NOVARA

CONSULTING GROUP

This document was translated from English by machine and may contain mistakes. The English original is at https://
www.novaracg.com/2026/08/25/when-local-government-automates-an-accusation/.

Yerel Yonetim Bir Suclamay
Otomatiklestirdiginde

Heather Grizzle - August 25, 2026

Tartismali bir kirmuzi 151k ihlali kamera cezasi, otomatik yaptirimlarin, ozel tedarikgilerin,
kamuya acik verilerin ve zayif hesap verebilirligin nasil yerel yapay zeka yonetisim risklerine
yol actigini ortaya koyuyor.
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tedarikciler, kamu verisi ve kurumsal hesap verebilirlik hakkinda ne
ortaya koyuyor

Novara Consulting Group | Yapay Zeka Yonetisimi x Yerel Yonetim |
Agustos 2026

A resident opens an envelope from his city and finds an accusation inside: a
photograph of an intersection, a timestamp, an enlarged image of a license plate, and
a demand for payment. The vehicle is registered to him. He says he was miles away
when the photograph was taken. The instinctive question, and the one around which
most disputes of this kind are argued, is whether the camera worked. Was the plate
read correctly, was the light truly red, was the equipment calibrated and certified.
Those questions matter, and they are also the smallest questions available. Assume,
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for the sake of the institution's best case, that the answer to every one of them is yes.
Assume the camera performed exactly as designed and the process operated exactly as
written. The governance problem survives intact, because the camera never observed
the thing the citation asserts. It observed a vehicle. The citation accuses a person.

Otomatik bir uygulama programi bir kamera degildir. Bu bir ¢ikarim zinciridir. Bir
sensor bir olay1 gozlemler. Yazilim olay: bir kayitla iliskilendirir. Idari bir siirec bu
iliskilendirmeyi bir iddiaya doéniistiiriir. Iddia, ad belirtilen bir birey aleyhine
uygulamay baslatir. Bu zincirdeki her halka, kurum icinde kimse bunu bir karar
olarak deneyimlemese bile, hiikiimetin verdigi bir karardir ve bir yerel yonetim,
kendisiyle kamu arasina otomatik bir sistem ve 6zel bir yiiklenici yerlestirerek bu
kararlarin sorumlulugundan kacamaz. Teknoloji bir olay1 gozlemlediginde, onu bir
kayitla iliskilendirdiginde, bir iddia tirettiginde ve uygulamay1 baslattiginda, bu
zincirdeki her ¢cikarimin yonetilmesi gerekir. Mesele yalnizca kameranin plakayi
dogru okuyup okumadig degildir. Mesele, hiikiimetin bir ara¢ hakkindaki kanitin
nasil bir kisiye yonelik suclamaya doniistiigiinii gerekcelendirip
gerekcelendiremeyecegidir.

Tartismali bir trafik cezasi, kiiciik bahisleri olan kiiciik bir davadir ve onu kullanigh
kilan tam olarak budur. Bu dlcekte sistemin her bileseni incelenebilir ve davanin
ortaya ¢ikardig: basarisizlik oriintiisii trafik kameralarina 6zgii degildir. Bu, kamu
kurumlarn tarafindan dagitilan otomatik karar sistemlerinin standart basarisizlik
orilintiistidiir. Bes basarisizlik dikkat ¢cekmeyi hak ediyor ve hicbiri kamerayla ilgili
degil.

GoOzlem, atifa doniistii

Sistem, bir aracin sinyale kars1 kavsaga girdigini tespit ettigini bildirdi. Bu dogruysa,
gercek bir kanitsal bagaridir: bir memur orada olmadan {iretilmis, zaman damgal
fotografik bir olay kaydi. Ama sistemin kaydettigi olay, cezanin iddia ettigi davrams
degildir. Sistem, bir aracin ne yaptigini tespit etti. Araci kimin kullandigina dair hicbir
sey tespit etmedi. Uygulama siireci, bir suglamay1 baslatmak i¢in kayith sahipligi
yeterli sayd1 ve bunu yaparken bir nesne hakkindaki bir gercegi, bu doniisiimiin
gerektirdigi kanit1 hi¢ elde etmeden bir kisi hakkinda bir iddiaya doniistiirdii.

That conversion is not a technical step. It is a legal and institutional one, and in most
photo enforcement regimes it is accomplished by statute rather than by proof. Owner
liability rules exist because identifying drivers is difficult and citing owners is
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administratively easy, and legislatures in many states have made that trade
deliberately, usually by defining the violation as civil and attaching liability to the
registration record. A government may be entitled to make that trade. It is not entitled
to make it invisibly. When a citation arrives styled as a finding about the recipient's
conduct while the underlying record supports only a finding about the recipient's
property, the institution has overstated its own evidence. This is a recurring failure
across automated governance generally: systems produce facts about objects, records,
and proxies, and institutions quietly promote those facts into claims about people.

insan incelemesi reklami yapildigindan daha dar olabilir

Bu tiir programlar genellikle yonetisim gibi goriinen bir ciimleyle savunulur: her ceza
yayinlanmadan 6nce bir memur tarafindan incelenir. Bu ciimle, nadiren sorulan bir
takip sorusunu hak ediyor: memurun tam olarak neyi inceledigi. Eger inceleme,
fotograftaki plakanin kayit veritabanindaki aracla eslestigini dogrulamaktan ibaretse,
insan makinenin en iyi yaptig1 tek halkay1 onaylamis ve makinenin hic ele alamadig:
tek halkayn, yani siiriicliniin kimligini dokunulmamig birakmis demektir. Asil 6nemli
olan ¢ikarim, yani sorumlulugun gercekten dayandig: ¢ikarim, hic¢ kimse tarafindan
incelenmeden siirecten gecmistir.

"Human in the loop" is a governance claim, not a staffing description. It carries weight
only when the human is positioned, authorized, and equipped to evaluate the
inference that matters, and holds genuine discretion to stop the process when the
evidence does not support it. A reviewer whose function is confined to confirming
what the machine has already established is not performing oversight; the reviewer is
performing ratification. Institutions that advertise human review owe the public a
precise account of what the human examines, what the human is empowered to
decline, and how often the reviewer actually declines. Where that account cannot be
produced, the phrase is doing reassurance work that the process itself is not doing.

Yiik sakine kaydirild:

Uciincii basarisizlik ilk ikisinden kaynaklanir. Sistem araci kimin kullandigin tespit
edemediginden ve inceleme bunu denemediginden, program kimlik sorununu ¢6zmek
icin onu bagkasina devretti. Hiikiimetin bir su¢lama yapmadan 6nce ihlali kimin
isledigini tespit etmesi yerine, kayith sahibin idari bir siirece girmesi, bilgi saglamasi
ve sorumlulugu yonlendirmesi istendi; baz1 rejimlerde gercek siiriiciiyii belirleyerek,
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bazilarinda ise kendi yoklugunu belgeleyerek. itiraz imkam vardi, ama yalnizca sistem
zaten harekete gectikten sonra vardi ve hicbir sey yapmamanin varsayilan sonucu
sorumluluktu. Siralama énemlidir. Aktif olarak ¢iiriitiilmesi gereken bir su¢lama,
once kamitlanmasi gereken bir suclamadan farkh bir gii¢ kullanimidir.

Courts have recognized this structure before. In State v. Kuhlman (Minn. 2007), the
Minnesota Supreme Court invalidated Minneapolis's photo enforcement ordinance,
holding that it conflicted with the state's uniform traffic laws and reasoning that its
presumption that the registered owner was the driver eliminated the presumption of
innocence and shifted the burden of proof onto the accused. The lesson of that
decision is not that automated enforcement is inherently unlawful. It is that burden
allocation is a governance decision of the first order. Deciding who must prove what,
at what cost, on what timeline, and with what consequence for silence is a decision
about the relationship between the state and the people it governs. It cannot be
inherited by default from a vendor's workflow, and residents should not discover how
it was made for the first time when the envelope arrives.

Kamu uygulamasi 6zel altyap: tizerinden ytirititiildii

Every element of the accusation resides somewhere, and in a vendor-operated
program much of it may reside outside the government. Images, plate reads,
timestamps, registration lookups, violation records, payment data, and the contents of
residents’ challenges may pass through, or be stored on, systems the contractor builds
and controls. The public is entitled to precise answers to unglamorous questions: who
can access the information and under what authorization; where it is stored and
under which jurisdiction's law; how long it is retained, and whether retention tracks
the disposition of the citation or the convenience of the vendor; whether it may be
reused, aggregated, analyzed, or sold in any form; and what becomes of it when the
contract ends, when the vendor is acquired, or when the vendor fails. A resident
cannot opt out of being photographed by an enforcement program at a public
intersection. Data generated under that kind of compelled exposure is an artifact of
public authority, and its governance cannot default to the terms of a commercial
agreement the public has never seen.

These are not hypothetical anxieties in this particular market. Photo enforcement has
a documented history of misaligned incentives, including compensation structures
that paid contractors per citation issued, and of procurement corruption, most
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prominently the bribery scheme surrounding Chicago's red-light program, which
produced federal convictions. Texas responded to years of controversy by banning
red-light cameras statewide in 2019. None of this establishes that vendors are bad
actors. It establishes that vendors are vendors: private firms with commercial
incentives, operating inside a function that is supposed to answer to entirely different
incentives. That is a condition to be governed rather than an accusation to be litigated,
and it is governable only in the contract.

Hesap verebilirlik, kaybolacak kadar dagitik hale geldi

Suc¢lamadan kimin sorumlu oldugunu sorun, program pargalar halinde cevap verir.
Kamera olayi tespit etti. Tedarikgi sistemi igletti. Bir memur plakay: kontrol etti.
Belediye programi yetkilendirdi. Eyalet yasas1 cezay: yapilandirdi. Her katihimc,
kendi sinirh iglevinin tasarlandigy gibi calistigini dogru sekilde bildirebilir ve her biri
kendi sinirlar i¢ginde haklidir. Yine de bu islevlerin ¢iktilar, kilometrelerce uzakta
oldugunu sdyleyen belirli bir kisiye yonelik hiikiimet su¢clamasinda birlesti ve hicbir
tek katilimc1 bu bilesik eylemin sahibi degildir.

Bu, otomasyonun kétii niyet ya da ariza yoluyla degil, parcalanma yoluyla hesap
verebilirligi sessizce eritmesinin mekanizmasidir. Sorumluluk, hi¢cbir yerde 6zel
olarak var olmayana kadar bilesenlere béliiniir. Yonetisim tam olarak bu sonucu
onlemek icin vardir. Kurumun bir yerinde, ismi olan bir kisinin isgal ettigi, sistemin
halk hakkinda yaptig1 iddialardan sorumlu olan, bu iddialara cevap verme yetkisine
sahip ve bunlar diizeltmekle yiikiimlii bir makam bulunmalidir. Programin i¢indeki
hi¢ kimse suclamanin kendisine ait oldugunu soéyleyemiyorsa, hiikiimet kimsenin
sahiplenmek istemedigi suclamalar iireten bir makine insa etmis demektir.

Tespitin glice doniistiigii nokta

Sistem bir araci dogru sekilde tespit etmis olabilirken, kurum bir davranigi yanls bir
sekilde bir kisiye atfetmis olabilir. Bu yalnizca teknik bir ayrim degildir. Bu, otomatik
tespitin hiikiimet giicline doniistiigii noktadir. Tedarik siireclerinin su anda
degerlendirdigi hemen her sey bu ¢izginin tespit tarafinda yer alir: ekipman
dogrulugu, tedarikgi sertifikalari, kalibrasyon programlari, calisma siiresi taahhiitleri,
birim fiyati. Kurumsal acidan 6nemli olan hemen her sey ise atif tarafinda yer alir:
kanitin neyi destekleyebilecegi, hiikiimetin makine ¢iktisindan kendine hangi
cikarimlari yapmasina izin verdigi, bir ¢ikarim itiraz edildiginde yiikii kimin tasidig
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ve yanlis oldugunda kimin cevap verdigi. Kamerayi inceleyip suclamayi varsayan bir
tedarik siireci, iirlinii degerlendirmis ve giicii goz ard1 etmis demektir.

None of this turns on whether the components involved qualify as artificial
intelligence. Plate recognition is machine vision; much of the rest may be ordinary
software and administrative workflow. The governance obligation attaches to the
inference chain, not to the sophistication of the code, which is why the pattern
generalizes. The same chain, observation to association to allegation to enforcement,
sits inside gunshot detection, benefits fraud detection, automated license suspension,
and every comparable system a local government buys. Michigan's automated
unemployment insurance system, which falsely accused tens of thousands of residents
of fraud before audits and litigation caught up with it, was this same architecture
operating at catastrophic scale. The red-light camera is simply the version small
enough to see whole.

Tedarikin yonetmesi gereken sey

Yerel yonetimler yalnizca kamera, algoritma veya idari platform satin almiyor. Kamu
otoritesine katilan sistemler satin aliyorlar ve bu katilimin tanimlandig yer tedariktir.
Ayni zamanda hiikiimetin tam kaldiraca sahip oldugu son andir. imzadan 6nce her
kosul mevcuttur. Dagitimdan sonra yonetisim, diizeltmeye doniisiir.

Bu nedenle tedarik, performans ve fiyattan daha fazlasim1 yonetmelidir. Kaniti
yonetmelidir; s6zlesmenin ve cezanin kendisinin sistemin tam olarak neyi tespit edip
edemeyecegini belirtmesini zorunlu kilarak. Cikarimi yonetmelidir; makine
ciktisindan hukuki iddiaya hangi doniistimlere izin verildigini ve her birini kimin
yetkilendirdigini belirterek. Veriyi yonetmelidir; ilk goriintii yakalanmadan 6nce
gozetim, erisim, saklama, yeniden kullanim, giivenlik ve ¢ikis konularini ¢6zerek.
Insan incelemesini yonetmelidir; inceleyicinin bagimsiz olarak neyi belirlemesi
gerektigini tanmimlayarak ve inceleyiciye yayim1 durdurma konusunda gercek bir yetki
vererek. Itiraz edilebilirligi yonetmelidir; programin sakinlere yiikledigi yiikii
diiriistce hesaba katarak ve bu dagilimi1 kamuoyu 6niinde savunarak. Tedarikgi
tesviklerini yonetmelidir; tazminat1 uygulama hacminden ayirarak. Ve sorumlulugu
yonetmelidir; sistemin dokundugu insanlara yaptiklari icin hesap veren makam
adlandirarak.

None of this is utopian, because some of it is already law. When Minnesota returned
to automated enforcement in 2024, nearly two decades after Kuhlman, it did so
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through state legislation authorizing a narrowly conditioned four-year pilot rather
than through local ordinance. The statute requires a warning for a first violation,
mandates advance signage and published camera locations, requires independent
evaluation and reports to the legislature, prohibits paying private contractors based
on the number of violations or citations issued, and requires the implementing
government to audit its vendor's data practices. Whatever one concludes about the
wisdom of the program, the instrument is instructive. The difference between the
ordinance the Minnesota Supreme Court struck down and the pilot the legislature
authorized is not the camera. It is the governance written around the camera, before
deployment, in enforceable terms. That is the discipline Novara Consulting Group
practices as Operational Al Governance™: converting governance principles into
instruments a procurement office can actually execute while the government still
holds the pen.

Bir hiikiimet teknolojiyi disaridan tedarik edebilir. Ama bu teknolojinin kamuya ne
yaptigimi gerekcelendirme gorevini disaridan tedarik edemez.

TiPS
Know something about a sign language Al system that the public should know?
Send it to tips@novaracg.com. Every tip is read by me and kept confidential. If

you work in the UK, writing to us is not by itself a protected disclosure under the
Public Interest Disclosure Act 1998, so before you share employer information,
check your options with Protect (protect-advice.org.uk), the free whistleblowing

advice line.
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