
I DON'T WORK IN PUBLIC ADMINISTRATION

I organize Rock concerts

Fabio Zaffagnini
Rockin'1000 founder



Extreme rainfall.
The river overflowed.
Large parts of the city went underwater.

CESENA, ITALY, MAY 2023



Shovels.
Boots.
Good intentions.

But no coordination.

THOUSANDS OF ORDINARY CITIZENS
WERE READY TO HELP.

THE VOLUNTEERS WILL COME



Without coordination, volunteers can:

→  interfere with rescue teams
→  overcrowd one area
→  leave other areas uncovered
→  enter dangerous sites
→  put themselves at risk

GOOD INTENTIONS
ARE NOT GOOD ENOUGH

HELP CAN BECOME A PROBLEM



The problem was how to coordinate them:

→  QUICKLY
→  SAFELY
→  AT SCALE

PROBLEM WAS NOT 
A LACK OF VOLUNTEERS

THE REAL PROBLEM



Google Form
↓

Collect volunteers
↓

Emails
↓

Assign people manually

THE OFFICIAL APPROACH

OPTION 1: MANUAL COORDINATION

It works with 20 people.
It doesn’t scale to thousands.



Someone has to:
READ every application
CHECK availability
FILL every shift
REPLACE cancellations
MOVE people when priorities change

The bigger the operation,
the bigger the coordination team.

MANAGING PEOPLE DOESN'T SCALE



Private Telegram groups
Independent organizers
Immediate action

THE UNOFFICIAL APPROACH

OPTION 2: SELF - ORGANIZATION

FAST.
SPONTANEOUS.
UNCONTROLLED.



Without a central view:

Who knows what is safe?
Who knows where help is really needed?
Who knows where professional teams are working?

100 volunteers here.
0 volunteers there.

NO CENTRAL OVERVIEW



WE NEEDED SOMETHING IN BETWEEN

Official system Spontaneous System
Control Speed
Safety Freedom

Overview Initiative
Slow Uncoordinated

Could we keep the advantages of both?



DON’T MANAGE PEOPLE.
CREATE THE STRUCTURE.

Central coordination
+

individual autonomy

THE ROCKIN'1000 PRINCIPLE



Where

When

What needs to be done

Volunteers needed

THE MUNICIPALITY CREATES A SHIFT

VOLUNTEERS CHOOSE



v

THE ADMINISTRATION MANAGES NEEDS

THE VOLUNTEERS MANAGE THEMSELVES

Safe areas
No interference with rescue teams

Balanced distribution
Fast reaction to changing priorities

MANAGE NEEDS, NOT PEOPLE



Getting a public administration
to adopt something new
during an emergency was.

BUILDING THE IDEA
WASN’T THE HARDEST PART.

PROBLEM: ADOPTION



Not in 3 months.
Not in 3 weeks.

OVERNIGHT.

AI + Codex → public website → administration system

WE NEEDED IT TOMORROW

FROM IDEA TO PLATFORM: ONE NIGHT



I need:
Official information
Safety
Legitimacy

"I TRUST INSTITUTIONS"

TWO TYPES OF VOLUNTEERS

I need:
Speed
Freedom
Autonomy

"JUST TELL ME
WHERE HELP IS NEEDED"

The system had to work for both



Managed with the municipality.
But:

Open the website
↓

See where help is needed
↓

Choose a shift
↓

Go

OFFICIAL WITHOUT BEING SLOW

OFFICIAL + IMMEDIATE



Official channels:

Local press
Local creators

A PERFECT SYSTEM IS USELESS
IF NOBODY KNOWS IT EXISTS.

THE PLATFORM WAS NOT ENOUGH



Local pride.
Food.
Beaches.
Jokes.
Dialect.
Basically the opposite of an institutional channel.

Which was exactly why we needed it.

ROMAGNOLI POPOLO ELETTO

SPEAK THEIR LANGUAGE



1 CITY
Cesena

↓
13 MUNICIPALITIES

IT STARTED IN CESENA



25,000 VOLUNTEERS

2,000+ SHIFTS

13 MUNICIPALITIES

2 WEEKS

THE NUMBERS

Working alongside official emergency services
and under local government supervision.



TUSCANY
Another major flood.

VALENCIA
Another devastating flood.

We offered the system.
We couldn’t get their attention.

THEN IT HAPPENED AGAIN



During an emergency there is no time to:

BUILD TRUST
LEARN A NEW SYSTEM

DEFINE RESPONSIBILITIES
CHANGE PROCESSES.

DURING AN EMERGENCY IT MIGHT BE TOO LATE



THE LESSON IS NOT
THAT WE BUILT A PLATFORM

DURING A FLOOD.

The lesson is:

it should have existed before the flood.

DURING AN EMERGENCY IT MIGHT BE TOO LATE



THE VOLUNTEERS WILL COME.

The energy will come.
The willingness to help will come.

WILL WE BE READY?

DURING AN EMERGENCY IT MIGHT BE TOO LATE
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