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Municipal governments face a structural capacity problem. Workforce shortages, disconnected legacy systems,
and rising resident expectations are widening the gap between what cities are asked to deliver and what they
have the capacity to execute. Agentic Al — deployed with the right governance architecture — offers a direct
operational response to that gap.

40-60% 3—-5x Stage 1-2

of staff time on rule-based, faster permit processing where most municipalities
repetitive coordination tasks with Al-assisted intake currently operate

The Problem What Agentic Al Does

Staff capacity is consumed by Unlike chatbots or traditional automation, governed agentic Al
repetitive administrative work — can plan multi-step workflows, invoke approved tools and

not because employees lack skill, APls, and execute — autonomously — within policy-defined
but because the systems around boundaries.

them demand it.

Routing and triage that

follows fixed rules The opportunity is not to replace municipal judgment.

The opportunity is to reduce the administrative friction
surrounding that judgment.

Completeness checks on
high-volume submissions

Data re-entry across
disconnected systems
Deadline tracking and
compliance monitoring
Acknowledgment and
notification coordination

Near-Term Municipal Use Cases

The strongest early deployments are operationally narrow, high-volume, low-risk, and measurable. Outcomes are directional —
actual results depend on implementation quality, AP| availability, and governance rigor.

Classify, deduplicate, and route incoming requests
automatically. Residents receive faster acknowledgment;
staff focus on resolution rather than triage.

311 Service Request Intake &
Routing

Validate submissions against checklists, cross-reference
parcel data, generate deficiency notices. Reduces queue
delays before substantive technical review begins.

P Permit Intake & Completeness
Review

Classify requests, identify custodians, acknowledge receipt,
@l Public Records / FOIA Intake and monitor statutory deadlines. Al-generated logs may be
discoverable — governance is essential.

Match invoices to POs, validate vendor data, flag
$ Finance & Invoice Processing discrepancies. Straight-through processing restricted to low-
risk, policy-approved transactions.
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Validate clauses, screen vendors, monitor milestones.
Human legal review remains mandatory for nonstandard or
high-risk work.

Procurement & Contract
Compliance

P+

Governance Is the Prerequisite, Not an Afterthought

Five Core Risk-Tiered Action Framework
Principles . . .
Risk Tier | Example Action Human Approval
* Human

accountabilit Tier 1 Drafting acknowledgment emails None — autonom¢
y mu_st Tier 2 Routing requests to department queues Conditional
remain clear
Decision Tier 3 Financial transaction approvals Usually required
lrg)gr?mg IS Tier 4 Regulatory determinations affecting citizens Always required
negotiable
Risk-tiered Cities that govern deployment thoughtfully will out-perform those that don't — on speed,
tool cost, and resident trust — within this decade.

permissions

Least-
privilege
data access
Governance
must be
operationali
zed, not just
documented

Without structured
decision logs,
agentic systems
cannot support FOIA
requests, audit
inquiries, or public
accountability.

Municipal Readiness Model

STAGE 1 STAGE 2 STAGE 3 STAGE 4
Al Exploration Al-Assisted Ops Semi-Autonomous Governed Autonomy
Policy development Summarization Automated routing Policy-constrained

Staff education Drafting support Exception escalation orchestration
Pilot scoping Workflow augmentation Partial autonomy Audit integration
Mature governance

Most municipalities today sit between Stages 1 and 2. The transition to governed orchestration should be gradual and measurable.

Known Risks — Addressed Honestly

Hallucinations Prompt Injection Vendor Lock-In Workforce
Mitigated by confidence Addressed through input Require open APIs, Resistance
thresholds, retrieval- sanitization, API-layer portable logs, export Engage staff early.
grounded workflows, and controls, zero-trust rights, and termination Frame Al as reducing
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administrative overload

— not headcount.

Commit publicly to a no-

transition clauses in
every Al contract.

access models, and
adversarial testing.

human review gates on
high-consequence
outputs.

A Realistic 90-Day Pilot Structure

displacement policy for
initial deployments.

PHASE 1 PHASE 2 PHASE 3 PHASE 4
Discovery & Integration & Testing Controlled Production = Review & Scale
Governance e Configure APIs * Deploy with human Decision
* Identify workflow o Establish decision oversight e Compare metrics
*  Document baseline logging Monitor outcomes ¢ Assess
metrics * Validate Collect staff governance
* Define governance permissions feedback ¢ Review staff
controls * Run adversarial Measure vs. experience
e Establish tests baseline * Expand, adjust, or
escalation paths pause

If any phase reveals governance gaps or staff readiness issues, resolve them before advancing — not on schedule.

Research & Governance

Governance Stack tooling,
publications, red-team
resources, and fellowship
opportunities.

eveningstar.ai
eveningstarai@protonmail.com

Implementation Support

Municipal readiness reviews,
use case scoping, and
governance stack
deployment.

raygauger.com
rcgauger@gmail.com

Five Actions for Municipal Leaders — This
Quarter
Name an Al champion with a 90-day
mandate.

Audit your existing system APIs — you likely
have more surface area than you think.

Read the full governance framework at
eveningstar.ai.

Brief staff before you deploy — fill the
vacuum before rumors do.

Score your first use case against the
readiness checklist.

eveningstar.ai | raygauger.com For the full whitepaper visit eveningstar.ai



