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The Core Challenge 

AI is already operating across city 
government. The question is no 
longer whether to govern it — it is 
whether governance arrives before 
or after a serious failure. 

The Responsible-Party Gap: 

The vendor designs the system. The 
vendor controls training data, 
updates, and explainability features. 
But in a wrongful-arrest lawsuit, a 
disparate-impact complaint, or a civil-
rights investigation — the city is the 
defendant. 

Why This Is an Executive Management Issue 

AI adoption is already occurring across departments without 
centralized visibility. Individual units independently procure or 
activate AI tools — without enterprise review. 

Without formal governance, executive leadership 
becomes accountable for outcomes without having 
authorized, reviewed, or even inventoried the systems that 
produced them. 

AI governance is not a technology project. It is an enterprise management 
discipline — like procurement oversight, civil-rights compliance, or 
financial controls. 

 

<16% 

of local governments worldwide 
have published AI governance 

policies 
De Arteaga et al., Smart Cities, 2024 (170 

govts surveyed) 

16+ 

U.S. states have enacted laws 
governing government-agency AI 

use 
CDT, Regulating Public-Sector AI, 2025 

All 50 

states introduced AI legislation in 

2025 
NCSL, AI 2025 Legislation Tracker 

 

Four Risk Domains Every City Faces 

Each domain requires specific governance — no single existing city function spans all four. 

 

Procurement & Vendor Due Diligence 

The city deploys vendor AI but bears full legal 
accountability. Standard contracts lack AI-specific 
protections: no audit rights, no performance 
benchmarks, no model versioning alerts, no 
succession clauses. Closing this gap is the highest-
leverage governance action available. 

Security & Data Privacy 

AI systems integrated with PII, PHI, financial, and law 
enforcement data create new attack surfaces. Shadow 
AI use by staff — without IT review — is the most 
unmanaged risk category. Generative AI tools risk 
exposing sensitive city data to external systems. 

Ethics & Civil Rights 

AI trained on historical data inherits historical bias. 
EEOC, HUD, and DOJ enforcement applies when 
automated systems shape employment, housing, or 
service decisions. Detroit's wrongful facial-recognition 
arrest and Pasco County's predictive-policing 
settlement demonstrate the real-world exposure. 

Policy & Regulatory Compliance 

16+ states have enacted government AI laws. All 50 
states introduced AI legislation in 2025. OMB M-25-21 
sets the current federal benchmark. Civil-rights 
statutes (ADA, Title VI, FHA) apply to algorithmic 
decisions via agency enforcement. The window for 
proactive compliance is narrowing. 

 

The Cost of Waiting 
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Detroit's wrongful facial-recognition arrest produced compensation and legal costs in the hundreds of 
thousands of dollars for a single incident. Pasco County's predictive-policing program resulted in a six-
figure civil settlement before trial. Both arose in the absence of structured pre-deployment review. 

A governance function that prevents a single comparable incident recovers its annual operating cost many 
times over. 

 

Governance Accelerates Innovation — It Does Not Constrain It 

Without Governance 

• Departments encounter legal 
interruptions mid-deployment 

• Ad-hoc negotiations and 
emergency reviews cause 
delays 

• Post-deployment restrictions 
stall operational 
modernization 

• Council resistance and public 
controversy require crisis 
response 

• Each deployment rediscovers 
the same compliance 
questions from scratch 

 
The delays governance is assumed to 
create are the delays its absence 
produces. 

With Governance 

→ Procurement expectations defined before vendor 
engagement begins 

→ Approval pathways are documented and predictable 

→ AI contract templates ready to execute — not drafted under 
deadline 

→ Security and acceptable-use standards clear before 
deployment 

→ Departments pursue high-value use cases with institutional 
confidence 

 
Cities that govern AI effectively are better positioned to compete for 
innovation partnerships and federal funding opportunities. 

 

AI Risk Classification Framework — Four Tiers 

Objective triggers — not just descriptive labels — ensure consistent, defensible triage. Low-risk tools proceed rapidly; high-risk systems 
get proportionate oversight. 

 

Risk Tier Objective Triggers Governance Requirements 

Tier 1 — 
Critical 

Affects legal rights, physical liberty, physical 
safety, or equity. Law enforcement, benefits 
eligibility, child welfare, sentencing. 

Full Board + Civil Rights + Legal. 
Mandatory AIA. Human review on every 
decision. Annual audit. 

Tier 2 — High Significant resident impact on services or 
economic opportunity. Permitting, health services, 
financial determinations, employment screening. 

Board review + Legal + Privacy. AIA 
required. Annual performance audit. 

Tier 3 — 
Moderate 

Operational efficiency tools, limited direct resident 
impact. Infrastructure optimization, workflow 
automation, procurement analytics. 

IT security review. Privacy impact 
assessment. Department director 
approval. 

Tier 4 — Low Incidental AI in standard software. Spell-check, 
scheduling assistants, FAQ chatbots, internal 
document summarization. 

Standard procurement review. IT 
approval. Acceptable-use 
acknowledgment. 

 

The Proposed AI Governance Board 
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Mission 

A standing, 
cross-
functional body 
with formal 
charter 
authority — not 
an advisory 
committee. 

Three role 
types: 

• Decision
-makers: 
formal 
approval 
authority 

• Mandato
ry 
reviewer
s: must 
sign off 
for their 
risk 
domain 

• Advisors
: provide 
expertis
e; may 
escalate
; no 
blocking 
authority 

 
Fiscal Case 

Governance 
Board operating 
costs are 
modest relative 
to the city's 
technology 
budget — and 
dramatically 
lower than a 
single 
significant 
adverse event. 

Board Role Department Function 

AI Governance Director (Chair) Mayor's / City Manager's Office Decision-maker 

Chief Information Officer IT Department Decision-maker 

Chief Information Security 
Officer 

IT / Security Mandatory — all tiers 

City Attorney / Deputy City Attorney's Office Mandatory — Tiers 1 & 2 

Civil Rights Director Civil Rights / Human Rights 
Commission 

Mandatory — Tier 1; Advisor — 
Tier 2 

Chief Procurement Officer Finance / Procurement Mandatory — all vendor contracts 

HR Director Human Resources Mandatory — employment AI 

Records & Privacy Officer IT / Legal Mandatory — Tiers 1 & 2 

Independent Technical Advisor External (academic / nonprofit) Advisor — 2-year term 

Resident Representatives (2) Community — appointed by Mayor Advisor — 2-year term 
 

 

18-Month Implementation Roadmap 

Phased delivery: early wins demonstrate governance capability and reduce immediate risk while the full framework is built. 

 

PHASE 1 

Foundation — Months 1–3 

• Establish Board by exec. order 
or ordinance 

• Appoint standing members; 
assign roles 

• Conduct city-wide AI inventory 

PHASE 2 

Operational Build-Out — 
Months 4–9 

• Publish AI Use Policy (incl. 
generative AI) 

• Publish AI Procurement 
Standard; update contracts 

PHASE 3 

Full Operation — Months 10–
18 

• Complete Tier 2 system 
assessments 

• First-cycle audits on all Tier 1 
systems 
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• Classify deployed systems 
Tier 1–4 

• Identify highest-risk systems 
for immediate review 

• Develop Deployment 
Accountability Assessment 
template 

• Conduct assessments on all 
Tier 1 systems 

• Launch department AI liaison 
program 

• Publish first Annual AI 
Transparency Report 

• Deliver AI governance training 
city-wide 

• Draft AI Governance 
Ordinance for Council 

 

Quick Win — The AI Inventory 

Conducting the Phase 1 city-wide AI inventory almost universally surfaces shadow AI deployments — 
tools in active use without IT or legal knowledge. The inventory itself provides immediate risk reduction 
and sends a clear organizational signal: AI use is a governed enterprise activity. 

 

Recommended Next Steps — This Quarter 

→ Direct City Attorney + CIO to draft an AI 
Governance Board Charter within 60 days. 

→ Authorize an immediate city-wide AI inventory, 
led by the CIO's office, within 90 days. 

→ Designate an interim Board Chair from existing 
senior leadership. 

→ Include a dedicated AI Governance function in 
the next budget cycle. 

→ Schedule a City Council briefing to build 
legislative support for a permanent ordinance. 

Implementation 
Support 

Governance framework 
development, readiness 
reviews, Board charter 
support, and procurement 
standard templates. 

raygauger.com 
rcgauger@gmail.com 

Research & Publications 

Full whitepaper, Governance 
Stack tooling, Deployment 
Accountability Assessment 
templates, and fellowship 
opportunities. 

eveningstar.ai 
eveningstarai@protonmail.com 

 


