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The cases illustrated in this report 
seek to identify key factors 
that may lead to a change in 
governance models, in order to 
catalyse further integration and 
resilience at metropolitan scale.

The concept of ‘governance’ has 
been central to the concerns of 
government activity during the 
last few decades. Fragmentation 
of large urban areas has led to 
an increased horizontality of 
the administrative management 
structure, leading to poor 
cooperation and coordination 
between public entities1.

Evidence gathered by 
organisations such as OECD 
shows that this fragmentation 
has direct negative effects on 
a city’s performance, including: 
the quality of life offered to 
its inhabitants, administrative 
management efficiency and the 
ability to innovate in infrastructure 
mechanisms and projects2. 
According to the OECD report, 
as urban areas are entities with a 
tendency towards fragmentation, 
this generates a system vulnerable 
to external factors with a lack of 
cooperation between different 
entities. Consequently, this 
has led to a reconsideration of 
governance models based on a 
‘metropolitan scheme’. 

Several studies show that with 
the existence of metropolitan 
entities, these negative effects 
are mitigated and productivity 
increases3 .Two pivotal findings 
were established in Arup’s best 
practice cases analysis which both 
placed metropolitan governance 
as a critical issue for urban 
management. The first is that 
there is systemic understanding 
of the metropolitan management 
model, aimed at optimizing 
relationships between different 
stakeholders in the public sector 
and the benefits they should 
provide to the society. Figure 1 
illustrates how this metropolitan 
management process works.

Secondly, based on the OECD 
study, there is a possibility 
to create an institutional 
entity connecting four areas 
in an interdisciplinary basis, 
transforming city management 
into a more resilient model with 
increased coverage, where politics 
is put aside and a more efficient 
urban management system is 
sought. Figure 2 illustrates the 
creation of these metropolitan 
entities for different cities globally.

Arup has been commissioned by 100RC to produce 
this White Paper as part of the ‘Resilience Strategy’ 
development for Santiago, Chile.  The report aims 
to synthesise a set of identified best practice cases, 
some of which Arup created through first-hand 
access to metropolitan governance models. These 
cases have already achieved successful outcomes 
in cities improving urban mobility, public security, 
risk management, solid waste collection, water 
management, environmental control and economic 
development.

1 Ahrend, Rudiger, “Metropolitan 
Governance: characteristics 
and functions of Metropolitan 
Governance Bodies”, OECD (Head 
of Urban Programme presentation).

2 Ibidem.

3 Ahrend, Farchy, Kaplanis and 
Lembcke (2014). “What Makes Cities 
More Productive? Agglomeration 
Economies & the Role of Urban 
Governance: Evidence from 5 OECD 
Countries”, 2014. Forthcoming in 
Journal of Regional Science.
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Figure 2 
Metropolitan management model 
system.     
Source: Arup

Figure 1 
Metropolitan management process. 
Source: Arup
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1.1  
Base case:  
Santiago, Chile

Due to constant population 
growth and urban complexities, 
implementing public policies 
designed for specific contexts has 
become increasingly important as 
a way of improving a city’s quality 
of life and promoting sustainable 
economic development. It is 
increasingly believed that the 
success or failure of these policies 
is strongly linked to governance 
levels and competences of 
local authorities. Therefore 
implementation of decentralised 
policies and governance systems 
at a regional or metropolitan level 
for Santiago is likely to make a 
major contribution to solving local 
structural complexities requiring 
a comprehensive vision and 
approach, such as: regional and 
urban planning, transportation, 
environment, water supply 
and management, solid waste 
collection and recycling, economic 
development.

Chile is characterised by a high 
degree of centralisation and 
therefore the majority of public 
policy making is undertaken by 
central government. The lack of 
coordination and fragmentation 
present in the territory makes it 
complex both to identify problems 
and to design tools to address 
and overcome them4. Likewise, 
poor budget attributions and 
independency, due to conditioned 
budget allocation from the central 
government, make it difficult for 
local authorities to address issues 
affecting their territory. Thus, 
policies on decentralisation and 
strengthening of regional and 
local decision-making powers, as 

well as the orientation towards 
territorial development, can 
improve resource allocation 
efficiency, policy creation; 
implementation quality and 
legitimacy of collective decision-
making; thereby bringing them 
closer to those residing in the 
territory.

In the last few decades, 
many countries have driven 
decentralisation processes 
aimed at finding more efficient 
and effective ways of spending 
public funds. These processes 
have fostered the design and 
implementation of horizontal 
public policies, by simultaneously 
implicating different levels of 
the state and civil society in the 
decision-making process.

Decentralisation models in large 
cities have evolved, depending on 
their ability to plan and achieve 
more sustainable urban spaces, 
through collaboration between 
local and regional governments 
and organised citizens. Hence, 
it is essential to understand the 
concept’s different dimensions 
and the correct balance of these 
elements required to give the 
best chance of leading towards 
more efficient and impactful 
interventions.

4 Correa, Germán (2001), 
“Descentralizar el Estado desde la 
Región”, PNUD Chile.
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Decentralisation has different 
definitions and characterisations 
throughout the world. Broadly, 
decentralisation is understood 
as territorial transfer of power, 
prerogatives and administrative, 
tax and political competences, 
from the central level towards 
local, regional, metropolitan or 
municipal authorities5. Literature 
generally associates three key 
dimensions to the concept:

•  Tax – one of the hardest to 
implement but vital for local 
policies – it involves autonomy 
of expenditure and collection of 
public revenues, as well as the 
ability to withhold part or all of 
certain taxes generated in the 
territory, and to generate debt 
with private organisations or 
public entities.

•  Political – this is characterised 
by the sub-national 
governments’ degree of 
independence to undertake 
governance functions including: 
mobility, security, participation, 
economic development 
and the ability to add and 
represent local interest to 
central governmental bodies. 
High levels of governance and 
autonomy at a local level allow 
for the timely identification and 
enhancement of local issues, 
which may differ from national 
government interests.

• Administrative – this relates 
to the level of control that 
central government has on local 
authority decisions making.

5 Schneider, Aaron 
(2003). “Decentralization: 
Conceptualization and 
measurement”, Studies in 
Comparative International 
Development, Vol 38(3).

6 Tosics, Iván (2011). “Governance 
challenges and models for the cities 
of tomorrow”, Metropolitan Research 
Institute, Budapest.

The metropolitan area of Santiago 
is the result of an economic 
development phenomenon that 
has been accompanied by an 
urban expansion covering almost 
the entire Metropolitan Region of 
Santiago (MRS). Like many other 
metropolitan areas throughout 
the world, its current management 
model at a metropolitan scale, 
undergoes a local fragmentation, 
duplication of functions and 
absence of an urban policy, despite 
the high level of urbanisation. 
These factors make Santiago’s 
city governance inefficient and 
makes it difficult for it to positively 
affect the productivity of the 
MRS. Implementing a model of 
public institutions at several 
levels of governance is essential 
for the achievement of efficient 
management in this area which is 
interconnected both at many levels 
and through different issues.

The so-called region-cities 
(ciudad-region) have been gaining 
ground due to the resurgence of 
a concept related to economic 
development, the “economic city”6. 
The economic city goes far beyond 
a territory’s political boundaries, 
and its influence permeates many 
interconnected systems of urban 
life. Creating and implementing 
a participative and metropolitan 
decision-making model is key for 
the success of these “metropolis”. 

34 Urban Districts
18 Rural Districts

Figure 3 
Administrative division of districts of 
the Metropolitan Region of Santiago
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Metropolitan governance in 
Santiago can make a major 
contribution solving structural 
issues in areas including 
regional and urban planning and 
transportation. Strengthening 
regional and local decision-making 
powers, as well as focusing on 
territorial development, can 
improve the efficiency of resource 
allocation, quality of policy’ creation 
and implementation, and the 
legitimacy of collective decision-
making; bringing them closer to the 
city’s inhabitants.

The legal modifications foreseen 
in the short term for MRS, 
specifically the bill to strengthen 
regionalisation (Bulletin: 7963-06) 
takes significant steps towards 
better instruments for regional 
governance. An improvement 
in the mechanism to transfer 
competences, the power to create 
metropolitan areas and the creation 
of new divisions at the Regional 
Governments (GORE), suggest 
significant progress towards an 
increased government effectiveness 
and quality of regulation. These, 
together with the direct election 
of Regional Governors, will enable 
more effective communication of 
the citizen’s demands and therefore 
greater responsiveness by the 
State.

Santiago requires a new 
governance model, capable of 
solving four key challenges:

• A clear definition of the role and 
competences for regional policy 
making (metropolitan scale).

• Defining those competences 
with the rights to speak and vote, 
in order to implement policies by 
means of initiatives and projects.

• Proficiency in planning, allocating 
and execute budgets in key 
metropolitan sectors such as public 
transportation.

• Being empowered to perform an 
integrated management of critical 
services for metropolitan operation 
(water, transport, energy, etc.)

A possible solution to these 
challenges is the creation, or 
redefinition, of the GORE’s 
competences, coordinated through 
an entity such as the Metropolitan 
Area Unit, having the ability 
and autonomy to unify sectoral 
and regional funds within the 
metropolitan body7.

It is important to understand how 
the governance of some cities, 
generally in democracies following 
World War II, has been able to 

evolve in terms of its ability to 
plan and achieve more sustainable 
urban spaces, through a greater 
collaboration between local and 
regional governments, and the 
organised citizens. The following 
table summarises the main 
characteristics of this evolution. For 
example, London suffered from a 
fragmentation level similar to the 
Chilean one, until the arrival of 
Ken Livingston (1981-1986), when 
a reorganisation process began, 
which has currently turned it into 
a metropolitan city highly capable 
of managing itself towards greater 
sustainability.

The cases presented in this 
white paper aim to show those 
things that have indeed worked 
at a metropolitan level, mainly 
regarding infrastructure and 
safety issues. However, they 
all share a more collaborative 
approach, concentrated in 
networks and entities, in contrast 
to an institutionalised hierarchy. 
Undoubtedly, one of the main 
changes in governance models 
for the next 30 years, as the 
OECD states, is to migrate from a 
hierarchy model to a collaborative 
model, as can be observed in Table 
1. 

7 There currently exists a 
Metropolitan Area Unit within the 
GORE. However, it lacks the powers 
to unify funds.
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Governance dimension Traditional Governance Collaborative Governance

Structure Hierarchy, from top to 
bottom

Groups and interdependent network 
concentrations

Type of management Centralised control Distributed control

Border/boundary control Closed Open

Organisational context Single authority Distributed authority

Leadership approach Directed Generative

Manager’s role Controls the organisation Mediator, process manager

Manager’s tasks Plan and direct processes Guides interactions, provide opportunities

Management activities Planning, design, leadership Selection of agents and resources, influencing 
the conditions

Goals Defined issues Various and changing

Success criteria Achieving formal objectives 
of the policy

Collective action and conditions for a future 
collaboration

Planning strategies Linear Nonlinear

Objective of public 
participation

According to law, inform, 
educate, gain public 
support for the agency’s 
policies

Create conditions for people’s learning and 
solving of capacity problems

Democratic legitimacy Representative democracy Deliberative democracy

Main impulse for system 
behaviour

Determined by the roles 
of the participating 
component

Determined by interactions between 
participants

Table 1 
Qualities of the traditional and 
collaborative governance systems. 
Source: Spanish version of the 
Laboratorio de Cambio Social (2015) 
based on p. 202, Innes and Booher 
2010. Report prepared for DTPM, 
2015, Cited by CEDEUS 2016
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Figure 4 
Sesión de trabajo en Arup para 
selección de casos.

Methodology

A selection criteria was set to 
ensure that the cases studied in 
this White Paper had a degree of 
applicability and execution in the 
context of the MRS. Based on this 
principle, Arup established three 
initial criteria:

• Metropolitan scale: The cases 
should have an influence and 
action at metropolitan scale. 
Thus, the main authority is 
expected to be at city level, rather 
than at national or municipal level. 

• Focus on resilience: Analysis of 
cases where the target city has 
improved its resilience capacity 
after the implementation of the 
relevant project/initiative.

• Primary knowledge:  As 
starting point, cases where Arup 
had been directly or indirectly 
involved would have priority. This 

would provide valuable first-hand 
information that is not usually 
found in literature or third-party 
interviews.

Based on these three basic 
criteria, a brainstorming 
workshop was held with experts 
from Arup (Figure 4), in order to 
prepare a preliminary selection 
of cases and to identify key 
individuals from whom the 
metropolitan governance 
information could be gathered. 
This work meeting allowed the 
identification approximately 
two to four cases for each 
‘Emerging Theme’, which were 
later presented to the Intendente 
of Santiago and to the Resilience 
team of Santiago for validation. 
This included a new optional 
criterion in addition to criteria 
identified by Arup initially:

• Familiarity for the MRS: Cases 
similar with the city of Santiago 
will be taken into prioritised. 
Hence, Latin American cases 
(Medellin, Mexico City) are 
included, or where the city has 
a special interest in the public 
transport governance model 
(Barcelona).

Figure 5 shows the case selection 
criteria.

Arup’s professionals experienced 
in the emerging issues of the MRS 
or who have recent experience 
of urban resilience were chosen 
to participate in the workshop. 
The participants these included:: 
Paula Kirk, Director of Arup’s 
Energy Sector and Project 
Director for the 100RC project 

within Arup; Jerome Frost, 
Director, Planning of Arup’s and 
former leader for design and 
regeneration within the  Olympic 
Delivery Authority; Richard de 
Cani: leader of the Transportation 
Planning Sector of Arup and 
former Executive Director of 
Planning of Transport for London; 

Alejandro Gutiérrez: Director of 
Integrated City Planning of Arup, 
and former executive director of 
Crea Antofagasta; Laura Frost: 
Associate in Arup’s Energy 
Department and Project Manager 
of the 100RC team at Arup.
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Figure 5 
Case study selection criteria
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2.1  
2.1 Urban Mobility

London:  
Transport for London

Transport for London (TfL) is a statutory Corporation, created by 
the Greater London Authority Act (GLA) 19998. It is the institution 
in charge of implementing the Mayor’s Transport Strategy (MTS)9, 
with a 20-year development approach, which is updated every eight 
years. Specifically, TfL is responsible for the current operation and 
future planning of Transport in both the city and its Metropolitan Area, 
which includes the management of the street network (sidewalks, 
traffic lights, bike lanes, signage, maintenance); several rail networks, 
including the London Underground, the London Overground, 
Docklands Light Railway, public bike network, buses, taxis and river 
transport.

TfL has a 15-member Board led by the Mayor of London. This board 
holds public and transparent meetings on a monthly basis. The 
TfL administration is headed by a commissioner, elected under an 
international selection process publicised in various media, and is 
overseen by a selection panel which members’ are part of the Board. 
The commissioner is in charge of administrative issues, and leads a 
management group of another seven members who are responsible 
for: Finance, Legal and Corporate Services, Surface Transportation, 
the new ‘Crossrail 2’ Rail Network; Customer, Communication and 
Technology Services; and Underground train systems.

To ensure high-quality service, TfL has created a Corporate 
Governance Code10, which lists specific goals and protocols to be 
followed by its employees. The code is divided into the following areas: 
Public Focus, Structures and Processes, Risk Management/Internal 
Control, Services Agreement, Standards of Conduct.

TfL’s annual projected finance for the 2016/17 period totals US$ 10.5 
billion (£ 8.6 billion11). Of this total, 55% will come from fares, whist 
the remaining 45% will come from subsidies, property income, loans, 
withheld business taxes and others sources.

TfL’s hierarchical organisation has integrated long-term planning 
for city transport with political decisions and cycles.  The Mayor of 
London, is identified as the most important structural component to 
integrate transport planning and policies12.

8 Harris, Sim (2011). “London 
Transport. A brief History”. 
Railhub Publications, Dunstable, 
Bedfordshire. P.37 www.railnews.
co.uk/content/documents/A%20
brief%20history%20LT%20Chap%20
1%20v1%20FULL.pdf  

9 www.london.gov.uk/what-we-do/
transport/transport-publications/
mayors-transport-strategy

10 www.tfl.gov.uk/corporate/
about-tfl/how-we-work/
corporate-governance/
code-of-corporate-governance

11 TFL (2016), “Transport for London 
Business Plan”, www.content.tfl.gov.
uk/tfl-business-plan-december-2016.
pdf, p.24

12 Rode, Philipp (2015). “Integrated 
governance as privileging key policy 
links: The case of strategic planning 
in London and Berlin”. LSE Cities 
Working Papers Research Strand 03: 
Urban Governance and Institutional 
Frameworks.



14

Metropolitan Governance Case Studies | Santiago, Chile

Mayor’s Transport Strategy 
(Mayor of London)

Transport 
Commissioner

Board

Surface
Transport

 Commercial
Development

Human 
Resources

London 
Underground 

Lines Planning

General 
Counsel 

(Legal, audit, 
gobernance)

 Customer 
Experience, 

Marketing and  
Comms

Crossrail 2 

Figure 6 
TfL’s general organisational chart of 
hierarchies. Source: Arup, based on 
TfL13

13 www.content.tfl.gov.uk/tfl-
organisational-chart-2015-2016.pdf
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Key Governance factors 
for Santiago

Planned hierarchy - primary role. 
The creation of a centralised, 
hierarchical institution, 
empowered to manage and 
plan the city’s transport system 
(Figure 6) was essential in 
achieving an efficient operation 
in the case of London. A complex 
administration is organised under 
the same general plan that takes 
into account the local political 
reality, with an internal structure 
that ensures operation through 
different local and national 
governments. This has allowed 
TfL, led by its commissioner, 
to have the power to manage 
the system in an efficient way, 
and at the same time, identify 
weaknesses and suitable propose 
innovations to improve the 
institution’s performance.

Transparency and 
communication. TfL has 
a transparency policy, in 
which financial results are 
periodically published, detailing 
investments, expenses and 
future plans. Concurrently, 
the senior management of the 
organisation (Directors and 
Managers) must file a statement 
of interest. Additionally, Directors 
must submit a list of gifts and 
invitations received by them, 
identifying the source. This is 
recognised as key practice in 
maintaining the image, credibility 
and trust for TfL users and 
influences the relationship of 
customers with the physical and 
intangible assets.

Internal control and human 
capital. The TfL administration 
has a large number of sub-
administrations which 
permanently monitor excellence. 
In order to achieve this, high 
quality standards are promoted, 
with supervisions conducted 
by trained professionals. 
The governance code lists 
standards of conduct, which 
not only describe the exemplary 
behaviours expected from TfL’s 
workers, but also ensure that 
the company will provide the 
means, systems and processes 
required for this standards to be 
performed. 

Technocratic networks. An 
essential characteristic of 
TfL’s work is the presence of 
professional connections in 
both the public and private 
sectors. This facilitates co-
creation of integrated projects 
and also boosts the roles and 
connections between city actors. 
This ultimately helps break down 
barriers between the public and 
private sector14. The search for 
efficient solutions is facilitated 
by trans-sectoral relationships 
based on trust, operation within 
a regulated framework and this 
responds collaboratively to 
both planned and emergency 
challenges and issues. 

14 Rode, Philipp (2015). “Integrated 
governance as privileging key policy 
links: The case of strategic planning 
in London and Berlin”. LSE Cities 
Working Papers Research Strand 03: 
Urban Governance and Institutional 
Frameworks. 
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15 Metrópolis - Asociación Mundial 
De Las Grandes Metropolis (2014), 
“Estudio Comparativo Sobre 
Gobernanza Metropolitana” www.
metropolis.org/sites/default/files/
media_root/publications/estudio_
comparativo_esp_24122014.pdf  

16 Area Metropolitana de Barcelona, 
www.amb.cat/mobilitat/Principales/
Inicio.aspx?idioma=2, 

Barcelona: Área 
Metropolitana de Barcelona 

The Àrea Metropolitana de Barcelona (AMB) was established in 2011 as a 
territorial, supra-municipal administration unit for 36 municipalities, with a 
population of 3,240,000 inhabitants, and area of 636 km2.

The AMB manages several pre-existing metropolitan entities including: 
public transport, urban mobility, water supply, waste management, 
infrastructures, parks, public realm and housing. The AMB also includes 
a number of new entities including: territorial planning, economic 
development and social and territorial cohesion.

Although these capabilities are exercised in a complex institutional 
environment, as many of them are shared with the local, autonomous and 
state government, this new body was created in response to the need 
to promote integrated policies and judgments that foster metropolitan 
competitiveness and the welfare of the 36 municipalities’ territory15.

Focussing on public transport, the AMB has the following responsibilities 
(in addition to planning and management)16:

• Collective urban  surface transport for passengers, except for trams;

• Providing metro and underground public transport for passengers;

• Regulation of the taxi service;

• Approval of the urban mobility ‘Metropolitan Plan’ and defining the 
basic metropolitan road network, in addition to participating in traffic 
management for this network, along with the Government of Catalonia 
(Generalitat)

• Management of the passenger transport for cultural and tourism 
purposes as assigned by the city councils.

• Promoting sustainable transport.

• Management of Barcelona’s ring roads.
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17 Conill, Carles (2016) “Gestión de 
la Movilidad Metropolitana, hacia 
un Modelo Integral” (Ponencia del 
Director de Movilidad Sostenible, 
Àrea Metropolitana de Barcelona, 
para Congreso de Ingeniería 
Municipal) 

18 Area Metropolitana de Barcelona,  
www.amb.cat/mobilitat/Principales/
Inicio.aspx?idioma=2,  

These responsibilities give AMB an 
opportunity to promote processes 
to integrate urban planning and 
mobility within a development 
strategy for the metropolitan area.

The public transport system is 
financed by contributions from 
the Spanish State, the Generalitat, 
the City Council and the AMB. 
A new law on public transport 
financing was approved in 2015, 
but the amount to be contributed 
to cities by the state is currently 
under national debate (in 2016 
the funding dropped by 50% in 
Barcelona). The ABM is currently 
exploring new tax opportunities 
linked to the promotion of 
sustainable mobility17.

The Mobility Act, the first of its 
kind in Europe, is an instrument to 
set the principles and objectives to 
be achieved by the metropolitan 

mobility management organisation 
and is directly linked to the 
following urban planning decisions:

1. Citizens’ right to access 
suitable and safe mobility 
services with the minimum 
possible environmental 
impact;

2. Organising a sustainable 
merchandise distribution 
system;

3. Prioritising a means of 
transport with lower social 
and environmental costs, both 
for passengers and goods;

4. Promoting and encouraging 
public and collective 
transport, and other transport 
systems that have low or 
zero impact, such as bicycle 
transportation and walking;

5. Involving society in the human 
mobility decision making 
process;

6. Properly distributing 
transport implementation and 
management costs;

7. Adapting community policies 
relating to urban mobility;

8. Fostering sustainable 
mobility;

9. Promoting sustainable urban 
development and rational use 
of the territory;

10.  Compliance with existing 
international treaties relating 
to climate preservation 
regarding mobility18.
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19 Metrópolis - Asociación Mundial 
De Las Grandes Metropolis (2014), 
“Estudio Comparativo Sobre 
Gobernanza Metropolitana”

Key Governance Factors 
for Santiago

Associative Institutionalism: 
The ABM’s main governing 
body is a Metropolitan Council, 
consisting of 36 mayors of the 
member municipalities and 90 
metropolitan counsellors from the 
different municipalities. Therefore 
the organisation has the ability 
to group governmental entities 
from smaller territories aiming 
to address specific metropolitan 
issues, including transport 
planning and management, whilst 
creating initiatives that include the 
vision of these municipalities.

Integration of key issues:  
The AMB’s set of responsibilities 
allow it to plan and operate in 
the Metropolitan territory with an 
integrated vision, understanding 
system interactions and placing 
transportation planning within the 
context of other decisions directly 
or indirectly affected by it.

Coordination with metropolitan 
policies. The operation of the 
metropolitan transportation plan 
requires a coordinated action in 
defining of principles, general 
plans and, local management. 
Consequently, the AMB is 
currently developing the Urban 
Mobility Metropolitan Plan 
(PMMU in Spanish) based on the 
principles of the Mobility Act and 
the guidelines of the Metropolitan 
Action Plan. This document will 
also be the reference framework 
to coordinate the Urban Mobility 
Plans (PMU in Spanish) of the 36 
municipalities within the AMB.

Coordination with other entities 
and actors. Since the ABM lacks 
exclusive capabilities, in order 
for it to operate it must manage 
the participation of other public 
administration institutions to 
determine its policies (Figure 

Figure 7 
AMB coordinated institutions 
participation. Source: Conill, 
Carles (Director of Sustainable 
Mobility, Àrea Metropolitana de 
Barcelona), Gestión de la Movilidad 
Metropolitana, Hacia un Modelo 
Integral ( 2016)Presentation for the 
Congreso de Ingeniería Municipal.

7). Similarly, for metropolitan 
governance decision making, 
the AMB requires participation 
of social and economic actors of 
the territory. This has become a 
mechanism to coordinate good 
design of public policies and 
their proper implementation and 
evaluation19.
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2.2  
Security

Medellin: The Medellin 
Model

The strategy adopted by the city since early 2004 –with the arrival of 
Mayor Sergio Fajardo that has generally been continued during the two 
subsequent administrations of Alfonso Salazar (2008) and Aníbal Gavira 
(2012) – is known as “The Medellin Model”. It is aimed at addressing 
urban violence through a new approach –one that understands security 
as a result of the social co-construction of coexistence. It utilises two 
essential tools, planning and urbanism that allow improvements in 
territorial governance20 and develop the interdependence between 
social dynamics and physical infrastructure.

In order to implement this strategy and the constituting plans and 
programs, repositioning the centrality and autonomy of the mayor’s 
office of Medellin was required. This involved proposing the union of 
private, academic and social sectors and, almost importantly, raising a 
collective awareness of the need to provide a coordinated response to 
problems in society21.

In order to develop this model, strategies, programs and projects were 
simultaneously implemented. The projects were split in to three main 
components:

• Institutional strengthening through a management approach on the 
security and the legitimate presence of the State in the territory;

• Crime prevention through a reintegration program for disabled people, 
prevention programs for at-risk youth and the regulatory mechanisms;

• Promotion of coexistence through the reallocation of public space and 
teaching citizens about self-organization elf-regulation.

In order to address these areas, the Mayor’s Office focused on 
strengthening State security and justice agencies, this both helped to 
reduce security issues and promoted a new model of social coexistence. 
This was achieved by:

• Strengthening the central role of the Government Secretariat  
strengthened (who until 2012, was in charge of security matters);

• Consolidating the roles of the Secretariats (especially the Public Space 
Secretariat) and coordinating their action;

• Focussing the Urban Security Company (ESU in Spanish)22, a 
decentralised entity for the logistical support of public intervention, 
technological update for security matters.

• Creation of Local Government Committees whose role is to facilitate 
the construction of a local safety and coexistence plan for each 
district.

20 Laboratorio Medellín (2011), 
“Catálogo de diez prácticas 
vivas”. Mayor’s Office of Medellin, 
Colombia..

21 Ibid.

22 The ESU is a decentralised entity 
for the logistical support of the 
public intervention, particularly 
in everything related with the 
technological update of the security 
systems.
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Key Governance Factors 
for Santiago:

Planned hierarchy - primary 
role. In order to implement and 
sustain the projects and programs 
over time, Medellin methodically 
redefined the municipal 
administrative and legislative 
structures for their management 
and implementation. This process 
included multiple and diverse 
instruments and so new intra 
and inter-organisational relations 
involving the recognition of the 
requirements of urban security 
and coexistence governance. This 
departed from clientelist and short-
term work dynamics24.

Security and Coexistence. In 
terms of governance, it should 
be remembered that security 
and coexistence issues are 
addressed in different ways. 
Security is addressed with specific 
plans implemented by defined 
institutions, with specific and 
concrete instruments providing 
actions with unity and coherence. 
While the construction of renewed 
coexistence is a primary focus, 
crossing all governmental entities, 
it is constructed through initiatives 
where several local government 
areas meet and collaborate.

Community as a key player of 
the initiatives: The main policies 
defined by the model are 
based on citizen participation 
and empowerment and on 
the analysis of the tangible 
actions on the inhabitants’ 
quality of life. Hence, the Pactos 
Ciudadanos para el Desarme, 
the Participatory Budgets - 
the Bank for the Poor and the 
Social Urbanism - operations 
are initiatives developed by 
and with the citizens, in priority 
sectors, through the study 
of local living conditions and 
evaluation and development 
based on measurable results at a 
community scale.

Taking government structures 
to the territory: The Integral 
Urban Projects developed under 
the model can be operations 
that not only revitalise the most 
degraded places and provide 
poverty-stricken areas with high 
quality infrastructure, but they 

also include the presence of the 
state and safety organisations in 
the neighbourhoods, providing 
valuable services to the most 
vulnerable communities and 
building citizens trust.  

Public-private institutions with 
management and implementation 
capabilities: The Urban 
Development Company and the 
Urban Security Company are 
autonomous and flexible agencies 
with investment capacity. These 
organisations are capable of 
planning and implementing 
projects on a semi-independent 
basis, accelerating processes and 
diversifying areas where the State 
can operate.

Human Capital: A team of highly 
trained and capable professionals 
were included in both the Mayor’s 
Office of Medellin and the 
initiative management agencies. 
The Mayor Fajardo himself 
was a respected academic 
who attracted a major top-tier 
technical team to his government. 
This made a significant difference 
as concepts studied in detail in 
different universities globally 
were implemented. Through this 
model the Urban Development 
Company has become one of the 
most successful companies in 
Medellin, with 400 employees in 
14 offices distributed throughout 
the city. 

23 Mayor’s Office of Medellin (2009), 
“Medellín, Transformación de una 
Ciudad”

24 Security Secretariat, Mayor’s Office 
of Medellin and Universidad Eafit 
(2011), “Seguridad y Convivencia en 
Medellín. Aproximaciones empíricas 
a sus atributos y desafíos”.

25 Laboratorio Medellín (2011), 
“Catálogo de diez prácticas vivas”. 
Alcaldía de Medellín, Colombia.

The Mayor’s Office of Medellin’s 
role is directed at coordinating 
diverse actors (Figure 8) whose 
responsibilities relate to the 
management of urban security 
and coexistence.

The model focuses on six areas 
of intervention, which as a whole 
integrating the programs and 
projects aimed at improving 
human development dimensions 
in the city including:

• Medellin, the more educated  

• Social Urbanism, Public Space 
and Housing.

• Inclusion and Equity.

• Citizen Art and Culture.

• Citizen Safety and Coexistence.

• Competitiveness and 
Entrepreneurship Culture23
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Figure 8 
Medellin’s Municipality Organogram. 
Source: Laboratorio Medellín (2011), 
“Catálogo de diez prácticas vivas”. 
Alcaldía de Medellín, Colombia25.
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London: Queen Elizabeth 
Olympic Park

The 2012 Olympics in London provided an opportunity for the city to 
promote itself as one of the most attractive world capitals. One of the 
great challenges in the development of the design was deciding on 
a sustainable way of using the park after the Olympics. Several plans 
were proposed that enabled a positive use of the event’s legacy. This 
was led by a corporation dependent on the City Government, named 
the London Legacy Development Corporation (LLDC). One of the most 
significant challenges was developing a security plan for the Olympic 
Park, which both met the needs of its future use, and, at the same time 
worked alongside the city’s existing security structures.

The development of a security plan and strategy were fundamental to 
ensuring that the park was a tranquil space for the nine million visitors 
expected for each year. The original security plans used for the 2012 
Olympics were modified to create a secure public park, by using the 
principles of “Secured by Design” and “Crime Prevention through 
Environmental Design” (SBD and CPTED).

The crime rate during the sporting event was very low. Furthermore, 
in the city of London, crime dropped by 6%26. During this time, violent 
crime levels dropped from 6.127 (2009-2010 period) to 3.1 (2012-2013)28  
in the six boroughs neighbouring the site of the Olympic Park (see 
Figure 9).The work between the different police forces, private guards 
and control systems was satisfactorily coordinated. In addition, one of 
the most significant successes for the security of the Olympic Games 
was the design of buildings and public spaces under the principles of 
SBD, from the early planning stages. 

26 www.huffingtonpost.
co.uk/2012/09/11/olympics-london-
2012-crime-drops-olympics-
paralympics_n_1873146.html

27 Violence against one person per 
1,000 inhabitants

28 London ś Growth Borroughs (2013) 
“Convergence, Annual Report 2012 – 
2013” www.static.squarespace.com/
static/50b4ab77e4b0214dc1f631e9/
t/5278cc9fe4b07cdbb0
037e55/1383648415453/
Convergence%20Annual%20 
Report%2012-13%20Final.pdf, p14.
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Olympic Park Boundary

Boroughts within the Olympic 
Park’s area of incluence

Figure 9  
The London’s Boroughs neighbouring 
the QEOP. Source: Arup adapted 
from the Convergence Annual Report 
2012-2013.

SBD is a specialised department 
and initiative of the Metropolitan 
Police launched in the UK in 1989, 
aimed at certifying projects for 
public buildings or spaces that 
meet the design principles that 
have been published in various 
guides29, or that use products 
that have been certified by the 
institution. The main purpose of 
SBD is to eliminate the place or 
environment to commit a crime, 
one of three elements that must 
coexist in order for a crime to 
happen. The so-called “crime 
triangle” (Figure 10) considers 
that a victim, an offender and a 
place must exist for a crime to 
take place. 

Crime

Place

By designing safety places, 
SBD prevents deliver a crime-
prone place

G
oa

l /
 v

ic
tim

A
gressor / offender

Figure 10 
Crime Triangle. Source: Arup adapted 
from Arrington, Rick (2007)30

The crime prevention team for the 
2012 London Olympics worked 
from the start with designers, 
architects and planners to apply 
the principles of SBD in the 
different stadiums, shopping 
centres, parks and car parks in 
the complex. Some of the main 
measures were:

• Designing CCTV, lighting, fences 
with transparent meshes and 
using the ground floor on the 
main routes. This prevented 
crime and provided formal and 
natural surveillance.

• Designing main internal routes 
in order to reduce crime or 
terrorism opportunities, and 
providing quick responses and 
reinforcements if necessary.

• The structural elements around 
the park were designed 
to prevent collapses and 
overcrowding.

• To properly address potential 
terrorist attacks at the sites, anti-
explosive and anti-break glasses 
was used.

Hence, upon the creation of safe 
environments, the offender will 
lack an ideal environment to 
commit a crime.
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29 www.securedbydesign.com/
industry-advice-and-guides/#dsgngd

30 Arrington, Rick (2007) “Crime 
Prevention: The Law Enforcement 
Officer’s Practical Guide”. P.31. Jones 
and Bartlett Publishers Inc.

31 www.securedbydesign.com/wp-
content/uploads/2014/02/delivering-
a-safe-and-secure-olympic-and-
paralympic-games-london-2012.pdf.

Key Governance Factors 
for Santiago

Certification from a public body. 
As certification is provided by 
a public body working within 
the highest standards and 
transparency, and all information 
relating both to the certification 
steps and to the certified safety 
companies and products is made 
public.

Additionally, experts from this 
department work closely with 
local authorities from different 
boroughs in, to maximise the 
design potential against crime at 
the earliest possible stages of the 
planning process.

Coordination with planning and 
design tools. The use of this 
design principle is shared with 
the city vision developed through 
the different design tools and 
guides in the city. This ensures 
the creation of spaces meeting 
principles leading to prevent 
crime. The principles have been 
specified through the design 
of many elements of the built 
environment including the design 
of homes, schools, hospitals and 
public spaces.

Independence of the institution. 
SBD is a department within 
London’s police service, 
operating as an independent 
entity, so that it can maintain 
autonomous accounting systems 
and simultaneously pursue 
opportunities for new products. 
This provides SBD with a broad 
and competitive commercial 
vision.  

As department, SBD is 
currently self-financed through 
accreditation systems, including 
through funding from its 450 
members. It has more than 
1,000 safety products such as 
doors, locks and ceilings that 
have been meticulously tested to 
ensure the desired standards31. 
The organisation is regularly 
consulted on safety materials 
and projects, and the model has 
been copied in several countries.
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“Zero Waste means nothing 
going to landfills or incineration 
centers.
We create policies and 
programs that reduce waste 
and increase access to 
recycling and compost.” 

San Francisco Department of the 
Environment
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2.3  
Environment 

San Francisco:  
Zero Waste program

The Zero Waste program groups several policies and services aimed 
at achieving the ambitious goal,set in 2002, to produce zero waste 
by 2020. The program encourages all sectors,(public, residential, 
commercial, industrial) to comply with- the zero-waste policies and 
proper use of related services.

A significant portion of the actions taken by the city to achieve this 
goal relate to ordinances and regulations, including the following:

• Green Building Ordinance (May 2004) – this requires builders and 
developers to handle debris and provide proper space for recycling in 
the building under construction.

• Precautionary Purchasing Regulation (July 2005) - Sets recycled 
content and other guidelines for commodities regularly purchased by 
city departments.

• Construction and Demolition Debris Recovery Ordinance (July 2006) 
-  this regulation  Requires recycled content materials to be used in 
public works and improvement projects.

• Food Service Waste Reduction Ordinance (November 2006) 
- prohibits restaurants and food vendors to use styrofoam or 
polystyrene foam food service ware and requires the use of food ware 
that is compostable or recyclable. .

• Plastic Bag Reduction Ordinance (March 2007, modified in 2011) - 
requires for supermarkets and drugstores to use compostable plastic, 
recyclable paper and/or reusable checkout bags.

• Mandatory Recycling and Composting Ordinance (June 2009) 
- requires the entire city of San Francisco to separate waste into 
recyclables, compostable and landfill -bound trash.
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The program has been 
developed by the Department 
of the Environment for the 
City. This department has four 
entities to generate policies and 
advice on specific issues. The 
Commission on the Environment 
is the responsible for ensuring an 
effective planning of solid waste 
management in order to meet 
the Zero Waste goal by the year 
2020. The Commission consists 
of seven members appointed 
by the City Mayor, and has two 
sub-committees, one for policies 
and one for operations, which 
meet once a month in public 
sessions recorded in videos and 
minutes32. Additionally, the entire 
Commission on the Environment 
meets every two months to 
review general issues and take 
relevant decisions.

The mission of the Commission 
is to improve and preserve 
the environment, promoting 
San Francisco’s long-term 
sustainability, as stated in the 
city’s Constitution33. In order to 
achieve this, the commission and 
its two committees undertake 
three types of activities:

• Supervising and providing 
advice on the work of the 
Department of the Environment 
and its team;

• Creating and reviewing new 
policies, practices and ideas on 
sustainability, considered by 
the work team, by the Mayor, by 
the city council or by another 
relevant agency of the City;

• Communicate key information 
to the public and undertaking 
education programs; 

The Commission on the 
Environment submits annual 
reports to the Department of the 
Environment and a performance 
report is publicly available on its 
website34. 

Operation 
In 1932, the city of San Francisco 
established a regulation that 
controls solid waste collection 
companies through 97 areas. 
In order to unify the collection 
companies, the city executed 
a long-term partnership with 
the company Recology, which 
acquired the collection rights 
of the 97 areas. The City 
responsible for monitoring, 
investigating and dissemination 
key information, while Recology 
develops infrastructure, collects 
and processes waste, and 
reports to the city. Executives 
from both sides are regularly 
communicating and hold 
weekly meetings to monitor 
performance, review tasks and 
solve current problems.

Recology is a cooperative 
owned by the employees 
themselves, and it works 
through partnerships with 
local governments to achieve 
integrated, long-term waste 
collection systems. In addition, 
to the differentiated collection 
of three types of waste – 
(recyclable, compostable and 
general waste), they have 
facilities for the treatment of 
recycling and compostable 
materials.

32 www.sanfrancisco.granicus.com/
ViewPublisher.php?view_id=165

33 San Francisco Environment 
Commission (2014) “Annual Report”, 
www.sfenvironment.org/sites/
default/files/fliers/files/sfe_ou_ 
annualreport_2014.pdf

34 www.sfenvironment.org/article/
san-francisco-department-of-the-
environment-annual-reports-0
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Key Governance Factors 
for Santiago:

Consensus-based long-term 
vision. A key element for the 
success of this initiative has been 
the constant of prioritization 
of environmental issues for the 
City over a prolonged period. 
Since the first Climate Action 
Plan in 2002, the city of San 
Francisco has understood that 
the ambitious goal of refraining 
from sending solid waste to 
landfills must be supported by a 
long process of civic education 
and administrative logistics. 
This is only possible if different 
governments share the same 
vision and do not substantially 
modify the existing plans.

Integration of competences 
and responsibilities. Solid waste 
management has historically 
been a complex issue for cities. 
Therefore having communication 
and collaboration channels 
with companies, NGOs or 
individuals providing the project 
with innovative ideas has been 
essential. In the case of San 
Francisco, Recology has been 
an active and collaborative actor 
in the development of solutions 
and strategies to achieve the 
ambitious goal of sending zero 
waste to landfills by 2020 (Figure 
11).

Planned Hierarchy - Incentives 
and fines. Implementing fines 
for the failure to comply with the 
regulations has been a key strategy 
in order to change the waste 
classification behaviour of residents 
and companies. For example, 
restaurants are fined if they use 
polystyrene foam containers or 
packages. Incentives such as 
deducting certain taxes from those 
construction companies that reuse 
their debris are also used.

Figure 11 
Proposed solid waste recovery 
facility for Recology in San Francisco. 
Source: www.arup.com/projects/
recology_advanced_resource_
recovery_facility
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Mexico City: City’s Water 
Fund

The successful creation and implementation of a water fund for Mexico 
City has been part of the adaptation measures developed to address 
climate change in the metropolitan region, by integrating the hydric 
ecosystem and different water basins. It also provides the city with 
a more robust and redundant water supply system in the event of 
extreme drought and other interruptions from the Cutzamala System35. 
This initiative arises in response to the increased water supply demand 
in the City since 198036.

Leading institutions: The Nature Conservancy Fund (TNC) within the 
Latin American Water Funds Alliance

Participants: The Secretariat of Environment from the Federal 
Government (SEDEMA), the Secretariat of Water Resources of 
Mexico City (SACMEX)

Partners: Fundación Kaluz, Banamex, Fundación FEMSA, Fundación 
Gonzalo Río Arronte, Interamerican Development Bank (IDB)

Program Duration: 2016-2025

Key issues:

• TNC will finance the studies aimed at developing the conservation 
plan, the baseline for the monitoring protocol, the creation of legal 
and financial systems and the implementation of pilot projects 
relating to the recharge of the City’s aquifer.

• Supporting initiatives for the conservation of rural lands within the 
city boundaries is proposed, in order to regulate the hydrological 
cycle and the integration with the regional ecosystem.

• The City’s Water Fund financial sustainability is achieved by 
investing in international markets, where the return on investment 
is used to leverage further land conservation investments, 
develop technical support and promote sustainable lifestyles and 
community development in the area of influence.

35 The Cutzamala System is the main 
water supply system in Mexico City. 
The system brings water from several 
basins located 300 km from Mexico 
City.

36 Colegio de México (1999), “Altas 
de la Ciudad de México” 
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How can this be an 
example for Santiago? 

Santiago’s urban metropolitan 
area made up off 34 districts 
that needs to reduce the over 
extraction of water from the 
aquifer at the Andes. It also 
needs to promote its long term 
goal to recycle 100% of water 
and reduce consumption and 
achieve a positive water balance. 
Santiago needs to rethink land 
conservation in order to infiltrate 
and recharge water stores. This 
will contribute to a more robust 
and redundant water supply and 
reuse system in the medium term.

The initiative’s governance 
structure has been organised 
through a public-private 
agreement between SACMEX, 
SEDEMA and TNC, this aims 
to finance the studies and 
accelerate the allocation of funds 
used to purchase conservation 
lands and recharge the aquifer. 
TNC provides the technical 
knowledge and leverage required 
to obtain international funds, 
with SACMEX and SEDEMA 
implementing the program 
locally.
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Figure 12 
View of aquifer basins of Mexico City
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San Francisco:  
SFDEM-San Francisco 
Department of Emergency 
Management

The San Francisco Department of Emergency Management (DEM), is 
part of the San Francisco City Council, and is the city’s lead agency 
in planning, preparing, communicating, addressing and recovering 
against daily emergencies, urban-scale events and major disasters. 
The DEM is the central link in emergency communication between 
the public and the early response, coordinating and leading the City 
Departments, stakeholders, residents and visitors.

This department responds to emergency calls; coordinates police 
agents, firefighters and emergency medical services; and activates 
the Emergency Operations Center. Additionally, it coordinates 
information and resources during disasters or special events in the 
city and supports the first responders. It also drafts emergency 
plans, trains public safety agencies, conducts disaster response 
recovery exercises and runs complex information technology projects 
throughout the city. It is the body that convokes the Disaster Council, 
partners with organisations, maintains public alert systems, certifies 
paramedics, manages homeland security grant funding, and trains the 
community for emergencies37.

It is organised into four divisions (see Figure 13):

• Management: in charge of managing the finances, budget and 
accounts for the Department;: plans and manages computer 
systems; manages facilities; and is in charge of recruitment and staff 
management.

• Division of Emergency Communications (DEC): monitors the City’s 911 
call and dispatch centre.

• Division of Emergency Services (DES): conducts the city’s emergency 
planning, training and preparation. It also manages emergency 
response and recovery operations performed with the city’s 
emergency operations center.

• Urban Areas Security Initiative (UASI): manages federal homeland 
security grant funding in order to analyse regional risks, identify 
capacity gaps, in order to build a safe, prepared and resilient region.

2.4  
Risk Management 

37 San Francisco Department of 
Emergency Management (2015), 
“Annual Report”.
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Emergency Services

Division of 
Emergency 

Communications

Administration & 
Support

Bay Area UASI 
Management Team

Department of  
Emergency Management

Bay Area USAI  
Approval Authority

Citywide 
Emergency 

Management 
Program

Emergency 
Medical 
Services 
Agency

Grants 
Management

Disaster 
Preparedness/ 

Community 
Education & 

Outreach

Continuing Quality 
Improvement 

Program & 
Customer Service

POST Academy & 
Mandated Program 

Training

Custodian of 
Records & Sunshine 

Compliance

Data Collection & 
Statistics

Fire / EMS 
Dispatch

Police Dispatch

911 Call 
Evaluation

Facility 
Management

Labor Relations 
& Leave 

Management

False Alarm 
Prevention

Payroll

IT Systems 
Planning & 

Management

Personnel, 
Recruitment 

& Background 
Investigation

Finance, Budget 
& Accounting

Interoperable 
Communications

CBRNE 
Detection & 
Response

Fiscal Agent 
for HLS Grant 

Programs

Citizen 
Preparedness & 

Recovery

Regional Training 
& Exercises

Information 
Analysis & 

Infrastructure 
Protection

Manage Monthly 
Meeting for Approval 
Authority, Advisory 
Group & Regional 
Working Groups

Medical/Public 
Health/ Mass Care 

Preparedness

Regional Risk 
Management 
& Planning

Grant 
Administration & 

Management

Figure 13 
Diagram with the functions of 
the department of emergency 
management
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Additionally, the DEM regularly 
meets with advisory groups, each 
with a specific role in preparing 
the city for potential events:

• Disaster preparedness 
coordinators: Every two months, 
it brings together representatives 
from more than 12 institutions in 
the city to undertake emergency 
planning, share information 
on major events and training 
opportunities.

• Disaster Council: Led by the 
Mayor, it is a forum for the 
City’s departments and other 
parties, where information is on 
the status of disaster planning 
in SF is reviewed.

• Homeland Security Committee: 
Lead by the DEM, it includes 
the heads of department of 
the public safety agencies 
it provides and supports 
the safety and emergency 
management program at an 
executive level.

This body was created in 2006 
by a law that combined the 
former Department of Emergency 
Communications and the 
former Office of Emergency 
Services into a single agency. 
The DEM’s building hosts the 
new 911 combined dispatch 
and communication center for 
the Police department, the Fire 
department and Emergency 
Medical Services, as well as the 

Key governance factors 
for Santiago:

Integration of competences and 
responsibilities: The merger 
of the entities in charge of 
emergency planning, response, 
recovery and communications 
enable  coordinated state action, 
and a single body to  manage 
action with the remaining 
institutions playing a role in  
the event. It is also in charge 
of gathering, integrating and 
analyzing information allowing to 
plan and evaluate actions.

Coordination of several actors: 
The different coordination 
instances with public and 
private agencies operating in 
the city allow the exchange of 
updated information, preventing 
issues developing, generating a 
consensual vision on plans and 
projects and defining coordinated 
actions to provide a more 
efficient response from the city.

Development and integration 
of technologies: The SFDEM 
is recognised for its work 
with companies that produce 
information technologies for the 
development of communication 
models, systems and allow for 
a more efficient operation of 
the department, promoting 
the creation of new technical 
solutions.

38 www.sfdem.org-History-0

39 SFDEM (2013), “Climate Action 
Plan”

City’s Emergency Operations 
Center38. 

Its annual operating budget is 
approximately US$ 47.7 million, 
of this total 66% is spent on staff 
costs (251 full-time and 6 part-
time) and 34% on the institution’s 
activities, maintenance and 
supplies, among others39.

The DEM focuses on three areas: 
disaster planning, response and 
recovery. Its work approach is 
that real emergencies gather 
people together than cause 
crumbling cities. In order to 
achieve this, they work in close 
collaboration with several 
individuals and organisations 
to help build resilience in San 
Francisco.
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Singapore: PUB - National 
Water Agency

With a population of 5.5 million40  people, Singapore is an island-state 
and one of its main threats is the scarcity of drinking water. According 
to the World Resources Institute (WRI), Singapore, along with 6 other 
nations, is one of the countries most likely to be water stressed in 
the coming decades41. In light of this and in order to overcome future 
crises, intensified by climate change-, the government decided to 
create a state agency with a monopoly on water management. The 
main goal for this agency was to ensure access to, and the safety of, 
the water resources to all its inhabitants, by collecting, producing, 
distributing and reusing fresh water. 

The Public Utilities Board (PUB) is a statutory organisation under 
Singapore’s Ministry of the Environment and Water Resources. 
Originally, the PUB was created in 1963 as a centralised agency 
supplying gas, electricity and water to the population. In 2001, the 
responsibility for gas and electricity was granted to the newly created 
Energy Market Authority (EMA), whereby PUB became the national 
water agency, taking responsibility for the entire water cycle, from 
rainwater collection to the treatment of wastewater for reuse. PUB 
has four main sources of fresh water: locally captured water, imported 
water, new water, and desalinated water42.

The PUB is also is responsible for the maintenance and future 
planning of infrastructure to reduce the impact of natural disasters 
related to water including floods or tidal waves and protecting fresh 
water reserves that ensure access to water during drought cycles. 
An example of infrastructure created for water safety is the Marina 
Barrage, a dam and fresh water reservoir. Completed in 2008, the 
barrage aimed to keep out sea water and to collect fresh water for the 
city’s water reserve43. The dam has a fresh water catchment area of 
10,000 hectares and is the country’s largest. (Figure 14)

40 www.data.worldbank.org/country/
singapore

41 www.wri.org/blog/2015/08/
ranking-world%E2%80%99s-most-
water-stressed-countries-2040

42 Newater. Concept used to refer 
to recycled water from drainage or 
rainwater, and which is processed 
through a modern technology to 
purify it.

43 www.pub.gov.sg/marinabarrage/
aboutmarinabarrage
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The PUB has a board made up of 
10 members. By year 2015, two 
of them were executives of the 
organisation (Chairman and Vice-
Chairman), one a representative 
of the congress, five were 
representatives of private 
companies, one a representative 
of a ministry for development 
and one a representative of the 
academia. In addition to its role 
in the decision-making proces                                                                                                                                           
 ses, the board must account to 
the government for the financial 
performance in an annual public 
report44.

The agency’s chairman is 
the head of the internal 
administration, whilst the 
operation is led by the vice-
chairman and chief executive who 
are in charge of three main areas 
(Figure 15):

44 PUB (2014), “Annual Report”, 
www.pub.gov.sg/ourlibrary/
publications/annualreport

45 Deep Tunnel Sewerage System. 
Tunnel system for the treatment 
of wastewater from municipal and 
industrial sources 

46 PUB (2014), “Financial Report”, 
www.pub.gov.sg/annualreports/
financialreport2014.pdf

Figure 14 
Marina Barrage. Fuente: PUB

• Operations: Catchment, 
networks, supply, water 
reclamation, computational 
processes, information systems 
and water plants.

• Policies and development: 
Policies and planning, the 
Sustainability Office, industrial 
development, the public-private 
partnership network, finance, 
human resources, corporate 
development and internal audit 
office.

• Engineering and Technology: 
Engineering development, 
technology, DTSS 245.

PUB has mixed financing formula; 
in the financial year of 2014- more 
than 75% came from operating 
income, about 20% came from 
government subsidies, and 3% 
from non-operating income46. 
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Figure 15 
Operational organisation chart of 
PUB. Source: PUB. 
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Key Governance Factors 
for Santiago:

Public-private coordination. 
As a state agency, PUB must 
permanently involve private 
actors in its different areas. 
From presence in the board, 
where half of its members come 
from private companies, to 
executing water infrastructure 
projects. This balance between 
city actors ensures stability for 
both the daily water supply and 
the development of long-term 
projects. To achieve this, PUB has 
created collaborative networks 
aimed at integrating actors and 
facilitating joint projects to solve 
the challenges that have been 
proposed. 

Multi-sector organisation. As 
institution, PUB interacts with 
the different actors of society. 
This allows it to have a clear 
and updated view on the needs 
of its citizens while society 
supports the agency’s policies. 
In its report “Water Governance 
in cities”47, OECF has identified 
three interaction levels with 
different actors (Figure 16):

Figure 16 
Frequency of the interaction between 
PUB and the actors. Source: OECD. 
Water Governance in Cities. City 
Profile Singapore
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Consensus-based long-term 
vision. PUB launched its water 
strategy in 201648 , where the 
vision for water use in the city in 
the short, medium and long term 
was established. Considering 
that by year 2060, Singapore 
will double the use of water, the 
agency takes concrete actions 
to be prepared for this scenario 
and prevent potential collapses 
of natural resources essential for 
human existence.

Considering the country’s 
water vulnerability, PUB must 
reach agreements with all 
the stakeholders through the 
strategy’s initiatives so that the 
long-term vision is efficiently 
developed. 

47 OECD (2016) “Water Governance 
in Cities” www.oecd.org/gov/
regional-policy/water-governance-
in-cities-singapore.pdf

48 PUB (2016), “Our Water 
Our Future”, www.pub.
gov.sg/Documents/
PUBOurWaterOurFuture.pdf
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London:  
London & Partners

London & Partners (L&P) is the official promotional company for the 
city of London attracting investment, events, seminars, students and 
visitors. Created in 2011 to leverage the opportunities arising from the 
2012 London Olympic and Paralympic Games, the initiative brings 
talents from independent promotional organisations that aim to attract 
newcomers to the city. Initially, goals focused on creating jobs and 
promoting the growth of the local economy, while building London’s 
reputation as a thriving and attractive world-class city.

Its mission is to tell London’s story brilliantly to an international 
audience, through four objectives:

• Creating jobs and growth for London by attracting visitors, students 
and businesses for London now today;

• Strengthening London’s reputation so that more visitors, students and 
businesses can choose London in the future;

• Ensuring active support partners (Institutions, businesses and high 
profile people with an interest in London);

• Positioning L&P as a world leading promotional company.

L&P was created as an initiative of the Great London Authority (GLA49), 
who decided to bring together three previously existing promotional 
agencies (Think London, Visit London and Study London), allowing 
for a more coordinated and strategic approach to the international 
promotion of London.

The organisation’s board is committed to reflect the highest corporate 
governance standards to ensure an effective and efficient management 
of the company and its affiliates. According to the by-laws, the board 
consists of a maximum of 10 non-executive directors and 2 executive 
directors. The Mayor appoints the chairman and an additional board 
member. Other non-executive directors are appointed by the members 
as a recommendation to the board. The board meets four times a 
year, where responsibilities are delegated to the following board 
committees: Audit and Finance, Nominations and Remuneration. A 
sub-group of the board also monitors the company’s business strategy.

2.5  
Economic Development 
and Competitiveness 

49 The Great London Authority (GLA) 
is the main Authority in the city of 
London, and is led by a Mayor elected 
by popular vote every four years. 
Within the dependent departments 
of GLA are: the London Fire and 
Emergency Planning Authority; 
London & Partners; Mayor’s Office 
for Policing and Crime; Transport for 
London (TfL); and other departments 
for the developments of the city.  
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Funding

L&P is a non-for-profit public-
private organisation, funded 
through mixed sources that 
cover the agency’s £ 12 million 
operating costs. The GLA 
grants it an annual subsidy, 
business partners pay an annual 
participation fee and they also 
receive benefits in assets and 
income arising from the business 
activities it conducts.

Key Governance Factors 
for Santiago:

Planned hierarchy - primary 
role: Centralising several 
promotion institutions, working 
in an integrated way and joining 
efforts to create a robust 
institution, where political 
decisions enable successful 
development of the agency. At 
the same time, internal work 
structures (executive team), the 
expanded governance structure 
(board), and their interaction, 
allow a detailed leadership in 
aiming towards objectives.

Transparency and 
accountability: Ensuring a 
transparent operation at all levels 
has been a central feature in 
creating a trusted institution for 
foreign clients. Being the official 
contact point between the city 
and individuals, companies 
and international institutions, 
maintaining transparency on 
finance, on the interests of its 
executives and senior officials 
and future strategies, is essential.

Multi-sectorial organisation: 
Given that it is an agency linked 
to the city government, its 
actions maintain the principles 
of city plans protecting its 
citizens’ interests. However, 
it also strongly promotes the 
commercial development and 
interests of the private sector in 
generating greater dynamism in 
the local economy. Having clarity 
on the visions of the different 
stakeholders that influence the 
city’s development has been 
essential to attract international 
investment from different 
sources.
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Glasgow:  
City Marketing Bureau

The Glasgow City Marketing Bureau (GCMB) is the DMO (Destination 
Marketing Organisation) for the city of Glasgow. This public/private 
organisation was established by the Glasgow City Council in 2005. Its 
role is to communicate Glasgow’s value as a world-class city to live, 
work, study, invest and visit50.

As promoters of the ‘PEOPLE MAKE GLASGOW’ brand, the GCMB 
works with numerous local partners, interest groups and companies 
to position and promote Glasgow through national and international 
markets, generate clients, support investment, and create sustainable 
economic benefits51. In doing so, it has positioned Glasgow as one of 
the most vibrant, dynamic and diverse European cities.

The organisation develops activities aimed at providing economic and 
social benefits to Glasgow through leisure and business tourism, with 
an organisation that is aligned with its main activities (Figure 17). These 
activities include:

• Developing and implementing the city brand ‘PEOPLE MAKE 
GLASGOW’.

• Strategic destination marketing campaigns throughout major target 
markets.

• Participating in bidding processes, attracting and managing major 
high-profile events, conventions and exhibitions.

• Managing accommodation reservations for conferences and events.

50 www.peoplemake glasgow.com 

51 GCMB (2015), “Operational service 
report May 2015”,  www.glasgow.
gov.uk/councillorsandcommittees/
viewSelectedDocument.
asp?c=P62AFQUTUT2UDX2U
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Head of Corporate 
Services

Head of Marketing
Communications

Head of Major 
Events Head of Conventions

Chief Executive

Personal Assistant 
Administrator

Personal 
Assistant

GCMB’s Board of Directors has 
seven Directors appointed by the 
Glasgow City Council. The leader 
of the City Council Councillors 
is currently the chairman of the 
Board. The Executive Director of 
GCMB leads the work of the four 
departments of the organisation: 
Corporate Services, Marketing 
Communications, Major Events 
and Conventions.

GCMB is a private company 
limited by guarantee and 
has no shares. Glasgow City 
Council is the only member and 
main provider of funds for the 
organisation.

GCMB is also funded through 
the payment of memberships 
by local companies, reservation 
fees (spaces for events, 
accommodations, etc.), and loans 
based on tangible assets. It is not 
focused on generating personal 
benefits, but on promoting 
the city’s economy, which has 

been successfully achieved. 
For example, in 2015, Glasgow 
managed to attract conferences 
for a total of US$ 93 million, as 
part of the Commonwealth Game 
sports event52.

The organisation is governed by 
performance indicators it publicly 
reports and are evaluated on an 
annual basis, which allows impact 
monitoring on the objectives 
posed for the city.

52 Herald Scotland, 3 December 
2015,  www.heraldscotland.com/
news/homenews/14121473.Trio_of_ 
Glasgow_s_most_senior_officials_ 
quit_in_face_of_oncoming_cuts/

Figure 17 
Organisational structure of GCMB.
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Key Governance Factors 
for Santiago

Public-Private Coordination:  
By promoting the city, this 
agency manages to generate 
benefits for a large portion of the 
local economy, including small 
businesses or services that would 
otherwise be unable to promote 
themselves on their own. As 
private parties are partners with 
membership in a public institution 
this generates integrated work 
and builds credibility.

Transparency and profits 
reinvestment: The institution’s 
accounts are public with 
all profits invested in new 
promotion initiatives, this builds 
trust and attracts more partners.

Figure 18 
Example of an initiative which was 
part of the GCMB marketing strategy

Coordination with metropolitan 
policies: The existence of a board 
made up of city councillors 
allows opportunities and 
synergies with other initiatives 
in Glasgow to be identified. 
This enhances the impact of 
infrastructure investment, 
development programs and 
communication strategies.
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The ten cases of governmental 
agencies reviewed in this report 
have provided metropolitan 
governance factors that have 
been crucial to each city’s 
economic and social development 
both through its implementation 
and sustainability over time. Key 
governance factors for each 
case study can be found in the 
summary table below:

Table 2 
Consolidated summary of key 
governance factors. By linking 
cross-cutting governance factors 
to the case studies, we can identify 
four prime factors to strengthen 
metropolitan governance. Source: 
Arup.

Urban Mobility Security Environment Risk Management Desarrollo Económico y 
Competitividad

London: 
Transport for 
London

Barcelona: 
Barcelona 
Metropolitan 
Area 

Medellin: 
The Medellin 
Model

London: 
Queen 
Elizabeth 
Olympic Park 
- Secure by 
Design

San Francisco: 
Zero Waste 
Program

Mexico City: 
City’s Water 
Fund

San Francisco: 
SFDEM - San 
Francisco 
Department 
of Emergency 
Management

Singapore: 
PUB - National 
Water Agency

London: 
London & 
Partners

Glasgow: City 
Marketing 
Bureau

Planned 
hierarchy - 
primary role

Associative 
Institutionalism

Planned 
hierarchy - 
primary role

Certification 
from a public 
body

Consensus-based 
long-term vision

Public-private 
coordination

Integration of 
competences and 
responsibilities

Public-private 
coordination

Planned 
hierarchy -  
primary role

Public-Private 
Coordination

Transparency 
and 
comunication

Integration of 
key issues

Security and 
Coexistence

Coordination 
with planning 
and design 
tools

Integration of 
competences and 
responsibilities

Integration of 
key issues

Coordination of 
several actors

Multi-sector 
organisation

Transparency 
and 
accountability

Transparency 
and profits 
reinvestments

Internal 
control 
and human  
capital

Coordination 
with 
metropolitan 
policies

Community 
as a key 
player of the 
initiatives

Independence 
of the 
institution

Planned  
Hierarchy - 
Incentives        
and fines

Multi-sector 
organisation

Development and 
integration of 
technologies

Consensus-
based        
long-term 
vision

Multi-sectorial 
organisation

Coordination 
with 
metropolitan 
policies

Technocratic 
networks

Coordination 
with other 
entities and 
actors

Taking 
government 
structures to 
the territory

Community   
as a key 
player of the 
initiatives

Public-private 
institutions 
with 
management 
and imple- 
mentation

Human 
Capital
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Based on the identified factors 
for each case study, cross-cutting 
issues that seem to emerge as 
central elements for metropolitan 
governance were identified. 
Based on Arup’s experience and 
its relationship with cities as an 
expert in both built and natural 
environment, we can observe that 
the existence of a metropolitan 
governance entity often reduces 
the growth of urban areas, and 
helps increase the per capita 
expenditure among urban dwellers.

Recurrent issues in metropolitan 
governance are: urban planning, 
transportation, regional 
development, water supply and 
wastewater management, waste 
and environmental management. 
These are consistent with the study 
of metropolitan areas developed 
by OECD based on the primary 
expenditure by region53.

Additionally, all the analysed case 
studies consistently include the 
following key issues:

Coordination with diverse city 
governments. A cross-cutting 
characteristic of the analysed 
governance agencies is that they 
have been able to work effectively 
at a metropolitan level as well 
as with the small scale territorial 
administrations within the city. 
This position enables agencies 
to reach actors from all entities 
and sectors, and thus validate 
projects based on a long-term 
transversal and common vision. 
One of the key challenges for the 
MRS is develop an administration 
with specific powers transferred 
by the central government 
ministries, so that it is capable 
of influencing and collaborating 
with the municipalities in order 
to implement initiatives and 
generate effective models of 
metropolitan governance.

Inclusive governance. The selected 
examples present agencies that 
are capable of taking into account 
a large number of stakeholders, 
factors, existing plans and complex 
visions, mainly encompassing:

• The creation of public policies;

• Technical assistance;

• Data monitoring and collection;

• Operational management;

• Strategic management;

• Resource allocation;

• Legal and regulatory capacity.

Although metropolitan 
governments are part of the 
public sector, a fluid and 
collaborative relationship with 
different sectors (private, civil 
society, NGOs, academia) is 
expected, in order to constantly 
seek the most effective solutions 
for the common good of all 
citizens. At the same time, 
providing an ideal scenario to 
coordinate inter-disciplinary, 
inter-institutional work is required. 

Resilient governance. The 
history of the creation and 
transformation of the analysed 
agencies communicate the 
need for institutions to prepare 
for several political, social 
and economic scenarios. The 
agency must also capable of 
adapting to new needs, based 
on consensuses validated by 
different stakeholders. A current 
crosscutting issue is the presence 
of a high-quality human capital 
that is periodically trained on the 
city’s relevant issues, as well as 
the promotion of collaborative 
work with different government 
areas.

Transparent and efficient 
governance. All cases emphasise 
the importance for metropolitan 
institutions to be equipped with 
transparent mechanisms that 
can be accessed by the entire 
population, to avoid corruption 
scenarios or conflicts of interest, 
and at the same time evaluate 
governance. Individuals belonging 
to metropolitan governments 
must be willing to provide 
sensitive information to projects 
to which they relate, in order 
to prevent confusing scenarios 
such as conflict of interest. 
Transparency is especially 
relevant to validate the existence 
of agencies that are capable 
of investing and generating 
economic benefits, and is an 
essential tool in managing and 
implementing projects arising 
from metropolitan development 
plans.

53 Ahrend, Rudiger, “Metropolitan 
Governance: characteristics and 
functions of Metropolitan Governance 
Bodies”, OECD (Head of Urban 
Programme presentation).
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