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\\ MAJOR RESEARCH QUESTIONS TO BE "INVESTIGATED

” "o : : =

¢ . :
Define the relationship between the European and American ombudsman?

What are the responsibilities and duties ,of the Community Rep*esen~

tatives Office? 3

How are concerns processed byi&he Community Repfesentatives Office?
What were the major concerns iﬁvestigated by the .Community Represen-~
tatives Office from 19%3-74 to 1975-762

' ®

Will the concern findings be of benefit in the po}icy making process?
\ .

Does a comprehensive complaint system make gpverumeqt accqrntable in
the delivery of services to the citizenry? - i
L]

Whaé are the key fadtors which influence the responsiveness of
governments that have complaint systems? . '
Does a épmplaint 8ys

. @
make thg City Mamager more knowledgeable
of community,problens :

LN



s . 14 \ / ,
1 . } -‘. ~

CHAPTER I , y i . e

"INTRODUCT ION
' o ]

b

3 . .
A. OVERVIEW AND OB§CTIVES OF THE STUDY §

0

'dtban Managers and Legislators are faced with the task of znnuring {(/
¥
that the_policy decisions involving ci:izqna really représent their
o

needs. One medium. through which input on policy mattb:s can be increased

i3 with a mechanism that serves {L address and respondlto the needs of
the éitizenry. Basically, these needs often involve increasi;g tse‘level‘
of'servicea provided by govefnment. In several cities sérveys sdg con-
ducted to evaluate the effectiveness sf the services proviﬂed by govern-
ment. However, the surveys do not always\brihg about a change in the
delivery of services. . ' ‘ -

) - N7 | o

Citizens use many cha to communicate with gbvernment when they

have problems. One method of communicating with the public by govern— J

 ment wis the creation of the Community Regsesentatives position by the

/
City of Greensboro,\horth Carolina, in August of 1973. This position is

: similar to the office of the ombudsman found in Soandanavian/nnd other

. *

Eutopean countries.1 The Community Representativea and the ombudsman are

both concernqd about protecting the rights of citizens. A major vbjective
V

of the Community Represeniﬁtives[ Office is to confer yith citizens

volcing concerns to government. The concerns investigated .by the

A «
Y ' ‘\
. ! ~
)
-

Picot B. Floyd, "The Ombudsman: The Citizens Advocate"x Msnagement
Infomtion Service\ L-10 (October, 1969) p. 1. @

' N\ AN e
L Y J
‘ i \\'\l .



Community R-preacntatiﬁii‘ate resolved impartially, and in the most

r ¢

4

expeditious manmew,

*

Tﬁa analysis~qf/€bncerns in&estigated by the Community Representa-
tive is an effort to evaluate the type of concems registered by citizens S
to City Govnqnment in Greensboro, North Carolina. The analysis will

also include the concerms investigated by the Commmity Representative's

. office from Fiscal Year 1973-74 to 1975-76. A census tract was used

in identifying the rea the complaint originated.2

This study has two objectives, both ¢f which are related to each -

other. First, an effort will be made .to describe and determine if the -

-
-
7

compiaint system used by the Community Representatives is making the
City .Government of Greensboro more responsive to the needs of citizens
that voice concems. Second, emphasis will be placed on the use of data

from complai7t findings in setting prioritiea-and making policy decisions.

Y

Chapter I of the Study will describe thc historical development which
led to thezégiﬁblishment of the ombudsman concept. The chzpter will
, also focus up?éfthe hiStory of City Government in Greensboro amd the
emergence of ;hé dmaudsman concept. Chapter II examines the ways in whi;h
the complaint fin‘;ngs can make City Govérnment mmore responsive in address-
ing citizen concerns. .Chapter I{} stresses the use of the complaint -
findings in setting‘priorities and making policy decisions. Chapter IV

will give a summary of the information presented along with recommenda-

ZU. S. Department of‘cdmmerce, 1970 Census Users' Guide, (Washington,
.D. C., 1970) p. 86.

iN




tions. .

This paper will_di;cu-l the nuhc of the City Manager and the City
Council in satting policy, special emphasis is placed on using findings
from complaint concerns ﬁn eltab}ilhing priorities and influencing policy
decisions. Since the ombudsman is a relatively new concept in Am.rican
local government, it is anticipated this paénr will aid city administrators

) / . '
in implementing the concept. The next section will discuas the origin of

the ombudsman concept.!

B. BACKGROWD AND DEVELOPMENT OF THE OMBUDSMAN OONCEPT

As urban technélogy ;nd bureaqéracy becomes incressingly complex,

mmnicipal admidi;trators are_ faced with Phe regponsibility/of keeping J
go;;rnment responéive to the'ﬁeeds of the people.‘ One experimental
solution to this problem now béing used in many cou&kriea is the utili-
zation of an ombudsman. The "Ombudsman".ia a éovernmental official who,

overnmental agencles and officials, from

receives complaints agains
aggrieved persons, who vestigates, and who, if tWe complaints are

justified, makes reco dations to remedy the complaingh.

The first ombudsman ofXice was estabiished in Sweden in 1713.3

Since that time, the concept a citizens' advocate has been refined

in many'countriea. The concept does not only exist at the local, state
and federal government levels, but an effort 1s being made to establish

the concept on the international levei alsc).4 The term ombudsman encowpasses

3bhid., p.2, /

4Ib1du » p.z.
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\
the concept of an official serving as a mediator between two opposing

bodies. ’ ;-

Hawai{ was the first state to hire an ombudsman {n 1969.° 1n
1968, the United States Congress considered and declined the opportunity

to eatgblish the office of an ombudsman. Former Governor James Holshouser
- 4

wasg t“e figst North Carolina Governor to institute an ombudsman's office
i " .

in State Government.® 1In the United States, state and local governments

tend to define tHe function for the office by_.calling the person in the

v

capacity of an mbudsmén, "Neighbgrhood Mah," "F;x—lt—Mhn," and "Communi;y
Service Officerd." Although the offices are similar to the one found in
Scandanavia, the name ombudsman is seldom used, but tﬁey do share a basic
respect for the individual citizen and his rights that are derived from
the hist?ry‘of the institution! Presently, there are 128 ?nternationél,

several Stqte*governuént and no more than 8 ombudsmen's offices in local
I'd

govermment in Fhe“gqate of No2th Carolina.’ - _

T s . - —

NS

\\ (S A

7‘<£}7 . A final report’of the thirty-second Amerfcan Assembly indicates the

r

. vital need for more persons in ombudsman's roles to be instituted. The

following statement was made at thé;American Assembly meeting:

"Millions of Americans view government as digtant and unrespon-
sive, if not hostile. Though often the targets of resentment
which ensues, governmental officials usually not the cause of

" remoteness, byt sometimes its victims. Dehumanized government
derives from the 1mpersonality of modern mass society. (
Improving the names by which individual citizens can voice dis-
satisfaction with governmental action or inaction will make for
a more democratically effective society. Many devices, _ )

H { - T }
!

51bid. p.6.

4

6International Bar A980ciation‘0mbudsmdn Committee, Development
Report, (June, 1974). pp. 1-23. .

"1bid., p. 29. - ,
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‘ .. governmental and pri te,’ formal and informal, already serve
- to amplify the voice of-the individual in the halls of govern-
. ment, Administrative cles may provide him internal '
avenues of appeal. Courts may hear his case. Elected rep’!e-
"seAtatives may handle his complaint. Public legal aid may be
available. News media or private organizations may take up .
his cause. § :

All these means of access to government are useful. We should
strive further to improve them. Because these existing
_ devices have dmportant functions to service other than handling
~citizens' complaints, there is a need n, today's Jdarge and com-,
plex government foy mechanisms evoted solely to receiving,
" examining and channeling citizehs' complaint:s, and seburing
S ekpeditious and dmpartial redress. ' We believe that rican
i (\; utillzat{on of the ombudsman concept will help i1l that need."8.

:.
13

C. HISTORY AND ORGANIZATTONAL STRUCTURE OF GREENSBORO CITY GOVERNMENT

3

The Hiéto;y of ‘Greensboro is best understood by tracing the growth

v ’ ‘ -

of the city-. ~ "Gréensborough" was designated as the Cou‘nt;"wseat of

 Guilford County in 1807 and was ‘incorporated in 1808. The origimal town
" a ' .. ‘ : . .

. was. one-fourth of a mile long and one-fourth of a mile wide, and in 1829

‘ -l;ad a populayt:tonvofj 484, ﬁe originéi’:'town was governed by Commissioners.

cp.poin'fted by the Sfate'“.iln }824.. Later the town was given the right to
_elect its own __éc';mmissioners. - ' o o
| | R Y

) By 1870 the population had grown to 3, 317 and a new charter was '

C adopted which made Greensboro a city and provided for free schools. In
i | 1891 the city was govemed by 18 alderman ‘elected from 6 wards. The
é C:ommisaion form of governme t was selécted in 1911 and 3 elected. |

officials governed the city. . v'.l'he Cov.mc:ll-Manager form of Government
3 7 o

% Was. instityted in 1921 and is the preaent: fox‘m of Government.

o ~ 8fhe American Assembly. 'l‘he Ombudsma'h Naw Y.ork. ,Arden House,
(October 26—29 1967%, pp 5~6 R : : o

.". 3} Sy
. b .
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and the land area increased to over sixty square miles.

4n the Constitution and the General Statutes of North Carolina, and

6 >

-

Y ’ \(‘ . ‘,
The City of Greensboro in 1928 contained 17 8 square miles Which

¢
.had a population of 40 000. By -1950, the population had grown to

74 389, while the land area remained relatively fixed. In 1957'

:i}g;&esult of a movement to: make the city encompass -the "Greater
Greensboro" area,, the city more than doubled its gize through annexatioh

td 49. 5 square miles. In 1976 the estimated population was 154 511,
9

)
7

. _ - ‘ .
Organizationally, under the Council~Managér'form of Government in

v >

Greensboro, N. G.,, the City Council is responsible for the exercising

of the corporate powers.of the City. These powers are broadly defined

.

Ed
v

supplemenited by the City Charter'as follows:

- "In addition ta other powers conferred upon it by law, the
Council maf adopt and provide for the execution of such = .
ordinances, rules, and regulations, not inconsistent with
this charter, as may be necessary or appropriate for the
preservation and promotion of the health, comfort, conven-

“ience, good order, better governments, and general welfare
of the city and its inhabitants nl

. The adndnistration of policies and directives of the Cotmcil is the
responsibility of the City Manager, who is appointed by the City Council
for.an indefinite period He may be removed from the office by the City

Y

Cormcil at any time. The organization chatt on page 7 111ustrates the

-

‘_‘géneral organizational scheme of Greensboro s City Govermnent. The

positon of the City Manager is provided for in the Greensboro City
. . o - ’ . = . X .

-~

ucity of Greensboro.' A Look at Greensbora's City Government,.

11976, p. 4. * ' o

. 10“Ma'yor .and Council," The Charter of the City of Greensboro, Vol I;
Chapter I1I, Subchapter D, (Greensboro, 1261), p. 45. , .

[
a
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Q‘larter as followa' :

The Council shall ap)point the City Manager, who shall be the
"administrative head of the Gity Government. He ‘shall be
‘responsible for the administration of all City offices,
positions, departments, boards, commissions amd agencies
created by or under this charter. He shall be appointed with
regard to merit only, and he need not be a resident of the

city when .appointed. He shall hold office during the x
pleasure of the Council, and shall receive such compensation
at.it may fix.1l | P

", The City Hanager is a full-time employee, whereas, the City
Council members are part-time officials. ' -

D. - APPLICATION OF THE OMESUDSMAN CONCEPT IN GREENSBORD N. C.

—

In April, 1968 George Seay, a law enforcement officer was
appointed Director of Community Relations. 'l‘he Go-mmity Relations
_‘ office was plaae’d undEr the jurisdiction of the City Manager 8 office.
.. The main objective of this office was to firet inform the public of \,\
"the 47 agencies .within- the ‘City'wgich rendered services. The five
| btasicn program areas 'aas,oc‘.iatedv with this office vere as follows:
(1) 'I"u,b'lic'Infomation, (2) Public Coordi.nationior Civic Comnnx.ica;

tion, (3) Education, (%) Complaint Response program, and (5) Employ-

B ment-Management: Relations. 12 , A ; .
. . TN
} ’ s T ‘

Mr. Seay indicated that "Things that seem small in the overall
picture are often big problem to\the people involved and can be solved
Af they are Just known about.’ Direct 1ines of co-unicat.ion help to
eliminate the belief t]iat there’ is no concern for the little man. Many

times the complaint 1is just a symptom of. the real problem, so the first

llIbid., p. 48.

12D:I.arme D. Eck, "Community Relations Personalizes Government "
The Greensboro Week Ender, February 26, 1970, Vol. 2, No. 8.

)




. _ »”~ .
thing I do is try to get to the r‘o,ot of' the diifficulty, then I analyze ¢

the situation, try to correct it and prevent it: from reoccurring."13 ,
: | ; ‘

The City officials and departments were very cooperative in assist-

-ing Mr. Seay in the complaint solving Process. 14

In August of 1970, Mr. Seay resigned from the po&tion of Director
. . .
of Community Relations to run for Sheriff of Guilford County. Eventually,

}tie efforts of the Counnunity Relations office were phased out. A com-

1

plaint line .was established in the City Manager 8 office. Mrs. Sve Rabon

who worked with'Mr. Seay was responsible for monitoring calls on the

- complaint line. . Several’ community groups voiced the need to have a /
similar office instituted afterthe Connnuhity _Relations‘office was phased
out. The Council on Community Uaity, a Division within the Greensl;oro

-~

Chamber of Commerce was very vocal in expressing the need for an ombuds-~
ma{lx office.

E. THE ESTABLISHMENT AND RESPONSIBILITIES O%HE COMMUNITY REPRESENTA-
TIVES' OFFICE.

*

The Community Representatives office was es'ta“b"lished by Tom Osbbrne,
City Manager, in August of 1973, Two people work in the Community
Representatives' office. The two Couununity Representatives report directly
to the Assistant City Manager and Cityg,Manager. Durirtg the establishment
of the office, the City Manager was concerned about making govemment even

more responsive to concerns voiced by citizens.1? Some illustrative

13mbid., p. 1.
l41p14d., p. 1.

] 'ISCity Manager Tom Osborne, Personal Interview on the Role of the
_Cotmunity. Representative, Greensboro, N. C., August, 1973,

/

s



examples of the responsibilities include thé"follow:lng:‘" \b .o '

1. Assist the City Manager in developing various means to remain
responsive to citizens' opinions and needs and to strengthen
~citizen participation in the formulation and administration of
municipal government services.

. ‘ 2. ' Conduct or participate in studies and surveys to determine
public information needs; prepare recommended plans and pro-

grams to meet communication requirements; directs the admini-
stration or coordination of assigned Public Information Programs.

3. Confer with individual citizens seeking assistance; attempts
to determine the nature and details of the problem, advises
"the citizen accordingly or notifies the appropriate City
Departments to handle the problem.

4.. Receive and answer inquiries, suggestions, and complaints

: received from individual citizens and commmity groups to |
insure their proper handling personally or through appropriate
departmental personnel.

5. Transmit and discuss expressed needs and qQuestions of citizens
- with City staff.

6. Meet wit:hlcitizens'and community groups in presenting, pro-
moting and interpreting mumicipal programs and activities.

7.. Execute daily and non-scheduled assignments as détermined by
the City Manager or Assistant City -Manager.

8. Give assistance to staff personnel when they are confronted '
with problem matters. : )
About 60Z% of the Conm\nlity Representatives' time is spent in pmces‘s-
- ing concerns registered with government. Wheréas, Qe remaining 40% is
spend on public relations efforts ‘and carrying out assiénments given by
" the City Manager. The Community Representatives work very closely with
the Public Information office. The m-ain.object:ivg of. the Public Informa-

tion officé" 1s to strengthen the lines of communication between goverment

{‘.
</
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, : : : < b :
and citizens by publications .and audio“visual presentations’ The Communi-

'ty Representatives report directly to the Assistant City Manager and the

k4

City Managet.
One of the unique traits of the Community Refresentatives' office
h . ‘ ~ ‘ SN
" is that of mobility within the organizational st \ctufe. Due to an

excellent orientation when Hired the Community Representatives are ve;y

knowledgeable of :ne services provided by City government and the depart-
‘\ment heads were given 'an opportunity to establish a relationship with the
office. On 'several occasions members of the City Council have requested

o

the assistance of the Communi ty Representatives ﬁoffice in resolving con-

N '/
. S

cerns voiced to them.
”

The next Chapfer will explore the feasibility of the complaint
system used by the Community Representativqs in making the City Government
of Greensboro more responsive to the needs of the citizenry. A elose
examination in- this chapter will be made of the type concerns investigated
and their'final status. Attention isfalsn given for ways in which the
effectiveness of government setvices can be measured By a complaint system.

Finally, the way citizens perceive the way tﬁeif“éonce;ns were resolved

is discussed. 7 o f~ >A N
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CHAPTER II
)
THE USE OF A COMPLAINT SYSTEM IN MAKING GOVERNMENT MORE RESPONSIVE

8

In thishchapter,‘tﬁe'immediate qgtfing‘invglves the pro;edure used
by tﬂe Commpni;y'Repreéentatives,in processing citizens' converns.
This activitj 1s characterized bf only those co#cerns that were register;g
ed. with the Connm;nit:y Representatives office, and the City Managers.
office thaﬁ %nvolved other City deﬁa;tmgnts.' When the concern is B;ing
processed, an effort is ma&e to evaluate tgé/overall comp;aint proces;.‘

Therefoxe, the second part of this chapter will place emphasis on

Lméashring the responsiveness and effectiveness of government services

by developing objectives for the complaint system.
]

~ The total concerns investigate&’and findings-by the Coﬁmunity Repre-
sentatives involvingAthe 4 geographical qu#drants'fot fhe three fiébal
years is\disspgsed in detail. The four geographical quadrantg of
Greeﬁsboro ére'located by drawing an imaginary line north and south along

Elm Street énd-along Market Street east and west. See page 13.

The final section of this chapter will cover how effective the
* N

) » )
citizens viewed the role of the Commmity Representativgs in resolving

their concerns. The satisfaction levels of complaint resclvement is

" discussed also in the concluding section. ‘*7

A. THE METHOD OF PROCESSING OONQERNS
When concerns are filed with the Community Representatives' office

a qitizen's request form and a small card is completed. Both forms in-
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)\l
clude the date regeived, who received it, the name\and addreéQ of the

LY

department that is-vesponsible for the rendering of that particular con-
cemn. Based\upon the location of the ‘concern, a census tractlund;hf77

is assigned to it. There are 46 census tracts within the corporate limits
\ gvv" A )

of Greensboro, N. C. A cewpus tract is defined as a small relatively

permanent area into which large cities and.adjacent areas are divided
€
for the purpose of providing comparable small area statistics. Tracts

l

are originally designed to be relatively homogeneous with respect to

population characterisfics, economdc status and living conditions; the

-

average has abput 4,000:residents.

q

In this study, a concern exists when a citizen voices dissatisfac—

tion over a service provided by City Government. A service request is

°

used interchangeably with the word ébncern. A service request exists

when L citizen asks for a service provided by City Government. The
following steps describe the procedure used in investigating the citi-
zens' concerns. The-steﬁé will véry depending upon the nature of the
concern. The diagram.for processing concerns 1s on page 15.
The steps are as follows: \
1. When the concern 'is filed with the.Community R;;resentatives'
office 911 fhe pe;tinen; Information is ;ritten on the request
form. See paée 16 for a copy of the request form.

2. The request form is sent to the department responsible for pro—

cessing the concemn.

23
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~«-* CITY OF GREENSBORO - -

- - ) . - . 16
® ' - COMPLAINT AND .
White - PIO _ CITIZEN'éi‘REQUEST FOR SERVICE No.: _
Yellow - Dept. . : ' b 0
Pink - Response ate: Hour: _
. ) _ - Received BS:
® How Received: Person EDPh\one ElLletter T

Complaint: [ ] Service Request: U ,

e

1

13

Name£

Address: v Phone #:

Nature of Request: - ' . ’

. ‘ N . . . . ’ - “
. .
AN ,

‘ e
D . ‘
Other Department or
Individuals Previously Contacted: ) Date: .
' =

L N
Aption Taken or Recommendations: |, )
2 , :
' )

)- y ‘ ' ;
Investigation Completed By; . ~ _ Date:

m—

— " . -

Citizen Contacted: In Person /7 Letter /7 Telephone /__J Date:

: <
Citizen Contacted By: Response Card Mailed: Date:

Complaint or Service Request: Closed [_7 Active /7 Date: .AAuthorizéd By:
—

v

Text Provided by ERI

Mgr=5 | S - 2

Q A -
ORIGINAL TO BE RETURNED FROMPTLY. COPY RETAINED FOR YOUR FILE.
v ]
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3. On son'lxel occasions '“t'he_ ':problem area and citivzen are visited
by the Commmity’ Representativ'e' so that tne_respective d'elpart-';
# ment will have more information. ‘ | o
‘ S
- - 4. ‘The citizen is given a: st:atus report on his/her concern by
phone, written letter or in person. | _
- ~
5. When the concern is resolved, the citizen that registered it
is contacted to see 1f it 1is resolved satisfactorily by the " . .
Comunity Representatives office. .
6. If the concern is not resolved satisfactorily, the Community
Representative will re-evaluate the facts to determine whether
the action taken is justified. When the City's response is |
justified, the-citizen- is made aware of the action the City
can or cannot take. . 1f there is disagreement on behalf of thel'
' . citizen, the department head a’nd City Manager are oonferred with,
i f 7. When the concerns are resolved, they are filed according to the
area of responsibility and geographical location. ‘ |
8. ‘A weekly report submitted to thé City Hanager and As;istmt
City Masnager gives a dgtailed over\riew of the status of concerns
- '_ processed by the Commmity Representatives offis.’e. _ ’} e

9. If the concemn does  not involve the C)ity, it is transferred to

the appropriate agency.- '
’ ‘ .41
The Community Representatives investigates all .concerns on an “r- '

partial ‘basis. This procedure enables the citizen to feel that the out- 4

o2

‘ come will not be biased. Since the city Manager is _in charge of all

L . ' . . e . St v v ’
. L . 2 ey : . ‘ ‘ . ' - - T
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[

administrative functions, it is advantageous to have the Community"

Representatives' office under the jurisdiction of this department.

L3
. v

¢ In order to effectively monitor community concerns involvjng City
Government there ekis; mechénisms through'which the citizenry is made

knowledgeable of the%Commpnity Representatives' office._'Thg table:on
] K : i

page 19 shows-how contact 1s made with the Commhnity Representatives'’

office. One of the ngdr ways ‘in which people are made knéwledgeable
of the office is at community meetings. At the City community meetings

the citizeng?are informed of the responsibilities of the office. ¢

Citizens with problems at these meetings Wiil make contact.with the

€ N Y . M .

~

Community Represenfdtives so they‘can befinvestigated; The Cémmunity'

Representatives Are readily accessible ?O'the public. ~The method for-

‘ pfbtessing cgncerns is important because tﬁg implications might show

, !

patterns that-ﬁeed to be gddreésed. T%ereforé, if the cifizen is noé-'
kept'abfe;st of the étatué of their caﬁcern, then they will soon lose;
faith in that ageghy.i This'is éupportLd by the directive given by thé
City Manager in asking the Community ﬁeprésentatives to personally in;
vestigate the concerﬁs.fegistered by citizens and to keep thém informed

about the status.16 The success of processing concerns in Greensboro

is largely due to the personal attention giveﬁ to the coﬁplainént by the
\ ) , ' .

Community Representatives.

[ ’ ) , .
In severdl instances the type of complaints received are logged,

-

but no-attempt has been made to analyze théh'based‘upoq,the geographical

16 . . o |
City Manager Tom Osborne, Personal Interview on.the Role of the

- Community Representative, iﬁs;nsboro, N. C., August, 1973.

. ;259 | _. - Ny o

(8
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' TABLE III . [\;«

, ;f . . . . . . ,—\) ‘

HOW CONTACT IS MADE WITH THE COMMUNITY REPRESENTATIVES OFFICE

" ACTIVITY o | | L : ' " PERCENT
Commmity Meetings = 3
.Pérﬁbnal Visits and Brochures T . 20
Walk-Ins . | R S 12
City Manager's Office;ﬁ o : _ 10
Actiod Line S S ‘ 8 >
‘Mayor's Office 5.
Television_ 2 ‘f
Raiio” - | -‘ T
.Newapape: ' - ‘ | C .1. .
‘ 100 percent
. .
, L



'Alocation and‘the response given‘by the‘departments involved. The reason
. that the latter component is important is hecause one Viil be able to
identifyiand:evaluate some of the socio-economic characteristics of the
complaints registered. "The next section will discuss why a complaint
system is‘important in measuring the responsiveness and effectiveness -
of government services.

'B. ESTABLISHING OBJECTIVES TO MEASURE RESPONSIVENESS AND THE EFFECTIVE—
NESS OF GOVERNMENT SERVICES WITH A COMPLAINT SYSTEM

v

In measuring the effectiveness of governmental services there is a
need to develop objectives for the. complaint handling process. A>

§$ecial research project conducted by the Urban Institute and Interna— |

tional City Management Association in 1974 gave the basis for ways to
L3

measure the effectiveness for handling citizen complaints and requests
for service. - The major»objectives of this process are as follows:

A. Willingness and ability of citizens to make their complalnt
: known to the government.

"B Satisfactory responses to, and resolutions of, complaints.

C. Reduction or prevention of justifiable citizen complalnts.

D. Quality treatment of Complainants.

o

E. Satisfactory response to, and fulfillment of requests for
services and Jnformation.

F. Speedy disposition of requests for services and information.

G Convenient and effective intake of citizen réquests.17

T -
”~

=

17Measuring the Effectlveness of Basic Municigal Services.x The
Urban Institute and International City Management Association,
February, 1974, pp.,90—97. .

[
h
e

;r«“ ,a

"
. f\ﬁz.’ © >
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The aforementionedvobjectives can apply tolall complaint offices,
and serve as,guidelinesvin.the development of systems that can be measured.
The objectives of a complaint office will enable Gity administrators to
measure the level of the service delivery'systems in their respective

’

‘cities. .

In setting the criteria:to measure the effectiveness of government
services with a complaint system, bne'mnst keep in mind the psychological
and environmental factors. Consequently, the degree to which governments
can control the volume of complaints (and measures of effectiveness based
" on that volume) is 1limdited. However, the objectives that are set mustrbe
'vrealistic in terms of meeting certain local" needs. An example of this
may involve one city needing a bigger water supply, whereas another city

" needs more police to help fight crime A salient feature of the complaint

system is to make sure the local needs of the municipality are identified

>

f.ln order to effectively measure government services with a-complaint
system, there is a need to have a centralized location to monitor the bulk -

of the complaints and requests for service that are registered with govern-

ment daily. The centralized complaint office should be the location where_w :

the data is-collected and analyzed. 'In~recent years several efforts have
been ‘made in Greensb;ro to establish a centralized complaint system with
little success, Most recentlf\\the Community Representatives office
-dnstituted a ~complaint ‘system called "The Citizen's Respanse Network."

4 This system does employ the concept of centralizing all complaints and re-

quests for service. The Citizens Regponse Network's primary purpose‘is to,

'makevsure that all concerns voiced to City Government are responded to as

kS



"soon as possuﬁz. //'
By using the data from the Citizen's Response Network the City Manager

will be able to identify community problems on'a city wide basis versus
Just using the data collected by the Community Representatives' office.
Thereforb one very importa‘nt'feature of méa’suring dovernment services
with a complaint system is to make sure that all the concerns‘and Trequests
for service are recorded, analyzed and given to the bity administrators..

The ''Citizens Response Network" entails all the City departments having a
;

a

system that will feed into the central complaint set-up. One drawback

with the process is the collection of data for data sake. Tﬁerefore, when

a complaint office is set up, the City Administrator_ must‘nalte sure the
office will provide‘ management with data that can be used in identify}ﬁg
problems that need to be addressed. Once the problems have been identifiedi, |
then the departments have a plan of action‘nherebjr goals and objectives 3
can be fomulatedﬂre?olve theﬁ»WA very good example of this occurred

. when the Greensboro Public Informat;lon office made available to the citizenry

ir

- brochures on the services provided iyy City Government. In p,ast years several '
city residents were of the impression that City Gover‘nment’ provided basically
all of the health services. Through the dissemination of the brochures‘on
City Government services by the Public Infonnation office, the citizens (

realized that it was a County Government function.

\

The volume of complaints and requests for service received and process-
ed is importaht. However, the significance in terms of effectiveness can
be anbi*'guous. It 1s not cleex_//whether a goverument should have as an objec-

tive the maximizing or minimizing of that volume. Since government is in

¥
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the business of delivering services to the citizens, then an important

- long-range objective of local governments is to eliminate the causes of

citizen complaint;. waever, when prevention does nqt'succeed, effectivg—
ness in handling reported complaints becomes important. Therefore, a 3
«-major criterion in measuring the effectiveness of government gerQices Gith
a chplaint syste& is.dependéné, to a laFge extent, on what happens to a

complaint when it 1s’registered to government; not‘Only should department

. heads be aware of the complaints'lnvblving their‘departments, but the City

’

gevernmént.

employee must be knowledgeable of their role in the complaint system.

-

The success of many complaint systems is baged.og the.willingness of
gbvernqent'to make sufe citizens are knowledgeable of their complaint
systém. Another factor involves the setting of goals and objectives that
can be articulated to the citizens at the outset. . Tﬁié process will not
only educate thé citizens about the éomplaint system, buf it-wiil give them

something'to monitor and anticipate.

The complaint system can serve to give City Administrators a percep-

" tion of how citizens view the services of government. .If the comﬁlaint

;ystem yields a low percentage of complaints reported, then the City
Administrators must ﬁe very cautious in formulatingigoals and objectives
based on that information. Therefore, it is imporfant to make sure that
the complaint systeﬁ is én integral part of the overall planning process in .
,.I | | ; o

A very crucial aspect of meaéuring éhe effe;tiveness of gbvernment
services is té make sure the complaint system is not being duplicated

2

within the establiéhed government structure. A close examination shows
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that in Greensboro, North Carolina, fhéfe.are several divisions in Govern-
ment that respond directly to citizen complaints. Some of thé divisions
are the Human Relations Commission, Police Community Relations, and the,
Public Information Office. However, in Greensboro, North Carol?na, each
of‘the’afotementioned divisions have specific program directives that pre-
vent duplication. It is common though to find two divisions working
together on a problem that may involve goth. The Divisiops in Greensboro's
N 7 .
City Government that deal with citizen qpmplaints have survived because of
the clear cut policies' that regulafed their function at "the oﬁtsgt. There\
is a concerted effort by ‘Government ianreéné QTro to continously impfove
the areas of human relations, police communi;i elations, disseminating of
information, ‘and addressing the individual neédé %ﬁ citizenry. Therefore,

the commmity service agencies in Greensbgro's City Government have goals

and objectives that play an iﬁportant role in evaluating governmental ser-

vices.

Effective measures of government services by a cbmpléint system entails
also the analyzing of data obtained from the citizenry about government

services. In‘thg/étxt section an overview will be given about the concerns

investigated by the Community Representatives' office frem fiscal years
1973-74 to 1975-76. If the complaint agency is to be respomsive there must
- also exist a mechanism for storing the data ;ccumulated._.The abilitf to

. : , ..

-reérievé information pertaining to open or 61;sed complaints;;éjhelpful

when the complainant decides to use'Legalvmeans in resoiving concerns.

The total concerns in the next section'sdéw the type of concemns registeréd

. y _ \
by‘thdrant and fiscal years. Different areas require a mixture of

ENC -+
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N o .
\

ﬁérvices based on land development, geographical location, income, and
culture. Howéyer, government should exist éo delivery services on a fair
and ;qual basis. Several citizens An Southeast Greensboro have often
expressed the need to bring the level of services in their community up

to the same starndards as others. The total concerns can aid City

- administrators and legislators ir m@pretiﬂg and measuring the type of

concerns citizens will register to a Wmplaint agency.

C. TOTAL CONCERNS INVESTIGATED AND FINDINGS INVOLVING ALL QUADRANTS
1973-74 to 1975-76

During the fiscal years from 1973-74 to 1975-76, 824 concerns were

investigated by the Community Representatives' office. By assigning a

,.census tract number to all concerns investigated, each quadrant of the

K\_,/} city was evaluated for the volume and type of. concern received. The ¢

. £ . N N
City of Greensboro is divided into four geographicaﬂ areas, called

;'quaarants, by drawing an imaginary line north rand south along Elm Street

and along Harket Street east and west. See map with quadrants and census
tracts on page 13. According to 1976 estimates prepared by R. L. Polk
data in 1975, the Northeast quadrant is two-thirds white with 70 percent
of the residents earning.betweeni$$,000 and $15,000 annual}y. Ninety-
eight percent'of Northwest quadrant is white»with approximately three-

un;ters earnings above $10,000 annually. The Southeast quadrant is

10 percent white and three quarters of its residents earn less than $10;000

K

annuajlly. 'Eigh;y percent of the Southwest quadrant is white and two-thirds

of these residents earn ﬁgﬂween $5,000 and $10,000 annually. (See census

‘data on table IV on page 26. : »



. TABLE IV

by

TOTAL CITY OF GREENSBORO
TOTAL

SEX & RACE
White Male
White Female
Non-White Male
Non-White Female

AGE
18-34
35-49
50~-59
60+

FAMILY INCOME

Under 5,000
5,000 -~ 9,999
10,000 - 14,999
15,000 and over

-

POPULATIOGN BY SECTOR
Northeast
Northwest
Southeast
Southwest .

Total

TENURE (OCCUPIED WNITS)* *
Ouner )

Renter

Total

*The 1976 estimate is R. L. Polk data collected in 1975.

not include-ageas annexed since 1970.

* i I "

e

)

CENSUS TRACT DATA

I

CENSUS

1970

144,076

46,917
55,777
19,505
21,877

25,378
25,644
13,259
15,388

6,117
11,288
10,048

8,145

29,746
38,769
24,500
51,061
144,076

25,431
18,265
43,696

5
Iy ',-.Q“

26

ESTIMATE
1976

154,511

50,832
60,101
20,604
22,974

44,049
25,854
15,241
18,297

7,3;;ﬁ\\

9,548
1,436
‘24,836

36,102
42,870
20,284
55,255
154,511

27,809
20,995 _
48,804

These figures d6

.
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On the following pages, there is a breakdown of concernsrinveati-
’

gated for eachhqundrant based upon the three fiscal years. Table V
on page 26 shows the total concerns investigated for each quadrant. The

quadrants are ranked according to the one receiving the highest volume

of complaints.

. !
On a propdrtionate number of complaints based on population, the

southeast quadfhnt was first followed by the northeast, southwest, and

northvast.' See table V on‘pége 28.

j&?he following pages also show tables with' listings for each depart-

ment and the findings. Please note the asterisks and their me!ﬂings.

They are as follows: , _

*Environmental concerns involve those processed‘by the County "

Health Department. . '

14

**In 1975 the Building Inspectiond.was placed under the ausplcés of
the Department of Planning and Community Development. The Building
Inspections Division's responsibilities consists of the housing céde
enforcement,.1nspectiqns,'1ssuing éf building permits,'end the enforce-

ment of the weed and trash ordinance.: However, the latter responsibility

was transferred to the Public Works Department on Janqafy 1, 1977.

LR Y
lad

***Not within jurisdiction denotes concerns that were referred to

agencies not involving the city.

PP : J



TOTAL CONCERNS INVESTI

¢

TABLE V

28

QUADRANT N>
1973=74
SOUTHWEST 66
NORTHEAST 66
' SOUTHEAST 38
NORTHWEST 42
TOTAL - 212

FISCAL YEARS AND TOTALS

GATED FROM 1973-74 TQ 1975-76 PER QUADRANT

419

v

1974-75 1975-76 TOTAL
85 103 254
33 124 223
39 109 186

_ \_
36 , 83 161

D

193 824

X BLACK POP. (000)
20 .5
’ -,
33 .7
90 .9
-4
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TABLE VI

—

'TOTAL _CASES HANDLED INVOLVING THE SOUTHWEST QUADRANT
- FROM 1973-74. to 1975-76

)
DEPARTMENT 1573-74  1974-75  1975-76  TOTAL *
Public Works . | 35 47 24 106 7
*Environmental 9 11 5’ ‘25
**Planning & Comm Dev, 0 0 **26 26"
Po}ice Depérrment ' S5 7 14 | 26
Parks & Recreation s s 10 20
Traffic & Transportation , | 4 2 11 17
Tax bivision } . 1 .0— \;\“ , 3
City Attommney ‘ - 0  . 2 1 3
Human Relations - 0 0 2 2
’ Cbliseum ’ o 0 - | 2 (0] 2
Fire Department (‘ .0 - 1 0 1
Persoﬂnel - o 0 0 -0
- Library o - ' ; , .0 e ¢ 0 0
Rcdevelopmg?t_Commission -' - 0 0 0 0
##%3Not Within Jurisdiction 1 8 - 8 23
| - K 66 85 103 254
| [
[
SEN
=
35 -
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FINDINGS
AN

e,

The quadrant generahﬂgg the most concerns was the Southwest. Not
only did this quadrant generate the highast volume, but it was the most
consistent one also. Th; Southwest area had an increase in concermns each
year. This increase is due to the large population and types of activi-
ties found in the area. Some of the antivities that have caused citizens
in the Southwest areas to be vocal in registering concerns are: major

"shopping centers, massage parlors, proposed thoroughfares and new sub-
divisions. Sev;;;l cltizens were displeased with the above activities
becauge they affects theﬁ mare than other quadrant residents, Also many
citizens of Southwest Greensboro have opposed the residential growth
pattern in their area. There are more transients in the Southwest area
pecause of the avail#bility of townhouses and apartments for those working

with companies such as IBM, Xerox, Western Electric, etc.

~

The bulk of the complaints were in census tracts 106.01, 126.01,

126.05, 116.01, and 126.04. See census tract on page 16.

N
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‘TARLE viz
TOTAL CASES HANDLED INVOLVING THE NORTHEAST QUADRANT.
FROM 197374 to 1975-76.
| DEPARMMENT . 197374  1974-75  1975-76  Total
Public Works 20 18 4 87
- *Environmental ; o 8 o 5 - 6 " 19
**Planning & Comm. Dev. 3 - #428 - 32
Police nepaafmmc ] o 10 2 1 23
' fraffie & Transpbrta;ionv o ‘5 ' 1 13 ‘ 19 ]
"Parks- & Recree;iet}v - ' 2 - 2 10 14
P Tax Divisien S O 1 3 5
Personnel Department N 1 0. 1 2
Gity Attorney 8 Office 0 -0 2 2.
-Redeve]:opn;ent Commission 0 0 1 1
g.;m Relat;iens Comm. 0. 0, 1 1
Fire négarémeﬁc 1 "o s 0 1
Library o 0 o O »
Coliseum 0 o - 0 0
" RaMNot Within’,Jprisdic»c'ioﬁ 6'4 3 | 8 . 17
o “ | 66 33 124 223
. FINDINGS - -

" During the last three‘years-, the Community Representatives® office

.investigated 223 concerns in northeast Greenmsboro.




The Northeast quadrant was the second highest generator of concerns
for the - three fiseal years. In 1973-74 the citizens of this area voiced
m;ny coneerne about the;laék'of physicei services not being provided after °

annéxation. The ph&sical serviees apolies to the Installation of water

and sewer lines, and the paving. of the streets._ As a result of this, a

“concerted effort was made in 1974-75 by the City in educating the citizens -

ebout the procedure that had to be followed in securing the needed services.

-However, after taking the necessary steps to secure services, the citizens

in Northeast 1975—76 questioned why the requested services had not been
delivered Again, an effort was made by the City to explain to the
citizens the time factor in delivery of the phyaical services. Concerns

voiced about the neeﬁ for more street lights, recreation, and better
[ o ‘v

housing conditioms, enabled the City to implement programs to remedy the

COIIC erns. :

EEEEE.
[ .

'The census. tracts generating the bulk of the concerns in Northeast

Greensboro were 119.02, 110.00, 127.02 and 103.00. See Census tract

. map on page 16.

y
4

\
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TABLE VIII

~

| TOTAL CASES HANDLED INVOLVING THE SQUTHEAST QUADRANT
' FROM 1973-74 to 1975-76

DEPARTMENT - 1573-3; 1974-75  1975-76  TOTAL
Public Works N 14 S 14 20 - 48
*Environmental . " 8 6 ..9 ; .23
-;*Pianniné &.COmm. Dev. ' 1“ o 0 0 . **42‘ .42
: Poliee Department . E . 8 . i1 20
| Trsffic &-Transportstion | 5 3 1T “19‘
‘Parks & Recreation - “_ ; . . _l.2 : ‘1 A | o 6.'d ; 12.
‘ Redevelopment Commission | | 20 - -~b . ..QBMV'V 3
. : Library - 9 b: < 1 =1
s uumanfkélétisnsiCOmP. N S | d \ 0 1
g. ’\ fersonnel : i )F | : S S | Q' o -1
‘Fire.Department 3 0 ;0 L 0 0
Tax Division *“'ﬁf 0 0 0 0
‘City Attorneyi-‘ " ;1 | o 0 0 0
Coliseum. . a r 0 0 0"
st Within Jurisdiction 6 . 4 . _ 6 . )16
| | | %?6 38 . 39 o 109 : o i86
,yFINDINGS

The Southeast Quadrant registered 186 concerns with the Community

Representatives office during the three lasL fiscal years.‘ This Quadrant

‘is gsnked number 3 in the total concerns investigated

. 'j"
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The departments receiving the highest number of concerns were guhlic.
Works, Planning and Community Development, Police, Traffic and Transporta-
tion, and the County Health Deparghent. Several concerns involved street

' maintenance, and drainage ‘concerms. ]

4

There vere concerns filedlconcerning the ne d to upgrade subs tan—
dard housing in‘Southeast Greensboro. The need to clear weeded lots, .
dredge_streams; and provide more.etreet lighta were veryfcouhon concerns
in Southeast Greensboro. For many years citizens in Southeast . Greensboro
fe%f they had not received adequate City services. Several landlords
faid to keep up tﬁear property in Southeast Greensboro. The Southeast
, quadrant consist of subdivisions that are very old. Some. of the dost \

. active census tracts registering concerns were, 128 02z, 111.02, and 112 00.

‘These census tracts are the ones where‘the bulk of .the streams, park ageas,

S

- and substandard housing concerns are found.

Straf dogs and~thé lack of equipment in bity playground areas were ’
1concerns regiStered mainly by the young people. -The adoption of.the weed
‘trash and garbage ordinance has been very instrumental in correcting 7ome
of the poteqtial health hazards on vacant overgrown lots., . See census

tract ymap on page 16.




L - TABIE IX

 TOTAL CASES HANDLED INVOLVING THE NORTHWEST QUADRANT

DEPARTMENT . 1973-74 197475 '1975-76  TOTAL

Public works . éa 200 ;29 - n
Traf.fic- & Transportation Y & g, 21
Policé Department 7. -1 12 20
Fire.Departmenf 1 1 2 o "4
Parks & Recreation ~ - 0 4 ' 7 11
I*Envizonmental . - 2 -3 -2
**Planning & Community Deg\\ _'o» o ax]1
Tax Division - /" 0o 1 2
. Human Relations 1 | 0 1
Personnel 0 0 ‘2
i City Attorney 0 0 1
Lbragy ©© - % 0 oo 0
'Redevelopﬁentlcémm. ) 0 0 0 .
Coliseum | 0 0 0
#*Miot Within Jurisdiction 2 0 5 7
- o R 42 T3 8 161
\\ . B - an(mcs - ) _‘
e The Comhunity ﬁgpresentatives"office investigat" 61 concerns in .

the Northwest quadrant during the last three fiscal ylears. ThekPublicf
~Works‘nepartment was the.City“agehEy receiviné tﬁé largestAnuﬁber of con-

4




- cerns. Sanitation, street maintenance conditions, stray dogs, weeded

lots,'aﬂd traffig conditions were some of the major concerns.received.

°

There were fewer éa}lsi#bout_stray dogs in 1974-75 because of efforts by
the Ciiy to increase the numﬁet of dog catchers patrolling the Greensboro
area. Tﬁ;anniﬁation'Diviéion.changed their collection schedule‘which ‘
enablé the Southside to receive garbage éerﬁicp after a holidéy on

Monday, instgéd of the Northside. In 1974~75 the reéi&ents in Northwest

Greensboro voiced fewer concerns about Public Works and Police matters. -

The census tracts having the largest volume of concerns were 125.07,
125;05, and 125.03. In these census tracts the weeded lots and stray

dogs were evident, See‘census tract map on page 16.
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The total concerns clearly identifies the concerns:registered by

each quadrant. However, if w