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Mapatón - A Success Story of Resolving the Public 
Transportation Issues in Mexico City with the help of 

Modern Technology Platforms, Collaborative Networks, and 
Citizen Participation 

Teaching Note 
 

Synopsis 

In developing countries, the public road transport is partially unorganized. Apart from the 

government owned transport, several private players who act independently provide 

transport services. Though these are effective in bridging the gap between the available public 

transport and the ever increasing demand, there is lack of information about these operators, 

the routes they ply on, schedules, price or tickets, etc. Travelers who wanted to use these 

services had to rely on knowledge of other commuters, or those who used those routes 

regularly. Such problems become more pronounced in major cities and urban areas, due to 

multitude of routes and vast areas the cities were spread across.  

This case was written by K.B.S. Kumar and Indu Perepu of IFCAI Business School.  It was the 
winning case in E-PARCC’s 2019-2020 Glendal E. and Alice D. Wright Prize Fund for Conflict 
and Collaboration Case Studies in International Development. The case is intended for 
classroom discussion and not to suggest either effective or ineffective responses to the 
situation depicted.  It may be copied as many times as needed, provided that the authors 
and E-PARCC are given full credit. E-PARCC is a project of the Collaborative Governance 
Initiative, Program for the Advancement of Research on Conflict and Collaboration- a 
research, teaching and practice center within Syracuse University’s Maxwell School of 
Citizenship and Public Affairs.  https://www.maxwell.syr.edu/parcc_eparcc.aspx 

https://www.maxwell.syr.edu/parcc_eparcc.aspx
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This was exactly the problem that Mexico City was facing. 65% of the transport needs of more 

than 21 million inhabitants of the city were met by the unorganized sector, which plied more 

than 29,000 buses, minibuses, and vans known as Peseros.  

The new mayor of the city who took up several pro-citizen activities was looking at providing 

a seamless transport through different modes in the city and was unable to find a solution to 

integrate the highly unorganized Peseros with the other transport systems in the city due to 

lack of information. Preliminary studies conducted showed that mapping these routes would 

take more than a year and would cost the government dearly. He then approached Gabriella 

Gómez-Mont (Gabriella), a visual artist, documentary film director and a writer. She had been 

a consultant for various international multidisciplinary projects. She was appointed as the 

founder and director for The Laboratorio para la Ciudad (The Lab), an experimental program 

to foster civic innovation and urban creativity. The Lab undertook several initiatives to 

revitalize the city through citizen participation and collaboration. One of the projects that the 

Lab took up was mapping the unruly Peseros’ routes in Mexico City. 

To address the challenge of Peseros Gabriella formed a team consisting of representatives 

from the government, NGOs, people from civil society, philanthropic companies, and private 

organizations. Several days of deliberations resulted in a crowd sourcing and gamification 

exercise, which called for civic cooperation with active participation from the citizens.  

Thus, emerged Mapatón, a crowdsourcing experiment to map the city’s Peseros through civic 

collaboration, gamification, and technology. Mapatón invited citizens to play and 

collaboratively track their public transit journeys. Citizens intending to participate in Mapatón 

had to download an app on their phone and start recording the routes of Peseros from origin 

to destination. This exercise went on from January 27, 2016 to February 14, 2016. Those 

playing the game had to take a photograph of the bus they were travelling in, and start 

recording the route they were travelling in. As the GPS was kept on throughout, the data was 

recorded. This data was monitored and cleaned by software and data management experts 

of the Mapatón team.  
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The case explains Mapatón – how it was planned, the different parties involved in it, the pilot 

studies, and its launch. It details the data captured by Mapatón and how it helped in providing 

seamless transport in the Mexico City. The case details how Mapatón triggered successful 

government transformation, how it had facilitating collaborative public management, 

provided solution to urban problems through active citizen engagement and collaborative 

problem solving. 

Case Structure 

• The case begins with the overview of problem that Mexico City faced due to unorganized 

public transport in the form of Peseros and the solution initiated by Mancera with the 

help of Gabriella and The Laboratorio para la Ciudad, and how the problem was solved 

through civic collaboration, gamification and technology. This was captured in the 

opening section titled ‘The Solution is with Citizens’. 

• The next section ‘Transport System in Mexico City’ describes the growth in the city over 

the years and details different mobility options available in the city. The section titled 

‘Peseros’ explains the development of informal transport systems in the city and the 

compelling need to map the routes of Peseros.  

• The section ‘The Laboratorio para la Ciudad’ is about Mancera’s idea of a government led 

department as a part of the city, but without any bureaucratic hassles and details how the 

Lab was set up with Gabriella at the helm. Some of the initiatives of the Lab, their 

implementation and results are detailed in ‘‘The Lab’ Takes Off’. 

• ‘Right to Mobility’ deals with Mapatón and its development through collaborations with 

different stakeholders. ‘Developing Mapatón’ is about the pilot studies on Mapatón and 

its implementation.  

• ‘The Results’ section is about the achievements of the Mapatón exercise, followed by a 

‘Looking Ahead’ section that details how Mapatón brought together the government, 

citizens, civic society, philanthropic companies, and about its replicability. 
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Pedagogical Objectives 

• Demonstrate the various ways in which multi-organizational, multi-actor collaboration 

can be a tool for public policymaking and management in urban areas 

• Interpret critical factors required for the success of government transformation 

• Analyze the features of citizen engagement 

• Understand the factors that make government-led citizen-centric transformations 

successful 

• Investigate multi-sector partnerships and conditions under which governments can reach 

such partnerships 

• Understand how civic collaboration and technology can be used to find solutions for urban 

civic problems 

• Study the role of citizen engagement in planning and executing innovative processes in 

public projects  

Suggested Audience 

The case can be taught to undergraduate, graduate, and executive education students in 

Public Administration, or courses specifically designed for the practicing managers from 

public sector or government like those in a Master of Public Policy. The case can also used by 

MBA students who opt for elective courses like Public Policy and Management, Government, 

Society, and Sustainable Development. It can be used to teach courses related to public 

management and public policy to cover topics like collaborative governance, collaborative 

problem solving, and public management 

Pre-class exercise(s): 

These exercises are purely optional, and the instructor can use either / both exercises, or can 

decide to skip and proceed to discuss the case. 

Exercise 1 

We have used this exercise with undergraduate students. While giving the case for discussion, 

a few days prior to the scheduled, we gave an assignment. 
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The students were asked to select any city of their choice. In a class with good number of 

students from different countries, the instructor can ask the students to select a city from the 

country of their origin. The students are then asked to study the existing public transport 

facilities in those cities. We asked them to include the following data: 

1. Population of the city 

2. Different modes of public transport available 

• Trains 

• Subway 

• Trams 

• Buses 

• Shared bicycle facilities 

• Facilities for last mile connectivity 

3. Use of private vehicles 

4. Proposal for improvement of public transport and increasing its use 

The students / group of students need to prepare a presentation with 4 or 5 slides capturing 

the details. 

Exercise 2 

This is also a purely optional exercise. We have used this exercise while discussing the case 

among professionals with experience, or those with prior experience in public sector. While 

handing out the case (preferably one week / ten days before the scheduled discussion), the 

instructor can give an assignment to the students.  

The participants can be asked to study about a successful initiative by the government from 

their country, where citizens, NGOs and others have participated. (Alternatively, the students 

can be divided into four / five groups and each group can present an initiative of their choice.) 

The students can be asked to make a small presentation essentially containing the following: 

• Name of the Initiative 

• Country 

• Year 
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• Leader of the initiative (individual / government body) 

• Parties Involved 

• Problems addressed 

• Benefits derived 

• Challenges faced 

In the beginning of the class, each group can be allotted about 4 to 5 minutes to present the 

initiative they have studied. 

We have tested the case using this method and found this to be highly effective in triggering 

the discussion about how governments can involve citizens in addressing the challenges that 

citizens face, and how involvement of citizens can benefit all the parties involved. The cases 

presented ranged from healthcare initiatives in conflict torn countries, microfinance 

initiatives, infrastructure products, to post-disaster recovery efforts with active collaboration 

between government and citizens.  

(The students were asked to submit the presentations 2-3 days prior to the scheduled 

discussion. From the submitted presentations, we have chosen 4 presentations, based on the 

issues, geographical location, and similarity with the issue being discussed. These 

presentations were used at the beginning of the class. Alternatively, the instructors can think 

of using Role Play) 

Role Play 

As per the feedback received, we tried to use the case with role play. While distributing the 

case we allotted students different roles – that of citizens, participants in the Lab, the 

government representatives, NGOs, etc. When we began the discussion, all the participants 

were called, and we created a scenario where they discussed about the problems faced by 

the citizens and ways to resolve them. (As described in the case in the ‘The Laboratorio para 

la Ciudad’ section). 

The next batch of participants presented their ideas (as per ‘The Laboratorio para la Ciudad’ 

section in the case) on the issues of  
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• Open City 

• Creative City 

• Participatory City 

• Playful City 

• Pedestrian City 

• Global City 

(We encouraged the participants to discuss beyond what is given in the case, and also come 

up with their own solutions, which they feel are better than those that were implemented.) 

Transportation-related Issues 

The discussion where the need for mapping the routes of Peseros was envisaged, was carried 

out in the class, with participants representing Gabriella, others from the Lab, people from 

civil society organizations, public servants, and governmental agencies. (As described in the 

‘Right to Mobility’ section). 

This discussion was highly fruitful, and students could entirely grasp how the idea for 

Mapatón was generated.  

Implementing Mapatón 

The participants discussed about Mapatón. the ways to go about implementing it, pilot 

studies, and the way it was done. 

Next, the role play was about making Mapatón work, and how the database was made. This 

involved, Gabriella, people from Lab, 12 organizations, and 35 collaborators representing 

government departments, academicians, private companies, think tanks, and NGOs. As 

presented in the case, different issues were discussed by the group. 

The discussions were mostly not moderated. From time to time, the participants in the role 

play were encouraged to present their ideas on the white board provided. Some of the 

participants came with their own presentations, which was highly engaging. As the roles were 
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allotted beforehand, the students have come prepared with the topics allotted to them. The 

role play proved to be highly useful in setting tone for further discussion.  

(If the instructor plans to include role play, we suggest ample time be allotted for it. If the 

class is spread across three or more sessions, one or two sessions can be used in role play.) 

Teaching Plan 

The opening can be either the presentations or the role play. We then asked the students 

about Peseros and the mobility related problems faced by Mexico City.  

Peseros in Mexico City 
Peseros Problems 

• 29,000 buses / mini buses / vans 
• 14 million trips a day 
• 1505 routes 

• Inadequate maps 
• Complexity due to ambiguous routes 

 
 

Discussion Questions: 

(The instructor can add more questions, based on the course the case is being used in. The 

questions given below are just a few points of discussion) 

Question 1 

What are the main challenges that Mexico City was facing? Examine the role played Gabriella 

and in establishing a collaborative process that involved stakeholders from the government 

and civil society through The Laboratorio para la Ciudad. What are the outcomes of this 

collaborative public management initiative? 

Answer 1 

Problems citizens faced in Mexico City 

The world was expected become more urban with 60% of the global population living in urban 

areas by 2030. This shift was expected to be more pronounced in developing countries. This 

urban migration is expected to come with its own set of social, environmental, and cultural 

challenges.  
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The local governments in the cities and other institutes dealing with urban challenges need 

to equip themselves for the new challenges. All the while the conversations between the 

governments and citizens were one way, with government coming with policies that might 

not be suitable or accepted by the citizens. Several years of such actions led to growing 

disconnect between the citizens and the government, leading to lack of trust.  

The issue faced by the citizens of Mexico City was similar to the one faced in many cities and 

urban areas across the world. The relationship between the government and the citizens was 

not collaborative, and citizens held an opinion that governments do not consult them about 

what they need and want. The massive force of 280,000 civil servants in the city could not 

address the problems of the citizens. Most of the Mexicans were extremely unhappy about 

the high levels of corruption in the country. They felt that any public-private initiative, or 

programs like open government, were not executed properly due to the involvement of civil 

servants. About 50% of the Mexicans felt that political parties and police were the main 

reason for corruption. 

The Laboratorio para la Ciudad 

Organizations like The Laboratorio para la Ciudad, a government department that focuses on 

urban creativity and civic innovation, can reimagine roles and repurpose traditional 

mechanisms of engagement to connect cities and the government. Public management is 

meant to improve the quality and efficiency of services delivered by public organizations. The 

Laboratorio para la Ciudad or Laboratory for the City was a place where citizens and 

government can work together to find unique solutions for the problems of the city. 

The Lab was established after a survey of 31,000 citizens about what they think of Mexico 

City, and their expectations from the city. This is an example of Collaborative public 

management that is a concept that describes the process of facilitating and operating in 

multiorganizational arrangements in order to remedy problems that cannot be solved – or 

solved easily - by single organizations.  
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The Lab and Collaborative Management 

The work that the Lab carried out can stand as an example of Collaborative Public 

Management. A definition of Collaborative Public Management that was taken from Agranoff 

and McGuire (2003) and Henton et al. (2006) was suggested by O'Leary, Rosemary & Bingham 

(now Amsler), Lisa. (2007). “Collaborative public management is a concept that describes the 

process of facilitating and operating in multiorganizational arrangements to solve problems 

that cannot be solved or easily solved by single organizations. Collaborative means to co-

labor, to cooperate to achieve common goals, working across boundaries in multisector 

relationships. Cooperation is based on the value of reciprocity.” 

The Laboratorio para la Ciudad worked towards reimagining the role of government and 

about how it can contribute to building better cities. The type of problems that the 

government and citizens face today cannot be addressed through traditional bureaucracies. 

To solve highly complicated problems mechanisms that are more flexible, more inclusive, 

more adaptable, and those that could be operated at a greater speed are required, compared 

to those needed in conventional public organizations.  

Laboratorio para la Ciudad came into existence as an experimental office and creative think-

tank of the Mexico City government, reporting to the mayor of the city. The Lab was a place 

to reflect about the city and explore future of the city, by working in areas like urban 

creativity, mobility, governance, civic technology, public space etc. The Lab constantly strove 

to create links between government and the civil society through multidisciplinary 

collaborations.  

Gabriella’s Role  

For any collaborative management program to be successful it needs a leader who works 

collaboratively facilitating multiorganizational arrangements. In contrast to the traditional 

approach of management (planning, leading, organizing), collaborative approaches are not 

based in a central authority and cannot be guided by a single organizational goal. The primary 

activities of the manager in such settings are selecting the appropriate actors and resources, 

shaping the operating context of the network, and developing ways to cope with strategic 

and operational complexity.  



11 
 

Gabriella brought together different organizations, NGOs, civic society, and citizens to 

execute its projects. Each of the projects had different set of participants based on the task 

that was being carried out. The projects that looked at urban revitalization had urban 

planners, architects on board. Those that addressed the transport related issues had experts 

in that field. The projects that needed support of software had programmers and data 

management experts.  

Outcomes of the Initiative 

After the success of Code for Mexico City, Gabriella looked at harnessing the talent available 

in the society. She started off consultation and dialogue with the citizens. The members of 

the Lab deliberated and arrived at six areas of priority - Open City, Creative City, Participatory 

City, Playful City, Pedestrian City, and Global City.  

Simultaneous dialogues, deliberations, and activities resulted in several programs and 

projects which present a testimony of collaborative public management practices at the Lab. 

Some of these are: 

• Code for Mexico City – Proposals to solve city’s problems 

• Law for Road Safety 

• Establishment of Secretariat of Urban Development and Housing in Mexico City to 

develop playgrounds 

• Using streets as playgrounds in some of the areas on weekends 

• Creating hundreds of maps providing block-by-block statistical reading of Mexico City 

• Creation of programs for better access to public space to the citizens 

• Open data portal 

• Open City Law 

• Ventanilla Única (One-Stop Window) through which citizens could give ideas about 

creating their own public spaces using civic technology 

• Design of play environment by children 

• Reactivating underused spaces 

• Peatoniños - making the streets safe for children to play 
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• Redesigning the streets to accommodate pedestrians, cyclists and users of public 

space 

• Paseo de la Reforma, an avenue that runs across the Mexico City was closed for traffic 

on Sundays to encourage cycling 

Question 2 

Describe why the government of Mexico City failed to find a solution to the problem posed 

by Peseros. 

Answer 2 
Peseros in Mexico City 

Peseros Problems 
• 29,000 buses / mini buses / vans 
• 14 million trips a day 
• 1505 routes 

• Inadequate maps 
• Complexity due to ambiguous routes 

Why can’t government map the routes Why was the problem not Addressed 
before? 

• Exceeds budget limits 
• Requires several staff / dedicated 

agency 
• Over one year needed to carry out the 

exercise 

• No participation of Stakeholders 
• Unsuccessful attempts by the 

government 
• Absence of Consensus building 

Mechanism 
(Go back to the board that was used in the beginning of the session and add to it) 

The Problem with the Peseros 

• Peseros began in the 1970s as a government-led initiative, but run by private operators. 

With growing demand for the services, hundreds of routes were added to the existing 

routes. In the absence of any formal rules about which route to ply on, many bus 

operators just started operating on new routes based on demand. The operators ranged 

from those who owned a single vehicle and operated on their own; to travel companies 

or concessionaires that operated several buses, with the permission of the local 

authorities. Private operators who just owned a van or a truck could start operating it. It 

was estimated that there were more than 20,000 concessionaries, apart from individuals 

who operated these buses. 
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• Peseros were the most convenient form of transport for the Mexico City dwellers as they 

connected the interiors and the hinterlands of the city. But there was only one problem 

in using them. In the absence of any organized information about the location of bus 

stops, routes, timings, ticket prices, etc. it was impossible for anybody to figure out which 

bus to take to reach the destination. Most of the commuters relied on the knowledge of 

those who travelled on these routes regularly, or asked fellow commuters for the details.  

• With the Mexico City all set to growth further in the future, seamless transport was the 

need of the growing city. Mapping the Peseros was an essential part of achieving this 

dream.  

Why was the problem not addressed before? 

No participation of Stakeholders 

• The problem was not addressed earlier because there were too many stakeholders, but 

they were not actively involved in solving the problems. The government, though had 

tried through five agencies to collect data about the passengers who travelled on these 

routes, the existing license, travel times, locations, etc. But these initiatives were not 

successful in gathering adequate useful data.  

Unsuccessful attempts by the government 

• Then the government tried collecting data through SETRAVI by asking the concessionaries 

to provide the required information. Even this initiative did not take off as the 

concessionaries did not trust the government and the administration. The government 

was also not sure about what it would do with the data.  

• A major initiative was carried out in 2012 by SETRAVI in association with the World Bank. 

Representatives from SETRAVI travelled across the city and using an app TransitWand 

collected the real time data. In this program, the app could incorporate the data, and so 

this exercise also failed to produce desired results.  

• When the Lab took up the challenge of mapping the Peseros, increased need for public-

private sector partnership, greater user involvement and intergovernmental coordination 

was deemed essential to solve the problem of mapping the Peseros.  
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Absence of Consensus building Mechanism 

• There was no forum for communication or coordination among the different 

stakeholders. Due to this the problems were not discussed with the stakeholders.  

• There was absence of shared definition about the problem among different stakeholders.  

• In a bureaucratic setup identifying and solving problem involved several government 

officials, and departments, and bringing them on to a single forum was difficult.  

What is necessary? 

Problems like transportation, toxic waste management, education, and so on, needed to be 

solved through autonomy, deregulation, decentralization, and community-based self help, 

according to Don Michael who was critical of traditional planning and governance models. He 

was of the view that for solving problems related to public transport, responsibility cannot be 

given to single jurisdiction, allocation of resources was also a challenge, and such problems 

needed to be addressed holistically.  

Specific issues related to urban transportation and mobility are: 

• Transport system is a part of a broader economic, social, political systems 

• The system for addressing transportation problems is highly decentralized with 

autonomous stakeholders 

• Several levels of government, jurisdictions, private sector players and users are involved 

• Collaboration and consensus building are have many advantages in such an environment 

• There is uncertainty about policy outcomes 

 

Question 3 

How did the Lab find a solution posed by the Peseros through collaboration by involving 

different stakeholders? 
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Peseros in Mexico City 
Peseros Problems 
• 29,000 buses / mini buses / vans 
• 14 million trips a day 
• 1505 routes 

• Inadequate maps 
• Complexity due to ambiguous routes 

Why can’t government map the routes? Why was the problem not Addressed 
before? 

• Exceeds budget limits 
• Requires several staff / dedicated 

agency 
• Over one year needed to carry out 

the exercise 
 

• No participation of Stakeholders 
• Unsuccessful attempts by the 

government 
• Absence of Consensus building 

Mechanism 
 

Key players Collaborative Process 
• The Lab 
• NGOs 
• Philanthropic Organizations 
• Citizens 
• Supporters 

 

• Identifying Problem 
• Identifying Stakeholders 
• Discussion / Deliberation 
• Involving stakeholders in the 

design 
• Public Involvement 
• Gathering information 
• Managing information 

Solution 
• OpenCity  
• Support from citizens 
• Government-Citizen interaction 
• Co-create 
• Mapatón 

• Gamification 
• Open innovation 
• Citizen engagement 
• Citizen participation 

 
(Go back to the board that was used in the previous question) 

 

Collaborative Problem Solving 

Collaborative problem solving confronts the challenge of viewing problems systematically 

within the purview of decentralization, separation of powers, limited government and private 

property rights.  

The general principles that are common to most collaborative problem solving approaches 

according to Richard Bradley are: 

• These are consensus based. 
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• All the stakeholders must be involved. If all the parties with power to influence the 

outcome are part of the process, it is more likely that implementation will proceed quickly. 

These include local officials, public sector representatives, operators, concessionaries, 

and public who used the facilities.  

• The collaborative problem solving approach involves working with different parties to 

reach agreement on the definition of the problem before moving on to discuss solutions 

• Involvement of neutral or third parties makes the problem solving more effective. 

• Collaborative planning projects need active management, careful monitoring, and 

frequent reevaluation.  

• Peer participation is important and the problem solving process works best if all 

participants perceive themselves to be working in groups.  

• Participants must assist in designing the process for it to work.  

• Meetings must be carefully planned to build and maintain momentum.  

• The facilitators need to be highly skilled. 

• Although prime participants are usually select group of opinion leaders, some program 

for involving the rank and file public will strengthen the process. 

• Participants need to play an active role in identifying barriers to accomplishment and also 

come up with strategies to overcome barriers. 

The Collaborative Process at Mapatón 

Mapatón was carried out as a part of the Open City initiative.  

Identifying Problem 

• In the Lab Dialogues on Open City triggered discussions and debates to understand the 

problems and challenges related to transportation. One of the issues that emerged was 

that of private transport and the need to map the existing routes. 

Identifying Stakeholders 

• The members of the Lab then decided to use the existing ideas and also bring in the 

expertise of different participants. 
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• To execute Mapatón 12 organizations and 35 collaborators to form a work group that 

consisted of government departments, academicians, private companies, think tanks, and 

NGOs were brought together. 

Discussion / Deliberation 

• Discussion and deliberation was an ongoing process in the Mapatón. The very idea of 

interactive map of 47 CETRAMS was developed from one such dialogue.  

• The group of 35 collaborators met regularly, and in a span of 11 months, 50 such meetings 

were held. 

Involving stakeholders in the design 

• All the stakeholders were a part of the design process.  

• The Mapatón App was designed by the software experts of the group. They decided to 

use gamification to attract users to the app. 

Public Involvement 

• Public were involved in the project right from the beginning. When the members of the 

team wanted to visit prominent localities, citizen volunteers from those localities 

accompanied them. 

• After gauging the scale of Peseros, the team was of the view that users need to take active 

part in generating the information 

• The team found crowdsourcing to be the most suitable way of generating data in an 

inexpensive and quick manner.  

• Volunteers from National Youth Institute were involved in the second pilot study. 

Students from three universities were involved in the third pilot study and drivers of 

Peseros were a part of the fourth pilot study.  

• The public played a major role in gathering data through Mapatón. 

• To encourage people to participate, the commuters who mapped the routes were given 

points, and those who garnered highest number of points at the end of a specified period 

were given cash prices and tabs. 
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Gathering information 

• Citizens of the Mexico City who travelled by the Peseros had to board the bus / mini bus 

at the origin and start the Mapatón app. They had to press a button to record the route 

on which the bus was travelling, while keeping the GPS on. They were also required to 

post the pictures of the bus and the important stops enroute to destination.  

• Users could map the routes individually or as a team. 

Managing information 

• As and when the data was generated by the users travelling on Peseros, it was captured 

and cleaned. 

• The team constantly monitored the maps, and the places that were already mapped were 

allotted less points. The routes that were not getting mapped were allotted more points. 

 Results 

• Nearly 4000 people participated in the game and mapped more than 4000 routes. The 

distance travelled by them was equivalent to 1.4 times the circumference of earth. 

• The task which would have needed 400 mapping days to complete was done in just two 

weeks.  

• Smooth collaboration among three structures facilitated Mapatón. These were the Lab, 

the coordination group of Mapatón and the people who participated in the event. This 

was an instance where government and citizens worked together to find a solution to one 

of the main challenges that the people of the city faced. 

Implementation 

• The end result was a map of all the routes that these buses travelled on, along with their 

timings, stops, duration of the trip, and cost of tickets. 

• The data was put into use for coming up with data–driven policy and research. 

• The data was also opened for public use. This led to development of smartphone apps for 

transport modes and routes. 

• Crowdsourcing emerged as a tool for solving public issues. 

• Many cities across the world borrowed the technology used in Mapatón in order to chart 

their public transport systems. 
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Question 4 

How did Mapatón solve the mobility problem faced by the Mexico City by bringing in 

Citizens and other stakeholders? 

Answer 

Mobility is one of the most important aspects of people’s lives in urban areas. In Mexico City 

people spent 18.5% of the total monthly income on transport and mobility. With the city all 

set to grow further, providing seamless transport was one of the priorities for government. It 

is a matter of importance for the governments not only in Mexico but also across the world 

as the urban population was expected to grow rapidly in the coming years.  

The governments are becoming aware that the problems and challenges in the present urban 

areas cannot be solved within the narrow political and professional circles. People’s views, 

responses, and participation and civic innovation are essential in providing solutions. 

Collaboration between the government and civil society will go a long way in improving the 

solutions to the problems that citizens in the cities face.  

Though citizen engagement in public affairs is not a new phenomenon, in the last few years 

it has grown. This could be due to growing awareness of the citizens, increasing dimensions 

of the problems, costs involved in finding the right solution and due to time required to 

address the issues that are of concern to the citizens. It is common to see citizen engagement 

initiatives like community development committees, satisfaction surveys of citizens, citizen 

participation in planning and budgets, etc. Through these initiatives citizens actively 

participate in seeking solutions to the specific problems they face by engaging with the 

government and public officials, NGOs and other organizations. 

Citizen engagement has several other benefits. It gives citizens a voice to express their 

opinions, and in the process they gain confidence to speak out against any form of 

discrimination. It also contributes to wellbeing of citizens by promoting fundamental 

freedom. For the government the benefits from citizen engagement are manifold. It helps the 

governments in achieving in development and governmental goals. It is up to the 

governments to use this strong force to mutual benefit. The benefits include reduced 
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corruption, better public services, ideas for better cities and societies and increased social 

capital.  

Here we examine the citizen engagement that Mapatón has brought forth how far Mapatón 

can be characterized as a citizen engagement initiative. (Mapatón was an initiative related to 

public transportation, which involved government officials, civil society organizations, private 

sector companies, and citizens. The aim was to collect and visually represent accurate 

information about routes, destinations, schedules, and fares of Peseros) 

A developed participatory culture is certainly a key precondition for effective citizen 

engagement. It exists when interested citizens have the opportunity to become involved in 

planning or decision-making processes, and when they contribute their views. This means 

that relevant information is provided for the interested public and various consultation 

processes are organised in which citizens have the opportunity to familiarise themselves 

with the topic and provide their opinions and proposals, potentially having an indirect or 

direct influence on final decisions. 

• In the case of Mapatón, The Laboratorio para la Ciudad was instrumental in starting the 

initiative as part of its Open Cities Project. Right during the inception of the Lab, Gabriella 

was of the view that transformation cannot happen by the government alone, and citizens 

need to play an active role in getting what they want from the city. The Lab was started 

off after getting to know the citizens needs and demands through a survey asking 31,000 

citizens about what they think of Mexico City, and their expectations from the city. So we 

can say that citizen engagement was a part of the Mapatón initiative, as well as that of 

the Lab.  

A participatory culture and strong political support are preconditions for successful citizen 

engagement. Demonstration by politicians of their commitment and support for dialogue 

with citizens creates the necessary trust among citizens that their voices will be heard, and 

motivates them to participate more. 

• Mancera, the mayor of Mexico City was highly concerned about sustainable development, 

revitalization of public spaces, open government, etc. He wanted to achieve these through 

citizen dialogue and engagement. His wanted to start a government led department to 
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‘foster civic innovation by reimagining platforms where government and civic society can 

collaborate differently and harness urban creativity.’ 

• Gabriella who became the leader of the Lab brought in expertise from other fields and 

made citizens part of every initiative that the Lab undertook.  

• Before Mapatón, the Lab undertook several initiatives for the betterment of citizens of 

Mexico City. Initiatives taken as a part of Open city, Creative city, Participatory city, Playful 

City, Pedestrian city and Global city helped in creating better city for the citizens. These 

included playground for children, roads being closed for traffic during the weekends and 

turning the roads into play areas, developing spaces like museums and art schools, designs 

for better city, making streets safe for children to play, etc. One of the initiatives 

participatory city especially looked at making citizens a part of every initiative taken to 

benefit them.  

How to attract citizens and other stakeholders and encourage them to participate actively 

in discussions and give their opinions. Citizens are often reluctant to participate in 

deliberations because they do not believe that their views will be taken into consideration 

at all.  

• The Lab, manned by 20 specialists in different areas, looked at creating links between civil 

society and government through multidisciplinary collaborations. The Lab took several 

initiatives to improve the living conditions of the city dwellers and encouraged the citizens 

to participate actively in the improving their living conditions voice their opinions about 

the issues they faced.  

• In the case of Mapatón, Gabriella brought together several organizations, consultants, 

NGOs, university students, software developers, philanthropic organizations, and citizens, 

thus citizens were a part of the deliberations about mapping the Peseros. Mapatón itself 

was a crowdsourcing experiment and its success depended on the active participation of 

the citizens. The citizens had to play and track their public transit journeys by downloading 

the Mapatón app on their mobile phones. 

Leaders usually need professional support in planning and implementing citizen 

engagement.  
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• In the case of Mapatón, Mancera took the support of Gabriella to make his dream for the 

Mexico City into a reality. Gabriella brought together experts from different fields like 

design, art, history, software, film making, urban psychology, urban planning, civic tech, 

social innovation, humanities, international relations etc.  

• The team also took support of NGOs, philanthropic organizations, other government 

agencies, International agencies, infrastructure developers, transport companies, and 

also citizens to plan and execute Mapatón.  

Detailed knowledge about the characteristics and interests of stakeholders’ and citizens’ 

groups helps in identifying ways of motivating them to become engaged. 

• Though the Mapatón initiative started with Mancera’s idea about providing seamless 

mobility, it was an issue that impacted all the citizens in the city. So it did not take much 

time for the citizens to become a part of it. Mapatón, being a gamification app, needed 

active participation from the citizens. To encourage people to participate, the commuters 

who mapped the routes were given points, and those who garnered highest number of 

points at the end of a specified period were given cash prices and tabs. People who 

reached certain milestones like the number of routes pointed, number of kilometers 

travelled etc. were given badges which worked as motivational tools.  

• Initially the users started with the game to win the points, but once they came to know 

the positive impact the game would have on the city, many of the users identified with 

the project and committed to the game and its results. 

• Other stakeholders included NGOs like PIDES, CTS Embarq and Planeación y Desarrollo; 

government agencies like Transportation and Mobility Ministry; International institutes 

like Institute or Policies on Transportation and Development; infrastructure companies 

like M + Urbano, Transconsult; and finance partners like Hewlett Foundation and British 

Embassy of Mexico. 

An early start followed by continuous communication with citizens and stakeholders is 

crucial for the success of a consultation process. 
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• Mapatón went through a year of consultation and planning. First the Mancera conducted 

preliminary studies. These studies showed that mapping routes in a traditional manner 

involving external agencies would take more than a year, and would cost the government 

dearly. 

• Then Gabriella brought together several organizations, consultants, NGOs, university 

students, software developers, philanthropic organizations, and citizens, and they had 

weekly meetings. every week and in 11 months 50 meetings were held. The group began 

with discussing the reasons for the absence of such an important data about transport 

routes in the city. 

• The citizens were also a part of these deliberations. The team along with the some of the 

local people visited some prominent localities like Cetram Zapata, Mixcoac, Bosque de 

Chapultepec, Pantitlán, El Rosario station, etc. to understand the ground situation. 

Innovative solutions involving citizens are highly effective and are appreciated by 

stakeholders.  

• Mapatón used gamification and people of the city who travelled on the Peseros could 

download the game on a smartphone and then signup for an account. Once the app was 

ready, the users had to hop into the bus and record the routes on which they were 

travelling. They were also required to post pictures of the bus / minibus, and major stops 

on the route. The commuters who participated were given points, and those who got the 

highest points were given cash prizes. Once the people got to know what they were doing 

and how the data was going to be put into use, they were committed to it and played it 

for the positive impact it was likely to create. 

There could be unexpected events that emerge during the participatory that need quick 

handling. 

• Before the launching Mapatón several pilot studies were conducted to decide on the right 

app, and the way the game would be organized. The team that was handling the data was 

not prepared for the huge amount of data that came in. But the team reacted quickly to 

capture and sterilize the data.  
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• One of the unforeseen incidents was the attempt by users to hack the system by adding 

routes and points that did not exist. But the experts present in the team and in the Lab 

were quick to react and make amends in the software to block such users.  

• The team faced challenge in terms of the quality of data received. Sometimes the location 

names were given as just church or school, such data had to be validated by providing the 

appropriate location names. Sometimes the drivers of Peseros took alternative routes 

depending on traffic, as these were not regular routes they had to be removed from the 

database.  

Thus, we can conclude that key elements of a citizen engagement plan are: 

• Defining the issues / challenges about which it is meaningful to consult stakeholders and 

the public 

• Identifying key stakeholders and public to be involved in the process 

• Providing appropriate information and communication 

• Motivating public and ensuring appropriate support 

• Establishing trust is crucial for effective public participation 

• It is important to ensure representativeness and involve key stakeholder groups in 

consultations 

Question 5 

How did Mapatón foster citizen engagement? List the benefits derived from the initiative.  

Answer  

Citizen Engagement  

Citizen Engagement is a top-down initiative run by governments. Its nature is formal. Cities 

provide citizens with the necessary tools to get involved in decision-making.  

Citizen Engagement is a process that enables local people to be part of addressing problems 

and involves them in the planning and delivery of innovative solutions to those problems. 

Citizen engagement involves a two-way exchange of opinions, ideas, information and 

expertise as an input into a decision-making process before a decision is made. t should not 

be merely informing citizens about a decision taken or a new service available, but it should 
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be about engaging them in order to understand their priorities and needs in order to help 

planning and delivering targeted services  

Characteristics of Citizen Engagement 

Involve citizens individually or in the form of collective action (including civil society 

organizations). 

• Mapatón involved citizens, NGOs, philanthropic organizations, private companies and 

social ventures in carrying out need analysis, defining degree of engagement, creating the 

app and in executing it.  

Achieved through different mechanisms 

• Mapatón was achieved through public consultations, participatory planning, citizen 

involvement, gamification, interaction, etc.  

Organic or induced 

• Mapatón can be called an induced engagement as it was initiated by the Mayor of the city 

and was implemented by the officials and the civil society. 

Be a short-term exercise or a sustained long-term commitment. 

• Mapatón was a short term exercise. It took over a year to plan and conduct pilot studies. 

The original exercise was carried out for over two weeks, and data was published.  

Be constructive, confrontational, or even disruptive 

• Mapatón can be termed as a constructive engagement as it resulted in solution to one of 

the most pressing problems in Mexico City 

Be spontaneous, informal or formal and underpinned by clearly defined rules and norms 

• Mapatón was a formal engagement initiative that took place with the mediation of civil 

society.  



26 
 

Take place at different levels - at the local, regional, sector, national or global level - 

depending on the objectives of engagement 

• Mapatón took place at the local level in Mexico City. It was highly replicable and several 

cities in the world were consulting the Lab to start a similar initiative.  

Benefits of Engagement with Citizens 

• Improves the quality of policy being developed, making it more practical and relevant, and 

helping to ensure that services are delivered in a more effective and efficient way  

• Way for government to check the health of its relationship with citizens directly—to check 

its reputation and status  

• Reveals ways in which government, citizens and organizations could work more closely on 

issues of concern to the community  

• Gives early notice of emerging issues, putting government in a better position to deal with 

them in a proactive way, instead of reacting as anger and conflict arise  

• Provides opportunities for a diversity of voices to be heard on issues that matter to people  

• Enables citizens to identify priorities for themselves and share in decision-making, thereby 

assuming more ownership of solutions and more responsibility for their implementation 

• Fosters a sense of mutuality, belonging and a sense of empowerment, all of which 

strengthens resilience.  

Results of Citizen Engagement Initiatives 

Consultation with stakeholders and subsequent implementation of the plan resulted in a set of 

valuable information and Data  

• The Mapatón witnessed participation from 4000 people who mapped more than 4000 

routes. The data they provided in a span of just over two weeks during which the game 

has run, The would have needed 400 mapping days to complete. This task that would cost 

millions of dollars was completed in 350,000 Pesos. It resulted in data through which maps 

were created for citizen use. The citizens of Mexico city can download the app, give the 

details of origin and destination and get details about the buses available, their timings, 

ticket prices in those routes.  
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The plans and processes formed in participatory manner including people’s needs, values and 

opinions are of greater legitimacy. 

• This participatory process in which government has collaborated with the citizens resulted 

in a tool that can be of use to all the citizens travelling regularly. As these are used 

regularly they gain more legitimacy, support and cooperation.  

Availability of Timely Relevant and correct information. 

• Mapatón resulted in map of all the routes that these buses travelled on, along with their 

timings, stops, duration of the trip, cost of tickets. The data was put into use for coming 

up with data–driven policy and research. The data was also opened for public use. This 

led to development of smartphone apps for transport modes and routes. The data was 

made available for all the citizens and the government. Citizens can now check the details 

of the routes, destinations, and the bus they needed to take to reach specific destination.  

• After Mapatón, Mexico City got a general overview of the existing system of Peseros. One 

of the offshoots of this was extensive data about the crime spots in these routes. These 

were specified by some of the people who took up the exercise. Police immediately took 

action to address this problem. 

Growing Participatory Culture 

• Citizen engagement initiatives like Mapatón result in growing participatory culture among 

the citizens. This was an instance where government and citizens worked together to find 

a solution to one of the main challenges that the people of the city faced. The people 

participated enthusiastically as they felt that they were playing a role in creating 

something that would benefit them and other people of the city. The success of this 

venture would encourage cities from around the world to engage actively with the citizens 

to come up with unique solutions for the administration challenges that public service 

personnel, governments and government officials face.  

Conclusion 

Mapatón proved to be a highly successful citizen engagement activity. 

• It incorporated useful suggestions and comments made by the citizens 
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• Citizens actively participated in planning the game 

• Citizens were the most actively participants in Mapatón and its success relied heavily on 

the involvement of citizens 

• This was an initiative started by the top government official (Mayor) executed by the Lab 

(representative of the government) where several stakeholders (NGOs, private sector, 

civic society, Philanthropic organizations) along with citizens participated actively 

• Mapatón was practical and highly relevant to the community 

• This has helped Mexico City understand the problems that citizens were facing and finding 

a result helped in building its reputation  

• Mapatón was adopted by several cities across the world and showed how government, 

citizens and organizations can work closely and in tandem to address civic issues 

• In the case of Mapatón, the mapping gave clues about crime infested areas in the city, 

helping the government to tackle the issue 

• Through Mapatón citizens assumed ownership of the app that was developed and were 

responsible for its implementation. They even came up with suggestions on how it can be 

used by citizens who do not own a mobile phone 

Question 6  

Why do most government transformations fail? What are the critical factors for the success of 

government transformation? Illustrate with the help of the Mapatón exercise. 

Answer  

According to McKinsey Center for Government, the present day governments operate in an 

environment of fiscal constraint. According to the research by the Center, 80% of the 

government efforts to transform fail to meet their objectives. There are several factors that 

can trigger government transformations. These include 

• Outdated practices 

• Change in leadership 

• Need to reduce debt 

• Change in political mandate 

• Major performance failure 

• Media and public pressure 
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• External shock 

 

If we examine the Mapatón initiative and what had triggered it, we can see that change in 

leadership was one of the important triggers. When Dr. Miguel Ángel Mancera became a 

mayor of the Mexico City, he promised to bring in citizen-centric, collaborative, and inclusive 

governance to the city. So, it can be said that change in political mandate is also one of the 

triggers for Mapatón. Mancera’s idea of a government led department as a part of the city, 

to function as an urban experimental lab led to the establishment of The Laboratorio para la 

Ciudad.  

But the trigger and starting a new transformation program does not mean that the goals of 

these programs are met and all the transformations become successful. A study by McKinsey 

Center for Government shows that getting such a transformation right is difficult and around 

80% of transformation efforts do not meet their objectives. This was a conclusion drawn from 

a survey of 3000 public officials in 18 countries.  

The study also found that 20% of the transformations are successful because of ‘the five Cs’.  

• Committed Leadership 

• Clear Purpose and Priorities 

• Cadence and Coordination in delivery 

• Compelling communication 

• Capability for change 

Committed Leadership 

High degree of personal commitment and energy, along with courage to challenge established 

conventions are the most important elements of committed leadership. Such leaders go 

beyond the established conventions in order to bring in new reforms. There are also 

limitations to this. The leaders, politicians in this case, have a limited time to pursue reforms. 

In many countries they have a time span of five to six years, within which they need to bring 

the necessary changes, and they do not stay in power for too long time to initiate and execute 

large scale projects.  
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If we look at the execution of Mapatón and other programs by the Lab, we can see that they 

were all a result of committed leadership. Here the first leader is Mancera, who became a 

mayor of the Mexico City and had promised to bring in citizen-centric, collaborative, and 

inclusive governance to the city. He thought of a government led department as a part of the 

city, to function as an urban experimental lab, consider different perspectives to address the 

problems that the city was facing. His idea was to ‘foster civic innovation by reimagining 

platforms where government and civic society can collaborate differently and harness urban 

creativity.’ 

He wanted to create a department that was separate from all the bureaucratic hassles, and 

could execute projects and bring in necessary changes in a rapid manner, with the 

involvement of citizens and other collaborators like NGOs and civil society.  

Another leader that we come across in the case is Gabriella. Though she is not a part of the 

elected representatives or the government, she successfully established the Lab and brought 

together different people who were experts in different areas. She was given six years to 

creatively connect citizens and the local government; to prototype creative ways of 

addressing urban challenges that Mexico City was facing, and also improve the quality of life 

of the people in the city. 

She was instrumental in six areas of priority in the city and in executing several projects in 

each of those areas. Mapatón was one of the initiatives that was taken up as a part of Open 

City Initiative. 

Clear Purpose and Priorities 

Successful transformations paint a compelling picture of their destination and make it clear 

to the public servants and citizens why the change is necessary.  

In the case of Mapatón, Mancera, after he became a Mayor was looking at making the city 

work in tandem with its people, more than half of whom were below 26 years of age. These 

people were extremely progressive and knowledgeable. They demanded a government that 

was agile and relevant to them. This made Mancera look for a government-led department 

to function as an urban experimental lab. His was clear about his idea of ‘fostering civic 
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innovation by reimagining platforms where government and civic society can collaborate 

differently and harness urban creativity’.  

Peseros was one of the areas that Mancera was particularly concerned about and he was 

looking at coordinating different modes of transport to enable seamless trips. At the same 

time, he was clear about accomplishing this task using limited resources and within a short 

span of time.  

Cadence and Coordination in delivery 

Any successful government transformation needs smart approaches to delivery, which are 

different from traditional public sector approaches to policy development and 

implementation. This calls for close collaboration among different agencies and functions. 

These transformations need to be spearheaded by a team that is empowered and focused. 

Centrally coordinated dedicated team is necessary for successful transformations. 

In the case of Mapatón, it was initiated by the Lab as a part of the Open City Initiative. 

Mapatón was supported by the Mobility Law of 2015 that made mobility a right of each and 

every individual in the society. Gabriella brought together 12 organizations and 35 

collaborators to form a work group that consisted of government departments, academicians, 

private companies, think tanks, and NGOs.  

The team held weekly meetings and all the members were given a choice to voice their 

opinions. This team decided to make citizens apart of the Mapatón process. It tested several 

existing applications for collecting data and conducted pilot studies before arriving at the 

Mapatón app.  

After the app was launched, the mapping carried out by the users was closely monitored and 

any glitches were sorted out immediately. Several people including software developers, data 

analysts, infrastructure developers, technology developers, programmers, product engineers, 

ground staff worked in tandem to make Mapatón a success.  
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Compelling Communication 

Communicating with the citizens regularly enhances the success of any government-led 

transformation. Public transformations call for well-planned, in-depth, genuine two-way 

communication with all the groups involved.  

Mapatón itself emerged from dialogues on Open City that triggered discussion related to 

problems and challenges related to transportation. Most of the ideas that led to Mapatón 

were a result of deliberation among different parties government, civic society, NGOs, private 

organizations, etc, about streamlining the Peseros and mapping their routes. After the pilot 

studies before the launch of Mapatón a communication strategy was developed calling 

public’s attention to Mapatón asking citizens to collaborate with the government, as the 

success of the Mapatón depended heavily on the enthusiastic participation of the citizens.  

Through the constant communication the citizens understood the role they are going to play 

in solving the problem they faced regularly.  

Capability for Change 

The governments need to rethink their approach to public-service capabilities and should be 

open to citizen participation through a two-way communication. Governments need to be 

more agile in the way they deliver services to the citizens. Governments should be open to 

recruit talent from outside the bureaucrats, critically invest in new ventures and help the new 

talent thrive. One of the secrets of successful government transformations is attracting 

external talent and help them offer broader capability building programs. 

In this case though there were more than 280,000 civil servants functioning in the Mexico 

City, Mancera chose external talent to become a head of the government led department 

that focused on urban creativity and civic innovation, to function as an urban experimental 

lab. This was where Gabriella came in. with her vast experience, she was able to lead several 

initiatives to bring citizen-centric, collaborative and inclusive governance to the city.  
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Focus on Citizens 

Apart from the 5Cs mentioned, for the success of government led transformations citizen 

experience is also important. The citizen experience is necessary to understand the end-to-

end journeys of people in services like public transport. In the case of Mapatón the needs of 

the people were integrated with technology and gamification to find a unique solution for the 

citizens. At the same time, the government also benefitted immensely through this exercise, 

as the task that would have cost millions of dollars and taken hundreds of days was 

accomplished at a very low cost in a span of just few weeks.  

The success of Mapatón can be gauged by its replicability across the world, and several cities 

which showed interest in carrying out a similar exercise. It also shows that by making citizens 

a part of the problem-solving activities, governments across the world can find solutions for 

pressing issues like health, education, and employment.  

Epilogue 

In 2018, the government of Mexico City has changed and Mancera was replaced by Claudia 

Sheinbaum, after which Laboratorio para la Ciudad closed its doors. Observers and those who 

have been a part of the Lab said that maintaining and sustaining an innovation lab is a 

challenge that goes beyond well-meant intentions. Members of the Lab said that leadership 

changes, a lack of understanding of what the Lab did, and changes of priorities due to new 

policies were the reasons for the closure of the Lab. 

However, several initiatives of the Lab, including Mapatón were recognized not only in the 

city but across several cities in the world. Several Citizens of Mexico City continue to reap 

benefits of these initiatives.  
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