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THE CHALLENGE: HOW AND WHY
SHOULD ARTIFICIAL INTELLIGENCE BE
INTEGRATED INTO GOVERNMENTS?
Artificial intelligence (Al] is advancing at a
rapid pace, transforming entire sectors of
the economy and society. This speed poses
a significant challenge to state structures,
which have been traditionally designed to
guarantee stability, transparency, and con-
trol. It generates uncertainties and tension
in people and organizations because, in
many cases, we use ideas and instruments
from previous centuries to face global
twenty-first-century problems (Subirats,
2020). These contemporary problems are
often conceptualized as “cursed”, “wick-
ed”, or “twisted” (Head and Alford, 2015)
to indicate their multidimensionality and
complexity. This is because they involve
the participation of multiple actors and
have a high incidence of political priorities
in their resolution.
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In the context of vertiginous change,
governments must adapt their structures
and processes to cutting-edge technology,
adopting an innovative and citizen-focused
organizational culture. The state must be
“ambidextrous”, managing both day-to-day
tasks and strategic planning for the future
(Ramid, 2021). Public organizations must
be managers of complexity, transforming
individual knowledge into collective intelli-
gence and incorporating Al. In this context,
one question is central: How can govern-
ments use Al effectively and equitably, while
maximizing its benefits and minimizing its
risks? The adoption of Al not only implies
facing the uncertainty inherent in new tech-
nologies but also making structural adjust-
ments and developing governance strate-
gies that are adapted to the digital era.

Currently, Al seems to have the poten-
tial to make government processes more
efficient, optimize resource management,



and improve the delivery of public ser-
vices. However, the way in which it should
be incorporated and implemented in the
exercise of government is not clear. With-
out clear strategies, the implementation
of Al can result in solutions that are dis-
connected from the real needs of citizens,
costly, and difficult to maintain over time.
This could result in a loss of opportunities
for innovation and improvement and an in-
crease in citizen distrust towards govern-
ment institutions, which are already being
widely questioned.

The AmericasBarometer 2023, which
was conducted by the Latin American Pub-
lic Opinion Project (LAPOP) at Vanderbilt
University, analyzes the relationship be-
tween perceptions of state capacity and
support for democracy. The data indicate
that support for the democratic system
is significantly higher in countries where
citizens perceive greater efficiency and ca-
pacity in state institutions (LAPOP, 2023).
These results suggest that strengthen-
ing state capacity is a key factor not only
for democratic consolidation but also for
building institutional legitimacy.

From this perspective, the incorpora-
tion of Al in public administration should
be conceived not solely as a tool to im-
prove operational efficiency, but also as
a mechanism to strengthen citizen confi-
dence. If technological innovations man-
age to translate into a better experience
in the provision of public services, greater
transparency, and more agile and efficient
management, they could contribute to re-
versing the trend of distrust towards state
institutions. However, if their implemen-
tation does not correspond to a well-de-
fined strategy and does not have a signif-
icant impact, it could have the opposite
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»The way in which
it should be incor-
porated and imple-
mented in the
exercise of govern-
ment is not clear.«

effect, solidifying the perception of state

inefficiency.

In this sense, the adoption of Al in the
governmental sphere must be framed with-
in a process of technological governance
that guarantees its alignment with the prin-
ciples of equity, accessibility, and sustain-
ability. Otherwise, far from strengthening
the legitimacy of the state, its disorganized
implementation could become an additional
factor in democratic erosion.

The Center for the Implementation
of Public Policies for Equity and Growth
(CIPPEC]) conducted a survey on the use
of Al'in provinces and municipalities in Ar-
gentina. The results showed that the adop-
tion of these tools is incipient, highlighting
various ways in which Al is integrated into
public policies, as follows:

e Development of new capabilities: The
implementation of Al-based solutions
to address specific challenges.

e Improvement of existing governmen-
tal processes: The integration of Al to
optimize current procedures.

e Promotion of technological develop-
ment: The promotion of Al as part of
public policies that are aiming for tech-
nological advancement, without being
directly applied to internal governmen-
tal processes.
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Beyond these stand-alone initiatives, there
was found to be a significant lack of knowl-
edge among policymakers about how Al
works. This finding underscored the need
for the leaders of public processes to de-
velop the capacity to become “smart con-
sumers” of Al: understanding what ques-
tions to ask and what key aspects should
be considered in mitigating its biases and
associated risks. This would enable them
to make informed decisions about technol-
ogy investments (Dawes at al., 2023).

Digital transformation in the public
sector is not homogeneous across terri-
tories, either within a country or across
different nations. However, this document
proposes a series of useful recommenda-
tions for public leaders who are question-
ing how and why they should incorporate
Al into their management areas.

RECOMMENDATIONS

1. Developing Capabilities: Beyond
Hiring Technical Staff

For the incorporation of Al in the public
sector to be effective, it is essential to
strengthen the skills of civil servants. The
answer lies not only in the technology but
also in the people in charge of making de-
cisions about its use and the purpose of its
incorporation.

One of the most obvious challenges is
the difficulty in attracting and retaining
technical talent who are capable of devel-
oping these technologies. However, this
article focuses primarily on policymakers,
as they are responsible for deciding how
and for what purpose to incorporate Al.
These professionals must receive specific
training that will enable them to become
smart consumers of technology, capable of
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asking critical questions, assessing risks,
and making informed decisions about Al
adoption. It is not necessary for them to
know how to create Al, but it is necessary
for them to understand how it works, how
it is trained, and how to avoid biases.

To this end, it is critical that officials
understand key concepts such as algo-
rithmic transparency, the critical points
to consider when procuring Al, and the
levels of autonomy inherent in these
technologies.

Governments should invest in training
their workforce in understanding and mon-
itoring the use of Al. This training should
not be limited to technology specialists but
should include decision makers and public
managers in various areas, ensuring that Al
is used with a strategic approach and adapt-
ed to the sectoral needs of public policy.

2. Data Governance: The Foundation of
any Technological Innovation

Data governance is a fundamental compo-
nent for the digital transformation of the
state and the effective implementation of
Al solutions in the public sector. In gen-
eral, the lack of interoperability, institu-
tional coordination, and of a comprehen-
sive data strategy have led to information
silos, redundant processes, and the poor
leveraging of data for evidence-based
policymaking. The absence of integration
mechanisms and a harmonized regulatory
framework limits the potential of data to
improve the quality of decisions and the
efficiency of public services.

To overcome these challenges, it is
necessary to advance in three key dimen-
sions: 1] the institutionalization of the data
governance function, 2) the strengthen-
ing of the regulatory framework, and 3)



the development of specialized talent. In
addition, technological infrastructure is
required to ensure interoperability and
privacy protection, fostering a data cul-
ture that allows for its strategic use in
public management. The implementation
of effective data governance will not only
promote the modernization of the state
but will also allow for a more proactive
administration, which is capable of antici-
pating future scenarios and offering agile
responses to citizens’ demands (Estévez
& Solano, 2023; Solano & Diéguez, 2024).

3. Promoting Local Innovation Ecosystems
Public-private collaboration is essential in
accelerating innovation and ensuring effec-
tive digital transformation. The Government
Technology (GovTech] ecosystem, which is
comprised of startups and technology en-
terprises, can bring creative and scalable
solutions to public administration challeng-
es. Fostering public-private partnerships
allows governments to leverage the pri-
vate sector’s knowledge and expertise and
to benefit from emerging technologies and
tools that improve the efficiency and quality
of services [Chmielewsky & Peralta, 2024).

Cooperation with universities, re-
search centers, startups, and technology
enterprises makes it possible to develop
solutions that are more aligned with lo-
cal needs and to increase the capabilities
of the public sector. The digital trans-
formation of the public sector cannot be
achieved by the state alone, as many tools
will need to be adapted to local needs. It
is especially relevant for the Global South
to think of solutions from this perspective,
relying on local ecosystems that under-
stand the particularities of their respective
environments.
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4. Interoperability and Resource
Efficiency

Data governance is an essential pillar for
the digital transformation of the public
sector. Adequate storage, integration, and
the use of available data strengthens the
strategic capabilities of the state, facili-
tating integrated services and simplifying
interactions with citizens. This not only
improves the efficiency and quality of de-
cision making, but also promotes proactive
and efficient public management, which is
able to anticipate future scenarios. More-
over, it fosters the creation of new opera-
tional capabilities, such as standardization
and interagency data exchanges.

Internal fragmentation within the
state, which is characterized by agencies
that do not communicate or collaborate
with each other, generates the duplication
of processes and wastes resources, neg-
atively impacting the efficiency of public
management. In this context, strength-
ening and investing in digital public infra-
structure becomes a central element of
digital transformation. This infrastructure
not only enables interoperability between
different agencies and levels of govern-
ment, it also provides the necessary basis
for developing more efficient, accessible,
and integrated digital services. Initiatives
such as pooled digital procurement and
the cloud-based sharing of digital tools
maximize the available resources and gen-
erate synergies in a practical way.

The economies of scale achieved
through data integration and the strength-
ening of digital public infrastructure not
only reduces costs but also simplifies and
unifies processes across all levels of gov-
ernment, generating a more cohesive and
efficient state.
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>>PI..epar.Ing govern_ service delivery, optimize government

efficiency, and strengthen institutional

ments for’ the era legitimacy. Its success must be mea-
- - - sured by its impact on citizens and its
Of AI |mpl|es In- contribution to democratic governance.

Building Governmental Capabilities:

veStIng nOt Only In Effective Al adoption requires public of-
teChnOlogy but a l.SO ficials to develop the necessary skills to

- A understand, procure, and govern these
In the ca pab|l|t|e5-<< technologies. Investing in Al literacy

for policymakers is as crucial as hiring

5. Using Al to Create Public Value technical experts.

The incorporation of Al into the public e Data Governance as a Foundation: Al's
sector should not be an end in itself. The effectiveness depends on well-struc-
focus should be on improving the quality of tured data governance frameworks.
public services, either by optimizing exist- Strengthening data interoperability,
ing services or by developing new ones. Al regulatory alignment, and institutional
has the potential to improve the efficien- coordination are essential in maximiz-
cy of the state, but its success should be ing Al's benefits while also safeguard-
measured in terms of the impact it has on ing data privacy and security.

citizens. At this point, it is important to e Leveraging Local Innovation Ecosys-
understand that the challenge is not only tems: Public-private collaboration and
technological but also institutional and hu- engagement with GovTech startups,
man. Preparing governments for the era of universities, and research centers

Al implies investing not only in technology can drive Al innovation that is tailored
but also in the capabilities required to con- to local needs, ensuring technology
nect these technological advances with the solutions are contextually relevant and
needs of citizens. Only in this way can Al effective.

Ensuring Equity and Trust: Al adop-
tion should align with the principles

become a true driver of public value.

CONCLUSIONS: KEY TAKEAWAYS FOR of transparency, fairness, and ac-
GOVERNMENTS countability. Without clear governance
The integration of Al in the public sector mechanisms, Al implementation risks
presents both opportunities and challeng- increasing public distrust rather than
es. Governments must ensure that the strengthening state legitimacy.

adoption of Al is not only technologically
sound but also strategically aligned with Ultimately, Al's role in government is not
public value creation. The following key simply about technological transforma-

insights have emerged from this analysis: tion, it is also about reimagining how the
e Al as a Strategic Asset: Al should not public sector operates. Governments that
be implemented merely for moderniza- prioritize capability development, robust

tion purposes but as a tool to enhance data governance, and citizen-centered Al
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applications will be better positioned to
harness Al’s full potential while ensuring
its responsible and equitable deployment.
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