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This document was compiled 
by Métropole Rouen 
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are those of the City and do 
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European Commission can 
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document. Neither EISMEA, 
nor the European Commission 
or any person acting on their 
behalf may be held responsible 
for the use which may be 
made of the information 
contained therein.
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Executive summary in video
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The city of X pursued an EU-supported transformation over four main stages, 
and this document details that journey by these sections

Preparation & 
assessment

Ambition & 
roadmap

Implementation Review & way forward

15 months
May 2021 – July 2022

3 months:
February 2021 – April 2021

5 months:
September 2020 – January 2021 

2 months
August 2022 – September 2022

Find out where a city is, where it 
should go and who in the ecosystem 
is going to mobilise make things 
happen

Develop a concrete plan to achieve 
measured improvements, 
collaborating with the community; 
push action with immediate benefits

Get “big moves” done and see 
results; take action in partnership 
with others

Measure success, and commit to 
keep connections and 
improvements going

Summary

1 2 3 4

Overview to the city’s journey and structure of this document
Reported as 
one section



September 2020 to January 
2021

ICC transformation

Métropole Rouen Normandie : 
Preparation and assessment

Section

1
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Introduction

Rouen Normandie includes its digital transition approach in the ICC system

• Axes identified and orientations within the framework of the ICC programme:
• Improving citizen participation 
• Developing the territory's resilience to climate change
• Transforming industry, green manufacturing and clean production
• Innovating for green and smart mobility and transport 

• National and international openness
• Create an opening and networking with other European cities developing international collaborations
• Revive the attractiveness of the territory by placing it at the heart of a new market offering the possibility of attracting new

young innovation players

• Calendar
• Phase 1 (September 2020 – January 2021): Preparation & evaluation
• Phase 2 (February 2021 – April 2021): Ambition & roadmap
• Phase 3 (May 2021 – July 2022): Application
• Phase 4 (August 2022 – September 2022): Analysis & Outlook
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City needs: State of the city overview

Energy
Optimize the consumption and 
management of the energy 
network by limiting its carbon 
footprint

Environment and biodiversity
Enjoy a living environment adapted to 
current and future climatic conditions 

and develop the circular economy.

Digital 
Infrastructures
Have access to a good 
digital connection

Digital Services
Make daily life easier by 
integrating supply chain at 
city level, reverse logistics, 
etc.

Healthcare, old age care
Optimize hospital occupancy
Age better 
Detect pathologies

Social Protection
Develop customized social protection 
policiesRelationship with the citizens

Be heard, have equal access to public 
services and be involved in projects in their 

territory.
Continuous gathering of citizens' needs

Habitat
Decent and affordable housing 
(in particular for the priority 
communities)

Planning, economic development
Have access to economic opportunities in 

territories that are undergoing balanced 
development

Mobility
Be able to move around while limiting its 

impact on the environment

Tourism, leisure, culture
Enjoy an improved hospitality and access 

local attractions and heritage sites

Education and training
Learn in the best conditions and 
throughout life

Security
Prevent crimes, optimize security 

flows

10

8

6

4

2

0
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City Ecosystem

Governance
Ecosystem, roles & responsibility, decision-making, etc. 

Smart Territory

Organization & Skills
Pool of talents, available resources, skills, etc.

Technological Foundations
Open data, data lake, data center, cloud, IAM, ETL/BUS, etc.

Cybersecurity
Data integrity and protection, BCP, etc.

Access to funding
Ease to access funding, financial state, etc.

A collaborative and cross-disciplinary working group, #MaMétropoleConnectée, dedicated to the development of the Smart City approach.
2 key elected officials: one elected official for Digital, one elected official for Citizen Participation and Open Data
1 project manager for "Smart Territory and Smart City" (Territoire Intelligent et Smart city)
Master plan for information systems (SDSI) with a Smart City componentTranslated with www.DeepL.com/Translator (free version)

A digital sector supported by AD Normandie (Normandy regional developement agency) and piloted by Normandie Web 
Xperts and Pôle TES. Several non-profit organisations (NWX, RNFT, Codeurs en seine, Normandigital, Syntech numérique, 
Cléon 4.0 ecosystem) and other organisations active in the field (NAE, Moveo...) + 1 federating business centre: Seine 
Innopolis
Around 30 academic degrees specialising in digital technology (offered by INSA, University, Esigelec, CESI, Normandy 
Web School, etc.) 500 researchers with expertise in computer science, information and systems processing, robotics, etc.

Participation in the consortium DATALAB NORMANDIE : a regional accelerator for Artificial Intelligence and Data projects
Regional data centre
Regional Coordination of Geographical Information (CRIGE) with a data dissemination platform "Geonormandie"
Member of the OpenData France network to exchange with other institutional partners.

A Data Protection Officer (DPO) and an Information Systems Security Officer (ISSO) for internal cybersecurity governance
Information systems security policy currently in preparation
Establishment of an internal safety certification commission in accordance with ANSSI guidelines
Member of AFCDP - National Association of Data Protection Experts and Territorial Working Group
Creation of a Regional Security Club (CLUSIR) in NormandyTranslated with

Funding for the "Rouen Intelligent Mobility for All" project (€5.2 million secured from the national programme "High 
ambition innovation territory" or TIGA, with potential ERDF co-funding and demonstrators financed by Horizon 2020)
Cohesion Policy 2021-2027 : ERDF OP1 : A smarter Europe by promoting innovative and intelligent economic 
transformation.
National recovery plan (#France relance), cofunded by the European recovery plan, with priority funding on transition to a 
digital and intelligent economy ("Digital transformation of the State and territories" strand in #Francerelance)
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City strategy: justification

Stratégie 
numérique

Programme
ICC

Open Data

Launch of the WG
#MaMétropoleConnectée

Candidacy
Icc

May 2020

Délibération 
cadre Open 

Data
08/02/2021

Forum
Interconnectés

Joint membership 
to the Interconnected

Events

2019 2020 2021 2022

Preparation and 
evaluation Implementation Review & 

way forward

2023

5 mois 4 mois 19 mois 2 mois

Roadmap
Open data

Délibération  MRN Territoire 
Intelligent 05/07/2021

Membership in 
the Datalab
Normandie

1er COPIL numérique 
28/05/2021

Ambition and 
roadmap



9

ICC strategy: Vision and ambition statements

Towards a more 
inclusive and 
participative 
metropolis

Towards a more 
sustainable and 

resilient 
metropolis

Towards a more 
attractive and 

dynamic 
metropolis 

Métropole Rouen Normandie, 

Capital of the World After : 

Becoming a more inclusive, sustainable, resilient and attractive 
metropolis that is a model of ecological and social transition in 

a changing world. 
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City strategy: justification

Mobilising an innovative 
ecosystem

Implementing data 
governance

Supporting the digital 
transformation of actors
and territories

Involving citizens Simplifying access to 
services

Building a transversal 
infrastructure

Towards a more 
inclusive and 
participative metropolis

Promoting Open 
Innovation in the 
territory
Living Lab

Co-construction of an 
Open data approach

Catalogue of services for 
municipalities

Citizen participation
"Je participe" platform
Transparency of public 
policy-making

Bridging the digital gap
Connected cabins / 
Telemedicine

Towards a more 
attractive and dynamic 
metropolis 

Responsible digital 
approach
Training to support the 
digital transformation of 
the Metropolis 

Digitital transition of the 
economic actors 
Resilience of the territory
Reducing the ecological 
footprint of digital 
technology
Encouraging new 
mobility for goods and 
people

Optimising the use of 
digital technology for 
crisis management 

Reuse of computer 
equipment
"Mon tri" application

Network optimisation
Public/private 
partnership

Towards a more 
sustainable and resilient 
metropolis

Encourage innovation, by 
supporting the most 
innovative players in the 
field of digital technology 
(e.g. Hospital of the 
Future)

Participation to the 
regional Datalab
Harnessing the potential 
of data to provide 
innovative services (e.g. 
optimising energy 
management in buildings)
Smart cap

Encourage innovation by 
supporting and 
accompanying the most 
innovative digital players 
in all sectors 

E-administration
"Ma Métropole dans ma 
poche"
Simplifying administrative 
procedures (CRM)
Public WIFI

Information system 
urbanisation (data 
warehouse)
Internet of Things 
(sensors)

Ambitions
Axes



February 2021 to May 2021

ICC Transformation

Métropole Rouen Normandie : 
Ambition and roadmap

Section

2
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High level implementation roadmap (“10000m plan”)

The 3-year roadmap January 2021 16 Projects

Colour caption

Attractiveness, communication, solidarity

Economic development

Public space and sustainable mobility

Resources and equipments

User services and ecological transition

Territories and proximity

Towards a more inclusive and 
participative metropolis

Towards a more attractive and 
dynamic metropolis 

Towards a more sustainable and 
resilient metropolis

2023

2022

2021

2020
Placement is based on the date of the 1st deliverable

Ma Métropole (CRM)

Je participe

Smart street
equipment

Online Water Agency

Ma métropole dans 
ma poche

MAAS
E-administration

Hypervisor

Responsible

Digital

Public WIFI

Living Lab

Industry 4.0

E-Inclusion

Smart Cap

Open Data

Energy registry



13

Example: High level implementation roadmap for a given solution (“10000m 
plan”) – From June 2021

Q5Q2 Q3 Q4 Q6Q1

1
Application development Evaluation & Next Step

Overarching Milestones

Milestone Milestone

2

3
Deployment

4 Organisation

5 Roadmap

Application Rouen 
Métropole dans la 
poche

Territorial WIFI

Deployment of 
connected cabins

Challenge Good Tech

Co-construction of an 
OpenData approach

6 Enegy Datahub 2nd phase: implementation of the datahub

EOI for municipalities

Communication Plan

Placement of cabin order

Milestone

Definition of the objectives
Data analysis / characterisation of profiles and offers

MilestoneActivity

Milestone

First actions

Milestone

Milestone

Hackathon
Good Tech Agenda

Vivatechnology

First workshops
Implementation of the approach

Platform opening

first prefiguration phase: framing

AAP Data Demonstrator

Data mapping Identification of use cases

Opening of the first cabins
Phase 2: E-inclusion Roadmap

Communication

Functional proposal and evaluation of a use case

Demonstrator

Smart CAP : tourism data Smart CAP : tourism data

Opening of the 1st tiles New services
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MA METROPOLE DANS LA POCHE APP

Contributors: All services that deal with the 
data

All municipalities of the 
Metropolis

Initiative 
working team:

COM / DSI
#MaMétropoleConnectée
Joint Geomatics and Territorial 
Knowledge Service (GIS)

Initiative lead: Communication dept (COM)

Information System dept (DSI)

Initiative name: Smartphone app Ma Métropole 
dans la poche

Impact and 
timing

Support 
needed

Risks

From September the first uses will be 
evaluated

Need for clear project governance and 
dedicated human resources

Strong sponsor from the General 
Management and elected officials

Offered functionalities do not meet citizens' 
needs
Data quality: Data update
Entire territory not covered by the application

Key 
stakeholders

Dependencies

Major 
milestones

Ultimate goal 
and scope of 
this initiative

This application is developed by Orange

The internal project leaders are therefore in 
contact with the service provider for the 
implementation of this application

This project is dependent on data structure in 
the different departments of the Metropolis, 
their quality and updating

Opening of the first tiles in September 2021

2022: deployment of new functionalities

Application combining all the services offered 
by the Metropolis as well as additional 
functionalities

The objective is that all the inhabitants of the 
Metropolis have access to the services of the 
Metropolis in a single click on a single 
application

INITIATIVE OVERVIEW INITIATIVE CONTENT INITIATIVE FOLLOW-UP
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All of three types of KPIs selected and with targets (where needed)

Ma Métropole dans ma poche app
- Number of tiles in the application  
- Number of municipalities visible in the application
- Number of people using the application

POI

Agenda

Waste
0

1

2

3

4

5

6

Number of usersMunicipalities involved 
in the processOpen functionalities
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CO-CONSTRUCTION OF THE OPEN DATA APPROACH

Contributors: � "Je Participe" platform
� Metropolitan Development Council 
� Citizen Committee
� Living Lab
� Datalab

Initiative 
working team:

• MRN / City of Rouen
• DSI, PRADA, DAJ, DPO, GIS, 

departments with datasets, Business 
application project managers

• The municipalities of the Metropolis

Initiative lead:
• Digital and Open Data Project 

Manager of the MRN
• Digital WG
• #MyConnectedMetropolis
• SDSI: Information Systems 

Master Plan

Initiative name: Open Data: co-construction of the 
approach with the municipalities Impact and 

timing

Support 
needed

Risks

This project will start to have an impact 
when the first data sets are published and 
when a facilitation programme is 
implemented on the territory

Budget dedicated to the Open Data 
platform

Presence of an elected representative for 
citizen participation and Open Data: Sylvie 
Nicq Croizat

Municipalities of the Metropolis do not wish 
to join the approach

Lack of human resources to lead the process 
both internally at the Metropolis and in the 
territory

Key 
stakeholders

Dependencies

Major 
milestones

Ultimate goal 
and scope of 
this initiative

• Bi-monthly updates between the MRN / 
City of Rouen pilots

• WG with the municipalities (currently 
under preparation)

Reflection within the "CRIGE Normandie" 
on a shared regional platform

• MRN Open Data Deliberation from 
08/02/2021

• EOI from municipalities for co-
construction of the approach (June 2021)

• Territorial roadmap at the end of 2021
• Opening of a shared platform - 2022

• define a territorial approach to the Open 
data process

• pool resources and expertise
• promote new services throughout the 

territory
• provide high value-added data to foster 

innovation, contribute to the transparency 
of public life and modernise public services 

INITIATIVE OVERVIEW INITIATIVE CONTENT INITIATIVE FOLLOW-UP
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All of three types of KPIs selected and with targets (where needed)

Co-construction of the Open Data approach
- Number of open datasets by theme
- Number of municipalities involved in the process
- Number of workshops organised

0

5

10

15

20

25
Number of open datasets by theme

71

15

Number of municipalities 
involved in the approach

18

Number of workshops 
organised
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ENERGY DATAHUB

Contributors: The public energy service 
(under creation)

Private actors could also join 
this initiative 

The Datalab

Initiative 
working team:

Project management assistance 
will be required for both phases 
of the project: 

- framing of the strategy

- development of the datahub

Initiative lead: Information Systems Dept

Energy Dept

Open Data Project Manager

Initiative name: Energy data warehouse to 
develop use cases (indicators, 
open data, predictive analysis, 
energy registry, etc.)

Impact and 
timing

Support 
needed

Risks

The setting up of a demonstrator in the 
first quarter of 2022 will make it possible 
to show the benefits of this type of 
project 

• Call for data projects under the Recovery 
Plan for Digital 

• Validation of the project at political level

• Line of €350,000 to be included in the 2022 
budget

Lack of internal capacities to keep the project 
sustainable

Lack of availability of internal / external data 
providers

Key 
stakeholders

Dependencies

Major 
milestones

Ultimate goal 
and scope of 
this initiative

Who are the stakeholders that the team needs to 
communicate with? 

How often does the team communicate with each 
stakeholder group? 

Which stakeholders influence / make decisions 
affecting the initiative? 

This project depends on the recruitment of a 
business intelligence expert 

April - May 2021: Project definition in conjunction with 
the business and IT departments

September - December 2021: Framing and business 
support / Preparation of the technical base and 
definition of indicators

January 2022 - December 2022: Development of the 
use case using an agile method and deployment of the 
versions developed on the target environments / 
Maintenance of the use case in production and 
continuous improvement 

This project is divided into two phases: 
- mapping of energy data and identification of use cases 
in order to produce a data roadmap for the coming 
months;
- implementation of a first energy data warehouse to put 
these use cases into production. 

INITIATIVE OVERVIEW INITIATIVE CONTENT INITIATIVE FOLLOW-UP
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All of three types of KPIs selected and with targets (where needed)

Energy Datahub
- Number of data flows mapped
- Number of use cases addressed
- Impact assessment on energy consumption

0%

100%

Catégorie 1 Catégorie 2 Catégorie 3 Catégorie 4

Impact assessment on energy 
consumption

Série 1 Série 2 Série 3

- Number of use cases addressed- Number of data flows mapped
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Governance structure for roadmap implementation

Animation projets / processus (data management)
Compétences : gestion de projet

Effectifs : 1 ETP

Gouvernance data interne / sur le territoire (Chief data officer)  
Compétences : gestion de projet, animation transversale 

Portage politique  interne / sur le territoire  
Echelle de  coordination : DGA R&M et Eco + élu

Instance : comité de pilotage numérique

Valorisation - Visibilité - Attractivité - Innovation - Compétitivité: 
Nouveaux services, appels à projet, AMI, plan de communication  

Compétences : gestion de projet, communication événementielle (DIRCOM)
Partenaires : Datalab, Living Lab, etc. 

Une animation

Expertise en système 
d’information décisionnel 

(SID)
Compétences : SI

Expertise urbanisation du SI 
et référentiels 

Compétences : SI

Expertise Sciences de la 
donnée (Dataanalyst / 

Datascientist) 

Expertise en Système 
d’information Géographique 

(SIG)
Une Expertise 

technique

Une gouvernance

Une volonté politique

Une communication  
valorisant le territoire

Une implication de 
toutes les 
directions

Réseau d’«experts data» : un par métier 
(qualité de la donnée, normalisation, sécurité, analyse, etc.)

Compétences : métier

Chef de projet open data interne et 
externe

Compétences : gestion de projet
Effectifs : 1 ETP

Coordination stratégie numérique Tech for Good
Compétences : gestion de projet, animation transversale 

Confiance et 
Sécurité 

numérique

Compétence 
Protection des 

données
DPO*

Compétence :
Cybersécurité

RSSI*

Cellule Transformation 
numérique



February 2021 to May 2021

ICC Transformation

Métropole Rouen Normandie : 
Impact

Section

3+4
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Impact executive summary 

What worked well over the 
period ...

� Structuring of the approach 
� Deliberation Smart and sustainable 

territory voted on July 5, 2021
� Digital COPIL 
� WG #MaMétropoleConnectée
� Data ecosystem led by the Datalab

and digital topics Pôle Tes

� Seeking funding
� Communication action

What lessons can be learned 
from the period?

� Lack of human resources on 
data topics

� Working in silos 
� Need to support the 

development of digital skills 
internally

What worked less well 
over the period ...
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There are four types of measurable concepts that come together to drive 
success in the ICC

Example

…makes it easier 
to undertake 

certain… 

…leading to 
improved…

…which work to 
drive up…

Description

Technology maturity –
outputs

Cities can drive technological 
solutions to try and improve city 
performance. How well these 
solutions are currently used can 
be described as their ‘maturity’, 
- considering whether they are 
available for stakeholder use, 
what stakeholders think of 
them, and so on

…leads to the launch a new tele-
health solution utilising 4G data 
connections…

City performance – outcomes 
and impacts

Success of an intelligent city is 
ultimately measured by its ability to 
address city needs. These can be 
considered an improved quality of 
citizen life and a better environment for 
stakeholders

…resulting in pre-emptive diagnosis and 
lower wait times at medical facilities

Local enablers –city 
characteristics

Each city has unique 
strengths and weaknesses 
that help action happen. 
These can be stakeholder 
networks, local capabilities, 
cultural factors or many 
more that drive success in 
ICC projects. 

A history of strong 
collaboration between city 
and a local university…

Activities – actions 
and inputs

A cities main intervention on 
the ICC is to take actions. 
These can be direct (e.g., 
procuring technology), or 
indirect, (e.g., forming a 
working group on a topic). 
The right actions can lead to 
the right inputs going in to 
the ICC (e.g., funding, time)

…allows the creation of a 
new e-health pilot project 
using social housing in the 
city…

Idea

Change measured over 
time during ICC
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Final results : citizen app

Ma Metropole dans ma poche App : Final Résults
https://apps.apple.com/lr/app/rouen-m%C3%A9tropole-dans-ma-
poche/id1568313714

- Number of tiles in the application : 12
- Number of municipalities visible in the application : 

Rouen 
- Number of people using the application (number of 

downloads) : 9000 since launch

https://apps.apple.com/lr/app/rouen-m%C3%A9tropole-dans-ma-poche/id1568313714
https://apps.apple.com/lr/app/rouen-m%C3%A9tropole-dans-ma-poche/id1568313714
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Final results: open data plateform

Open data : Final Résults
https://data.metropole-rouen-normandie.fr 

- Number of dataset : 30
- Number of municipalities : 5
- Number of people using the 

application : Public opening of the 
platform 01/09

-

https://data.metropole-rouen-normandie.fr/pages/accueil/
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- Number of data flows mapped
- Number of use cases addressed
- Impact assessment on energy 

consumption

Final results: dashboard energy

Data hub energy : Final Résults

Work in progress
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5 key lessons

COHERENCE OF DIGITAL STRATEGY

1. To include the strategy in the IT Master Plan
2. To evaluate the benefits for the Metropolis, users, 

agents.
3. To assess the relevance of the project in the global 

digital strategy.
4. To ensure consistency between the different digital 

tools of the Metropolis.
5. To pool resources, reduce costs and environmental 

impact.

ACCELERATION OF THE DIGITAL PROJECT

1. A framing of the project about the knowledge of digital 
actors, existing solutions, complementarity or convergence 
with other projects.

2. A user-centric approach to define needs and expectations in 
relation to the service.

3. A data approach so that there is data governance applied to 
the project (necessary data, processing to be carried out, 
processes, open data, GDPR, etc.)

4. An innovation approach thanks to the knowledge of 
networks (living lab, datalab, Tes pole, etc.)

5. A valorization of the project thanks to an adapted 
communication on the territory and at the national level 
(Network of interconnected)
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Commitments 

Commitments to on-going resources

Project 1 (Citizen App) – the project will 
continue as planned, with the secured and 
foreseen resources and funding
Project 2 (Open data platform) – the project 
will continue as planned, with the secured 
and foreseen resources and funding
Project 3 (Datahub Energy) - the project will 
continue as planned, with the secured and 
foreseen resources and funding

Commitments to on-going collaboration

Project 1 (Citizen App) - In the framework of the 
ICC project no collaborations with ICC cities 
were set up for this project.
Project 2 (Open data platform) – the existing 
collaboration between the 5 involved 
municipalities will continue as foreseen – future 
collaboration with other municipalities is not 
excluded. In the framework of the ICC project no 
collaborations with ICC cities were set up for this 
project.
Project 3 (Datahub Energy) - In the framework 
of the ICC project no collaborations with ICC 
cities were set up for this project.

Commitments to on-going KPIs

Project 1 (Citizen App) - continuation of 
commitment to on-going KPIs
Project 2 (Open data platform) –
continuation of commitment to on-going 
KPIs
Project 3 (Datahub Energy) - continuation 
of commitment to on-going KPIs
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3 Year plan - ambitions

Building on the 
ICC, what would 
will the city aim to 
achieve in 3 years 
time?

What steps will you 
take over the next 
3 years to achieve 
these goals?

• Mobility hub(s) established
• Pilot for “rolling bus shelter”
• Local energy grid/district level in implementation

• Digital infrastructure for mobility will be further developed (as initiated under ICC)
• New discussions with state/regional government about Road 95, bus stops etc., to provide a 

place for piloting of “rolling bus shelter”
• Define The “Arctic Center of Energy”-building at Campus Skellefteå to use a local energy grid in 

some way
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3 Year plan - ambitions

Building on the 
ICC, what would 
will the city aim to 
achieve in 3 years 
time?

What steps will you 
take over the next 
3 years to achieve 
these goals?

• Implement a responsible digital strategy
• Coordinating an E-inclusion policy
• Develop projects around the valorization of data : Energy, mobility, etc.

Responsible Digital Strategy
Be labelled Digital Responsible by the Responsible Digital Institute
Implementation of responsible purchasing
E-inclusion

Carry out an assessment of the digital fragility of the territory
Mapping the actors of digital inclusion
Data
Develop data visualizations
Continue the experiments on AI


