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Aswe ITO_te later in this chapter, it i important that urban executives understand

the political culture of the cities they manage. This concept, while slippery and

hard to measure, captures the attitudes and expectations of a citizenry about

the proper role and scope of government in a community. James Q. Wilson and

Edward C. Banfield gave us the often-maligned “ethos theory,” arguing that cities

had two fundamental political value systems—public-regarding and private-

regarding—each associated with different ethnic and income groups in cities.

One ethos could dominate politics in a city, or the two value systems could be

competing for dominance.”” Although research on this theory was subjected to

much criticism and found little empirical verification, it still presents a useful
dichotomy of competing cultures in cities. For example, a number of large cities in
the United States assess a local income tax that is often used to supplement welfare
benefits to city residents, but the political cultures of some other cities in America
would not support such a tax.

e Ofthe four latent subsystems, the socioeconomic situation is probably the most
recognizable. Common sense tells us, for example, that if a city’s economic base is
declining, tax revenues will also probably decline. Cities with dependent and elderly
populations have a different economic base and very different service needs than
do cities with thriving business districts, sports arenas, fully utilized convention
facilities, and populations of young, highly educated professionals living in po'sh
apartments and townhouses in the central city. Clearly, the demographic, SO?l.al,
and economic features of a city have a profound impact on local policies, politics,
and management. '

» The final latent subsystem is defined by the relationships among and between
governmental units. As we see in Chapter 9, cities operate within a compl;x system
of intergovernmental relations. Not only must they rely on tl'le federa¥ an sta(\lte

ancial support, but they must also bargain, negotiate, and com-
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dable outcomes. It is the job of the urban executive (1) to understand the Datuge
are lau . evalues (2) to determine the means and under what conditions to fogte Citzey
;Z:imd:[;zn, and' (3) to strengthen community through cin'c engagement. The impor.
tance of understanding community values as one key to enlarging m.al‘la gement Capacity js
discussed later in this chapter. For now, let’s focus on how to fos.ter citizen participatioy, in
the decision-making process. The case study in Policy and Pract'lc‘e Box 1.2 illustrates hoy
citizen participation can lead to true citizen collaboration apd civic engagement,

BOX1.2 Policy and Practice = .

PUBLIC ENGAGEMENT AND PARTICIPATION IN THE
HAMPTON, VIRGINIA, BUDGETARY PROCESS

According to professors Pamela Dunning and Pamela Gibson, using social media to encourage civic engage-

ment for some might be like “borrowing trouble and justincreasing . . . [one’s] workload!” This is especially the
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Box 1.2 iPolicy antl Pracllee™ 77 il B e e g e s o g e

» Social Media: The city used a host of soclal media to engage and inform citizens. For example, the city
created an "l Value Hampton" website that informed citizens of the various methods available that
they could use to provide input on the budget. These methods included calling a “311- customer call
center, e-mail, Facebook, Twitter, and comments drop boxes located around the city.” Google Maps
was used to guide people to where engagement chats were going to be held and to show the location
of suggestion drop boxes. Finally, an informational budget video was created by city management
that provided information about the status of the budget process. The video was available for
viewing on the local city television station as well as online.

« Online Survey: City management created an online survey for citizens to complete at their
convenience. The survey provided a list of major city services and asked citizens if each service was
a “want” versus a “need,” if the service should be increased, maintained at current level, reduced, or
eliminated; and to rate the relative importance of one service compared to others the city provided.

« Online Chat with the City Manager: Manager Bunting held online chats during the lunch hour and after
work which allowed citizens to ask questions about the budget and receive detailed responses in real
time. The chats were archived and made available on the city website.

« Meeting Polling: At city formal budget sessions, citizens could use “state-of-the-art keypad
technology” to anonymously provide input about various services and receive instant feedback from
city officials. ‘

« Website Information Sharing: Information gathered from various civic engagement mechanisms was
posted to the city website within twenty-four hours of the event.

In 2010, the first year of the campaign, more than 2 million positive comments about the process were
received from citizens. Attendance at public budget meetings increased from the previous year by 2,900
percent. The “l Value” campaign cost only $860 dollars for posters, information, comment cards, reusable drop
boxes, and design templates. In 2011, more than one hundred citizens participated in Budget Week, which
featured five formal public events that allowed citizen feedback using audience polling. Given the success in
the city budget process, the “I Value” campaign strategy was also used to update the city community plan,
waterways management discussion, and the five-year capital spending plan. :

Speaking about the “I Value” civic engagement effort, manager Bunting said: “All of us—myself, the City
Council, the larger community—felt that this outreach process put us all in a better place for understanding
and making important decisions. That's a healthy thing for our community.” ¢

To be sure, American cities and towns historically have been and will continue to be the bedrocks of direct
democracy. Like the ancient Greek city-states, the birthplace of democracy, local public leaders and citizens
can meet and hash out the details of public policy. This face-to-face interaction is often far different from
the more insular representative democracy practiced by state legislatures or the national Congress. Unlike
ancient Athens, however, manager Bunting brought local civic engagement into the twenty-first century
through the use of an arsenal of social media techniques, including a city website, 311-customer call centers,
online surveys and chat rooms, and website information sharing. One should also be impressed that the
budgeting process was the focal point of manager Bunting’s civic engagement effort. Perhaps no other
government issue is more contentious than the budget. Indeed, the budget is the supreme political docu-
ment since it allocates scarce resources. While all government budgets (federal, state, or local) are open to

{continued)
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E-GOVERNMENT REFLEGTS TWENTY-FIRST CENTURY

CULTURE IN CITY GOVERNMENTS
Information technology (IT) is the engine that drives the modern city, promising

increases in productivity, reduced costs, and better access to government by citizens
Moreover, the IT future seems boundless in possibilities and opportunities. IT’s child at
the ;iawn of the twenty-first century is e-government, or, the “electronic village.”
. s expllamed by public administration and IT expert M. Jae Moon, e government can
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reported on the use of the Internet for service delivery and citizen participation in a group
of about 145 cities and counties with 50,000 or more residents.” In general, most cities
(96 percent) report providing basic, static web pages for city and county departments. But
only 54 percent allow users to search or query databases, and only 9 percent allow for
e-commerce activities online. In terms of citizen participation opportunities, 68 percent
of the responding cities and counties publish the e-mail addresses of all elected officials,
60 percent post e-mail addresses for professional staff, 58 percent route e-mail to the appro-
priate departmental staff, and two-thirds (66 percent) of the cities and counties post meet-
ing minutes online. In contrast, less than 10 percent of the jurisdictions offer web audio or
video presentations of decision-making deliberations (7 percent), allow citizens to engage
with decision makers during deliberations (5 percent), or facilitate citizen-to-citizen discus-
sions (4 percent).

The 2002 Municipal Year Book report on e-government was based on The Electronic
Government Survey 2000, with a much larger sample size—about 1,500 cities and counties
of the approximately 3,000 surveyed.” Findings show that most local governments have
websites—86 percent of responding cities and 75 percent of counties. In 1997, the corre-
sponding figure for cities was 40 percent; there was a 115 percent increase between 1997
and 2000. In 1997, when queried if their city had an intranet, only 12 percent of the cities
responded affirmatively. In the 2000 survey, over half of the cities and counties (59 percent)
reported the existence of an intranet.

Fifty-six percent of the local governments report the employment of a web manager or
administrator. This position is full-time in about 25 percent of the cities and counties and
is part of another position in about another 68 percent of the jurisdictions; the remaining
7percent are contract, part-time, or volunteer personnel. Only one in ten local government
officials report that they have an overall e-government strategy or master plan.

When asked about citizen satisfaction with local websites, city and county officials
report satisfaction ratings among the citizenry of 65 percent stating that the website “meets
expectations,” 17 percent saying that it “exceeds expectations,” and 18 percent noting that
the website is “below expectations.” Few cities (11 percent) offer financial web-based trans-
actions, but 31 percent said that they post requests for bids and/or proposals on their
website,

Respondents noted that barriers to implementation of e-government include lack
of expertise, insufficient financial resources, and security issues. Major impacts of
€-government activities include (1) increased demands on staff, (2) reengineering pro-
cesses, (3) changed staff roles, and (4) processes becoming more efficient.

In the 2003 edition of the Municipal Year Book, Evelina R. Moulder offers a summary
of ﬁndings on “E-government: Trends, Opportunities, and Challenges” that is based on

4 survey of nearly 8,000 cities and counties.™ The response rate was about 53 percent,
f‘;m 4,123 cities and counties. Asin previous surveys, a supermajority of cities, 74 percent,
Olte

I'websites in this larger survey. The percentage rises to 88 percent of local governments
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rSnuarrzr::jerressp(())ndents cite three major barriers to e-government activities in their cities—lJack
of financial resources (64 percent), lack of technology/web staff (63 percent), and lack of
technology/web expertise (43 percent). Between the 2003 and 2005 IC.MA e—govemm‘ent
surveys, not much occurred at the local level in terms of expanding services offered online.
Of the nineteen services reported, with one notable exception, the percentage of services
offered in the two years were “nearly, if not exactly, the same.””® The one exception noted
above was that the percentage of cities/counties that offer citizens downloadable forms via
the Internet increased from 3 percent in 2002 to 58 percent in 2004. As in previous years,
the most widely offered web services were informational in nature, posting the council
agenda and minutes (76 percent), listing codes and ordinances (66 percent), online com-

munication with elected and appointed officials (66 percent), and providing employment
information and applications (60 percent).
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manual completion (e.g., voter registration, buildin
ment information/applications (88 percent); (5) co
and appointed officials (69 percent): (6) geographic
data (65 percent); (7) e-newsletters sent to resident
(60 percent); (9) streaming video (51 percent): and

For transaction-based services, 58 percent of
“requests for service” such as pothole repair. Fifty
residents to pay their utility bills online: 50 perce
records; 48 percent allowed citizens to register

g permits) (89 percent); (4) employ-
mmunication with individual elected
information systems (GIS) mapping /
s/businesses (64 percent); (8) e-alerts
(10) video on demand (45 percent).

the respondents said they allowed for
-three percent of the jurisdictions allowed
ntaccepted requests for local government

for the use of recreational /activities such as
classes or picnic areas; and 41 percent accepted the payment of fines or fees.

About two-thirds of the governments report they have adopted at least one social
medium, with 92 percent of these adopters subscribing to Facebook, 70 percent adopting
Twitter, 45 percent posting on YouTube, 20 percent blogging; and 16 percent using Flickr.
Twenty-seven percent of the local governments use cloud computing.

Only two barriers to adopting e-government were cited by a large percentage of respon-
dents, lack of financial resources (67 percent) and lack of technology/web staff in the IT
department (46 percent). When asked how e-government has changed local government,
87 percent of the local governments cited improved customer service, 78 percent said
improved local government communication with the public, 52 percent said that it had
increased efficiency of business processes, and 50 percent said e-government had increased
time demands on IT staff.

While the adoption of e-government initiatives by local governments is laudatory, a
caveat is in order. Slightly more than one-half (53 percent) of the respondents indicated
that their e-government applications are mostly one-way communication to citizens.

About one-third of the local governments (31 percent) reported that their applications and
services are about half and half (i.e., one-way and two-way communications). Only about
16 percent of the jurisdictions offered mostly two-way communication. Thus, as Norris
and Reddick note, “[T]here is virtually no evidence that e-government has transformed
governments, changed relationships between the governments and the governed, or led to
electronic democracy.”” Ultimately, at least we would argue, the power of e-government is
its use as a tool to achieve e-democracy, like city manager Bunting did in Hampton, Virginia
(see Policy and Practice Box 1.2).

Finally, we note that current research is trying to determine the impact of various
structural, demographic, socioeconomic, and organizational factors that influence the use
and development of e-government technologies. Based on an analysis of websites among
the fifty-five most populous U.S. cities, and a subsequent survey of web masters in these
Cities, Alfred Tat-Kei Ho, for example, offers a typology of websites according to their
design.”™ Tyyg types of website approaches emerge: administrative and nonadministra-
tive, In turn, the nonadministrative category contained two website orientations: infor-
Mational and user. Based on analysis of survey responses, the cities whose websites are in
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organizational characteristics of cities impact the demsmn't-o create websites that g, more
administrative or more nonadministrative in character. Cities that adopted more Progres.
sive informational and user-oriented websites were cities where non-IT departmenty staff
supported using the web to deliver public information and services and where sufficiey
funding and staffing for web development were availabe. Finally, research by M. Jae Moon
finds that council-manager governments are more likely than mayor-council governmeps
to have websites and to be early adopters of web technologies.#!
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