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Leveraging AI
Improving Capacity, Accuracy, and Service in Housing/Government

Jason Dietz, Housing Director
Robyn Smith, Senior Housing Coordinator

Our housing portfolio became too complex for manual administration, so we used AI 
to reason directly from authoritative records — giving staff faster, more consistent, 

source-backed answers while keeping humans accountable for decisions.
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GRAB

Outdated systems punish good staff.

The post office did not become a symbol of frustration because people stopped working hard.

It failed to keep pace with rising expectations.

Decline begins when an organization becomes better at compensating for its systems than improving them.
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PREVIEW

The path today 

01

Problem Capacity - complexity exceeds manual administration02

Cause truth lives in messy documents, not databases or spreadsheets

03

Cost + Risk people become the integration layer, opportunity for mistakes increase

04

Use Cases Kamiwaza turns records into answers

05

Applicability housing is the doorway, not the ceiling

06

Landscape We’re all seeing it and feeling it.

07

We’re all seeing it and feeling it.Who Feels It



5Colorado Association of Ski Towns  |  August 27, 2026

The Landscape
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KEY FINDING · CAPACITY | Brian London and the Insights Collective’s Travel Economy Research

This Is a Capacity Crisis, Not an Issue Crisis

Small Teams, Massive Scope

The same teams are managing 
housing initiatives, infrastructure 
planning, grants, compliance, 
public communication, and daily 
operations — leaving little room to 
implement new programs.

Constrained Budgets & Bandwidth

Staff capacity, not strategy, is the 
binding constraint. Funding gaps 
and time pressure mean even 
good ideas stall before delivery.

Competing Priorities

Housing, workforce, 
infrastructure, and fiscal 
resilience arrive at the same time 
— forcing triage over planned 
action.

The operating question is no longer: “What should we do?”
It is: “What can we reliably deliver?”

Across Northwest Colorado, leaders are not short on problems to name. They are short on capacity to execute.
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SYNTHESIS · THE PATH FORWARD | Brian London and the Insights Collective’s Travel Economy Research

The path forward is execution capacity.

01 Not Understanding. 
Implementation.

Northwest Colorado communities 
are not struggling to understand 
their challenges. They are 
struggling to implement solutions 
at the pace and scale required. 
The problem is capacity, not 
awareness.

02 Pressures Are Outrunning 
Local Response

Housing, infrastructure, and 
workforce pressures are 
increasing faster than local 
systems can respond. While these 
challenges are regional in nature, 
the tools to address them remain 
largely local — creating a 
structural mismatch.

03 Build Capacity, Not More 
Plans

The opportunity moving forward is 
not to generate more plans, but to 
build the capacity, tools, and 
alignment necessary to act. AI-
powered systems like Kamiwaza
directly address this gap — giving 
small teams enterprise-level 
capability.

This is exactly the gap Kamiwaza + Vail Housing is built to close.
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The Problem
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PROBLEM

Housing administration has exceeded the capacity of the system built to 
manage it.
Every deed-restricted home is also a long-term administrative obligation.

1,000+
deed restrictions

Administered across decades of different language, 
rules, and formats.

50 years
of variation

Different policy goals, legal voices, exceptions, and 
source documents.

+600
new units coming

More success without more administrative 
intelligence becomes risk.

The problem is not staff performance.
The problem is system capacity.
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WHO FEELS IT

Everyone experiences the system.
This is not an internal efficiency problem. It is a service-delivery problem.

STAFF

Find the record.
Interpret the language.
Reconstruct the history.

CUSTOMERS

Wait for an answer.
Try to understand it.
Hope it is consistent.

LEADERSHIP

Need confidence that 
decisions are accurate, 

defensible, and repeatable.

Customers experience systems — not departments.

5
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The Cause
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PROBLEM

Housing administration is not data-based; it is document based.
Documents that are managing evolving relationships across decades.

Everyone is unique.  Everything changes.

DEED 
RESTRICTION

HOME

HOUSEHOLD

OUTCOME

governs

changes

ages
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The Pivot



17Colorado Association of Ski Towns  |  August 27, 2026

DEFINED SUCCESS CRITERIA

Clarity is our service
The measurable standard for government AI.

SOURCE-BACKED
grounded in records & evidence

EXPLAINABLE
plain-language reasoning

CONSISTENT
Repeatable & scalable

FAST
hours instead of weeks

SECURE
inside the environment

HUMAN-LED
approval remains the control 
point

Confusion is a service failure.
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ACCEPTANCE

Stop forcing reality into the wrong tool

old | software model new | intelligence model
required clean data  - we didn’t have

created more work

for people we don’t have

for an experience customers don’t want

Truth is document-based before it is data-based.

works with messy documents  - we have plenty of

eliminates manual work

multiplies the people we do have

powers a customer experience that exceeds expectations
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Summary - KAMIWAZA USE CASE

Bring intelligence to the records.
Do not move the records to fit the tool. Use AI to search, interpret, and report from source documents—then 
connect those answers to property data and workflows.

Laserfiche
source 

documents

Kamiwaza
orchestration

Kaizen
agent 

reasoning

Staff
source-backed 

answer

Secure. Source-grounded. No massive data migration. Human approval remains the control point.

The data stays where it is.
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Answer me!

DEMO 1 | CHAT WITH DOCS

01 Find the right document

02 Find the right answer

03 Cite the right language

04 Provide an answer in <30 seconds

RESULTS
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Anwers aren’t single celled organisms

Cell Answer

source language + definitions + exceptions + amendments + policy context
Source-backed
interpretation

heroic human effort

THE OLD WAY |  ANSWER MY QUESTION

Our customers expect and deserve answers.
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USE CASE | ANSWER MY QUESTION

Kaizen: “Can I retire?”
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The Workbench

DEMO  | ORDER FROM CHAOS

01 Show me the body

02 Show me what is missing

03 Highlight conflicts

04 Let me build structure – not code

RESULTS
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DEMO 3 | CREATING ORDER FROM CHAOS

Technical debt is borrowed human capacity.
Every disconnected system borrows time from someone else. Eventually the credit runs out.



25Colorado Association of Ski Towns  |  August 27, 2026

DEMO 3 | CREATING ORDER FROM CHAOS

The workbench

Find
Read
Summarize
Export
Analyze
Save Findings
Make the missing visible
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DEMO 3 | CREATING ORDER FROM CHAOS

The workbench

Extract structure using prompts

No code test and iterate 
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DEMO 3 | CREATING ORDER FROM CHAOS

The workbench

Field analysis

The structured results

Where we should spend our 
attention?  Where we should not?

See it all at once – in one place.
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OUTCOME

Capacity. Accuracy. Service.
The win is not simply faster work. It is better public service.

CAPACITY

Interpretation that took hours or 
days can move in minutes.

ACCURACY

Answers originate from the 
authoritative record.

SERVICE

Staff can explain what the answer is 
and why.

~90%
reduction in deed-case interpretation time
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Compliance – It’s Hard.

DEMO 2 | COMPLIANCE

01 Read the Deed

02 Ask the right questions

03 Evaluate the Evidence

04 Suggest Solutions

RESULTS

05 Show your work

06 Make findings

07 Site Sources

08 Summarize the output

RESULTS

09 Keep a record

10 Communicate

RESULTS



30Colorado Association of Ski Towns  |  August 27, 2026

HOW IT WORKS

AI prepares the decision. Humans own it.
A simple workflow for source-backed, accountable answers.

1 FIND

Retrieve the right source 
record.

2 READ

Understand the full 
agreement and 

references.

3 REASON

Apply the language to 
the question or 

evidence.

4 EXPLAIN

Show the answer, 
reasoning, and source 

language.

5 REVIEW

Human remains 
accountable for the 

decision.

The control point stays human. The preparation gets dramatically better.
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The Results

DEMO  | ORDER FROM CHAOS
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TODAY

Vail Housing + Kamiwaza: What AI Delivers Now
Universal Access Instant access to all deed restriction information — no more hunting through 

drives or calling colleagues for answers.

Consistent Responses AI delivers the same accurate, policy-grounded answer every time —
eliminating interpretation gaps and institutional knowledge silos.

Automated Organization Restrictions are parsed, categorized, and structured automatically — breaking 
down component parts, authorities, and referenced codes.

Document Generation Analyze a specific deed restriction and generate targeted compliance letters, 
forms, and notices in minutes.

Compliance Analytics Interprets large volumes of compliance data to deliver fast, accurate results —
surfacing patterns and risk areas at scale.
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IMPACT

Before Kamiwaza vs. After
BEFORE: Manual & Fragmented AFTER: AI-Powered & Consistent

Scattered across drives & emails All restrictions searchable in one place

Deed restrictions lost or inaccessible Complete indexed repository

Inconsistent answers depending on who you asked Uniform, policy-accurate responses every time

Manual letter/form drafting for each case Auto-generated docs tailored to each restriction

Human error in compliance tracking Scalable analytics with audit-ready results

→

→

→

→

→

90%
reduction in interpretation time
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The Future

DEMO  | ORDER FROM CHAOS
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APPLICABILITY

Housing is the doorway. Government is the opportunity.
The same pattern exists anywhere work is document-heavy, repeatable, high-risk, evidence-based, and human-approved.

Planning Permitting Finance

Public Works Code Clerk Records

HR Grants Customer Service

The play is not a chatbot. The play is a governed intelligence layer.
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CALL TO ACTION

Start with the work that is already breaking capacity.

• Document-heavy
• Repeatable
• High-risk
• Evidence-based
• Human-approved

If the work depends on searching, interpreting, comparing, drafting, checking, and routing — 
AI can create capacity.

The best first use cases are painful, bounded, evidence-based, and repeatable.
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Q & A

DEMO  | ORDER FROM CHAOS
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CALL TO ACTION

SECURITY?

Kaizen runs behind the town firewall

Avoiding exposing PII to public LLMs

The data is as secure as it is today.  It doesn’t 
move.
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