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Executive
Summary

Many current municipal digital strategies
identify a critical vulnerability: a heavy
reliance on algorithmic social media
platforms requires continuous paid
investment to achieve meaningful reach.
Furthermore, as residents increasingly turn
to Artificial Intelligence (Al) for information,
municipalities face new risks regarding
information equity and data integrity. To
move from a "reactive" and "fragmented"
model to a "resident-centered" and
"connected" ecosystem, municipalities
should migrate their primary
communication functions to CityApp™.

The shift to CityApp™ replaces costly, algorithm-driven engagement with
direct, high-certainty, and privacy-focused resident communication.
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®s Social Media vs. CityApp™

Comparative Analysis:

Feature

Current Social Media Model

CityApp™ Model

Delivery Mechanism

Algorithmic [Filters and

sSUuppresses content)

Guaranteed real-time messages on a
dedicated app and web stream with user
managed push notifications

Engagement Rate

Variable {Limited organic reach)
prone to algorithmic blas

>98% Open Rate vs <20% social media.
Custom channels provide privacy-
focused targeted messages

Infermation Integrity

High risk of "noise" and

misinformaton

"Official Source of Truth", direct, real-
time Information distribution, no waiting
for "organic” traction

GCovernance

Fragmented |35+ ace
varyimng on
third-party subscriptions required

ounts,

waht), Expensive

Lo manage

Unified enterprise workflow
(Multi-user/Centralized) featuring
message approval and scheduling

User Expenence

High "nolse”, requires accounts/
profiles, not privacy focused

algonthmic tias

No account/sign-up required, privacy-
first by design, direct and real-time with
zZero nolse or algonthmic bias

Direct Ac

Engagement Opportunities

cess to Services and

Multiple sources, links buried in
Iincreasingly crowded message
stream, algorithmic bias impacts
effect reach

Residents can access important city
online services, resources and public
engagement opportunities directly
within the app which drives traffic
directly to your web resource
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.»ww. The Strategic Risk of

Il Al-Mediated Information

While "Al Readiness" is a priority for modern governance, a growing reliance on Al-powered search and
generative tools introduces two significant risks to resident service delivery:

The Emergence of Information Paywalls: As Al Algorithmic Manipulation and "Black Box"
technology matures, the most accurate and Information: Al models are susceptible to
"agentic" Al models are moving toward algorithmic manipulation and "hallucinations."
subscription-based models. If critical municipal Because Al summarizes vast amounts of web
information is consumed primarily through these data, the municipality loses control over how its
tools, a "digital divide" is created where access to information is presented. The "Single Source of
accurate government information is gated Truth" could be distorted by SEO-optimized
behind a paywall. misinformation or biased training data

CityApp™ miitigates these risks by bypassing the "middleman." By using a direct-to-mobile
messaging platform with user manageable push notifications, the City ensures that information is
delivered instantly, for free, and without the interference of an algorithm.
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a, The Financial Argument:
Eliminating the "Algorithm Tax"

A. The "Algorithm Tax" and
the Cost of Attention

In the current ecosystem, municipalities do not
own their relationship with the resident; they
rent it from platforms like Meta and Google.

The Multi-Account Friction: With the average
user managing multiple social media accounts,
municipal messages must compete with a
massive volume of high-frequency data. To
ensure a resident sees a critical update,
municipalities are forced to pay a "tax"—the cost
of paid amplification—just to achieve the reach
that should be inherent to a government entity.

The Inefficiency of Organic Reach: Limited
organic reach means that many important
messages increasingly require paid amplification
to reach non-followers. This creates a perpetual
increasing cost of communication; the moment a
municipality stops paying for "boosts" or
"targeted ads," the visibility of critical services
drops precipitously.

B. Comparative Unit Economics:
CPC vs. Direct Delivery

While many municipalities achieve an efficient
Cost-Per-Click (CPC) on social platforms, this is
often a "vanity metric" when viewed against the
total cost of resident engagement.

Current Model (Variable & Unpredictable): To
reach a total population, the municipality must
continuously bid against commercial entities in
an open auction. Costs are variable, reactive to
market trends, and subject to "bid inflation"
during peak seasonal periods.

Practical Actual Audience: Social media often
reaches only a small fraction of the total
population. This effective reach is further
constrained by user duplication across multiple
platforms, which inflates engagement metrics
without increasing actual resident contact.

recurring costs to "buy" attention.

CityApp™ Model (Fixed & High-Certainty): CityApp™ offers a >98% open rate compared to <20% for
social media. Economically, this moves the municipality from a high-CAC (Customer Acquisition
Cost) model—where you pay for every single click/view—to a low-cost retention model. Instead of
paying for a chance to be seen, the municipality utilizes a platform that guarantees delivery without
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The Fallacy of Social Media Analytics:
Activity vs. Outcome

Municipal digital strategies must move from "measuring what happened" to "measuring what changed."
Current reliance on social media analytics presents significant challenges:

The Vanity Metric Trap: Platforms prioritize
"Activity Metrics" (Impressions, Clicks, Reach) to
incentivize ad spending. For a municipality, a
"click" is an insufficient metric; it does not
guarantee the resident understood the message
or completed a necessary task (e.g., paying a tax
or checking a transit schedule).

Data Pollution and Bot Traffic: A significant
portion of social engagement is driven by
automated bots. This creates inflated
engagement rates that do not reflect actual
resident interaction, leading to skewed data and
misdirected resource allocation.

The Attribution Gap: Because user journeys are
fragmented across devices and apps, it is nearly
impossible to achieve true "outcome-based"
reporting. A municipality can see that a resident
clicked an ad, but cannot reliably link that click to
a successful service outcome (such as reduced
phone call volumes).

Platform Bias: Metrics are designed to
demonstrate the value of ad space, not the
effectiveness of a civic message.

CityApp™ facilitates a shift to "Outcome Metrics." By providing direct, identifiable interactions,
municipalities can measure true service uptake and resident behaviour change.
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Strategic Alignment &
Risk Mitigation

A. Governance and Efficiency

Fragmented ownership and inconsistent
measurement are key risks in municipal
communication.

Social Media Risk: Managing dozens of accounts
leads to inconsistent brand application and
"technical debt."

CityApp™ Solution: Provides a unified
workflow for content managers with built-in
approval systems and a centralized portal,
strengthening overall governance.

B. Information Integrity and Public Trust
Municipalities require a "Single Source of Truth."
Social Media/Al Risk: Social platforms can be

toxic environments prone to misinformation, and
Al models are susceptible to hallucinations.

CityApp™ Solution: As an ad-free and
distraction-free platform, CityApp™ provides
a secure, professional environment that
reinforces resident trust and ensures critical
updates are not lost in a feed.

(els7NJl| Business Case

C. Resident-Centric Design

Residents use digital tools to complete specific
tasks (e.g., Waste Management, Transit, Property
Taxes).

The Resident Reality: Digital interaction should
be task-driven.

CityApp™ Solution: By offering direct links
to essential online services and real-time
push notifications, CityApp™ aligns with
resident behaviour, reducing the need for
residents to call city hall when digital
information is hard to find.
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The CityApp™
Conclusion

C

The current municipal digital ecosystem is often "department-first" and "algorithm-dependent." To achieve
a connected, trusted, and resident-centered ecosystem, municipalities should adopt CityApp™ as their

primary engagement tool. This transition will:

Prioritize Privacy: Provide a privacy-focused
experience that protects residents while
maximizing the delivery of information.

Optimize Spend: Redirect funds from "buying
reach" via paid ads toward direct, guaranteed,
real-time communication.

Increase Impact: Capitalize on the high open rate
of mobile messages to eliminate notification
fatigue and increase engagement.

[e137:VTs 8] Business Case

Simplify Operations: Consolidate governance into
one professional, municipal-grade platform with
multi-user workflows and no need for expensive
third-party subscription layers.

Ensure Data Sovereignty: Utilize a solution
designed specifically for government needs,
ensuring resident privacy and data integrity
remain core features of the platform.
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