
Introduction 
The City of Guadalajara is one of 24 cities chosen to receive a grant  
from IBM in 2011 as part of IBM’s citizenship efforts to build a  
Smarter Planet™. IBM’s Smarter Cities™ Challenge aims to contribute 
to the improvement of high-potential cities around the world.

During a three-week period in July 2011, a team of six IBM experts 
worked in the City of Guadalajara to develop and deliver their 
recommendations on improving the City’s cross- departmental systems, 
processes and governance to Mayor Jorge Aristóteles Sandoval Díaz  
and a wide range of stakeholders.

The Opportunity
The Guadalajara metropolitan area is the second largest in Mexico, with  
a population of just under four and a half million. Within this, the city  
of Guadalajara has nearly one and a half million inhabitants. It has a rich 
cultural heritage, friendly people and a temperate climate. With excellent 
higher education facilities and a young, ‘tech-savvy’ population, a number 
of its industries are recognized as world class. In October 2011, it will host 
the Pan American games, leaving a legacy to benefit generations to come. 

However, like many cities around the world, Guadalajara faces escalating 
demands from its citizens and businesses for services, while at the same 
time its revenues are under pressure. During its discussions with City 
officials, the team found barriers across City departments which prevented 
citizens and business from accessing City services easily. Issues mainly 
revolved around data – its accuracy, storage, and accessibility. Different 
departments managed numerous individual systems, using manual entry 
systems that created conflicting and inexact records. The team focused on 
turning this historically fragmented and inaccurate picture into a “single 
view” of government services, clear and accessible. Fully integrated data 
leads to informed decision-making, improved services and better use of 
funds. It is the first step to becoming a smarter city. 

Highlights: 

•	 Forming	a	new	“Transformation	Office”	
responsible	for	strategic	planning,		
deployment	of	business	systems	and		
IT-related	architectures	would	provide		
a	foundation	for	implementing	all	other	
recommendations.

•	 Undertaking	comprehensive,	cross-	
departmental	process-mapping	and	
re-engineering	would	help	improve		
processes	and	collaboration.

•	 Implementing	a	unified	web	portal	and	
consistent	data	architecture	would		
improve	transparency	and	efficiency	
throughout	the	City.
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term initial step to achieve rapid, measurable results. It would 
be based on a common content platform, eventually becoming 
the window onto the City’s entire data and used by all of  
its stakeholders.

• This unified view is also essential as the platform upon which 
to build a pervasive system of e-government services based on 
workflows. Accessing through a ‘single window’ would help 
citizens become more self-sufficient. It would speed up the 
many processes citizens and businesses need  
to follow and make them transparent.

• As the City generates more and more data and stores it  
in a consistent, electronic manner, it can begin to use business 
analytics to search that data in order to find hidden patterns. 
These could, for example, help prevent and solve crimes, 
identify common health issues or offer unexplored 
opportunities for transport improvements.

• In the past year, the City has begun to integrate its IT 
platform. This process needs to continue, but we suggest the 
City also look at provisioning some or all of its systems on  
a ‘Municipal Cloud’. This might help overcome the ever-
present issue of lack of capital and speed up the journey  
to a consolidated, virtualized and efficient platform.

• Finally, we note that Broadband adoption by citizens and 
business is around 25%, which is lower than many other global 
cities, though good by Latin American standards. Improving 
this, with City intervention if necessary, is clearly desirable.

For more information
To learn more, send an email to ccca@us.ibm.com 
or visit smartercitieschallenge.org

Recommendations
Interviews uncovered a number of themes that prevailed 
across departmental boundaries. These themes fell into three 
main areas: Governance and Management; Process and 
Collaboration; Tools and Technology. While these areas are 
interdependent, establishing a new form of governance to 
manage its systems, technology architecture and roadmap  
is of particular importance. Without this, many of the team’s 
recommendations cannot be implemented. This governance 
needs to be apolitical, to pervade organizations, to cross 
departmental boundaries and transcend changes in political 
administration. It should be the bedrock upon which all other 
recommendations are built.

Governance and Management
• The City should implement a ‘supra-departmental’ form  

of governance that transcends changes in elected officials. 
This should be done under the auspices of a ‘Transformation 
Office’ responsible for strategic planning, deployment of 
business systems and IT-related architectures. This office 
would be headed by a Chief Transformation Officer with 
executive responsibility.

• There is also a need to develop a “single view of land”.  
The City has a highly developed Cadastre land-mapping 
system and this should form the basis of a sophisticated 
City-wide view of its land, its usage and its reporting.  
Many departments talked in terms of presenting their  
data in the form of a ‘map’; the City should build on its 
current Geospatial Information System (GIS) to create this.

• The City should go through a Brand Audit to help it 
understand the brand it wants to present to the world  
and to manage it more strategically.

Process and Collaboration
• Many City processes are not currently managed in a systemic 

manner. While efforts have been made in the past at process 
documentation, they have not been used effectively since 
they were completed. They should now form the basis of a 
comprehensive cross-departmental process mapping and 
re-engineering exercise.

• While the citizen is recognized by all departments as  
being at the heart of everything they do, the citizen is not 
utilized as a strategic asset in helping the City achieve its 
goals. This is partly an issue around data – the City should 
create a ‘single view’ of all its citizens and businesses. It also 
needs to use the ‘Citizen as a Sensor’ – engaging the citizen 
through the use of technology and social networking to be  
a core part of how the City understands, responds to, and 
recovers from problems, issues, incidents and opportunities.

Tools and Technology
• The City has a disparate and fragmented set of systems, only 

some of which are formally managed by the IT Department. 
Creating a unified web portal would be a relatively short-
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Conclusion
We believe that the City is well positioned to achieve its goal 
of becoming a ‘modern city founded on innovation’. The first 
part of this journey is to build the foundations on which any 
smarter city must rely – Governance, Process, IT Systems and 
Tools. We hope that the roadmap outlined in this report will 
help guide the City on that journey. It will require strength, 
courage and political will, but we believe that Guadalajara can 
rise to the challenge.




