use. 

 Folder systems and databases produce data graveyards with outdated information clogging 

the systems 

 Experts leaving the organization leave large gaps behind  

 Experiences are not documented and mistakes are repeated. 

A municipality that strives to develop and run a smart city needs to create excellent knowledge 

management structures and processes. It needs to motivate, educate and retain its employees and 

it needs to systematically search for and incorporate new knowledge (about technologies, solutions, 

new processes, instruments etc.) into their daily work. 

3.2 Changing patterns of management and organization structures  

 

Becoming a smart city is an instrument to achieving a greater goal or a vision for the society living and 

working together in a specific urban agglomeration. Making cities smart is not a goal in itself. 

Connected technologies and information systems serve to support a sustainable development of a city 

in order to enhance efficiency of public spending, improve public services and increase quality of life 

for citizens.  

Politicians and city managers who opt to create a smart city therefore need to first of all formulate a 

larger vision for the city, define development goals and underpin them with performance 

measurement systems that help keep the development on track.  

A smart city poses a challenge to the strategic city management.  This is because it forces city leaders 

to define development goals and then leaves them to figure out for themselves which strategies, 

projects, and technologies are required to achieve them.  And this is taking place in the ever changing 

environment of technological innovation. 
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For this reason, new management tools for city leaders are required that will help them allocate the 

limited resource of their organizations in a strategic way across departments and offices to maximize 

achievements and increase the performance of their organizations. They also need to collaborate with 

research and the private sector to make sure they stay on top of innovations and technological 

development.  

The Fraunhofer Morgenstadt Framework4 or strategic management software are two different 

approaches towards a strategic management for a smart city. 

4. Organisation Development in SmartImpact 
 

There are a number of ways cities can transform their organizations towards smart city readiness. 

SmartImpact partner cities are adopting organisational change at different rates and have different 

approaches to transform their organizations. This section highlights four ways how cities have 

transformed their organisation to better deal with the challenges of a smart city. 

4.1 Zagreb: Tricking Structural Changes through Process 
 

Business process management has the ability to link different offices and departments for the delivery 

of public services. The process - a structured flow of communication, tasks and responsibilities - helps 

to transcend rigid structures and silo operations. Setting up a business process management system 

(BPM) in the city administration can be a powerful first step to create a smart organization when there 

is no support for structural transformations or services need to be delivered in a more efficient way. 

The City of Zagreb is piloting a business process management system as the core approach towards a 

smarter public administration. 

 

The initiative for business process management (BPM), change management (CM) and project 

management (PM) in the City of Zagreb was launched by their Mayor's Office. The aim was to achieve 

business excellence and improve services to citizens and entrepreneurs. The goal was to establish an 

effective, efficient, transparent, flexible, customer-focused city administration. 

 

Zagreb identified the most viable way to reach this goal as a clear definition of all processes that 

connect the customer (citizen) to the service provider and BPM as base for continuous improvement. 

Managed business processes means being able to change them when business logic dictates, as 

conditions change or when there is a need for new services. This requires knowledge, a clear 

methodological approach and technology.  

 

 A repository of business processes contains the individual knowledge of city officials. They are 

set up in a knowledge base of city business in a way so that they are easy to understand, to 

analyse and to evaluate.  

                                                           
4 https://www.researchgate.net/publication/283319948_The_Morgenstadt_Framework 

https://www.researchgate.net/publication/283319948_The_Morgenstadt_Framework


11 
 

 The business processes are harmonized with the strategic and operational objectives of the 

“City of Zagreb Strategy” in order to assure the development of Zagreb in the direction of a 

smart city and the implementation of smart projects. 

 Clear responsibilities for key processes were established to generate accountability and 

efficiency of processes. 

 A system of continuous control and optimization of business processes was developed 

through defining procedures for changing AS-IS processes and TO-BE processes documenting. 

 Transition to e-Services: The repository of business processes provides support to the 

implementation of information technology and software solutions for all processes in order to 

establish a unified information system due to customer needs. 

 The BPM also provides support for the implementation of risk management systems, controls 

and compliance with the standards, laws and regulations. 

 Projects include the development of a system of continuous education of employees, which 

builds not only on the expertise of employees, but encourages changes in behaviour and how 

operations are conducted through the introduction of analysis and continuous improvement 

of “business as usual”.  

 
Figure 4: Levels of BPM in Zagreb 

 

Using the BPM system the of Zagreb is now able to structure processes in an efficient way across all 

departments and offices in the city administration. By creating a joint repository of processes and a 

unified standard for process management, Zagreb managed to break the silos of municipal 

departments and link all public officials into a seamlessly integrated process management system. 
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Figure 5: The project management cycle in the BPM System of Zagreb 

 

 
Figure 6: Example - Modernization of Zagreb’s Zoo as it is represented in the BPM 

An effective BPM contributes to the simplification and modernization of administrative procedures, 

providing fast and reliable support to citizens and businesses, facilitating the preparation and 

implementation of projects and increases transparency and competitiveness.  This enables the 

development of entrepreneurship, attracts investment and boosts overall social and economic 

development. 
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4.2 Eindhoven: Transforming an Organization through Service Oriented 

Structures  

In a two year process the municipality of Eindhoven transformed the organization of the city 

administration to reflect the actual needs of citizens. The process was initiated by the question “can 

the traditional way the city provides services still meets the needs of citizens?”  

The municipality felt that the reality of the administration and the reality of citizens and urban 

stakeholders no longer matched.  A new approach was needed to connect the city administration in 

order to continually align the long-term strategy, short-term activities and daily service provision. 

 

Figure 7: Eindhoven’s organisational structure 

The transformation of the organization was based on four key principles: 

1. The reorganization of departments and programs  

2. The development of a cross-domain network of strategic advisors 

3. The instalment of a strategic programming board 

4. Linking the budget cycle to the strategic programming 

Through this process the municipality shifted from a supply-driven approach of urban services to a 

demand driven approach.  This sensitivity to what is going on outside of the city administration.  To be 

able to work from the outside in, Eindhoven needed to gain an understanding and feeling about the 

developments and trends that shape the city society.  These trends were translated into “themes” and 

“questions”.  This included an intermediate level of issues based on the social priorities and issues. 
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Reorganization of departments and programs 

The level below the Board of Directors was restructured into 15 departments corresponding to the 

three sections of space, social services and municipal support services. 

These were underpinned with 11 cross-cutting programs identified through a cross-domain network 

of strategic advisers (see below) and through integrated meetings within the municipality. They 

ultimately reflect the development goals of the city:  

1. Consolidating economic strength 
2. High-quality public spaces 
3. Climate adaptation and health 
4. Urban densification 
5. High quality facilities 
6. Accessibility 
7. Prevent social des-integration / promoting co-habitation (different social groups are 

able to live together in the same city) 
8. Enlarge independence 
9. Preservation of quality of life in districts and neighbourhoods 
10. Citizen’s participation 

 
Each program is run by a program leader, responsible for ensuring that it was reflected within the 
operational work of the departments. 
 
Development of a cross domain network of strategic advisers 

The development of a cross-domain network of strategic advisors - or similar positions – has helped 

the city understand trends and developments from outside of the organization and translate these for 

Eindhoven. This generates input for all the agendas in different domains. It also serves as input for the 

city level strategic document at a city level.  With the development of an Integrated Strategic Advisors 

Team, Eindhoven laid the foundation for an integrated approach to urban development. Integrated 

cooperation is now a pre-condition for working on the strategic agenda. This has helped to create a 

common and shared vision. Every year the cross domain network organizes a Strategic Table together 

with the Executive Board of the Municipality as part of the budget cycle.  

The Strategic Programming Board 

Each year Eindhoven invests heavily in the development of the city, for the benefit of all. A large part 

of these investments are covered by a legal framework as required by law. Additionally, the city invests 

in specific projects: e.g. it co-finances developments or becomes a risk-carrier in assignments. These 

investments are focused on the development of the city and are coupled with issues/themes that are 

deemed important. They are reflected through the 11 programmes defined as cross-cutting themes. 

Eindhoven also wants to understand other investments that is flowing into the themes. Strategic 

Programming Board links the operations in the departments to the strategic agenda of the city, as 

reflected by the 11 programmes. During the Strategic Programming Board meetings Eindhoven 

matches their real investments with the strategic agenda.  Eindhoven has been working with this 

operational approach since 2015.  
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“Several times a year we create a clear picture on how our projects are ranked on the themes 

considered important by us. Thus, we are able to - from a strategic agenda - inform our 

community about where our effort and investments are directed. Therefore, we get 

opportunities to adjust and work together.”  

 

Figure 8: Linking strategy & operations through the Strategic Programming Board 

Connection to the budget cycle  

It is important that the Strategic Programming Board is connected to the budget cycle. This does not 

mean that the budget cycle should lead, but it is important that decision moments of the strategic 

programming table are connected in order that the themes, questions/issues and financial needs are 

included as the Executive Board take decisions. The budget cycle is therefore a key part of of the 

Strategic Programming Board planning. 

The budget cycle consists of the following components: 

 The yearly financial overview/yearly organisational  financial statements;  

 A framework document specifying policy priorities and financial resources for the year to 

come 

 Intermediate annual financial report 

 The budget 

 Retroactive annual financial report 

 

In conclusion, the Strategic Programming Board provides significant input to the framework document. 

It defines what the city focus on in the coming years based on the developments and trends, and the 

implications for finance and human resources.  
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4.3 Dublin: Leadership through an Innovation Ecosystem  

The journey of the Dublin Region to become a smart city region began in 2011. Since that date the 

approach, framework and resources have changed significantly. Dublin's journey has evolved from a 

fragmented one to a collaborative cross-cutting structure. The Dublin Region consists of 4 local 

authorities the largest of which is Dublin City Council, with a population of over half a million people.  

The journey began as a programme driven mainly by external stakeholders (technology companies), 

with limited internal support and a fragmented approach both within and across each of Dublin’s four 

local authorities. In more recent times it has become a regional collaboration framework with 

executive support and this sets the agenda internally through a challenge based approach. Each of the 

local authorities benefit from regional support, while also developing their own internal smart city 

activities. The collaboration model is key to the success of the Smart Dublin initiative 5.  

 

 

Figure 9: Dublin’s perception of the need for Smart City leaders 

There is an understanding that for Dublin to take advantage of smart technologies, this can only be 

achieved by working with the expertise and know how on their doorstep with their own ecosystem. 

This includes many of the world’s leading technology companies, research centres, start-up and 

innovative SME’s.  

 

                                                           
5 www.smartdublin.ie 

http://www.smartdublin.ie/
http://www.smartdublin.ie/
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Figure 10: Creating Smart Dublin through leadership 

The key turning point for the smart Dublin transition was the appointment of a new chief executive, 

Owen Keegan for Dublin City Council (DCC) in 2013.  He recognized the importance of a coordinated 

approach. In his first year in office, he appointed a resource to co-ordinate DCC’s numerous smart city 

pilots and collaborations.  Additionally in 2015 he proposed the formation of a regional smart cities 

initiative that would maximise resources, enable sharing of best practice and would strengthen 

collaboration across the region. Smart Dublin was launched in March 2016 and Dublinked (Dublin’s 

open data platform) was integrated into the wider project.  

 

Smart Dublin is run by a regional team, reporting to a steering committee chaired by the Chief 

Executive of one the Dublin Local Authorities, Dun Laoghaire Rathdown. The strategy is being built 

through a bottom up and top down leadership approach.  Workshops with over 100 operational staff 

in the four Dublin local authorities were used to find out the priority problems they needed to solve 

and which form the basis of engagement externally. Smart Dublin is delivering a large scale 

procurement by challenge small business innovation research (SBIR) scheme to encourage SME’s and 

entrepreneurs to work with the local authorities to co-innovate and help scale up cycling in Dublin, 

address illegal dumping, develop better flood monitoring systems. 

 

 The regional Smart Dublin team is responsible for: 

 

 The development of smart Dublin strategy (in collaboration with the steering group) 

 The development of common standard protocols that can be shared across the region e.g. 

standard application for smart city applications /demonstrators, procurement toolkits etc. 

 Acting as a first point of contact for engagement with the Dublin Local Authorities in relation 

to smart projects. 

 Building out communication and awareness  
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 Open data guidance and technical support to standardise the publication of Local Authority 

open data in Dublinked. 

4.4 Manchester: Working Together for Incremental Change and  

The City of Manchester is taking an approach that recognizes the challenges of wholesale 

organisational change and directing its efforts towards breaking down silos on a project basis.  

The city is a beneficiary of a £16M IoT city demonstrator project, CityVerve6.  The aim of the project is 

to create a blue print for smarter cities worldwide, using expertise from within the public and private 

sectors in pioneering use of IoT. The project is the UK’s IoT Demonstrator and is based in an area known 

as the Corridor, the area from the city centre incorporating the universities, the hospital, Manchester 

Science Partnership, UK's largest science park owner and other knowledge companies. The city is the 

lead partner for a consortium of 21 organisations, Cisco and a range of technology companies, 

including SMEs. Working alongside the regional transport body and the health authority, the city is the 

potential client of the products and solutions that emerge from the project’s use cases.   The aim is to 

put the city in a position to deliver city services in a more efficient, cost effective way.   

 

Figure 11 CityVerve 

The project is bringing a range of different departments and services together, establishing cross 

disciplinary teams working together to create opportunities and address challenges.  Project 

ownership is managed in a work area of the city known as the “Corporate Core Directorate”. The 

Corporate Core provides leadership, governance and support to the organisation 

organisation including organisation transformation. .  Within this, the Resources and Programmes (RP) 

section takes a lead on externally funded projects including smart city projects.  Ownership, project 

management and coordination of smart technology projects  is carried out by RP.  Other members of 

the municopality are involved in projects via direct approaches and negogtiations (with managerial 

liaison and input).  Key to this is showing how working together can demonstrate value and benefit for 

                                                           
6 www.cityverve.org.uk  

http://www.cityverve.org.uk/
http://www.cityverve.org.uk/


19 
 

the services concerned. Essenital to successful cross domain working success is senior executive 

management endoresment along with elected political member support. 

This process draws closely on the three city governance challenges identified by SmartImpact and also 

aligns with the “Our Manchester” strategy (2016) as the city’s vision to 2025, creating an asset based, 

inclusive approach to city services. 

 How do we ensure a strong leadership for “smart solutions” in our cities? How can we achieve 

“buy-in from the top”? 

 How can we address the problem of fragmentation and silos through a central coordination 

structure and through business process management? 

 How can we build an appropriate engagement model and build greater awareness of the 

opportunities within municipality staff and citizens? 

 

Figure 12 Organisational development for smart cities 

A number of cross departmental examples using CityVerve as the driver are : 

Health and Social Care – Adult social care is the responsibility of local authorities in the UK and 

represents a major budget demand. As part of national government devolution, the city region is now 

in charge of its own health budget.  There is a significant amount of overlap between health and adult 

care services.  Using CityVerve, the local Neighbourhood Teams and University Hospital South 

Manchester (UHSM) are developing solutions which will make neighbourhood based nursing and 

health care teams more efficient and better able to meet the needs of patients. With huge pressures 

on health and social Care budgets, this is an area where we are looking forward to seeing some 

significant advances in technology solutions and resulting savings.   

Energy and Environment – the project team are working with the capital programmes division 

(responsible for physical infrastructure) and two of the CityVerve partners to identify technologies in 

two key assets of the city – the city hall and the central library. This includes building efficiency sensors 

linked to building management systems and facilities management sensors in shared spaces such as 

wash rooms, workspaces and meeting rooms. The waste and recycling team are also developing 

options for cost effective bin sensors to be trialled along the Corridor. 
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City Centre Review – part of the CityVerve project includes a digital transformation pilot for the city 

focused on the outcomes of the City Centre Review (CCR). In December 2016 senior members of the 

council instigated a review of the delivery of services in its centre. The review looked across 

organisations and engaged with key stakeholders, including city centre users, providing a 

comprehensive picture of the key areas. The aim is to create a better understanding of the complexities 

of demand and pressure points for services delivered in the city centre and develop an action plan to 

address the issues. This included management of the public realm and public spaces, transport and 

highways, parking services, and people's perception of these aspects. There was also the opportunity 

to look at how could technology and digital solutions support city centre management.  This includes 

staff from the Reform and Innovation team (responsible for the review as lead for the wider agenda of 

public service reform), alongside neighbourhood delivery staff (direct service delivery to citizens), 

procurement services (new approaches to problem based tendering) all working alongside the projects 

team responsive for project management.   

In conclusion, these are real examples of how cross disciplinary groups are working together to exploit 

the opportunities offered by CityVerve. Whilst this is not wholescale organisational change, it 

represents new opportunities and relationships being built within the council and the intention is to 

use this as blueprint for future work. 

5. A Model Smart City Guideline for Organization Development 

 
There is no standard formula for creating municipal organizations that are able to deal with the 

challenges of smart cities – and since organizations are very individual, this formula will most likely 

never exist. However, the lessons learned through SmartImpact serve as a basis for designing a 

guideline that will help cities create better adapted organizations and speed-up the process of 

becoming a smart city. 

Drawing on the experience from SmartImpact partner cities like Dublin, Eindhoven or Zagreb helps to 

understand how different municipal approaches to organization development for smart cities are 

already put into practice. By combining them with concepts for organization development like the “Art 

and practice of the learning organization” from Peter Senge7 or the Fraunhofer Morgenstadt 

Framework8 we can identify three main areas of intervention that are necessary to transform municipal 

organizations into smart city management systems: 

1. Collective leadership 

2. Strategic management 

3. Learning organization 

  

                                                           
7 Senge 1994  
8 http://www.morgenstadt.de/en/solutions/solutions_for_cities/city_labs.html  

http://www.morgenstadt.de/en/solutions/solutions_for_cities/city_labs.html
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5.1 Collective Leadership 
Collective leadership comprises the mind-set and skills needed by a group of people to collaboratively 

guide processes and projects towards positive sustainable outcomes. It is the capacity of a group of 

leaders to deliver their contribution to a joint purpose collaboratively, while putting high priority on 

the common good, and balance between the needs of people, profit, and planet.9  

For municipalities, collective leadership is needed to tackle the challenges of the smart city. At the core 

of this, the leaders of a city (heads of departments, mayors, leaders of municipal companies, citizen 

representatives etc.) understand that collaboration is the key to a successful smart city and also to 

personal success.  

Collective leadership for a smart city builds on a shared vision and goals, which foster the development 

of a smart city as a key goal to follow in all strategies and policies of the city. It entails a balanced long-

term perspective that is able to steer development towards long-term goals without compromising 

short-term benefits at the same time. Collective leadership roots the development of a smart city 

within city stakeholders and networks and makes best use of the local innovation ecosystem. 

 

Figure 13: Guiding questions to create collective leadership in municipal organizations 

  

                                                           
9 Kuenkel und Schaefer 2013  
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5.2 Strategic Management 
 

An organization that develops and manages a smart city needs to be able to provide excellence in 

strategic management. Strategic management is the continuous planning, monitoring, analysis and 

assessment of all that is necessary for a complex organization to meet its goals and objectives.  

Strategic management for a smart city combines a long-term strategy with short-term investments. It 

uses indicators and performance monitoring systems to track progress and success. Technology based 

management tools link processes across departments, provide efficient e-services and enhance overall 

efficiency of spending and activities. Cross departmental organizations are needed to improve 

communication and management of increasingly interdisciplinary and cross-sectoral projects. In 

particular, the technology department (often entrusted with running the infrastructure) needs to be 

supplemented by a data unit that governs and processes city data across all departments and 

institutions. Last but not least, a strategic management system of a smart city has a different view on 

the budget. This links the budget to the development goals and to strategic interests of the city and it 

applies innovative forms of procurement to link the local innovation ecosystem into the development 

process of the city. 

 

Figure 14: Guiding questions to improve strategic management within municipal organizations 
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5.3 Learning Organisation 

A learning organization is a group of people working together collectively to enhance their capacities 

to create results they really care about. Senge popularized the concept of the learning organization 

(The Fifth Discipline). He proposed the following five characteristics:  

1. Systems thinking. This is a conceptual framework that allows people to think beyond the 

boundaries of departments, disciplines or organizations. It enables public officials to 

understand the city as an integrated system and get a clearer understanding for their own 

role within the system. The approach of systems thinking is fundamentally different from that 

of traditional forms of analysis, which focus on separating the individual pieces of what is being 

studied. Systems’ thinking, in contrast, focuses on how the thing being studied interacts with 

the other constituents of the system – a set of elements that interact to produce behaviour – 

of which it is a part. This means that instead of isolating smaller and smaller parts of the system 

being studied, systems thinking works by expanding its view to take into account larger and 

larger numbers of interactions as an issue is being studies. This results in sometimes strikingly 

different conclusions than those generated by traditional form of analysis. This is especially 

when what is being studied is complex or has a great deal of feedback from other sources, 

internal or external.10 

2. Personal mastery. The commitment by an individual to the process of learning is known as 

personal mastery. We have seen that knowledge sits at the centre of a smart organization, and 

knowledge is acquired through learning. Individual learning is acquired through staff training, 

development and continuous self-improvement; however, learning cannot be forced upon an 

individual who is not receptive to learning. Research shows that most learning in the 

workplace is incidental, rather than the product of formal training; therefore it is important to 

develop a culture where personal mastery is practiced in daily life. A learning organization 

has been described as the sum of individual learning, but there must be mechanisms for 

individual learning to be transferred into organizational learning.  

3. Knowledge management. The benefit of team or shared learning is that staffs grow more 

quickly and the problem solving capacity of the organization is improved through better access 

to knowledge and expertise. Smart organizations have structures and tools that facilitate team 

learning and an easy flow of information between all staff members.   

                                                           
10 For a good introduction to systems thinking please refer to Meadows 2008 or Aronson 2011 

https://en.wikipedia.org/wiki/The_Fifth_Discipline
https://en.wikipedia.org/wiki/Organizational_learning
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Figure 15: Guiding questions to build a learning organization 

 

6. Success Factors for the Development of Smart Municipal 

Organizations 
 

Knowledge and innovation are at the core of developing smart cities. The way people in organizations 

learn, interact, share information and work together across hierarchies and functions represents the 

decisive factor for creating successful smart cities. The efficient organization of work is a topic of 

numerous studies and publications. However, the organization of knowledge and innovation in 

municipal organizations such as city administrations has to date been not addressed in depth.  In the 

context of creating smart cities, the ability to enable innovation, learning and experiments is emerging 

as an important features for municipal organizations. 

The following is a summary of pointers that aim to support organisational transformation in your own 

municipality. 

6.1 Core elements and techniques 
 

• Incentivise public officials to value innovation and continuous improvement over routine and 

secure processes: identify and analyse “the willing and the able” so you can create motivation 

to engage. “What do they care about?” “What is important to them?” 
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• Create positive impulses from above. Make sure transformative projects and innovative 

processes receive an invite from an authoritative figure (senior managers, councillors). 

• Engage in participatory problem formulation: Identify the problem involving heads of 

departments in order to develop a sense of ownership of the problems. 

• Demonstrate the value of smart solutions and innovation-driven projects to different groups 

of stakeholders: academia, business, citizens etc. (win-win potential). 

• Demonstrate the art of possible by using examples, case studies, and stories from people who 

have gone through similar processes, lessons learned, best practices. This report shows that 

municipal organizations can be transformed! 

• Use Cost Benefit Analysis (CBA) to evidence impact and value. These are also helpful in 

justifying budgets. 

6.2 Techniques for longer term engagement 

 
• Informal networks: build a network of the engaged and motivated people in your organization 

and meet regularly for informal exchange of ideas and information. 

• Do not underestimate personal relationships. In the end we are all human beings with a 

tendency to work with and support the people we know and like. 

• Getting funding from external sources or offering funded products upfront e.g. sensors, etc. 

can sometimes help a good project to materialize. From there it needs to be continuously 

fostered in order to generate a transformative impact. 

6.3 Additional push factors 
• Responsibility towards the public: as plans are open to the public, accountability becomes a 

key factor. 

• As large-scale plans go ahead people may be afraid of not being part of something. 

• Personal motives to satisfy different interest groups. 

6.4 How to get politicians behind your smart city strategy 
• Target top level engagement and know your audience – understand their priorities and 

interests.  Help them to succeed! 

• Know the political cycle and timescales. Identify the window of opportunity to do things 

differently. 

• Use civic pride to motivate and show improved city profile (brand). 

• Demonstrate citizen engagement and support. 

• Link to/align with city agenda and strategy and to national/EU frameworks. 

• Show value to stakeholders in terms of impact and finance.  Demonstrate funding possibilities.  

Well defined benefits, resources and goals with tangible benefits. 
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• Case-make and visualise scale up (e.g. living labs). 

• Focus on opposition too – work across common objectives. 

• Use formal and informal networks. 

• Communication including social media to campaign for project. 
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