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Introduction
In last year’s mayoral race in Vancouver, Washington, the 
issue dominating the debate leading up to the election was 
whether tolls would be used to finance the new $4 billion 
Interstate 5 bridge across the Columbia River. Incumbent 
Mayor Royce Pollard claimed the tolls were inevitable. 
Challenger Tim Leavitt called the tolls an unfair burden on 
southwest Washington commuters.

Largely on the strength of his opposition to the tolls, Leavitt 
won the election and was sworn in. What is interesting about 
this election, however, is that the decision on tolls will be 
made not in Vancouver but by the state legislature and 
transportation regulatory authorities. The people of 
Vancouver have elected a mayor as a consequence of his 
position on  issue over which he does not have decision 
authority.

The Vancouver mayoral race is not unusual in that respect, 
except perhaps in degree. Many, if not most, municipal 
elections hinge on issues over which the municipal 
government may only have limited control. The electorate 
has a tendency to overestimate the impact that city 
government can have on issues and there is an interest 
among political candidates to exaggerate the amount of 
influence that they have on those issues.

Knowing the limitations of a city government can be as 
important as knowing its strengths. A mayoral candidate of a 
major US city recently pledged to create a one-stop 
customer service web portal where a citizen could go online 
to a single webpage to track the status of building permits, 
schedule bulk rubbish pick-up and find out whether reported 
potholes had been fixed. Although it could probably be 
done, the cost to implement this would not be justified by 
the anticipated benefits. Nevertheless, the commitment 
stood.

Such determination is admirable and a common feature 
among the highly driven people who serve as city mayors. 
But if elected, the mayor would need a clear understanding 
of the city’s management limitations in order to prioritize the 
implementation of campaign promises. Such clarity also 
provides a road map in order to develop the capabilities that 
turn campaign promises into concrete solutions. Mayors 
who act without first acquiring an understanding of city 
government’s capabilities could be in for a frustrating term 
and pay a political price, as their initiatives falter in the face 
of a municipal government that is not prepared to execute. 
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When most mayors enter office they have a deep 
understanding of the community they serve and a strong 
grasp of the policy challenges they face. For months they 
have debated the state of crime, housing, healthcare, 
economic development, taxes and other core policy issues. 
They have run on a platform to act on them. Unfortunately, 
there may be a considerable disconnect between what a 
candidate has promised and what their city can deliver. 

Most new mayors, like new leaders of any organization, have 
little visibility into the capabilities of the organization they 
inherit. This can lead to challenges in implementing their 
policy agenda and frustration with the results. Inevitably, 
they can find themselves spending more time on 
management issues and less time on policy issues than they 
ever could have imagined. As Mayor John Hickenlooper of 
Denver said, “with trying to hire 55 people to run the city, it 
was hard to imagine any honeymoon.”

The importance of knowing your  
organization’s IQ 
In 1983 Harold Gardner, Professor of Cognition and Education 
at Harvard’s Graduate School of Education, introduced the 
theory of multiple intelligences. Gardner suggested that efforts 
to define intelligence in pure cognitive terms and measure it 
using a single metric were misguided. He instead proposed a 
family of measures that included spatial, musical and 
interpersonal skills. Gardner’s key insight was that intelligence is 
a multi-dimensional attribute that can include cognitive, 
emotional and physical capabilities. 

Organizations are no different. They can be cognitively 
intelligent, having the capacity to collect and analyze large 
amounts of data. They can be physically intelligent, having 
systems and infrastructure designed to provide performance 
feedback and self-correcting mechanisms. Or they can be 
emotionally intelligent, being skilled at sensing and responding 
to the emotive needs of customers, employees or other 
stakeholders. 

In recent years, mayors such as John Hinkenlooper (Denver), 
Shirley Franklin (Atlanta) and Michael Bloomberg (New York) 
have focused on cultivating intelligent city governments. These 
and other mayors have made investments in decision support, 
customer service and public infrastructure systems that have 
collectively enhanced their government’s overall organizational 
intelligence. These systemic improvements in the underlying 
cognitive, physical and emotional capabilities of their 
organizations have been instrumental in their ability to advance 
policy agendas (see sidebars). 

Martin O’Malley, the former mayor of Baltimore and current 
governor of Maryland, liked to point out that an effective 
government is a connected government. “It’s about timely, 
accurate information shared by all,” O’Malley said. “It’s about 
the rapid deployment of resources. It’s about effective tactics and 
strategies and the relentless follow-up and discussion and 
dialogue that allow you to drive progress and get the graphs 
moving in the right direction.” 

O’Malley is describing the essence of an intelligent organization: 
translating data into decisions and decisions into action. This is 
what a city’s management infrastructure should do.

Chirag Rabari
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Focusing on external partners 
When Atlanta Mayor Shirley Franklin took office in 2001, she 
did so without the support of the local business community. 
The business interests in the city had largely backed 
Franklin’s opponent, a veteran of city politics who had spent 
years garnering their support. So it was surprising when, 
immediately following the election, Mayor Franklin began a 
comprehensive effort to include business leaders in the 
details of governing the city. Franklin asked the business 
community to lead searches for senior staff positions and to 
serve on commissions convened to solve the city’s most 
critical issues. 

The private sector responded by raising $2 million for Mayor 
Franklin to conduct management audits, fulfilling a key 
campaign pledge. By the time Franklin left office in 2010, she 
had incorporated business community input into the most 
important decisions of her term, attracted over $20 million in 
pro bono support and made extensive use of dozens of 
loaned executives. These efforts culminated in the creation 
of the Atlanta Committee for Progress (ACP), a 25-member 
strong advisory council composed of CEOs from the largest 
companies in Atlanta, including Delta Airlines, Georgia 
Power and The Coca-Cola Company. That body remains in 
place advising the new mayor. 

In return for inclusiveness, the business community provided 
critical support for the mayor’s policy agenda. They 
supported a sales tax dedicated to funding an upgrade of 
the city’s sewer system. They raised millions to support 
homelessness initiatives. And they launched a campaign to 
raise $60 million for the Atlanta BeltLine, the mayor’s most 
important economic development initiative.

Getting off to a smart start 
It is no coincidence that successful programs to improve a city 
government’s organizational intelligence generally begin early 
in a new mayor’s term. While there is often pressure to show 
progress against the policy agenda, perceptive mayors in their 
roles as managers of large, complex organizations recognize 
that their long-term success is intrinsically tied to the quality 
of their organization’s core intelligence. Any organization can 
mobilize its resources to accomplish a handful of discrete tasks, 
but it takes an intelligent organization to execute a complex 
four- or eight-year policy agenda. 

To assist cities in this effort, IBM has developed a methodology 
for assessing the organizational intelligence of a city 
government. We believe that intelligence is embedded in the 
city’s municipal management infrastructure. This infrastructure 
is what organizational leaders rely upon to execute and consists 
of: 

•	 The people and systems that collect and analyze data to 
support decision making. 

•	 The business processes and physical infrastructure deployed 
to execute decisions. 

•	 The organizational culture within which people and processes 
are embedded. 

The municipal management infrastructure is that upon which 
any mayor depends. No matter how well-intentioned or 
capable a mayor is, success or failure ultimately depends on the 
ability of government to make smart decisions and deliver 
results. 

•	 What is the state of your city’s municipal management 
infrastructure? 

•	 What are its strength and weaknesses? 
•	 How would a new mayor systematically address them? 
•	 How would a mayor even know what questions to ask? 

Chirag Rabari

Chirag Rabari



Building Smarter Cities     5

Creating an intelligent public infrastructure
Dubuque, Iowa calls itself the “Masterpiece on the 
Mississippi.” A city born and bred along the banks of a major 
waterway is likely to be more sensitive than most to the 
relationship between urban development and the natural 
resources upon which that development depends. In 2006, 
Dubuque Mayor Roy D. Buol signed on to the US Conference 
of Mayors Climate Action Agreement, which pledged the city 
would reduce its carbon footprint in line with the goals 
established in the Kyoto Protocol to Reduce Global 
Warming. This commitment provoked the adoption of 
Dubuque’s Sustainability Plan that serves as a road map for 
managing the city’s impact on the local and regional 
environment. 

As many cities have discovered, committing to sustainability 
goals and achieving them in an economically viable manner 
are two very different things. It did not take long for 
Dubuque’s management team to realize that one of the most 
cost-effective ways of reducing energy utilization in the city 
was to embed intelligence into the electrical distribution 
infrastructure. 

With new technologies capable of digitizing and connecting 
city infrastructure, Dubuque can provide users with online 
energy portfolios that track and report on their energy usage. 
Customers can manage their energy utilization in a more 
hands-on manner, which can lead to a reduction in wasteful 
energy practices. 

Cities like Dubuque are taking the lead in investing capital 
dollars in intelligence enhancement technologies to help 
improve the performance of public infrastructure, extend its 
life and deliver better outcomes. 

IBM has created a Municipal Management Scorecard that can 
provide a new or incumbent mayor with an assessment of their 
city’s management infrastructure. The IBM Municipal 
Management Scorecard rates the quality of a city’s 
management tool set based on best practices, benchmarks and 
other independent standards. These ratings provide a mayor 
with a view of where the city must focus to turn the 
government they are inheriting into an intelligent 
organization.

Measuring Management Capabilities:
Mind, Body and Spirit
Just as Dr. Gardner proposed a family of measures to assess 
human intelligence, the IBM Municipal Management 
Scorecard (MMS) relies on of a set of measures in three areas: 
Mind, Body and Spirit. 

•	 The Mind measures focus on the systems and processes the 
city has in place to collect, analyze and synthesize the 
information needed to support quality decision making. 

•	 The Body measures assess the functioning of the city, 
particularly the state of its business systems and its public and 
operating infrastructure. 

•	 The Spirit measures assess the animating culture of the 
organization in areas like innovation, customer focus, 
employee focus, sustainability, external partnering and 
transparency. 

Each category is in turn composed of six defining capabilities, 
which allow for a Pyramid ranking from basic to advanced. All 
together, the Scorecard provides a snapshot of the municipal 
government’s strengths and weaknesses across 18 dimensions. 
Each of these dimensions plays a key role in the ability of a 
local government to execute on a mayor’s priorities.

Chirag Rabari
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The objective of the Scorecard is to rate the city across Mind, 
Body and Spirit capabilities using a pre-defined set of metrics. 
These ratings yield a grade that provides the mayor and the 
senior management team with an objective view of the quality 
of their management infrastructure and its overall 
organizational intelligence. Each metric has an Assessment 
Pyramid used to evaluate the quality of any given attribute (see 
the Scorecard on page 8). 

If the bottom levels of the Pyramid are being achieved by the 
local government, but nothing above it, then the city might 
earn a “D.” If the bottom two levels were being achieved, but 
nothing above them, then a “C” might be earned and so on, as 
you work your way up the Pyramid. The IBM Engagement 
Team brings the detailed Assessment Pyramids to each 
engagement, with a review of with a review of best practices in 
local government. The six Pyramids are used to create an 
overall assessment hexagon that provides a general 
characterization of the state of the city in each of the three 
assessment categories.

The Scorecard
The 18 scorecard Pyramids used in the assessment process are 
described as follows:

Figure 1: IBM Municipal Management Scorecard Typology
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The Scorecard: Mind

Figure 2: Strategic Planning Assessment Pyramid
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Figure 3: Performance Management Assessment Pyramid
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Strategic Planning
A smarter city develops strategic plans to set long-term goals and 
inform continuous strategic decision making. Strategy development 
is not a one-time or annual event but an ongoing activity guided by 
general plans and execution strategies.

An effective strategic planning capability consists of:  

Strategic inputs collection: Does the city formally collect information 
such as competitive assessments, benchmarking data and community 
input?  

Financial forecasting:  Does the city create long-term financial 
forecasts to provide a context for strategic decision making?

Capital planning: Does the city forecast capital investment 
requirements and incorporate them into strategic planning?

Services scope and scale determination: Does the city proactively revisit 
the scope and scale of its service delivery goals, given the financial 
context within which it develops strategy? 

Strategic plan:  Does the city produce a strategic plan that lays out 
clear, measurable strategic objectives and the paths to achieve them?

Strategy and execution:  Does the city track its progress against plan 
and make formal modifications during execution?   

Performance Management
No organization can improve without measuring performance. 
Cities make investments across a wide portfolio of services and must 
make effective tradeoffs among competing resource demands. A 
smarter city understands the impacts that incremental investments 
can have on the outcomes that matter because its performance 
management systems deliver this type of intelligence.

An effective performance management system consists of: 

Collection of basic operating data: Does the city systematically collect 
timely, meaningful and accurate operating data?

Basic report production: Does the city publish operating data in a way 
useful to managers and decision makers?

Benchmarking and target setting:  Does the city set meaningful 
performance targets and develop those targets using benchmarking 
assessments?

Accountability standards:  Does the city assess its progress in achieving 
performance targets and incorporate performance targets in its 
process for reviewing managers and employees? 

Business analytics and optimization:  Does the city use performance 
data to redesign processes and systems for optimized performance 
and improved resource utilization?

Performance budgeting:  Does the city use performance management 
data to drive strategic budget decisions?
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Multi-Year Budgeting and Forecasting
A smarter city makes strategic decisions within the context of the 
overall health of its business models. Strategic decision making 
happens if a city is comprehensively tracking and projecting 
financial performance. 

A comprehensive multi-year budgeting and forecasting capability 
consists of:  

Revenue forecasting:  Does the city project revenues over the course 
of the next business cycle with models like scenario forecasting 
rather than straight-line forecasting? 

Cost forecasting:  Does the city forecast cost growth?

Multi-year fiscal goal setting:  Does the city set fiscal policy targets 
across multiple future years?

Multi-year policy goal setting: Does the city set financial policy goals 
over multiple years, such as for revenue collection, cost 
containment initiatives and productivity goals? 

Financial performance tracking:  Does the city systematically track 
performance against its multi-year financial plan?

In-plan adjustments:  Does the city have a formal process for 
making expenditure and revenue adjustments to respond to actual 
performance?

Capital Planning and Budgeting
A smarter city’s capital infrastructure is central to its ability to 
achieve its mission. If a city’s public infrastructure is crumbling 
(streets, parks, airports) or its operating infrastructure is in 
disrepair (firehouses, water treatment plants, prisons), it cannot 
deliver services efficiently or effectively. A smarter city maintains 
infrastructure while planning for expansion to attract and absorb 
future growth that sustains and advances quality of life. A fully 
financed capital investment strategy is critical. Such a strategy is 
the output of a planning and budgeting process that includes 
several key building blocks. 

A fully financed capital investment plan includes:

Capital inventory: Does the city maintain a centralized inventory of 
capital assets?

Capital condition assessment: Does the city track the condition of 
capital inventory on an annual basis and assess it against its 
anticipated lifecycle?

Capital replacement schedule: Does the city maintain a replacement 
schedule for all capital inventories?

Capital growth needs assessment: Does the city project future capital 
requirements that reflect anticipated future growth?

Capital budgeting: Does the city produce an annual capital budget 
that includes a multi-year funding plan?

Capital financing strategy: Does the city have a strategy in place to 
finance both short- and long-term capital requirements?

Figure 4: Multi-Year Budgeting and Forecasting Assessment Pyramid
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Competitive Strategy
Cities operate in competitive markets, competing for residents, 
businesses and private and public investment. A smarter city 
develops and executes competitive strategies in each of these 
markets.

A successful competitive strategy includes:  

Collection of competitive data: Does the city collect and analyze 
competitive data within all existing and potential markets?

Competitor assessment: Does the city identify and assess its primary 
competitors?

Identification of competitive advantage sources: Does the city 
understand and measure its sources of competitive advantage?

Competitive positioning strategy: Does the city have a competitive 
strategy? 

Incorporation of competitive strategy in strategic planning:  Does the 
city use its competitive strategy to inform decision making and 
investments?

Competitiveness tracking: Does the city track the effectiveness of its 
competitive strategy?   

Integrative Problem Solving
Cities tend to operate in discreet silos with little cross-
departmental coordination. They may also fail to coordinate with 
other governmental and non-governmental bodies charged with 
driving similar or related outcomes. A smarter city builds the 
relationships and formal channels necessary to enable intra- and 
inter-enterprise integrative problem solving.

Integrative problem solving capability is generally reliant on:

Outcomes-based strategy development: Does the city align resources 
and measure effectiveness using outcomes-based performance 
metrics?

Intra-enterprise coordination: Does the city task multiple agencies to 
develop coordinated plans for driving strategic outcomes? 

Environmental mapping: Does the city develop a comprehensive 
map of all governmental and non-government agencies charged 
with delivering similar, contingent or related outcomes?

Inter-enterprise coordination: Does the city require its agencies to 
coordinate efforts with other governmental and non-governmental 
agencies?  

Integrated performance tracking: Does the city set performance 
targets and track performance based on these coordinated actions?

Accountability and rewards: Does the city hold managers 
accountable for the effectiveness of collaboration and reward 
success?

Figure 6: Competitive Strategy Assessment Pyramid
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Figure 7: Integrative Problem Solving Assessment Pyramid
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The Scorecard: Body

Efficiency Management
Perhaps no management imperative is more important today than the 
efficient delivery of services. Low revenue growth and cost increases in 
key areas mean that cities must increase the productivity of their 
systems and workforce.

Most cities periodically and on an ad hoc basis launch efficiency 
programs targeted at specific business processes. However, a smarter 
city adopts a comprehensive efficiency management program that 
requires managers to drive efficiency improvements on a consistent 
basis. 

An efficiency management program includes:

Activity-based costing: Does the city know what the fully allocated costs 
are to deliver the internal and external services it provides?

Collection of efficiency measures:  Has the city established what its 
efficiency measures are by service line.  And does it collect that data on 
an ongoing basis?

Efficiency benchmarking: Does the city benchmark itself against public 
and private best practices in service delivery?

Efficiency target setting: Does the city establish efficiency targets on an 
annual basis?

Efficiency tracking:  Does the city collect efficiency data in a centralized 
fashion? 

Efficiency rewards: Does the city have a program in place to reward 
managers for achieving efficiency goals, for example, by sharing 
savings that can be used for capital or other program investments?

 

Public Infrastructure Management
The value of public infrastructure is based on both its scale and its 
utilization. A smarter city makes investments that maximize the scale 
of its infrastructure first. Once that capacity has been fully utilized, 
it invests in infrastructure expansion.  

Infrastructure capacity maximization is largely a product of a city’s 
ability to inject through applied technologies such as smart meters, 
intelligent traffic control systems and infrastructure condition 
monitoring systems.  

A comprehensive public infrastructure management system includes:    

Inventory development:  Does the city use asset management systems 
to track all public infrastructures in a centralized way?

Utilization assessment:  Does the city understand the extent to which 
the public is using the available infrastructure?

Applied infrastructure intelligence:  Has the city implemented 
infrastructure intelligence systems that expand capacity and monitor 
conditions?

Productivity improvement strategy:  Does the city systematically seek 
strategies to improve the performance and extend the life cycle of 
public infrastructure?

Replacement and growth planning:  Does the city plan for the 
replacement and growth of public infrastructure?

Investment prioritization:  Does the city build business cases to prioritize 
investments across its entire inventory of public infrastructure?

Figure 8: Efficiency Management Assessment Pyramid
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Figure 9: Public Infrastructure Management Assessment Pyramid
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Web Enablement
A smarter city is a web-enabled one. A city that fully uses the 
inherent capabilities of web technologies can lower costs and 
improve service quality. Web enablement is important to the 
collection and processing of customer, operational and other 
information needed to manage a smarter city. 

A web-enabled city consists of:  

Information dissemination: Does the city use the web to disseminate 
quality information to customers and other stakeholders? 

Two-way communication: Does the city use the web to communicate 
with customers and other stakeholders?

Transactions:  Are the city’s major transaction processes enabled 
through the internet?

Process transformation:  Does the city use web-based tools to 
process and analyze information instrumental to operational and 
strategic decision making?

Vertical integration:  Does the city use the web to integrate its 
operations vertically, for example, by connecting customer 
information to field operations staff?

Horizontal integration:  Does the city use the web to integrate its 
operations horizontally, for example, by providing a single view of 
the customer across all service lines?

 

Figure 10: Web Enablement Assessment Pyramid
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Figure 11: Technology Management Assessment Pyramid
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Technology Management
A smarter city embeds intelligence into its organization and 
business processes by treating technology as a strategic resource.  

A successful process for technology infrastructure management 
includes:  

Technology in service strategy development: Does the city incorporate 
technology in service strategy development?

Technology strategy:  Does the city have a city-wide technology 
strategy design to support its service strategy?

Enterprise-wide integration and standards:  Does the city integrate 
technology across the entire enterprise and set uniform standards?

Application and innovation:  Does the city seek innovative solutions 
in its formal application choices?

Business practice transformation: Does the city use technology to 
transform business practices fully, or is it more inclined to use 
technology to automate existing business practices?

IT as strategic partner:  Does the city treat its technology team as a 
meaningful strategic partner or as a provider of support services?
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Supply Chain Management
A smarter city maximizes its return on spending by streamlining 
procurement processes and deploying advanced supply chain 
management tools. 

A successful supply chain management system usually includes:    

Centralized procurement information:  Does the city collect and 
analyze purchasing data in a centralized manner?

Consolidated purchasing:  Does the city harness buying power by 
purchasing through a centralized procurement channel?

Streamlined procurement processes:  Does the city deploy a 
streamlined procurement process, for,example, based on the 
Model Procurement Code, or does it burden procurement 
processes with multiple ancillary policies and procedures?

Advanced supplier management:  Does the city engage with suppliers 
in planning for procurement requests?

E-Procurement: Does the city employ an e-Procurement system?

Strategic sourcing:  Does the city participate in buying cooperatives, 
use Federal and State contracts and use other methods for 
improving purchasing economics?  

Operating Infrastructure Management
A city cannot deliver services efficiently manner if its operating 
infrastructure is not maintained at a high level. Poorly performing 
equipment reduces workforce productivity. Facilities in a state of 
disrepair increase energy and operating costs. Vehicles in poor 
condition force operating divisions to maintain excess inventories. 
A smarter city uses a comprehensive operating infrastructure 
management system based on several key building blocks.

An operating infrastructure management system includes:    

Inventory development: Does the city use asset management systems 
to track operating infrastructure in a centralized manner?

Utilization assessment:  Does the city understand the extent to 
which service departments are using operating infrastructure?

Replacement and growth requirements:  Does the city know when 
operating infrastructure must be replaced or expanded in response 
to projected growth in service demand?

Productivity improvement strategy:  Does the city systematically seek 
strategies to improve the performance and extend the lifecycle of 
operating infrastructure?

Cost and business case development:  Does the city develop 
comprehensive business cases to justify operating infrastructure 
investments?

Investment prioritization:  Does the city employ performance and 
financial measures to prioritize investments across the entire 
inventory of operating infrastructure?

Figure 12: Supply Chain Management Assessment Pyramid
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Figure 13: Operating Infrastructure Management Assessment Pyramid
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The Scorecard: Spirit

Focus on the Customer and Community Engagement
A smarter city focuses intently on citizen perception of performance 
and engages the community in strategy and operations planning. The 
city collects comprehensive information about customer experience, 
creates improved service channels to those customers and develops 
systems that make interacting with the city as easy as possible.

A smarter city also builds channels to the community in a systematic 
way. These channels are used to collect and synthesize input from the 
community that drives decision making. Customer channels also 
communicate back to the community, to inform and educate.  Being 
customer-focused requires:    

Customer service standards and performance monitoring:  Has the city 
established formal customer service standards that include tracking 
responsiveness and quality measures? 

Channels for community input:  Does the city employ formal channels 
for the collection of community input on a broad range of strategic 
issues, such as planning, budget and infrastructure?

Customer feedback collection:  Does the city track and assess 
responsiveness to customer service requests and employ customer 
experience monitoring techniques like secret shoppers or random call 
monitoring?

Community input analysis and synthesis:  Does the city analyze and 
synthesize community input in a meaningful way? 

Customer relationship management (CRM) and centralized customer  
contact center (311): Does the city use CRM to create a single 
relationship with the customer across the entire service set? Has the 
city created a centralized contact center that includes 311 capabilities?

Community satisfaction tracking:  Does the city employ techniques such 
as satisfaction surveys to track their effectiveness at engaging 
customers and the community in operations?

Figure 14: Focus on the Customer and Community Engagement Assessment Pyramid
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Figure 15: Focus on Innovations Assessment Pyramid
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Focus on Innovation
A smarter city is innovative and innovation does not occur by 
chance. The smarter city plans for innovation by creating an 
environment that encourages and rewards innovative behavior and 
outcomes. 

Being an innovation-focused city requires:   

Innovation as a strategic goal:  Has the city explicitly established 
innovation as a strategic goal?

Innovation as a core value:  Has the city embraced innovation as a 
core value that guides decision making in areas such as employee 
recruitment and advancement?

Use of innovation incentives:  Does the city incent innovation by 
establishing specific rewards?

Investment in innovation research and development: Does the city 
invest in the creation and dissemination of innovative practices?

Innovation investment pool:  Has the city created a dedicated pool of 
resources to support and invest in innovative ideas?

Innovation scorecard:  Does the city use set goals for innovation 
advances and track progress against them? 

Chirag Rabari
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Focus on Employees
A city is as smart as its employees. The quality of a city’s workforce 
is perhaps the leading indicator of performance of the city overall. 
A smarter city makes strategic investments in employee hiring, 
training and retention to perform at a high level. The degree to 
which city management is focused on its employees is critical to 
success. 

A comprehensive employee management system comprises: 

Recruitment and development:  Does the city aggressively recruit 
high-quality employees and invest in their training and 
development?

Employee evaluation:  Does the city evaluate employees in a 
comprehensive, meaningful manner?

Career ladder:  Does the city provide clear opportunities for 
professional advancement and assist employees in career 
development planning?

Employee satisfaction:  Does the city regularly seek feedback from 
employees on job satisfaction and does it use that data to adjust 
and improve management practices?

Performance-based pay and rewards: To what extent does the city 
reward performance?

Employer of choice:  Does the city assess itself against competing 
employers to measure its performance in competing labor 
markets?

Focus on Sustainability
A smarter city is sustainable and embeds sustainability as a key 
factor in decision making, increasing its chances of making good 
short-term and long-term decisions. Well-designed sustainability 
strategies can also lead to more efficient business processes and 
better public outcomes.    

An effective sustainability strategy includes:

Data collection and benchmarking around key drivers:  Does the city 
collect and analyze data on key sustainability measures? 

Sustainability organization:  Does the city have an adequately 
resourced, dedicated organization charged with developing and 
executing a sustainability agenda?  

Best practices assessments in business processes and technology: Does the 
city systematically review best practices and assess their 
applicability to current operations?

Sustainability target setting:  Does the city set sustainability targets, 
such as carbon footprint, energy utilization, space efficiency 
standards and fleet management efficiency?

Sustainability business case development and investment strategy: Does 
the city develop rigorous business cases to justify the deployment 
of sustainability initiatives? 

Sustainability tracking:  Does the city track progress on 
sustainability initiatives in a comprehensive manner? 

Figure 16: Focus on Employees Assessment Pyramid
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Figure 17: Focus on Sustainability Assessment Pyramid
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Focus on External Partnerships
A smarter city uses the entire breadth of municipality resources. 
By formally engaging the private and non-profit sectors to solve 
public policy challenges, cities can develop better solutions and 
garner assistance in the execution of those solutions.

A successful external partnership strategy would include: 

External advisory council:  Does the city have a formal body of local 
business leaders engaged in providing ongoing advice and 
support?

Pro bono support: Does the city have a formal means for attracting 
and managing pro bono support from local businesses and other 
potential contributors?

External participation in strategic planning:  Does the city engage the 
private and non-profit sectors in strategic planning?

External participation in public policy solution development: Does the 
city engage external resources in ad hoc commissions to address 
important strategic issues? 

External participation in solution implementation:  Does the city 
engage external partners in the execution of strategic initiatives?

Public and private partnerships:  Does the city actively engage in 
public and private partnerships to finance and deliver services?

Focus on Ethics and Transparency
This is without question the most basic attribute. Trust in those that 
control the levers of government is fundamental to a democratic 
system and no city administration can survive long if it tolerates 
unethical behavior in any form.

City managers cannot prevent all ethical abuses. But they can speed 
the rate at which issues are identified while ensuring open and 
transparent government operations. 

An ethical and transparent government relies on:

Zero tolerance for unethical behavior:  Does the city have a clearly stated, 
actionable plan for rooting out and eliminating unethical behavior?

Freedom of Information Act compliance:  Does the city fully comply with 
FIAC requirements?

Openness in information and reporting:  Does the city make available all 
information and assessments to can help the public understand the 
effectiveness of their government?

Internal ethics support systems:  Does the city have a rigorous ethics code, 
enforced by an independent body, with resources like ethics hotlines 
that enable strong ethics enforcement?

Auditing and related agencies:  Does the city have independent auditors 
or inspector generals that provide frequent assessments of city agency 
performance?

Rapid and rigorous response: Does the city respond and take rigorous 
action against those found guilty of unethical behavior?

Figure 18: Focus on External Partnerships Assessment Pyramid
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Figure 19: Focus on Ethics and Transparency Assessment Pyramid
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The Process and Results
Based on the Municipal Measurement Scorecard assessment, 
the IBM team leaves behind a management infrastructure road 
map that constitutes a change agenda for the mayor. Every city 
is different and every mayor has a unique set of policy 
objectives. Any given city assessment is influenced by the 
mayor’s policy objectives. 

For example, if a mayor were elected on a platform of cutting 
costs and improving efficiencies, then the road map prioritizes 
areas that enable that agenda; for example, efficiency 
management, web enablement and external partnering. If the 
mayor were interested in improving customer service, the IBM 
team would emphasize performance management, public 
infrastructure and customer focus in the road map. In that 
sense, not all of the management infrastructure issues 
identified in the Municipal Measurement Scorecard will be of 
equal importance and some will build on others.  

The objective is to develop a prioritized list that includes a 
sequencing of the initiatives needed to move the city to a 
higher level of organizational intelligence. The mayor and the 
city’s senior management team would be involved in this 
process to ensure the road map were consistent with the city’s 
overall policy priorities.

The Path Ahead
IBM created its Smarter Cities program as a central enabler  
for  advancing the quality of the lives of people across the 
planet. The Municipal Management Scorecard is one of a 
series of tools and solutions IBM has built to help cities run 
more efficiently and more effectively. Is your city ready?  
Let’s build a Smarter Planet®.

For more information
To learn more about IBM Smarter Cities, contact your  
IBM Global Business Services representative or visit:

ibm.com/smartercities

ibm.com/gbs
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