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Good morning, it’s an honor to be here.  

I want to talk just a little bit about the future of public administration, and we are gathered here today 
because you are deeply committed to digital technologies.  

This a curious time throughout the world, including in my country, where people need government more 
than ever and complain about government more than ever. The problem is the rules in which bureaucrats 
and public officials have operated as the representatives of the city of Rome. 

We have a significant number of technologies sponsors just for this conference, right? In addition, we have 
a dramatic number of technologic tools, and yet the way we operate government. Think about the operating 
system on your Android phone.  

When I started to write this book, I have an IPhone and I received 4 operating system updates in three weeks. 
It was a period of change in the operations. Well, the operation system in the government, at least in the US, 
hasn’t changed in over a century, the technology tools have changed, but the operations of government, the 
hierarchy, the bureaucracy, the commitment to compliance rather than results hasn’t changed. 

The four main topics I want to address this morning are the following: A. How can we create a governance 
that puts the citizen at the center. Because most of the discussions of efficiency that we have today in our 
local provincial and federal governments are an efficiency that is organized around a bureau, around the 
agency, is not organized as around the residents. So, many one way to think about this is what would the 
amazoning of government look like, what would it look like if the government were organized around a 
resident who had his or her choice of what channels the want to use and how they ordered services.  

Second is acting in time. One of the reasons that bureaucracies are known to be slow is because they are 
paper driven and pass files from place to places, and what does it look like to be acting in time.  

Third, how do we move from a definition of professionalism? I have been in government for 30 years, mostly 
in local governments, and in that period of time the definition of professionalism is we are trained more and 
more, narrower and narrower in definition of technical proficiency. Therefore, what is the definition of 
professionalism that says, “Part of what we know is from the public, how we incorporate our views”.  

The last is how do we move from holding the public employees responsible for compliance with rules to 
compliance for outcomes. 

Let us look at some of them separately. I left working as deputy major in New York for Mike Bloomberg about 
five-six years ago, and the technology tools that are available today as contrast to even then, let alone 
compare to when I was major in Indianapolis are dramatically different. You know all of this names, virtual 
assistance, augmented reality and artificial intelligence, authentication processes, new uses of blockchain, 
geographical information systems. Machine evaluation of case reports, what the machine will do in the future 
and what we will do as public officials. Predictive analysis. 



Is not that any of those would make transformative government. However, think about all of the together, 
plus the use of mobility tools that we already have in the hands of our workers. Those are the digital drivers 
of change.  

I am thinking about the user in two senses: one is the resident and the other is the public employee who 
serves the resident. Because if we do not give our public officials particular employees who work in retail, 
that every day interacts with the resident. If they do not have the right experience the right tools, they can’t 
be useful as either. 

As we think about the range of user experience, maybe we should consider the following blocks: one, at the 
top, the users-centered campaigns. If we’re gonna unleash a campaign around sustainability or the housing 
of or the like, too often in the US, which is my experience, good intention public officials gather together and 
decide how are they going to communicate with the residents. They do not bring a sample of residents in 
when they make decision, they don’t design decisions around them. Only channel choice, by which I mean 
do the resident walk in the city hall, can they call in the city hall, can they app or chat in the city hall.  

Why do we force them to choose a channel, why can the resident choose a channel just like you take a retail 
decision. Call centers, CRM - Customer relationship managements call centers. In the US, call center in New 
York city was called 3-1-1, which received 25 million phone calls a year. Many of those phone calls were 
repetitive and they merely asked for information. Why didn’t we personalize our relationship with those 
residents, why didn’t we allow them to register for outbound text on regular issues as traffic or other matters 
in their neighborhoods.  

A true orientation around the user would allow something that is personalized and structure the feedbacks.  

Every time we communicate with our residents and our government, nudging to take an action, the way we 
write our communication, the simplicity of the language, even the nature of the headline would tell our 
residents just what we want them to do. 

I know that many of the cities in Italy, the national government in Rome itself live in open data. Open data, 
in itself, does not really accomplish anything, or it doesn’t accomplish much. It’s how well we visualize the 
complexity of open data, how usable is the open data.  

In the city of Pittsburg, in the US, they not only created open data, but they took that open data to their 
neighborhoods, they trained their neighborhoods leaders to use that data, they gave that a kind of little 
motto, a little penguin sort of animal that express that open data.  

The purpose is to say, if we want to communicate with our residents, then we need to do it in a very visualized 
way, and allow them to adapt their data to the conditions in their community.  

The question was not how the look and feel was, the question is “in each of the application you can do online 
or mobile, how easy were those to do, particularly for folks who are not English speakers or represented 
some minority population”. They began to look at whether the use of a particular city server vary in relation 
to the person using it. 

The designed tools are to brand the user experience in order to make the use simpler and to look at each 
one of the verticals in the website. Website redesign with UX experience in mind is how do make it simpler, 
how do we make it easier to use.  

The question becomes how we remove this tension between the public officials and the people in the 
community who have anxiety about government. The new definition of professionalism is how we listen, 
how early we engage residents, how we establish digital platforms for them to talk with us, how we curate 
that information, incorporate those third party platform, evaluate their response and then perform. 



The new definition of professionalism is one that says we are going to create a strong structured discussion 
early enough that we can learn from it, continuing the theme of user created experience. 

People live in places they care what is happening. There is an interactive map from the area in San Francisco, 
where one of the most important issue in that area is the wealth devise, a lot of wealth and a lot of poverty. 
This interactive map that the city government puts up, open to any residents that is trained in digital 
technologies in any community group. Each one of those dots, show what the housing prices are, and what 
other economic prices of the community and then one can begin to make policy decisions that are easily seen 
in terms of results.  

One of the problems that we have is that many of the residents don’t trust their government, and one way 
of making them trust their government is to be very transparent in a very visualized way on how we do 
government. Now, we are all acquainted with the word “digital devise” and this suggests that those who 
have better trained and better-educated use more frequently digital tools more.  

What do we do as public officials to reach out to our communities? In Washington D.C., they ask for 
underserved residents to text in their responses if mistreated by their property owners. “How was your 
service when you went to take your permit from the city government?” There were signs that SMS backed 
results and then the major in D.C. puts those scores into a scoring card and use those customer responses to 
evaluate the performance of its cabinet secretary.  

So as we think about user experience I think we have a responsibility as officials to find ways to encourage 
feedback from those who may not have smart homes, may not have digital devices, but do have other phones 
by which they communicate.  

Now, last night we had an opportunity to see the augmented reality in display in Rome, and what I’ve been 
interested in is the zoning and permitting process. In many US cities has been very acrimonious, a very 
difficult confrontation. Part of this is because neighborhood group cannot really see the future. There is a 
proposed building and they are imagining the worse for that building.  

This is in the city of Philadelphia, where they have begun to use augmented reality tools to help for planning 
purposes and help the community to understand.  

If you think about where we are going, the machines should call to make requests, like a parking meter with 
a sensor connected to the internet of things that tells the government that this is about to break, the pipe 
sensor the tells when is about to break. Or a streetlight that has a sensor that tells when it’s about to burn 
out. The sensors tells us information.  

The city of Chicago has sensors in its waterfront that tells them when there are certain issues in respect of 
the quality of water and alert them more quickly than the health inspectors could figure out on their own. 

One definition of acting in time is a government that acts upon the sensor information that it receives in 
order to preempt the problem rather than react to a problem.  

Maybe the true definition of high quality government is that we prevent problems before because we know 
about them before we get the phone call.  

There is an air quality sensor in Chicago, where one of the issues is sustainability. One question is “Are there 
certain types of health outcomes that are unhealthy, that are attributable to a particular neighborhood?”. 
Can we sample air in that neighborhood and connect it to health outcomes in that community? There are 
number of air sensors that are going out through the city of Chicago to try to determine that question.  

Another way we can think of acting in time is throughout our cities. Every resident with a smartphone is a 
sensor in self-reverse, a carry around sensor, walking around the city and seeing things. When a resident sees 



a problem on the street, he takes a picture and sends it to the city. The picture has a geographic stamp on it 
and goes to the city worker. The city worker sees the picture of the problem, fills and solves the problem and 
then in many cases in Boston actually the city worker sends the picture back to the resident who made the 
request.  

Because a large part the lack of trust in government is because people do not really see the work being done 
by public officials. This closes that loop completely.  

Another way to think about acting in time is “how do we predict a problem?”. The government operates in 
routines, and employees are given said job to do. One way of acting in time is to move from routines to 
identifying the outlines and solving the problems. And we can use the predictive analytics now in a very 
sophisticated way to identify those outlines and resign our employees.  

What we do is we move our employees from doing routine kind of based teamwork to identifying problems 
and be able to resolve them.  

There are dozens of sensors on buses, sensors on the doors, sensors on the engine, and sensors on the 
cooling, sensors on the heating, sensors on the oil. We can look at those data and look at the pattern of the 
driving of that bus and we can predict when that bus is going to have a problem and solve it before it has the 
problem. We can adjust the preventive maintenance as well.  

Let’s think about in the future of the world how can we, as public officials, can be more efficient by using the 
data to act in time. Another way we can do it is using the residents as part of the coproduction of government.  

What they did in Detroit is that we don’t have enough inspectors so we will put an official site app and we 
ask people to take picture of area that they think are dangerously blighted and send them to the city.  

An example of how citizens can help. The map has dots, that are from photos of residents that send picture 
of housing to help with the process. When we think of regulatory process, in many city governments around 
the world, particularly in the US, there are a number of complaints about building permits and restaurants 
permits and other sorts of permits. All is designed to say: “You know, in many of our US cities we treat every 
single permits request and make them go through several steps”. That means that those who need to be fast 
tracks take too long and those who need more attention don’t get enough attention.  

The government is predicting in Italy and in EU and in the US whether you are a reasonably safe bet to be 
fast tracked through the kiosk or you have to go through the long line. So why don’t we apply the same logic 
for the way we issue building permits and restaurant permits and stores permits and others and other sort 
of areas.  

The most important role of government is protecting the health and safety of its residents, and one way we 
can do this is using data broadly to identify high risks and low risk individuals and begin to tailor a real 
regulatory system around them.  

Well, it turns out in San Francisco and Chicago that if you use the social media, what people are saying about 
the restaurant experience in the US and you mind the social media sentiment, then you can identify a 
dangerous restaurant before, much before, the health inspectors identified themselves. 

 When we think about health and safety, how do we incorporate the tweets and the social media of our 
resident as a global warning system for problems in our community and then tailor it as well? 

The theory here is that we have in the United States, in city states and federal governments thousands of 
public employees who take their jobs because the want to help the public find themselves doing 
commodities, democratic, rule driven work. And they are frustrated. They are there because they want to 
serve.  



How are we going to give them the tools to work better? How do we give them the data by which they make 
better analysis? The old system is paper-based. The new system is digital-based. So that should mean that I 
should be able to take all the information in those pieces of paper and digitize it, organized it and send it out 
to the field employee so that he or she can use it. And so the new public employ instead of being task based 
and reactive, must be predictive and targeted.  

We have data, we have a public employee who delivers the massive amounts of data that were on pieces of 
paper and decision support method and on those decisions, and they need to make a decision. How do we 
give it to their smartphones in real time and it can easily be done.  

Another issue that we face in the government is public employees work in agencies and difficult problem 
exist in systems and it’s very difficult for an agency to affect a problem that exist in a system. And you can do 
this in any number of ways.  

Now in Indiana and Pittsburg State of Pennsylvania and a couple of other places they have obviously a tablet 
or a smartphone. But that isn’t really enough because they need to receive decision support information in 
their phones.  

The data comes in a data warehouse from the school system, from the health system, from the police system, 
from the foster parents system, from the councellor. All of those places have the information about that 
troubled family. The welfare child in that home is supposed to make a decision and today it does not seem 
so much of an information. Either she receives the queue she need that will help make her take a decision.  

If we collect that information and send it in the field, this is an example of how an employee who was 
previously trying to make a good decision but with limited paper based information, now can take digital 
tools to make very good analysis.  

New York city police department, cop on the street. It does not do any good if there are billions of bits of 
digitized information in the NY police department. All it matters to that police officers is that all that 
information is organized and delivered to he or her through the streets so they can make a decision. So how 
do you take the video analytics, how do you take the sensors, how do you take the license plates readers, 
the calls to the police department 9-1-1, how do you organize that.  

In New York city that is called the domain system, you take those information, sort it out, take it to the office 
on his or her smartphone and say, this is what you need to know in your precinct. There is a vehicle that is 
wanted, is involved in robbery and has crossed the bridge near you and is going to be in your precinct shortly, 
so that information helps the street officer only when is organized in a way that is important to he or her.  

Other problem that we have is there are so many supervisory approvals that are required. In the US today 
too much of our definition of performance is compliance driven. Did you comply with this rule? Did you 
comply with that rule? Is not whether you actually accomplish an outcome? So how would we help train our 
employees? How would we get our supervisors in the position of training their employees in contrast of 
monitoring them? 

What if we have a machine reads those reports and said to the supervisor: “here’s one of your trainees, 
here’s one of your employees is acting very differently from the rest of the employees. Here’s one of your 
employees who is an outlier in terms of the number of citations he writes. Here’s one of your employees 
who’s language is very bad when he or she meets with somebody of different kind of ethnicity”. Instead of 
just reading case reports, why can’t that manager receive instead of this file a list of these four five employees 
who can benefit from this conversation with you and some advance training.  



Let’s measure time, let’s make time count. How can we count time, measure time and then if we care for 
responsiveness, our resident cares for how quickly we act. Then we talked about earlier about moving from 
routines to outsourcing to machines.  

Why do a chatbot can’t answer the phone? Give that person an answer to that question if it’s a commodity 
question. Then take the call center operators and say “ok, we are not getting rid of you, we are not moving 
you out in the workforce, we are moving you over here. Your job is to solve really complicated questions for 
people who need more time”.  

Instead of treating every one of the 25 million calls as if it’s needing the same amount of time, why don’t we 
move the same calls to the chatbot ALEXA, SIRI or whatever and then let’s use the public employees for what 
they are best at. Let’s skip them out of the business of just managing red tape and get them into the problem, 
get them into the area of solving problems.  

Again, people operate in systems. But shouldn’t be somebody responsible for mobility? Shouldn’t we been 
taken all of the data from all of those mobs and putting them into a platform where someone could plan 
mobility broadly? So, as we have more data, the use of that data is more helpful in managing a system. 

If the system is mobility, it is not a mode. We have a number of agencies. We have a parks department, a 
street department; we have a public works department. Every one of them has a work system. But actually 
nobody in the city of Indianapolis or San Diego where I was major, lives in the street department.  

They do not live in the parks department, in the public works department. They live in the neighborhood and 
government organized vertically and this folks live horizontally and so is how we organize the data 
geographically that makes the difference. What Los Angeles did, is that we take all the open data and we are 
going to take massive amounts of open data and we are gonna geographically tag each bit of data. So if you 
are in department A and working on a particular geography, you can look into that data and see whom else 
in the government is working on that same community. So we can use geography to make digital scaffold, so 
we can create teams that work in the neighborhoods. This prevents some of the redundancies and improves 
the efficiency. 

The way government should operate is: it has legitimacy and operational capacity. The two of those together 
equal public value. The more public value one creates, the more legitimacy the government has. And the 
more legitimacy the government has, the more operational capacity it has. My suggestion is in that mix is not 
just what we do in the four walls of government, is how we organize resources broadly.  

What is the role of public sector? How do we buy the private sector in technology? What is the role of 
community groups in NGOs? As we add those together and organize those, we create value. Therefore, the 
odd thing about government and the opportunity is that today in some fashion or another are commuting, 
communicating on platform in a distributed system. They are talking about ideas, sharing ideas with many 
friends, organizing those threads.  

Government needs to operate on a distributive platform. So how do we listen? How do we create a platform 
and organize our data? How do we involve communities and decision-making so that distributed platform is 
the platform for the future?  

That is the way we are going to change the civil service system, the procurement system, how are we going 
manage our contractors and outsourcers, how we are gonna evaluate outcomes instead of just statistics. All 
of those things are helpful. And there’s no city in the US today, not a single city, including New York city and 
Los Angeles that has the sophistication of becoming data smart cities by itself. There’s just too much work , 
too much technology and too much need for a skillset that we don’t all have.  



But partnerships with our local universities, the leader who is willing to accept risks, how we think about 
context all allows us to kind of organize this technology in a way that makes the difference. The use of third 
party intermediaries. Many of our government in the US are using third parties to help us communicating 
with our neighborhoods. All of these issues are important.  

Delivering digital services and delivering internet IOT services is quite important. In New York city we are 
going to put a thousand of kiosks and use the advertising revenue to provide free, city-wide internet in every 
neighborhood in New York city.  

We have a demand for public services; we have a frustration for public bureaucracy. Now we have technology 
tools to change bureaucrats and kind of being more responsive. Responsiveness creates trust, even little day-
to-day activities on how we solve a resident’s problem gives them more trust in their government. That trust 
in the government helps them do even bigger things. We have the technology tools to do it, and the public 
is increasingly restless. I believe that overall, what you are all about is the most important thing we can do 
for the future of our cities and the states. 

Thank You very much for your attention. 

 


