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Jénuary 17, 1983

Subject: City of Flint Systeme Report 1
Flint, +ichigan
vate of Meeting: January 7, 1983 (working day 514)

Noter In thesa reports calendar dates will
normally be cross referenced to working days
based upon a working day calendar starting
with day #1 as January 2, 1981. This calendar
is being used in the regular ?lint Tmprovement
Program planning and will allow cross
referencing to that program,

Actions takem

- HReviewad bacic goals and objectives of a data management
system project

- JHegan esteblishing data elements for P4/ and DCD

- tdentified fundamental elements to e used for pilot
study evaluation

on Friday, January 7, 1983 (working day 514) #iss Xath
Stoughtog: 5T+ Ken néllard. and I get to begin diacuenyng

méthods by which city departments and individual staff
membars can achleve a constantly improving psrformance
level in future opsrations.

Tre objective of our systems work is to provids the tools
by whiech:

A. The departments and staff can maintain a high credibility
of the city government with the citizens of Flint.

3 Ine farcaived image, as well as the actual image, of
Flint city departments and siaff can be brought

to and maintained at a nigh lavel,

C. A master evaluation svstsm wlll be sstahlished to
provide objective, accurate comparison methods
of various courses of actions to bz taken by the
Flint city departments and staff,

1, Backup data can be provide to city departments and
staff with which they can ¢ngags in meaningful
discussions and reach sound conclusions with a
ninloum of duplication, backtracking, and omissions.
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Ze A method ls zstablished by which all pertinent material
flowing to and from the city departments and staff
can be ineorporated into a master filing systenm
from whieh the information can be retrieved and
restorad,

Fo. " A method 1s provided by which changing :lements of the
citgscape can be tracked as to their condition and
need,

Ge Systems that will allow available resourcses to be
utilized more affectively can be effectively
implemented.

H. +odeling and simulation techniques can be used to permit
nands on ¢xperience with systeme at economical and
iana%aable levels before moving to higher capacity

evels.

I. the actual needs of the community, city, and ite staff
are brought into focus as to what csn be provided
by the clty and its gtaff to actually meet and fulfill
thase nezds.

J. A glossary of terme 18 prepared dealing with the
system described above that will allow optimum
communication to occur during sessions in which the
gystems are gsénerated, reviewed, developed, and put

© usa.

K. The findings and the recommendations are preeenﬁad in
such a mannar a8 to insure City of Flint top
management accepiance and support.

L. The current locations of avallable data comprising
sensric zlementa of the dats system are found,

M. 5 cost contalnment program is dsveloped ae an ad junct
to i?proved affectiveness Laroughout departments and
ataff,

N. whatever systens are studled and adopted are of such
nature that updating ie simple and effective.

0. oStatistical data within ths system ¢ furnished that
will allow the staff to sstablish and assign
priorities based upon objective low or zero bias
reasoning.

The sbove rendom list emerged from our diecusasiong on
January 7, 1983 (working day 514), both with the few
early memburs of the group and with the expanded group
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of DCU and UiW staff members later in the afternoon., The
above goals have not been adopted officimlly nor are they
all inclusive. however, they can be used as a starting
point from which an ongoing definition of dircetion is
possivle. his ongolng planning should allow batter
unity of action and utilization of availuble resources.

+he task ahead wae summed up by a combination of ssveral
gstatenments from the mestings saying:

Using this ldes ae a guidepost, we began the analysis

by selecti eneric elements, used by the city staff

in dolng thelr jobs. . he peopld at The session first
1ueNTITIed sonT OF the basic data items that aight

be appropriate for the .CD and the DFJ to concern

themselves with in tha2ir daily professional work. These

are listed below as they were mentioned by the participants,
*Wote tThey HrT ow random:

Dagic Dnts Items
Locuments

3 t
Land Flanning units

Demographic unite

Streets (rights of way) Urainage districts

. ‘nimgl contrdl districts
Storm Scwers

o v g 3enitary and housekaeping
Sanltary sewsrs districts
Jater nmains Recreation areas

Jelaphona linss ‘ousing units

EZmployment unitse
Gags Lines "ploym

Taxes
Zlectric lines raxes

1 r
relavision lines warket arca

Pire alarm lines Folice gervice

74
.raffic control lines Fire gerviece

Intersections redical service

Folitical units Z“ducational units
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As with goal definition this list is not complete, and wil
be added to ae subsequsnt sesslons are held. However,

£IVeB & £ood starzin& point Tor how we might designate

as our 1fm @, statéﬁ”in terme of @ unigue
identif e of thé géneric elements to be used in the
Btudy, Ennm.zh;g_lia:;stgppaaza that defining three
basic elements woyuld damental” he n petis

ect ve, raeponaive. ored

1. Document data
2. rublie rights of wey data Saric efomv-te

3. Permanent parezl data

Iv was declded ws should concentreate upon how we might
provide  wIthiIN éZch of theeec, the DOCy O eeded

to_potter manage end Jdo ¥hd day Lo _day opsrations of the
city. ’

First, we lookeé at tne documenx classif&cation gsystem, and
88 & elhrtin Wa 15 R cs‘ums 8 themselves

- plann ng,'éaéign. and cunstruction'act vitles of the
DCU and Uiy there arc several aubject sub-clas ifications
that can be assigned {0 docum

oQT BT TITYy REIT, UWdSE GBELZM, items might includes
1. Field data .-
2. Deslgn data Fa

3. Adminisirative records

he specifications

5. Llrawlinge
3t A [ PR It S o g T
which mignt include:

l. Funding

2. rrogram planning

3. Budgeting

4, Repairs and replacement

5« Zducation and training

6. COperating procedurse and polieies
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<hus, if we ars detsrmining how to classify a document

we could allow a sufflx such az DAR (for design/administrative
records/rspairs and replacement) to indlcate each of the

three levels of clmssification. Tris could then be

followed Ly & number which would designate the month in

which the document is dated and 8 number assigned in
ascending chronoelogicazl ordsr, <‘Thus, documant number

DAR 20099 would be the 99th chronological document recsived

or ssnit in the 20th asonth from 2 specified base date and
dealing with design/administrative records/ and repair

and replacement. The syetem wlll hzave to be studied carefully
since obviously, it could get coaplex, but the sbove example
gives a possible approach to establishing a document number
cambined with a generic syvatem of documentation,

hddivional flelds tnat mnight be included in classifying
information are:

~ document type (iCT)

- naeter classificatvion (:ClL)

- dogumnent control numbsr (DON)
- organizetion from (OF&)

- organization to (C.¢)

- dndividual from (IFR)

- $ndividual o (7T0)

-~ date (DLTE)

- yeer (YR}

- subjects (UUS)

-« @gummary (i)

- location (LiC)

- aotion to be taken (AL.)
- permanent parcel number (FEFH)
- referrals (REF) |

~ follow up (FUP)

‘he above ideae are very preliminary and must be reviewsd
and modified befare beling adopted. ‘owever, they give a
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starting point for our initial evaluations of how documentation

and data may be most aggropriately stored and retrieved
within & good techniczl/profecssional data base system.

R R S SO S e et e el
elements of interest and claggified into a permanent
parcel flle could include:

- land

- political uni:is

- demographic units

- planning units

- recreation areas

- housing units

- taxes

- marxst ares

- police servige

- fire service

- saducatlion unite

In thls system & number would bz glven each permanent psrcel
which would include:

- township @ * DD & @ @

11-7-30C -2/ -

— — —

* il PP PR
- area map number & : - 2
. Z {‘.‘fcw
- ©olock nuaber (D * / Laot

- parcel numbsr @ »

- gensus tract number @ ) »*’ ant}u& ;.4.“/::/;«‘.«
- address of the parcel (:f‘

wach permanent parcel would have characteristics as

desoribed above that could ve identified and coded into

a master record for that parcel,

Considerable amounts of data already exist about the
permenent parcels and over a period of time the additional

W renadsps
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information would be gathsred and incorporated into s
permanent parcel number file., ’his would permit
sizable amounts of data to be availahle to those who
use this information on =2 dally basis,
Again, 25 with the document base element, the above is
merely a first gset of ideas that will have to be carefully
reviewsd, studied, and analyzed before beinz put to actual
use. It is the intent to do some preliminary modeling
of file systeme in the immediste future based upon the
above components,
The remsining basc element we identified in our meeting
today was public rightis of way. yhe data items that could
be includad as a part of the public rights of way file
might be.

- water lines

- 8torm sewers

~ sanlitsry sewers

- gas lines

- electrie power lines

- oable TV lines

- telephone lines

- traffic control lines
- fire mlarm lines

- @alectriec lighting lines
- landscaping

- curbs and guiters

- s8tr:et paving

- egldewalks

- manholes

- catch basine

- traffic devices

- fire hydrants

- valve pits
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- road seperations

- railroad tracks

-~ drive approsches

- fences

- @gtructures
For any given public right of way in the city we are always
interested in knowing certain information about the above
listed items. Some of the information that is of
jmportance to city departments and staff about items
within puvlic rights of way include:

- whether it is public or private

~ 1ts sle

- grade information

- matsrial used in ite conetruction

- its age

- its condition

-~ iis depth

- its location relative to property lines and benchmarks

- 1ts priority of importance in the capital improvements
progras

« its elevation
- g it above or below ygrade
- its stationing position

Agairn, this is a prelininary lie: and will be studisd and
modified as needad through our subsequent discussions.

If a data base program conpoged of the three fundamental
elements -

1) documents
2) public rignts of way information

3) permanent parcel information
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can be lmplemented over a puriod of time it would provids
a very helpful ongoing source of informasion vitally
nesded vy the cliy so as to providz its service promptly
and effuectively to the citizane.

Inere should b2 esiablished a cross refarencing systen
between the basic ulements so trat the ralations between
them can be sasily idsntified. For e¢xamplz, there certainly
would bs value in knowing what parcel numbers are served

by certain storm sower lines, or to be able to identify

the relation between & complaint letter re a traffic

control device and the position and nature of that device

in the public rights of way bounding that parcel.

The challengs of achievi the gomle se have set out is
great and gﬁciting. Howgéer, i% the goals are to be

achleved we nust amske a start towerd it now, when the
time is optimum for improving management.

In the JCu a st2p has already been taken toward modest
implementation of such a program by the acquisition and

uge of a 64K IR microprocessor. T~his equipwrent is

already seeing cxtensive usze in resl estate amalysis
application, iss 3toughton has offsred the use of this
computer to the UiW for some of the simulations that might
be desiranle to experinzent with ln bringing the information
eystem on line., We are presently studying the data base
program for the mieroprocessor and expect to use it to
begin the modeling.

It #as emphasizad by «iss Stoughton and others at the
session that for many of the planning programs bvelng
conpidered, census tracts are the fundamenial land unit
ueed, Therefore, a2 we work with the permanent parcel
munber, cznsus tract identification should be kept an
important pari of that number.

Since it is desirsd to galn as broad 2 support base as
possible within the bou and Jid 1t is planned to have
additional staff sessione at which ideas can be brought
forth for now to achieve the goals discussad earlier

in thie rzport. T recommend that we, in our naxt seasion,
addresg the goals get out and see 1f they are adequete
and are stated properly. I alzo suggest we begin
preparation of a glossary of terms dbasad upon words

used in the meeting. T ghall hegin doing this at an
early point in our discussions,

1t was gointad out Ly the staff nembers during the
discussion that the availability of collected data is

going to play a large part in detormining how useful
it will ve. hue, our systeme deeign should proceed
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on the basie that accessibllity by koy staff members should
be simple, easy, and prompt. “or instance on complaints
there are four responss classificationz presently fised

by the DP. - same day, short term, madium term, and long
term. ~hus, it is important to improving service that the
promisze made he maintzinsd, and criticgf iteme be given
highest priority.

£l80 nme arac he sted -8 ¥l N ate S MeG O aprovi o
abor productivity. There must be developed mathode sn:
maTEndards studlies that™ % allov control meshanisme to
sEipuyers place to conztantly improve produc y
, BHE 2 gopd _LaRe aRth ot veconag aifficuls »
mpogsible,  Part of the : should -inelud
aatnods Mnm el £ O e Bt arL he
1a88ified %o help study and improve preduetiwvity,

Gther of the staff mentioned that in some departmasnts
primarily the water and sewer department, and in the
assedsor's depariment that large amounte of very useful

data is already clacsified and zvallable, Naturally,
optimum use should b2 made of thie information where
possible., Miss Stoughton nentioned that the county hes
attempted to set down some data base criteria in e

eystem entitled DIZE, However, it does not appear presently
that there is much ute being made of the data since 1t is
not being tended and updated as originally planned., Perhaps
it would be wise to investigate the baslc purpose of the
OIM: system and ses if the citvy's needs might be filled

by ite components.

“here was general ngresmsn® that it would be desirable

to use dzta base methods that sre completaly competible
with existing systems within the city. Therefore, our
efforts snould be zimed to the zreatest extent pocsible
8t evolving finel recommendations within the city squipment
framework for maxiaum acceszibllity. There ie little
doubt that terminals must be available in key depsrtmentse,
How deta iz transmitted to and from these terminals and
where the data is kept, and what form it is kept in, is

a part of the ongoing study sbout to be implemented. For
the time belng, our main concern is to generate models
tnat can he used for devaloping the larger scsle systems
at a later date.

I shall plan to spend & porstion of =y sessions in Flint,
ag appropriate, working on this program with Mr. Collard
and Miss 3toughton. ‘herefore, I shall lesve the

scheduling of our work in their hands for now. 7 ghall
bagin some preliminary records definition of the various
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topics discusszsd 23t our meetl today and bring then

for examples av our next planning a2nd discussion
geselion.

falph J. Ztephsenson, T.Z,
KJIS18ps
vo01 ¥en Collard, F.z.

cc: wiss ¥Xathy Stoughton
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Subject: City of Plint Systems Report 2
Flint, Michigan

Date of Meeting) February 18, 1983 (working day 544)
Actions takens

-~ Reviewed content of report #1 dated January 17, 1983
with ir. Ken wWright

-~ Reviewed system baing ugsed at DPW yard for tracking
various elements of the DFW street operation

Genersl

On Friday, February 18, 1983 (working day S544) I met with
Mr., Ken wright, street and garage superintendent for the
Department of Public Works, to review the progress
made to date on the analysis of Flint systems. We decided
that we would work with the elements ldentified in

Nl systems report 71 and see how the reports, records, and
statistics kept by the DPVW street and garage group fitted
to our inltial concepts of dooument control.

+0 do this, #r. Wright very courteously reviewed with
me at his office the various documents that he uses to:

1. Hake work assignments

2. Prepare and submit periocdic reports to his management
and the city management

3. Analyze frequency of certain typea of DFW activity
4, To maintain records that will help the city avoid
claims and loseses )

5. Track complaints recelved by the street and garage
group from citizens,
¥r. Wright's records are well kept and the documentation

is apparently complete, At present major document groupings
are by subject such as
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- street name sign replacement

- catei basins

- weed control

- potholes

- graveled etrezts and shoulders
- scattered site work

#ithin sach of these there is a set of recordkeeping and
tracking decuments prepared from various information
sources. The documentes provide a base from which the
work of the sireet and garage department can be

carried out.

1 shall further analyze the matarial provided to me

by ir. Wright in respect to our overall conslderations
for a masuver systemes program. Thls program is to be
reviewed, modeled, and tested on a modest basis as we
experinment with various methods of improving the
effectiveneess of DPW operations,

It should be emphasized that the work being done here

is always targeted for achleving the objectives of the
system work defined on pages 1l and 2 of systems report ;1
dated January 17, 1983. I shall do some preliminary

data base analysis of ¥r. wWright's information and at
subsequent meetings it would be well to review how these
street and garage records might assist us to study and
better implement & comprehensive system for city
departments. e shall continue discussions at our next
session,

Ralph J. Stephensan, P.E,

RJzi8ps

Tor Ken Collard, P.c.

¢er  4iss Kathy Gtoughton

RALPH J. STEPHENSON, P. E,, P.C.
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Flint, zichigan
Oats of Meetings .areh 3, 1983 (working day 553)

A o tal ]

- Reviewed previocus monitoring roporis with ir. Ray Vyvyan
~ et pilot course of action with %r, Vvvysn and ¥r. Collard

« dvaluasted approach to pllot data base program for olty

o

seneral O

fu part of our overall analysis of the syatens work now
being carried out, we revivwed the material covered with
¥r. ¥en dright of the sitreet and garags department of
the DFyW and declded thzt if possidle it snould be used
a2 & pllot set of ideas to indicste how we might
ultinately achlevs the objectives outlined 1n “the
systeme report 1 dated Jamuary 17, 1983,

Keviewing the subjeciz appropriats for ths DF4 as a
pilot consilderation, twe or three generic subjects
emsyrged., Ior our present considerations we are
considering that they might be pight of way work and

non 5&5 1 of way work. 1In systems report »1 on pags four
the basic slemants have been deflnud 88 é*s@mﬁ“ data,
publie right of wav date, and permans
There is a direct correlstion ietween right of way and
non rignt of way work, with public righte of way data
and permanent parcel data, Thereforas, it was felt that
this right of way and non right of way ie n eafe major
class group to use in starting our analysie.

sithin these two cziegories are several subject
categories soms of which are &1rsady beihg used by

"~ the gtruets and garage department., Jubjeots discussed

in ocur meeting today ware:s

- WALEIr

-  Bawsly
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- wasis collection®

- girset signs+

- building inspeetion

- c¢atch baging*

- weed control®

« potholes*

- gravel atra@ﬁa and shaulders®

- scatiered siis work+
These are capable of béing broken into further sub-classifiocations,
For example, under water thers could be identifisd distribution
and treatmant. 7For sewer there could be collectlon and
treatment. ilowever, for the¢ time being we wlll limit
ourselves to those apterisked activities since they deal
with the pllot study for gireets and gerage.
“ne next hlerarchy of olassification addresssed was that
of thu# activities demanded by the subject. Che activities
that ¥r. Vyvyen and I listed at random were:

- install*®

- construct?

- maintain®

- operate®

-  @srvice®

- doaign

- abandon

- deactivate

- merge

- ecombine

- inspsot¥

~ dispose*

- JLaprove®
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- update*

- modsrnize®
- retrofite
- stora¥®

-  warehouse¥

~ manufaciure®

Thoss items with the asterisk indlcate activities done
witnin certain sul ject categories by the sirect and garage
department. GJome of these we will addrese in our pilot
atudy, focusing prinarily on activitles that desal with
install, maintsin, servies, and improve. +The purpose in
liniting the categorliss of clasgification is to keep
the pilot study within reason so that we can echeck out
idass for validity without golng into excessive datall
early in the study. Again, the major effort will be
to arrive at a syetem that will =llow uge to achisve the
gbjeotivas outlined in Systems Report #1, dated Jenuary
7, 1983,

4t our next sesgion it is hoped we can addrasme the
findings and processes In some detall with those staff
mehabers actually involved. Tn the interim I shall deo
gose praliminary work ssteblishing date bage flslds

and charactzr lengths aa we have discussed earlier,

“he numbers and deta ussed will b fictitiousy howaver,

85 we gonerate 2 pilot study 1t would be well to identify
real eituations and begin inputting actual data from past
and current activities.

Ralpn Je Stephaenoon, P.o.
Rdzreps
« (24 ien 'ﬁgllardg Yalle

cct  diss Nathy Stoughton
Mre. day Vyvyan
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Date of Meetings ‘March 31, 1983 (wvorking day 573)

Actiong takens

- naeviewad previously done work with #r., Ray Vyvyan and
WNre Hen drignt

~ ulscussed ovarell objectives snd goals with dr. wright
and #r. Yyvyan

- Prepered sample fils on UTD's Thy Vvisifils prOgram
- Revised complaint file format with [r. Vyvyan

5ire Ray Vyvyan, =r, Ken diright, and 1 aet to continue work
on the 1mplamentation of & pllot systems program within
the LUPi operation., It appears tqnt settl

pilot run witn th@ gtree 7 &

6T & divis g wige 21‘0@3&1« \here ary mixm_nmws
a o wase method of progesding, dbut cverasll it was
agrecd tha op management support can be ﬁainaé early,
and mainiained a&s tne gystem avolves, that thls would

L]

ZTBALly In @8BuUring Bucoeéss 6f the WOrK.

530 3&590' NEIREIDT a a'that'ou* primarywreaponaibility
TIB %o produce an axcellant encug: pllot program to fully
juatit.f such confidence and support.

#ith that in mind T deseribed two files preparsd for
samples - one on potholds and gnother on complaints,
H6 then or qus ‘&ae rief and ur, iiright sa
t“a» ne would @ . and prepare an

T IYE18 and repors vvaluatlnm thr content &nd arrangemsnt
Tﬂ“!!ﬁﬁ“ﬁr”tﬁﬁ‘tﬁﬁ. ~o 1llustrate how tThese 118y were —
deérined and inputted we vieitsd the U°D and they very
kindly allowed us to use their Ti¥ microproceesor for

a sample run., . his wan done primarlly to give thoss
concerned a feel of how tha file was sstavlishad and

how items wers added to it
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Jpon completion of tha flle inputting ‘r. Vyvyan and 7
oriti uad ;n de thﬁtne farmat of the conpla

‘ one_GonGuFren
m&lwm. sinee 1t 1s ?afrly smpla

70 maks revisions to the early file formats,

‘he ﬂeldaz and their length for the complaint file were

0 W a6 Tollowss

Jegscription of g;g; d Humber of characters

Jate of complaint 5. CArppmnT BTE V'
dno Qﬂmpl&inad 15 v SIS p bl ¥
Addrsss of complainant 20 v CMPENANT APOA

. - - P v
Fnona number of complainant 8 v CATPLNANT

Wt Py

How complaeint was reported _ )
( use ab‘brwiatim? 3 How REPTD .
Location of coaplains 20 CrmPLNT LEN o

Uescription of complaint o - CrrpenT PES

Apparent prime responsibility
for complalint (use

abbreviations) 9V ARRRT PRM REIS
Compleaint received by 77 criPLNT REC Ay
hetlons cmien 37 v ACTN TN v |
sate of action taksn 5 ¢ bTE AcTm TRMY
Additional action reguired 30(‘" ADpL ACTI REQP Y
damarks 31 2P v REM S

dotion priority (define for . JaRTYy
£0lloW up purposes) 17 ACTM PRIGRITT v
soaplaint number (number s
uge year &8 iho 1 number
and allow 5 digits for
numbering consecutively ag
recgived (i.e., 300215 says
that this iz the 215th complsint o , )
received in 1983 6/ EmreNT HNe [/
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It should bz noted that = ¢cial attention will nave to be
given to certe the Ig 1d8, 8 complaint number
system, r nstanea, will rSyuirg tha OOM*la nie b»
qm%ﬁ% 1 onig : ‘ ¥ ]
complaint
An#ﬁw ] \ 518 oFy
priority. Une of the main purpeeaa of the fII “is to
fneure that §f there I¥ no action teksn (0 shown in
aTTion tAken BPACY, ARG neaning open) that thie f1le
should then Ga brou@nt up Evary time a Bemrcn 16 mAde
OF UnNdONe GClivVit The pr ties should idsnt
the turnaround tiné or dming fime for the corrective
actidn, e will study this sot of fielde in more depth, e

Abbrewlations will ponvrally be three letters long from
which 2 sizable var?etg of ldentifications can he msde,
i shell define thic f£ils and preparsz a sample input
with 2CG or J0 sntries. 7T shell aleo 4o woms selective
poriing to indicats how the system might Leé umed under
actual conditionsa,

#eanwhila, i1t would be apprecisted if the other mambers
of thls systems task force would review the other tipes
of files that miguv be appropriate for the street and
gira@e daparmmen ;a nave alraadg aet up 8 -ethcle
f ad \ 4 gnme 13

&8 was the complaint file,

Othera that could be used and have bhasn identifisd
sarlior includses

-  waete collection
- gtreat signs
- ecatch hasins
- weed conirol
- gravel sirvet, &lleys, snd snouldsre
- geattered site work
#re Vyvyen will allocate an appropriate acocun: of %ime at

our next meeting, and it would bhe appreciatsd if all involved
were requssisd to attend,

dalph Jeo Stephaneon, Fel.
RIZimps

for Fen Collard, ieo.
ces  Miss Fathy Stoughton
sl e KBy Vyvyan
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RarrH J. STEPHENSON, P. B, P.C.
CoNaUTITING HINGINERR

April 19, 1983
Subject: City of Flint Systeme Report #5
Flint, Michigan
Pro ject: 83114
Date of Meetings April 15, 1983 (working day 584)
Actions taken:

-~ Continued discussion of file formats with Mr. Ray Vyvyan
end Mr. Ken Wright

- Did rough flow chart on complaint movement through
city departments

= Discussed darly recommendations with Mr. Wright, Mr.
Vyvyan, and Mr. Collard

Ceneral S

Our discussion todasy centered on the role of the Streets
Department in processing complaints submitted to the city
. Dby the cltizens of the community. To better understand

- the nature of this flow we prepared a chart showing the
various avenues by which a citizen complaint is introduced
inte the city activity structure. There are presently
serveral points of entry, although it has been the intent
in the past to try to center this entry point in a few
departments. The large mumber of possible entry points
makes it presently difficult to fully track complaints,
and it appears there is considerable overlap and occa-~
gionally gaps in the processing of complaints.

Once the various departments and groups within the city
review the complaint it is referred one or more of sev-
eral groups for processing. These include police, fire,
DPW, DCD, snd others. From there, particularly in DFW,
the complaint must be routed to the proper division with-
in the department.

Thus, & complaint travels a great distance from its con-
ception to its resolution. Our efforts in our present

work are concentrated upon making the resolution more time-
ly, and more effective, while still building a record

keeping file that can provide both historical and stat-
istie data as required.

Thi number of complaints processed by the DPW were dis-
] cussed in brief, and it appears that the majority of DPW
- complaints tend to flow toward the Street Department.
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These complaints arrive by various methods including phone
calls, memos, letters, personal visits, and other such
tranemission methods. There is no immediately aveilable
statigtical data about how many complaints a year might be
processed by Streets or the DPW. It appears that the
volume could range upwards to as many as 20 complaints
recelved per day in the Street Department only.

The end result of our meeting was & flow chart which will
now be used by the DFW management to study the problem,
and ldentify the best current course of action.

It was stressed again by all parties in our meeting today
that of prime importance to implementing a good system is
the full backing and support of city management. At the
department level particularly in the DPW, it apprears that
this support is avallable; therefore, we will continue to
move shead with development of the system.

Meanwhile, I shall take the format outline in the systems
report #4, dated April 7, 1983 and prepare several ¥Tile
entries for a sample complaint trackkg system. It will
then be used for further discuseion of flle format and
use.

Ralph J. Stephenson, F.E.

RJS 1gmy

ToiRay Vyvyan

CC: Kathy Stoughton
Ken Collard, P.E.
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RanrH J. STEPHENSON, P, E., P.C,

CoNsULTING BINGINDER
May 9, 1983

Subjecty City of Flint Systons Xeport #6
Flint, Michigan

Project CFTP R

Late of suweting: ay 6, 1983 (working day 599)

actiong takens

- Jiscussed complaint file format
- swstablished Lasic scope of work for pllot study

- Continued planning implementation of early pilot work
with DPW Streets Department

e Tirst discuseed the complaint 72 file forma: prepared
28 the result of our discuseions on <arch 31, 1983
(working day 573) and outlined on page 2 of thai repor:i.
This file formet was tesisd on eight records and appears
to be closa to what would te 2 useful informetion sourece
for several types of operations dona hy the DPW,

48 wa discussed the file forpet, Mr. Collard saggestad
we concentrate our pressnt efforis on e system for the

% - trecis dopartment, and that we concgntrate on &
fow seluocted Ifems guch ag:

13

saniiary sewer cleaning

- xwasts collection

- pothole patching

- street lighting
- snowplowing

It appears presently that overlying the routine efforts
engagad in by the eity in these activitiee with those
that are specially called for through the complaint
system, will acoount for most of the streots department
aotivitiss in these items.
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,gﬁglﬂ!$¢1;~ 2
CE 1Y ated, and statia {ice about such Activid
wmtmd areas or dig be agsembled .

tion Gf geographlic location
at our next sasaion. 4eanwhile, «r. Vyvyan will provide
me with somxc sample aerial phoio maps from which I ean
aeka further svaluations of poselile methodas of estadblishing
the geographic units. The intereet in the location of a
complaint stems from s need for & gyetem, thot with
eininal difficulty, glves the exmet gaogrephic unit
location of that complaint, and of the compleinant.
1t was generally agreed that the identification of the
unlte can be on a szcparate dietiomary file and that
crogs raferoncing nesd not bve dene by the individual
entering the complaint in the master complain: file.

So rar as tho eonplnint file i=s concerned we decided
: TEs Trese Y or CORplLAINnTE 8 are

B ENE * . e L B T &8 art : O \. A & B . at
ZRUdY moves—along, Re X anp 30 nte []
other groups, but it was telt we must ta!t it and prove
it within the streste department first. There apparently
is adequate complaint volume in the street department so
it should prove to bte an adequate pilot test area. Jt was

further decided that the complaint number would be asslgned §¥3

To fully implement the system we will need ultimately to
heve EDF capabilities within the DPY stree: depeartment.
T“herefore, at some ezyly date we should plan how this can
be done.

it was tentatiwely decided thzt we would run = sample
tabulation from tize to time on certaln defined geographic
areas of the city. Waich quadrant »ill be selected to

use in this sst of pllot runs will be deeidsd upon at

a later date,

I shall continue to refine the complaint flle for on ning
diseuaoign at our next few Ei 2ians. sxﬁgsst we ity
now routinely schedulzd activitles can be orporated nto
the master tabulation systems. For instance, it would be
desirable to provide a method by whieh enowplowing statistics
can be incorporated into 2 master record of operations

for sasy recall end checking w~ithin the master oparationsl
information system.

s reaffirmed that the three baslic alements for whien
information enould be tahbulated are right of way information,
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23ty of Flint 3vetems Report 6 ConavLrING ENGINEER
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nen right of wey information, end document information,
<@ will still =aintain thesc three generic clsssifications
of subjecte in our pilot work.

Following cur syestems mseting on April 15, 1983 (work!
day 584?€furth0§ diﬂcuesionggware g@ld wfthin gha D ne
regarding the clty-wlde method of processing complaints.
“hoere was enough ongoing interest in this subject that it
is felt by top management of tha DP:. the program ghould

»e studiad in depth, and that as soon a8 possibls the
operation be brought on line within the streete dspartment
to give it adequate testing leadling toward further
rufinement and continuing improvement.

Ralph J. Stephenson, F.Z.

Hdcr18ps

{0y ¥r. Ray Vyvyan

¢y  ilss Yathy :toughton
Ken Collard, P...



RavLra J. SrerueNsox, P E.
CONSULTING ENGINEER

August 2, 1983

Subject: City of Flint Systems Report #7
Flint, Michigan

Project: 83:148

Date of Meeting: July 22, 1983 (working day 652)

Actions taken:

-~ Reviewed complaint file format with Mr. Vyvyan and
Mr. Wright

- Established near future scope of activities

General Symmary

We first reviewed the current work status, and it was
decided that the present Flint system complaint report
format was the one that should be used in the initial
pilot study work. This format is shown on the
accompanying enclosure, Attachment A.

The complaint report can be printed out in any

desired arrangement. For illustrative purposes, the
sample material has been arranged in different
ways illustrating how reports can be generated using
either all or part of the information contained in
each record. Attachment B is a printout in record
number order containing all of FThe data. Attachments C
_and D show the dataa . order but containing
only selected records for special types of reports.

It should be kept in mind that the basic file can also
be sorted in any manner desired on any of the fields
available. Special runs can also be prepared based on
selected fields. For instance, gttachment E is a run
grouping open and closed items in the action taken field.

Attachment F is the abbreviation file arranged in
ascending abbreviation order.

Thus, the complete documentation although consisting of
relatively simple components can be used in a variety
of combinations to provide data that might be of interest.
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Mr. Wright, Mr. Vyvyan and I next turned our attention
to identifying the activity categories to incorporate
into the pilot system. After considerable discussion
it was decided that the following activities preceded
by their identifying abbreviation would be used for
this*early work.

PP{ - pothole patching P1S  Alajer sleect repei
SP{'- snow plowing

WM{ - weed mowing

S&f:— sidewalk repairs

NCf;— non-scheduled collections

CBir- catch basin repairs

SNE:—‘street name sign replacement

RF* - Refer to other department -*zez;““‘

The abbreviation is to be put directly in front of the
complaint description. Thus, it is possible to sort or
print selectively on whichever activity item is of
interest. We initially tried to use one letter for

the activity but due to code duplication it became
necessary to extend this to two spaces plus the slash.

The next item of discussion during our session was to
assign definitions for the priorities to be placed on
each of the complaints. The following list ranging
from priority #1 which is immediate and of high demand,
through to priority #5 which is to be done as resources
permit is given in the list below:

1 Hazard or emergency - Demands immediate attention.

Street Bepertmgnit= is to drop what they are doing
and go now. Dlisem

2 To be done as soon as practicable, normally within
one working day.

3 Normally to be done within 5 working days (one week)
Normally to be done within 22 working days (one month)

5 Activity to be added to the to do list and accomplished
as resources permit.
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Page three CONSULTING ENGINEER

Assignment of priorities is important, and the criteria
by which these assignments are to be made should be
studied carefully, and clearly understood so that they
can be consistently assigned. This matter will be
discussed in more depth as the system design evolves.

At our next session we should plan to review this
material and the attachments with Mr. XKen Collard,
director of the DPW and to decide the most appropriate
method of proceeding in the near and moderate distant
future. The gquestion which will be of main concern,
aside from how the information is to be inputted, will
be the method by which the data is to be processed.

We should plan to discuss equipment and other resource
needs to bring the technique on line.

Initial input might be possible on the DCD's personal
computer configuration. I shall prepare the program
within the VisiFile program format which is available
to the DCD. However, it is also possible that a
different configuration, compatible with the City of
Flint's mainframe computer system would be most
appropriate. We shall keep this is|mind while

designing the system.
Y évéy[

Ralph J. Stephenson, P.E.
RJS:sps
To: Mr. Ray Vyvyan

Attachments
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RaLPH J. STEPEENSON, P, E., P.C,
Cowsovuring ENGINRER

August 9, 1983

Subject: City of Flint Systems Report #8
Flint, Michigan
Projeot: 831143

Date of Meeting: August 4, 1983 (working day 661)

Actions taken:

- Reviewsed revised complaint flle format with Mr. Collard,
Mr. Wright, and Mr. Vyvyan

- Established course of action for next few weeks

General Summary

Ve first reviewed the format for the Flint systems comglaint
report file attachments A through F dated August 1, 1983.
This format incorporated the material generated as a

result of the meeting held on July 22, 1983 (working

day 652) and reported in the City of Flint Systems

Report #7. The format is now oclose to being acceptable

and with minor changes will be assembled as an

example of the arrangement to be adopted in the pilot

study. Changes and additions to be made are:

A, Revige the field name to acti b
taken. This states the action that is planned to be
taken. The status field will be used to describe
whether or net that action to be taken has actually
been taken.

B. The action griority field is to be increased to
three digits. The first digit of 1 through 5
will describe the priority related to time as
desoribed on pages two and three of Report #7
dated August 7, 1983, The second digit also
from 1 through 5 will describe the magnitude
of the complaint. To resolve any given complaint
requires money expended on manpower, using equipment
and material. An example of highest and lowest
orders of magnitude would be ,for instance, a job
that could be done immediately with resources
avalilable now, compared to those items= that would
have to be budgeted for future work and utilizing
resources not currently available but to be
specially allocated. This second number definition
will require some study, but should be reasonably
easy to define. '
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In discussing this matter in more depth later in the
day, it was thought possible that three digits should
be used, or in any event reserved in case a further
definition of priority was to be used. I shall
leave space in the program for the use of a three
digit number. We shall also consider that where -
the number is not applicable that a gzero could be
used in that space. I shall study this item in more
depth and prepare a field item that should accommodate
.our desire in this matter.

C. The activity type will be kept as a separate field of
two characters. We added an additional activity to
our list today, NS, for major street repairs. The
program will allow the addition of any motivity
desired so we shall conslder at present that the
list described on page two of the report #7 dated
August 2, 1983 is a starter list and leave the
program open to receive whataver additional
activity designations are desaired.

D. The status field should be kept separate with one
character either opened (0) or closed (X). Status
designation is presently to be considered applicable
to the actionas to be taken field.

I shall redo the sample master file to take into account
the changes above and to give us a sample to follow
ags we implement the system.

In our discussions it was recommended that we put the
complaint system into operation for a specified period

of time in order to observe it and to determine its
usefulness and worth. In addition, we want to insure

it is molded into a form that will give us the best

output potential possible since the information contained
in it will be of value in tracking the city's performance
on complaints. Generally, it is expected that impiementing
gsuch a complaint tracking system would:

l. Encourage city staff to follow up on pending
items in accordance with a priority system.

2. Provide an easily accessible gtatistical source for
information requested frequently by various
departments and divisiona both internally and
externally.

3. Permit quantified evaluation of city's response to
complaints.
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L., Allow acourate historical records to be maintained
1? zga event defense is needed against dlsputed
clalms.

5. Encourage careful follow up of all claims based upon
nultiple and speclally fitted criteria.

6. Permit more accurate projections of workloads than
possible at present.

7. Help identify future potentlal trouble areas based
upon historical data. These trouble areas can be
by area, by type of complaint, by individusl, or
by any other other oriteria inputted to the complaint
report system.

8. Permit implementation of manmgement by exception reports
to the upper management of the DPW.

9. Provide easily referenced material for staff conferences
and performance reviews of operating personnel.

10. Encourage and permit parallel davelopment of
managenent systems utilizing similar information, and
storage and retrieval technigues.

During our session it was mentioned that corrective action
on such items as potholes, non-schedules collections,

and other activities 13 often generated by management
inspectione or reviews carried out by the street division
and DPW staff. These are reflected in staff instructions
to carry out certain types of corrective action. Such
reports are not normally classified as a complaint and
therefore wo should conslder generation of a parallel
information system that will accommodate these managerial
observations. It should be capable of being related to
the complaint file by cross referencing, although it is
posalble it would be best kept separate from the
complaint file so it can be searched and analyzed

as a separate entity. We shall study this matter further
since whichever course of action is followed the current
file format can be adapted to additional storage use.

I recommended that the master document which will be
the unit record into which the record is tabulated be
kept in ascending order of complaint number. It isa,
in my experience, easiest to find numerically ordered
documents and thenhgerform whatever epeclal sorting
ims needed. With this system then it would be possible
to make stapled attachments to the unit record entry
for croas referencing purposes.



Rarra J. STepEENSON, P. E., P.C,

City of Flint Syatems Raport #8 CONBULTING ENGINEER
Page four

As part of our discussion Mr. Collard also asked the
question a8 to whether it would be better to have the
data terminal at the streets division yard or whether

it might be wiser to have it located at DPW headquarters
where staff would be avallable most of the time to
prepare the input. This matter will be reviewed in
conjunction with the equipment avalilablility, and a
decision made on this matter internally between the

top and middle management of the DPW.

Meanwhile, I shall meke the éuggeated revisions to the
systems sample and mail it out to the parties involved
in the near future. The report will probably preceed

the revised attachments so the attachments will be
referenced ssparately as they are malled.

Ralph J. Stephenson, P.E,
RJSieps
To:t Mr. Ray Vyvyan
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Subject: City of Flint Systems Report #9
Flint, Michigan
Project: 8311453
Date of Meeting: August 26, 1983 (working day 677)
Act aKens

- Reviewed complaint file format dated August 26, 1983
with Mr. Collard, Mr. Wright, and Mr. Vyvyan

- Established file format to be used for initial piles study

Ge: Summ

The revised format and sample input dated August 26, 1983
were evaluated, and it was decided that it would form
the basis for the pilot study. A sample set of runs
is attached to this report. These runs are labeled
- A through G and contain the following information:

Run A -« The file makeup including the field nams, field
type, start of the entry in the file and the length
of the fleld

Run B - A listing of the full complaint in record number
order. Record number order is the order in which the
complaint information 1s entered into the fils.

Run C ~ A run showing only the open items. The primary
sort here is on status with a secondary sort on
complaint number.

Run D - A list of abbreviations in record number order
ag they were entered into the file.

Run E - A list of abbreviations in alphabetic order according
to abbreviations.

Run F - A list of abbreviations in alphabetic order by
meaning.

Run G - A 1list of abbreviations in ascending order of type.
Eﬁ is action type, G 18 general, N is name (names are
shown with last names first to allow a directory to be
- built) OR is organization.
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"+ ranT LOE 0k expected ons of the major problems we will have in
the system 1s proper selection of a priority toc be
assigned. Everyone's perception of how important a
complaint is certain to vary, and thus, assignment of the
priority will have to be done at a high management level
to insure credibility. Initially in the pilot eystem,

Mr. Wright will probably do most of the entry, much as he
does now with the existing system. This should help

minimize conflict about the correctness of a priority.
However, it is expected that one of the benefites of this

data base prOfran will be an improvement in the understanding
of high priority items and a sharpening of the assignments

to reflect the true needs of the complaint system. '

We also must address the complaint intake pystam since
the present system of receiving and entering complaints
is random, and expeoctations sometimes are less than
actuality. It 1s hoped that by the use of the complaint
number that a better organization of the approach to
procesaing the complaints can be identified.

It was stressed in the session by Mr. Collard that what
we are building initially is a data base which ultimately
can be used as a management tool. In essence, what we are
- attempting to do is to collect information that will allow
us to improve the methods by which we input complaints,
essign priorities, and process the actions necessary to
resolve the problem. If we are missing the high priority
items repeatedly, then the study system will indicate this
to us and help us find out why the items are being miassed.

Benefits of the system in addition to the ten ocutlined
on pages 2 and 3 of Monltoring Report #8 dated August 9,
1983 include:

- promotes increasing accuracy of priority assignments

- encourages closer tracking of each item and eliminates
overlapping on similar items

- permits collection of data to be used for improving
the complaint input system

Apparently the 1dea of better complaint processing has
gained general acceptance within the major city departments
that will be involved in the implementation. Therefore, we
are plamming to move ahead with the program in the
immediate future. A new complaint form which can be

used as the input sample for the pllot run is attached to
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this memo. MNr. Wright should make whatever revisions he

feels appropriate, and can have it printed for standard
use within the department.

Ralph J. Stephenson, P.E.
RISi18ps

Tos Mr. Ray Vyvyan }

Attachments
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