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Introduction
The City of Łódź, Poland, was one of 31 cities selected to receive a Smarter Cities 
Challenge® grant in 2013 as part of IBM’s citizenship efforts to build a Smarter 
Planet®. During three weeks in November 2013, a team of six IBM experts worked  
to deliver recommendations on a key challenge identified by President Hanna 
Zdanowska and her senior leadership team:

How can the City of Łódz increase the life 
quality of residents in a sustainable way and 
effectively help those people who have the 
greatest need for social assistance?

The challenge 
With approximately 780,000 residents, Łódź is Poland’s third-largest city by population 
and is located in the center of the country. The former textile industry empire is today 
characterized by the dynamic development of infrastructure for modern business 
sectors. Post-industrialization led to the shutting down of factories in the 1990s, 
which influenced today’s socioeconomic conditions. An aging population and the 
rise of unemployment are putting pressure on the social welfare system, with more 
than 100,000 residents requiring some kind of assistance. Various government 
agencies and nongovernmental organizations (NGOs) are struggling to improve  
the life quality of residents in an environment in which little information is shared.

The IBM Smarter Cities Challenge team is providing the City of Łódź with a roadmap 
of changes for the more effective delivery of social services. The expected outcomes 
are for the City to eventually have the following:
•	 Effective coordination of service delivery by integrating information sources to 

ensure citizens receive correct benefits under the various social assistance programs
•	 Robust integration and coordination of public sector and NGO assistance
•	 More accurate records of residents’ status and activities in order to ensure aid  

is distributed precisely and according to needs
•	 Closed gap between actions required and actions taken in order to make  

better use of funding
•	 Better management of life quality in Łódź through the use data analytics

Highlights: 

•	 Integrated	and	centralized	information	
being	shared

•	 Social	services	with	citizen	focus	as	
opposed	to	program	focus

•	 Improved	payment	accuracy	with	robust	
information	platform

•	 Right	benefits	delivered	to	right	citizens		
at	right	time
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As immediate next steps, the team strongly recommends the  
following actions:
1. Create a single point of ownership for all social services

 – One Vice President to be responsible for all social services
 – A new integrated organization created under the Vice President  

to drive integration of social services 
2. Start to integrate divisions that provide social services under  

the new integrated organization
 – Move two (or more) divisions and corresponding municipal 

delivery organizations under that Vice President; other divisions 
should move over time

3. Create common access points for citizens to connect with the 
divisions for social services

 – Under the ownership of the new integrated organization, build  
an 0800 call center to provide guidance 

 – Build a better website for citizens to get information and introduce 
self-service capabilities over time

 – Encourage citizens to use the new access points through 
advertisement and newsletters

4. Launch an IT architecture program to investigate a common  
shared database solution

 – Perform technology scan of shared database solution for  
social services

 – Decide on a technology and build a short-term implementation/
migration plan

 – Investigate a common case management tool that includes  
a common shared database

5. Start the process of changing to a citizen-centric perspective 
across all divisions

 – Consider external help with change management to make  
these changes

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

Findings and recommendations 
The City of Łódź is made up of various public and NGO agencies, 
organized into a tiered structure, that manage and deliver social 
assistance. The President has overall responsibility. All agencies operate 
in silos, using their own tools, data and processes with very limited 
manual integration. Social workers have a strong desire to provide the 
best services to the needy but are constrained by the lack of integrated 
information across units. As a result, citizens have to interact with a 
number of different agencies to get services. 

This unintegrated social support structure makes it difficult to ensure that 
the correct benefit payments reach the correct person in a timely manner. 
The effectiveness of social programs is hard to measure, and the President 
has no way of knowing if benefits are being provided for the right reasons.

The Smarter Cities Challenge team has provided recommendations that 
form a journey toward smarter social services, progressing through a series 
of incremental steps as the City develops its capabilities from simple data 
sharing across all agencies within the ecosystem to comprehensive 
social outcomes. The common theme across the recommendations  
is “citizen centricity,” meaning organizing information and delivering 
services based on the citizen’s needs.

The first steps of the journey are geared toward laying a foundation to 
improve the quality of information integration across all agencies, as below:
•	 Sharing information about citizens applying for benefits across  

all agencies
•	 Guiding citizens to the right programs through common touchpoints 
•	 Organizing and structuring City departments/divisions to move away 

from a “program-centric” to a citizen-centric perspective

The specific recommendations are detailed further in this document. 
The following recommendations are the first steps the City should take:  
(1) optimize the social services organization, (2) expand communications 
and access to social services, (3) develop an integrated governance 
approach and (4) integrate all citizen data through a shared  
citizen database.

The next steps are to transform the entire social services function  
toward a citizen-centric operation, as listed below:
•	 Organizing departments and agencies around citizens’ needs
•	 Sharing more data and linking processes 
•	 Completing departments’ transformation to citizen centricity  

in an integrated manner

Specifically, the City should take the following steps: (5) create a 
citizen-centric view, (6) establish a citizen-focused approach to social 
services, (7) implement a citizen-centric case management model and 
(8) share common IT and administrative services.

Moving up in the organizational maturity curve, the final steps focus  
on optimizing the outcomes of the delivered services for citizens:
•	 Using analytics to tailor processes and programs to optimize  

service delivery
•	 Measuring program success in terms of citizen success
•	 Clarifying accountability for program success 

The City should follow these recommendations: (9) revise monetary 
benefit payment methods, (10) implement a system of analytical  
tools to ensure correct payments, (11) implement an improved outcome 
management system and (12) increase accountability for service delivery.

Conclusion
Integrating all data into a single repository supported by a citizen-
centric view of organizational alignment will enable coordinated social 
support management and delivery. Such an operating environment 
will provide a platform to apply analytical capabilities to measure and 
manage the outcomes of social programs and to harness the public 
service efficiency, with more City workers focusing on high-value 
activities in fulfilling citizen’s needs.

http://smartercitieschallenge.org

