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July 10, 2017 
 
Honorable Mayor and Members of the City Council: 
 
This report was assigned to me by the Audit and Finance Committee in June of 2016 and was initiated 
pursuant to Chapter 1, Article 43 of the City Code of Ordinances.  The findings in this report outline the 
City’s current external communications practices and make several recommendations for improvement. 
 
The city’s current external communications tactics and philosophies meet basic citizen expectations and 
legal requirements; but more should be done to fulfill the City Council’s goal of being a customer-
focused organization in the Independence for All, strategic plan.  The city employs numerous channels of 
external communications but they are disseminated without an overarching communications strategy 
that ties together information from various departments, directs it toward target audiences in the most 
effective manner, or reinforces stated priorities.  This longstanding lack of comprehensive 
communications strategy has led departments to create and use their own logos and brands that in no 
way relate to the other departments or the city as a whole.  Finally, a detailed review of the customer 
service function of the city revealed that while individual staff members may be providing decent 
customer service, citizens encounter major problems navigating the organization through the website 
and phone systems.  This leads to frustration on the part of both customers and staff.      
 
The Public Information Officer reviewed this report, to provide detailed feedback related to the findings.  
The draft report was also reviewed by the City Manager and City Counselor, and responses from both 
are appended.  Finally, members of the Audit and Finance Committee have approved the final report 
with the addition of a formal response, which is also attached.  The cooperation of all those who 
provided assistance is greatly appreciated.     
 

Respectfully, 

 

Jordan Ellena 
City Management Analyst 
 
 

City Council Office 
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Introduction 

Objectives 
This review of the city’s external communications was conducted under the authority of Section 2.11 of 

the Charter of Independence, Missouri, which establishes the position of City Management Analyst and 

Article 43 of Chapter 1 of the City Code outlining the primary duties. 

This audit provides findings based on an evaluation of the city’s current external communications 

practices against stated goals, in documents like the strategic plan and best practices in the field of 

public sector communications.  Performance audits, like this, are intended to provide the City Council 

and staff with an objective analysis of programs, policies, and procedures.  Policymakers and managers 

rely on this information to inform decision making, ensure the organization is publicly accountable, 

improve performance, and reduce costs.    

This report is designed to answer the following questions:   

 How effectively are existing communications tools being used? 

 What role does customer service play in external communications? 

 How can external communications be improved? 

Scope & Methodology 
This audit looks at the city’s current external communications practices including: the use of logos and 

collateral materials, the city website, social media accounts, City7 broadcasts, and other publications at 

the departmental and citywide levels.  The findings have been compared to stated goals outlined in the 

strategic plan and recommended best practices of public sector communications field.  Audit methods 

include: 

 Collecting and reviewing departmental and citywide external publications.  

 Interviewing staff members tasked with developing and disseminating external 

communications. 

 Reviewing various customer service activities across the city.  

 Reviewing public sector communications best practices and strategies. 

This performance audit was conducted in accordance with Generally Accepted Government Auditing 

Standards (GAGAS).  Those standards require that each audit is planned and performed to obtain 

sufficient, appropriate evidence to provide a reasonable basis for our findings and conclusions based on 

the audit objectives.  The evidence uncovered during this audit provides a reasonable basis for the 

findings and conclusions based on the objectives.  No information was omitted from this report because 

it was deemed privileged or confidential. 
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Background 
Good external communication is no longer optional extra for municipalities and other public sector 

organizations.  It is an essential part of any successful organizational strategy and a fundamental 

component of how citizens and customers judge the effectiveness of service delivery.  Gini Dietrich says 

in her book, Spin Sucks that “All it takes is for one person to have a bad experience doing business with 

you, and you’re finished – both online and off”1.  Because of that reality customer service has become 

an integral part of external communications and building positive public sentiment.  All employees, from 

administrative assistants to the Public Information Officer, are valuable communications conduits for 

the organization.   

The demand for transparency and accountability in the public sector has never been greater and an 

increase in consumer voice and choice means that open, honest, two-way communication is the only 

viable option for governments and other organizations wishing to build their reputation and strengthen 

relationships with their citizens. 

Public sector communication should no longer be thought of and practiced as a linear activity. 

Communication should not start with crafting a message and end with its delivery.  Effective 

communication is a circular process; listen, learn, let citizens know. And when that is done, do it again. 

Listen, Learn, and Let Citizens Know 

Public sector organizations must learn to listen and connect with their citizens and customers.  What are 

their needs?  How do they want those needs met?  However, it’s not just about listening.  Public sector 

organizations must also learn to learn from their customers, their experiences.  Did we meet their 

needs?  How could services be improved in the future to better meet those needs?  Finally, public sector 

organizations need to share the outcomes of their learning; and show their customers how they are 

responding to their needs and improving service.  In other words, the feedback loop must be closed.  

Not just to claim credit but to build trust through responsiveness.  As the pressures and priorities of 

public sector organizations constantly shift, so too do the expectations and demands of its customers – 

which is why it is essential for governments and public sector organizations to continue listening, 

learning and letting people know what changes were made in response to feedback. 

This dynamic to communications is far more effective than a linear approach because it engenders trust 

between an organization and its communities.  When an organization evolves its responsiveness to its 

customers, those customers respond with increased trust in that organization.  Linear communications 

get the objectives checked off a list but do not close the feedback loop with customers.  This built trust 

is important because it contributes to longer-lasting credibility if maintained overtime.  If credibility and 

trust are important to the organization, circular communications should be too.  The key is to channel 

significant effort and resources into improving the intake of information from the public, implementing 

changes, and then letting citizens know that you changed.   

                                                           
1
 Dini Dietrich, Spin Sucks, Que Publishing, 2014 
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Communications Strategies 

Important to this review are the concepts of a communications strategy and communications plans.  

Below is a brief discussion of the differences and how they work together to achieve the 

communications goals of an organization.  In the simplest of terms, a communications strategy says 

where you want to go, whereas a communications plan says how you are going to get there.  A plan 

concentrates on how and when - the how being message, tools, channels and timing.  A strategy 

addresses why, what, and who in order to identify the best approach to take.  Important considerations 

include:  Why do you want to do this?  What are the objectives?  Who do you want to reach with this? 

Why 

The “why” in a communications strategy is rooted in how to define the problem.  The first step should 

be to prepare a problem statement.  This is the most important part of your strategy development; 

because the problem will shape everything in strategy.  A key question to ask is whether this problem 

needs solving or is there a way to prevent it from arising in the first place? A clear understanding of the 

source of the problem avoids resource and time wastage.  It also avoids getting distracted by 

measurable solutions rather than those that truly address the problem. 

What 

The “what” in a communications strategy concerns the achievements you hope to produce.  Developing 

SMART (Specific, Measurable, Achievable, Relevant, Timely) objectives is helpful for creating clear and 

measurable goals. Checking your objectives against these criteria helps to lend focus and aid in data 

collect regarding the impact of the strategies undertaken.   

Who 

The “who” in a communications strategy should be developed from the core purpose of the 

organization.  Think about what you do and the problems you solve.  Do research into whom similar 

organizations are targeting.  Depending on your resources this could mean anything from online 

analytics to focus groups to surveys.  After this focus on building your audience profile – synthesize the 

demographic, behavioral, and medium usage information collected.  This information is important for 

deciding how to contact them and what to say. 

Communications Plan 

In the end, the goals of a communications strategy are accomplished through a communications plan.  

The plan is about what tactics and communications channels will be used and the timing of the 

messages.  The information in the plan should be actionable in order to compliment the strategy which 

contains data, research, and goals.  A communications plan necessarily flows from the overarching 

strategy and can be implemented by any number of employees.   

Findings 

Summary 
The city’s current external communications tactics and philosophies meet basic citizen expectations and 

legal requirements; but more should be done to fulfill the City Council’s goal of being a customer-
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focused organization in the Independence for All, strategic plan.  The city employs numerous channels of 

external communications including but not limited to: press releases, media advisories, City7, 

newsletters, city website, and social media accounts.  These channels are used to push out favorable 

stories, disseminate information like road closures and construction advisories, advertise events 

sponsored by the city, and provide legally required public notices.  All of these communications are 

disseminated without an overarching communications strategy that ties together information from 

various departments, directs it toward target audiences in the most effective manner, or reinforces 

stated priorities.   

This longstanding lack of comprehensive communications strategy has led to a situation where 

departments have their logos and brands that in no way relate to the other departments or the city as a 

whole.  This is compounded because the collateral materials put out by each department, like brochures 

and newsletters, all look different from one another.  This proliferation of logos and designs creates 

confusion for citizens and detracts from the feeling that the city departments are pulling in the same 

direction or are even on the same page message-wise.  Additionally, there is a potential safety issue 

associated with the multitude of official logos.  Citizens are at a much higher risk of being scammed by 

something or someone that looks to be from the city because they could employ fake letter head or 

uniform patches that citizens are not familiar with.   

Finally, customer service is an important part of external communications.  A detailed review of the 

customer service function of the city revealed that while individual staff members are providing decent 

customer service, citizens encounter major problems navigating the organization through the website 

and phone systems.  This leads to frustration on the part of both customers and staff.  Dealing with 

some employee training, technological, and process issues would go a long way to improving the 

customer service provided by the city.  In order to meet the goal of being a more customer-focused 

proper attention and resources will need to be applied to situation going forward.           

Findings 

City Lacks Overall Communications Strategies Including Public Relations 

This review began with a serious look at the external communications produced, any existing 

communications plans that guide those communications, and other communications functions of the 

city.  In many ways the organization succeeds in delivering on a basic and statutorily required external 

communications function by executing basic communications techniques.  On the other hand, there are 

no overall strategies or plans in place that identify specific communications priorities, provide guidelines 

for the look and feel of brochures and newsletter, and/or identify any measurable goals and outcomes 

so that these tactics can be evaluated.               

The most basic part of external communication is disseminating information from the city and its various 

departments to the public.  The city strives to make that information available in a variety of ways by 

employing different avenues of communication.  The current external communications tactics employed 

are basic in nature but do serve an important purpose.  Currently the city is engaged in pushing out as 

much information as possible through print (newspapers and newsletters), television (City7 and Local 
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News), social media, and other avenues.  The focus is often on informing the public about future events 

and activities, road closures and maintenance, highlighting programs, and disseminating data required 

by one regulatory agency or another.  Over the last few years, especially with the hiring of a Public 

Information Officer, the city has also begun to cultivate relations with the media which helps the 

organization highlight more positive stories and is developing a new line of communication between the 

media and the city.  In many ways, the city’s external communications is still very reactive to news 

stories both good and bad.  While we cannot hope to influence the way the media will portray the city, 

by developing a comprehensive communications strategy we can draw a more complete image of the 

city as an organization and as a community competing with others economically. 

While the city has cultivated relations with the media and done a satisfactory job reporting to the public 

as required, it has not done as good a job at developing a context for our external communications.  

That context is created by a consistency of message, strategic delivery, and overall planning of the 

communications.  This context is easier to achieve by putting in place a comprehensive communications 

strategy, something we currently do not have on an organization-wide level.  Some departments or 

divisions, such as the Tourism Division, do have strategic communication plans that outline the target 

audience, measurable goals, and specify the overall design aesthetic for collateral materials.         

The city’s lack of strategy has led to a perceived disconnect between the amount of information the city 

puts out and citizen perceptions about the availability and accessibility of that information.  The city and 

departments are blasting out information weekly if not daily but have not taken the time to first identify 

a target audience for their particular message, in what medium would that audiences be most easily 

reached, or even tried to align external communications with any goals listed in the new Independence 

For All strategic plan.  A comprehensive communications strategy encompassing the entire organization 

is a necessary step toward ensuring we are communicating effectively and efficiently.              

Another integral part of external communication is public relations, which is probably one of the most 

important challenges facing Independence.  The field of public relations encompasses all of the various 

communications strategies discussed above with a comprehensive view of building and maintaining a 

positive public image, fostering citizen engagement, and increasing public support for the organization 

or a specific topic.   According to University of Massachusetts Boston Professor Aroon Manoharan, there 

are three underlying reasons for external communications in the public world (democratic, pragmatic, 

and political)2.  This is a good lens through which to evaluate the city’s current public relations tactics.   

The democratic reasons for external communications include media relations, public reporting, and 

responsiveness to the public as taxpayers, customers, and citizens.  As mentioned before, the city is 

doing a satisfactory job of meeting the basic public expectation and statutory requirements related to 

communicating with the public.  However, steps could be taken to develop additional plans and 

evaluations to improve the overall democratic aim of public sector public relations.    

According to Manoharan, the next goal or reason for public sector public relations is for the pragmatic 

purpose of program implementation.  Citizens must be aware of information about city processes and 

                                                           
2
 E-Government and Websites: A Public Solutions Handbook, M. E. Sharpe, 2014 
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programs in order to use them.   Because of this, the city must provide basic, straightforward, and 

accurate information that increases the likelihood that citizens will utilize the programs and services 

available.    A basic example of this type of public relations is being responsive to the public as 

customers, marketing to raise awareness or increase the utilization of services, and public education 

campaigns in order to gain voluntary compliance with rules and ordinances.  This review showed that 

the organization understands these aspects of external communications well and has focused some 

major attention on issues like this.  For example, a review of the publication CityScene showed that on 

average one article per month deals with services being provided or other educational purposes.  

However, it is also clear that more could be done to integrate public communications and deliberation 

into the planning of new initiatives.   

Manoharan’s final reason for public sector public relations is for political purposes.  He characterizes this 

as the goal to increase public support for the institution and thus increase its political power.  To 

Manoharan, the more the city as an organization gains support from citizens, it necessarily gains political 

clout in the eyes of the public as promises are met, expectations kept and trust is built.  In this example 

we can put aside the idea of political power and focus on the idea of garnering public support for the 

institution or particular program as the end goal.  This gets right to the heart of public relations, in that it 

builds and maintains a positive view of the city as an organization and a community.  The city benefits by 

capitalizing on these feelings of good will toward the city as an organization and transfers that to the 

community as a whole.  This is where the current lack of strategy really catches up with us.  If, as an 

organization, we can build support for the city generally this should have a positive impact on public’s 

perception.  While there may be wins here and there we can point to, it is far more likely that a well-

planned public relations strategy will have the desired positive impact on the perception of our city and 

community.                

Proliferation of Different Logos & Collateral Designs Lead to Confusion 

A visual audit of the city’s external publications, websites, social media accounts, and other visual 

identifiers made it is clear that a lack of rules guiding the use of city logos and collateral design has led to 

a proliferation of discordant logos and an inconsistent branding message across the board.  To date, 

there has been no guiding principle, philosophy, or document to answer any of these questions.   Over 

the years, a lack of such oversight and direction from the City Manager’s office has led the departments 

to exercise their own authority when producing publications and collateral materials.   Departments did 

not do this out of spite but simply to meet their needs.  Today almost none of the city’s various external 

communications tactics contribute to the city’s overall branding or messaging.   

This problem is not just found at the departmental-level, as the city itself currently uses no fewer than 

four “official” city logos.  There are so many different logos and collateral designs among department 

and divisions that there is nothing to visually tie something from the Parks, Recreation, and Tourism 

Department with the CityScene newsletter, for example.  Additionally, none of these communication 

tactics comports with the stated goals of the City Council of projecting an image of a clean, safe, and 

economically vibrant city.     
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The proliferation of many logos and inconsistent collateral material design begins at the top.  There are 

no fewer than four different logos or variations currently in use as citywide identifies.  Table 1 shows the 

most frequently used city logo or brands.  Beside the original city seal (logo B), each was created for a 

specific purpose but there have been no rules about their use.  Because of the wide use of these four 

logos, citizens and customers are left with a muddled and confused image of the City of Independence.    

By way of example, logo D was created for use on the website while logo C, has been used in association 

with video content available through the website.  Both are modified versions of previous logos 

however, there are no similar design aesthetics tying the two together.  Logo A appears regularly on the 

CityScene and other publication from the City Manager’s Office.  The official city seal (logo B) will 

continue to be used in some form, going forward, simply because of its official status but how many 

other logos will continue to be used regularly?  At a minimum there should be rules governing the use of 

these logos, as well as, when and where they are appropriate.  Ideally, the city should identify one logo 

for the city and implement its use across the organization.                    

Table 1.  Current City Logos in Use 

 

  

 

 

At the departmental level a similar problem exists.  Each department has their own logo dating to when 

they were created and/or when changes were made to scope or function of that department.  There is 

no consistency of look and feel among them and nothing much tying them to the city other than the 

words City of Independence.  Table 2, shows several examples of departmental and division logos to 

illustrate the various design motifs.  These different logos compound the problem because they are 

often used on the side of city vehicles and equipment.  Those logos, on the side of vehicles, are some of 

the most visible signage representing the city around town.   

Another important area of concern about these logos is that they could cause a public safety threat.  An 

unsavory person or group can, in theory, more easily impersonate a representative of the city in order to 

steal personal information or gain access to private property.  With a more standardized brand the city 

could engage in a community awareness campaign to ensure more people are aware of the official 

identifiers of the City of Independence.   

 

 

 

 

D C B A 



10 
 

Table 2. Current Departmental and Sub-Departmental Logos 

 

 

 

 

   
 

 

 

 

 

   

Similar concerns arise as they relate to the city’s website and social media accounts.  The look of the 

city’s main website was updated several years ago.  This update went a long way to refresh some of the 

imagery and branding associated with the organization.  Each department has their own page and those 

that have a logo appear on their page.  However, this was not done with the intent of carrying those 

design cues throughout other documents or social media accounts.  In today’s media environment our 

websites and social media accounts need to be a reflection of the brand seen in other media.  Over the 

years, the city’s websites and social media accounts have become the more important and highly visible 

communications stream for our public.              

The final piece to this puzzle is the collateral materials such as brochures, city and departmental 

newsletters, and other smaller aspects of communications like e-mail signatures.  Again lack of 

consistency mean that a lot of confusion for the average citizen or customer.  The lack of centralized 

design personnel and/or design guidelines leaves individuals and departments with nowhere to turn but 

to do it themselves.  While collateral materials within departments are mostly similar, there are 

situations where staff is using an old template just because it was easier to use then creating a new 

document in line with more current design schemes.  Appendix A shows some examples of collateral 

materials to illustrate the inconsistent nature of the design.   
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Customer Service Technology Lead to Frustrated Customers  

The final piece of external communication that needs some investigation is the customer service 

function of the city.  While there are a lot of departments and individuals involved in all aspects of 

customer service, the key component relevant to this discussion is the inbound call management, 

monitoring, and complaint tracking function.  Many departments are currently involved in regular 

interactions with the public.  These interactions fall into roughly three categories or types of 

interactions.  The first type is citizen/customer questions and information requests; the second type is 

business transactions (including licensing, permitting, cashiering, utility customer service, and most 

other person-to-person interactions).  The last type of interactions with customers is dealing with citizen 

requests and complaints.  Each of these types of interactions comes with a different set of customer 

expectations about how they should be handled.  The city’s current customer service functions are ill 

equipped to deal with changing customer expectations in the age of smartphones, computer voice 

assistants, and ever shortening attention spans.    

Today, customer questions and information requests are handled by almost all departments when called 

directly by the customer.  Offices like the Clerk’s Office, City Council Office, and City Manager’s regularly 

receive calls that need to be directed to another department or from citizens who believe those 

departments to be the first resort for requests and complaints.  Citizens who call those offices find staff 

that have a great deal of experience with the city and have a more global view of the organization.  Calls 

to other departments are addressed in an efficient manner when they are directed to the right place 

because employees are peer-trained in that subject matter.  However, regular breakdowns occur when 

staff members receive calls not related to their department all together.  In most cases this is caused by 

lack of training and/or a narrow scope of knowledge about the role of different departments and 

organizations.  These facts indicate a strong need for additional training of staff on basics of the 

organization; like the role and responsibility of the departments and the processes for reporting citizen 

questions to appropriate staff.          

The ongoing business transaction functions of the city include licensing, permitting, cashiering, and 

utility customer services, among others, and each are handled at the departmental level.  Staff members 

in these roles are hired and trained by division managers or department directors and become experts 

in their fields over time.  Because each position and function needs something slightly different in a 

permit tech, cashier, or attendant specialty skills develop.  Based on this review, this part of the 

customer service function seems to be working reasonably will.  Staff reported the need to some 

standardized customer service training offered to customer service personnel throughout the city.  This 

would help create a more coherent citywide customer service approach that would set expectations and 

hold employees accountable to those expectations.  Improved customer service training would benefit 

the citizen or customer, obviously, but would also benefit the organization by increasing the public 

perception of the city and improving public relations.                 

The final type of customer service interaction the city engages in is collecting and managing citizen 

complaints/requests.  Currently, citizens have three options to issue a complaint to the city.  They would 

use the online Action Center through the website, call the department responsible for their issue (if they 

know the proper department), or try their luck with the city’s automated phone directory (325-7000).  



12 
 

Reports indicate that the automated phone system sometimes leads to frustration on the part of the 

public because it either misinterprets what they say or the person who they are eventually connected to 

doesn’t actually deal with those requests.  If the employee they are directed to doesn’t answer, 

customers sometimes do not receive calls back when they have left a voicemails.  Finally, customers 

report that some calls to general phone numbers rings unanswered when no one is available.  All of this 

leads to poor feedback on these issues.   

Currently, the best course of action is for a customer to use the online Action Center because complaints 

are automatically directed to the correct department.  Tracking of complaints and a mechanism for the 

city to follow up with customers is built in.  Citizens can choose to report a complaint anonymously or 

include their contact information so they can check the status of the request.  The Action Center is a 

really great tool for the organization and the customer but is not as widely used as it should.     

Additionally, the Action Center does not meet the needs of every citizen, leaving those who do not feel 

comfortable with or who do not have access to the internet without the option.   

Independence for All, the city’s recently adopted strategic plan, identifies several main goals for the next 

five years, including becoming a more customer focused organization.  The objectives outlined to 

achieve that goal are to improve customer service and to communicate more effectively both internally 

and externally.   The city should be offering the best customer service possible to their customers and 

citizens.  Customer service includes how city employees represent the city, their department, and 

themselves.  But it also includes the means by which the city interacts with their public through more 

traditional means (newspaper and television) and newer ones like social medial and the technology used 

to manage the interactions.  For that reason the city must look at customer service in a comprehensive 

way that includes the technology used.   

Good customer service skills can be taught but it takes more effort and consistency to deliver excellent 

customer service as a hallmark of an organization.  It begins at the top with a vision for how to achieve 

that goal and then consistent training and reinforcement to build those skills.  After those skills are built, 

they are more easily incorporated into the culture of the organization by giving it the proper focus, 

employing the right types of individuals, who enjoy and thrive on interactions with the public.  Finally, 

the means by which our citizens interact with us need to contribute to the customer service experience 

and not detract from it.  These avenues of communication should be user-friendly, easy to navigate, and 

meet our customers where they are (smartphone apps, telephone lines, and online).  

Consolidated Customer Service (311 Call Center) 
One possible solution to these customer service issues could be to implement a consolidated customer 

service call center, sometimes called a 311 Call Center after the popular three digit number 

implemented in other cities.  Several communities the size of Independence and larger have 

implemented systems including Kansas City, MO; the Unified Government of Kansas City, KS and 

Wyandotte County; and Columbia, MO.  Both Kansas Cities have implemented a 311 system where 

citizens can actually call 311 within the boundaries of their respective cities to report an issue or make a 
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request.  In Columbia they called their system a “Contact Center” and use a seven digit number for 

people to call. 

The benefits of such a consolidation would include a more comprehensive, thorough, and customer 

friendly way of handling requests.  Additionally, it could provide better data regarding service requests 

and complaints by making sure all requests are handled in a similar manner.  In municipalities that have 

implemented such systems, citizen satisfaction on service quality increased on average 20%.      

Consolidation would make training and management of customer service staff easier because 1) they 

will be in the same physical space, 2) managed by the same person, 3) staff’s focus will be exclusively on 

handling calls from customers, allowing them to become experts in short order.  Additionally, 

implementing a consolidated customer service center utilizing a state-of-the-art Customer Relationship 

Management (CRM) system would provide staff with the tools needed to answer almost any question as 

they arise.  A CRM system hooked into the online Action Center would also provide management with 

better more complete data pertaining to the types and volume of service requests received.  That data 

can then be used when making future budgetary decisions. 

Implementing a new 311-style system is anywhere from an 18 month to 24 month process that could 

include engaging the services of a consultant.  The consultant would play a major role in helping to 

define what the city’s requirements for a CRM system and then selecting and implementing the chosen 

system.  Other communities have phased in the departmental phone numbers that feed the system to 

work out any kinks in the system.  Over a period of time, all calls will be directed to one number and 

handled by the call center. 

If we were to model ourselves on systems already in place, in peer communities, we would expect to 

need approximately 7 customer service reps and 1-2 higher level managers.  Based on salary averages 

from across those same communities, a 311-style system is estimated to cost between 1-2 million 

dollars per year plus initial capital outlay for the CRM software and physical buildout.             

Recommendations 
Based on the findings of this report and an understanding of the city’s current priorities, as outlined in 

the strategic plan, the following recommendations are respectfully submitted.  It is the Management 

Analyst’s intent that these recommendations provide a framework to address the specific deficiencies 

identified in the city’s current external communications. 

1. The city should undertake an organization-wide rebranding process.   The final outcome should 

deliver ONE new or reworked logo/brand for the entire city as well as templates for collateral 

design and guidelines for their use by all departments.  The final brand should be consistent 

with the vision laid out in the Independence for All, strategic plan. 

 

2. The City Manager’s Office, through the Public Information Officer, should develop a citywide 

communications strategy that reflects the organization’s values and goals as outlined in the 
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strategic plan.  To achieve that goal the strategy should incorporate best practices in public 

sector communications, public relations, and new branding.   

 The communications strategy should (at a minimum): 

 Outline specific strategies or plans for each department or subject area 

 As new programs or issues come forward, develops specific communications 

plans that: 

 Put those issues front of the public earlier and solicit public feedback 

 Educate and inform key stakeholders to assist in the communication  

 Establish criteria for evaluating the effectiveness of the strategy  

  

3. In order to execute the new communications strategy and achieve message consistency, 

external communications should be funneled through the Public Information Officer.  The final 

scope of the oversight provided should to be determined by the City Manager.    

  

4. The city should implement a comprehensive customer service training program that includes 

ALL employees.  The program could be structured something like the following:   

 Basic customer service training for all employees  

 Specialized training on managing effective customer service teams for certain managers 

 In-depth customer service training  for customer service staff tailored specifically for the 

City of Independence, by including training on the role of city departments and 

processes 

 

5. The city should evaluate the technology (automated phone directory, call queuing, website, and 

voicemail) that customers interact with on a daily basis to ensure: 

 Queuing/call waiting systems are in place.  

 Voicemails are in place and checked on all general phone lines. (alternatively remove 

the numbers if they are routinely unmanned) 

 Website is user friendly and information is provided in plain language citizens will 

understand. 

 

6. The city should consider developing a smartphone application for the online Action Center that 

would allow citizens to enter requests or complaints via their phone. 

   

7. The city should further explore the feasibility of implementing a 311 call center or similar “one-

stop-shop” for customer calls.  The goal should be to consolidate the service request functions 

with the complaint function to better serve Independence Residents.  The acquisition and 

maintenance costs of a Customer Relationship Management (CRN) software system and the 

staffing needs of the center are the two key points for the decision.           
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Appendix A: Examples of Collateral Materials  
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Appendix B: City Counselor’s Response 
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Appendix C: City Manager’s Response 

 


