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Hello humans! 
For over two decades, I've had the privilege of guiding organizations all over the world through 
their most pivotal technological transformations — from nimble startups to Fortune 100 giants, 
from bustling retail chains to groundbreaking healthcare systems. Through it all, one truth has 
remained constant: 
 
The most powerful technology isn't the one with the most features.  
It's the one that best aligns operational goals with meaningful community experiences. 

City leaders like you didn't sign up to be technology revolutionaries, yet here you are, navigat-
ing some of the most complex transformation challenges I've ever seen. You're not just im-
plementing technology — you're shaping how services are delivered, how communities stay 
connected, and how residents can engage with the civic life that affects them every day. 

This toolkit distills hard-won insights from thousands of hours in boardrooms and strategy 
sessions, countless keynotes, and deep dives with teams on the frontlines of change. While no 
framework can promise to address every challenge you may face, I hope these models give 
you meaningful ways to discuss with your team some of the most important things to do as 
you embark on your digital — no, let's call it your future transformation. 
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Strategic Optimism: the BRIGHTER 
Model for Healthcare  
(Adapted From A Future So Bright) 

B - Be bold and honest about the fullness of the situation, even if it initially looks bleak 

Example: Acknowledge budget constraints, infrastructure aging, and demographic shifts 
honestly 

R - Recognize what matters (hint: this is meaning!) 

Focus on resident quality of life, community engagement, and equitable service delivery 

I - Identify what is going to matter (hint: this is where innovation comes in!) 

Anticipate smart city needs, climate resilience, digital equity, and regional collaboration 

G - Go all in on hope as a tool of focus and refocus 

Use technology to amplify community connections rather than replace them 

H - Habituate to change (meaning: get used to it!) 

Build organizational muscle for continuous adaptation 

T - Tune in with empathy to anticipate what needs to change 

Listen to residents, businesses, and community needs 

E - Envision bold ways forward 

Create compelling visions of technology-enabled civic life 

R - Resolve to work toward the best futures for the most people 

Prioritize solutions that benefit all residents and strengthen community bonds 
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Human-Centricity:  
From Digital Transformation  
to Future-Ready Innovation 

City Strategy Articulation Canvas/Worksheet for Human-

Centric Digital Transformation & Innovation (Adapted from the 

Human-Centric Digital Transformation Canvas in Tech Humanist) 

Use this canvas/worksheet to align your technology strategy with your city’s core 

mission: 

Purpose & Goals Section: 

PURPOSE 
STATEMENT

ANNUAL GOALS
QUARTERLY 
PRIORITIES

RESOURCES 
REQUIRED

Why does your city 
leadership exist, and 
what are you trying 
to do at scale? 
(Ideally in 3-5 words)

What are your 
key objectives 
this year?

What are your 
most important 
quarterly focuses?

What resources do 
you need to align 
and realign?

Example: "Thriving 
Connected Community"

Example: "Increase 
digital service 
adoption by 30%, 
improve response 
times by 25%"

Example: "Q1: Launch 
resident portal, Q2: 
Implement smart 
traffic management"

Example: "IT staff 
training, change 
management 
support, vendor 
partnerships"
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Values & Culture Section: 

Market & Brand Section: 

CORE VALUES DAILY ACTIONS BIG QUESTION BIG IDEAS

What principles 
guide your 
decisions?

How do values 
translate to 
everyday work?

What's the most 
important question 
facing your 
organization?

What resources do 
you need to align 
and realign?

Example: 
"Transparency, 
accessibility, 
sustainability, equity"

Example: "Every 
technology decision 
evaluated for resident 
impact and digital 
equity"

Example: "How do we 
ensure all residents 
can access and benefit 
from city services?"

Example: "AI-
powered citizen 
engagement, 
predictive 
infrastructure 
maintenance"

MARKET POSITION BRAND PROMISE

How do you differentiate among 
regional cities?

How can your city brand bring your 
culture to life?

Example: "The region's most innovative and 
inclusive city for families and businesses"

Example: "Technology that strengthens 
community connections"
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Experience & Impact Section: 

Strategic Leverage Points: 

What levers can you pull to get more impact, and what are the 
costs/tradeoffs? 
- Technology integration vs. staff training time 
- Centralized systems vs. departmental autonomy   
- Innovation investment vs. immediate operational needs 

What can you measure that will give you meaningful insights? 
- Digital service adoption rates 
- Resident satisfaction scores 
- Staff efficiency metrics 
- Community engagement levels 

WHO YOU SERVE HOW THEY GET VALUE
HOW EXPERIENCES 

BRING BRAND TO LIFE

Who are your primary 
residents and 
stakeholders?

How do they receive 
value from your services?

How can your 
experiences bring your 
brand to life?

Example: "Families, seniors, 
small businesses, students, 
community organizations"

Example: "Streamlined 
services, transparent 
government, responsive 
communication"

Example: "Technology that 
feels invisible but makes civic 
engagement effortless"
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What technology can you deploy to amplify and accelerate these 
objectives? 
- Citizen engagement platforms 
- Predictive analytics for city planning 
- Communication tools for cross-departmental collaboration 
- Service delivery optimization technologies 
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City Culture Transformation 

Technology-Enabled Culture Principles: 

Hire for values, train for skills. Focus on hiring people who align with your mission; 

technology skills can be taught 

Make digital channels human-centric. Ensure technology enhances rather than replaces 

human connections with residents 

Adapt team structures to support coordinated care. Create roles and workflows that 

leverage technology for better collaboration 

Use data to take a human-centric approach to legacy systems. Let resident and staff needs 

drive technology modernization decisions 

Make smart systems complement rather than replace clinical judgment. Position AI and 

automation as tools that enhance decision-making 

Adopt a values-driven approach to leadership in a technology-enabled world. Lead 

technology adoption with clear connection to community service mission 

Design work systems that can be reshaped by data and technology in real time. Build 

flexibility into workflows to accommodate continuous improvement 

Prioritize resident-facing technology as a source of competitive advantage. Invest in 

technologies that directly improve citizen experience and outcomes 

Don't be afraid to make operational mistakes – embrace technology implementation 

challenges as learning opportunities. Create psychological safety for workflow innovation 

and technology experimentation 

Empower your staff to solve problems and innovate. Give frontline employees authority to 

suggest and implement technology improvements 
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Future-Readiness Framework:  
the “What Matters Next” Model  
for Cities 

Use this framework to develop strategic insights and foresights for your city: 

Step 1: The Big Questions 
What are the big questions, the timeless questions, the guiding questions,  
the insightful questions, the meaningful questions? 

"Often the worst thing you can do with a difficult question is to try to 

answer it too quickly. When the mind is coming up with What If 

possibilities, these fresh, new ideas can take time to percolate and form." 

 — Warren Berger, A More Beautiful Question 

Consider questions surrounding city technology, workforce, economics, regulations, and 

community needs: 

• How does growing uncertainty about climate, economy, and technology change how 

residents engage with city services and how staff approaches work? 

• What does seamless service delivery look like in a world of increasing complexity and 

rising expectations? 

• How do we balance technology automation with the human touch that community 

building requires? 

• What role should cities play in regional collaboration and economic development 

beyond traditional municipal services? 

 

Your city's big questions: 

_______________________________________________________________ 

_______________________________________________________________ 
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_______________________________________________________________ 

_______________________________________________________________ 

Step 2: Partial Answers and Contradictions 
The set of answers here is likely too long to capture fully, but as you consider some of 
the findings, take note of some of the readily accessible partial answers. 

Examples of cities' partial truths: 

• Some residents want high-tech, efficient services; others prioritize personal 

relationships and face-to-face interaction 

• Some staff embrace technology that reduces administrative burden; others worry 

about losing community connection 

• Communities want local control and responsiveness; they also want access to regional 

resources and expertise 

• Budget constraints demand efficiency; quality services require investment and 

resources 

 

Your partial answers: 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 

Step 3: Synthesizing Insights 
What are the synthesizing insights? The timeless insights? 

Key insight for cities: Both/and thinking is essential. Rather than choosing between 
efficiency and community, technology and human touch, local control and regional 
collaboration – successful cities find ways to deliver both simultaneously. 
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Your synthesizing insights: 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 

Step 4: External Trends and Change Factors 

Current city externalities to consider: 

• Workforce Evolution: Changing expectations for work-life balance, technology 

support, and career development 

• Technology Acceleration: AI, automation, and smart city tools becoming mainstream 

• Economic Shifts: Remote work impacts, changing commercial districts, new revenue 

models 

• Demographic Changes: Aging populations, young family migration patterns, housing 

accessibility 

• Climate & Infrastructure: Resilience requirements, sustainability mandates, aging 

infrastructure 

 

Your external trends: 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 
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Step 5: Timely Approaches for Your City 

Examples of current opportunities: 

• Citizen Engagement Platforms: Implement systems that connect residents with city 

services and decision-making 

• Predictive Analytics: Use data to identify infrastructure needs and optimize resource 

allocation 

• Digital Service Integration: Expand online capabilities for permits, payments, and 

information access 

• Staff Technology: Deploy tools that reduce administrative burden and support better 

decision-making 

• Regional Collaboration Dashboards: Create transparency around shared resources 

and regional coordination 

 

Your timely approaches: 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 

Step 6: Bankable Foresights 

Strategic predictions to guide long-term planning: 

• Interface Evolution: Voice and gesture-based interactions will become more 

common than traditional interfaces 

• Service Model Integration: The distinction between digital and in-person services 

will blur 
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• Staff Augmentation: Technology will amplify human capabilities rather than replace 

city workers 

• Regional Integration: Cities will become nodes in technology-enabled regional 

networks 

• Data Interoperability: Seamless information sharing will become table stakes for 

effective governance 

 

Your bankable foresights: 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 
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The City Now-Next Continuum 

In What Matters Next, we use the Now-Next Continuum to plot the past, the present, and the 

future and to examine what we know, what we might know, what we might predict, along with 

what mattered in the past, what matters now, and what is likely to matter in the future. 

Use this framework to plot your city’s past, present, and future: 

Mapping Your Healthcare Technology Journey 

Time 
Frame

What We Know What Matters Strategic Focus

Past
What technologies and 
approaches have 
worked?

What created value in 
previous implementations?

Learn from successful 
projects
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Present
What are current 
capabilities and 
constraints?

What matters most to 
residents and staff now?

Optimize existing 
systems and services

Near 
Future

What trends are 
emerging?

What new needs are 
developing?

Prepare for predictable 
changes

Future 
Vision

What outcomes do we 
want to achieve?

What will matter most to our 
community?

Align long-term 
investments with vision
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The Million Dollar Question for City Leaders: 

 

What next actions do you need to take,  

what next decisions do you need to make  

to steer outcomes from probable to preferred? 

In other words,  

What can you do to close the gap 

between where you are now  

and where you want to be? 
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Practical Implementation:  
Your 90-Day Action Plan 

Days 1-30: Assessment and Alignment 

• Complete the City Strategy Articulation Canvas with your leadership team 

• Identify your top 3 "What Matters Next" questions for your city 

• Map current technology capabilities against future community needs 

• Survey staff and residents about technology pain points and opportunities 

Days 31-60: Planning and Prioritization 

• Apply the BRIGHTER model to your biggest technology challenge 

• Use the Now-Next Continuum to identify immediate vs. long-term priorities 

• Develop business cases for your top 3 technology investments 

• Create change management plan for culture transformation initiatives 

Days 61-90: Implementation and Iteration 

• Launch pilot programs for highest-priority technology initiatives 

• Implement measurement systems for meaningful insights 

• Begin regular "What Matters Next" strategic discussions with leadership 

• Establish feedback loops with residents and staff for continuous improvement 
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Continuing Your  
Future-Ready Journey 

These strategic rhythms work best when they become embedded in your city’s regular 

practice. Many city leaders find it helpful to establish a regular cadence with an external 

strategic advisor to facilitate these conversations, provide industry perspective, and keep 

strategic thinking sharp between the demands of daily operations. 

Monthly Strategic Questions: 

• What new city technology trends should we be monitoring? 

• How are our current technology investments performing against resident and staff 

satisfaction? 

• What emerging community needs should influence our technology strategy? 

• How can we better align our technology roadmap with our city’s values? 

Quarterly Strategic Reviews: 

• Revisit your "What Matters Next" big questions 

• Update your Now-Next Continuum mapping 

• Assess progress on culture transformation initiatives 

• Recalibrate technology investments based on outcomes and learning 

Annual Strategic Planning: 

• Complete comprehensive refresh of City Strategy Articulation Canvas 

• Conduct stakeholder feedback sessions on technology impact 

• Update long-term technology vision based on industry evolution 

• Align technology strategy with community comprehensive plan 
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This toolkit provides frameworks for strategic thinking about city technology. For 
specific technology vendor recommendations, implementation support, or custom 
strategic advisory, contact your presenting organization or visit koinsights.com. 

Your community is counting on the decisions you make today. These frameworks 
are designed to help you make them with confidence, clarity, and hope for the 
future you're building together. 

Thank you for making the future brighter —  
one thoughtful technology decision at a time. 
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