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GRIEVANCE DATA

ANALYSIS PROJECT

(Objective & Outcome)

Context

Department of Administrative Reforms & Public Grievances (DAR&PG) administers a public grievance portal - Central Public
Grievance Redress and Monitoring System (CPGRAMS). This is a portal where the citizen can register his/her grievances
pertaining to any of the 94 Central Government Departments/Ministries.

This portal receives ~3,00,000 complaints annually across the 94 Departments/Ministries and the number of grievances
registered has gone up from 1,32,751 between May 2014 to September 2014, to 4,66,406 in the same period, i.e., from May 2015
to September 2015, due the Prime Minister’s personal interest.

The grievances received on the portal are rich data points, especially in terms of the type of reforms (administrative and
policy) that would create maximum positive impact on the citizens.

Objective

The objective of the diagnostic study undertaken by the Quality Council of India, as per the mandate given by DAR&PG, was
two fold:

1. Grievance Data Analysis (in bold): Analysis of the grievances being received by the respective Departments/Ministries
on CGPRAMS and identification of key issues

2. Systemic Reforms Recommendation: Identifying key systemic reforms that can be implemented to resolve these issues
to prevent recurrence of these issues

Approach
To ensure that the above objectives are achieved, a 3 point approach has been used, which has been detailed below:

1. Data analysis of the grievances across top 20 (based on number of grievances received) prioritized Ministries with a
structured approach which has been detailed in the diagram below.

Data Analysis Process for all Ministries
Focus on identifying services that cause maximum number of grievances

Identification Identification Grievance Focus
of Top of Top Sub- Category Service
Ministries Departments Analysis Identification

Identified top 20 Min- For each Ministry, iden- For each Sub- Dept, For each category, de-
istries causing >75% of tified top Sub-Depart- identified top grievance tailed sampling of 10%
all grievances ments causing >60% of categories that cause of all addressable!

all grievancess >60% of all grievances grievances done

2. Root cause analysis of the above grievances in conjunction with the respective Departments/Ministries, explained in de-
tail on page 7.

3. Systemic and structural changes reform recommendations after discussions with the Department/Minsitry based on
learnings from global and domestic best practices



Identification of the top 20 Department/Ministries for initial focus of efforts

The first step of the effort, as per the approach mentioned earlier, is the identification of the top 20 Ministries, which has been done
based on the number of grievances being received by the particular Department from 01.01.2012 to 19.08.2015. The findings have
been summarized in the table below and for the scope of this particular report we will be focussing on the Central Board Of Excise
and Customs (rank 18).

List of top Ministries/Departments based on combination of quality parameters

No. of Grievances No. of Grievances No. of Grievances
recieved pending pending
# of grievances (> 12M) (6M - 12M)

Overall Ministry No. of No. of No. of

Rank Grievances Grievances Grievances

1 Department of 1 161,014 13 11 11 126
Telecommunications

2 Ministry of Railways (Railway |2 76,776 3 878 2 1,750
Board)

3 Department of Financial 3 65,095 16 - 13 43
Services (Banking Division)
Ministry of Home Affairs 4 41,443 11 47 12 73

5 Central Board Of Direct Taxes 5 38,825 5 381 9 200
(Income Tax)

6 Department of Higher 6 34,594 2 1422 1 2,143
Education

7 Ministry of External Affairs 7 30,780 16 - 17
Department of Posts 8 27,552 14 9 15 17
Department of Health & Family |9 27,552 10 52 10 160
Welfare

10 Ministry of Petroleum and 10 26,836 7 83 8 447
Natural Gas

11 Ministry of Labour and 11 25,835 16 - 17
Employment

12 Department Of Defence 12 25,423 1 1877 6 744

13 Department of School 13 23,862 8 68 3 1,114
Education and Literacy

14 Department of Personnel and |14 21,681 12 12 16 14
Training

15 Ministry of Road Transport and | 15 20,660 6 198 4 984
Highways

16 Ministry of Urban Development | 16 15,187 4 400 7 459

17 Department of Justice 17 13,879 16 - 17

18 Central Board Of Excise and 18 12,698 15 3 14 27
Customs

19 Department of Revenue 19 12,616 9 64 5 954

20 Department of Ex Servicemen |20 12,062 16 - 17
Welfare

SOURCE: DARPG Data (01-01-2012 to 19-08-2015)

Focusing on these 20 ministries/departments will target ~73%

of the overall grievances in Central Govt.



DEEP DIVE

ANALYSIS

Introduction

The Revenue Ministry is responsible for levying and collec-
tion of both direct and indirect taxes. The independent two
departments under the Department, namely, Central Board
of Direct Taxes and Central Board of Excise and Customs,
which came into existence in 1964.

The Central Board of Excise & Customs (CBEC), as the name
suggests, is the nodal agency primarily responsible for ad-
ministering custom laws in India and for collection of import
duties. The responsibilities of the department span across 3
verticals which have been detailed below:

1. Central Excise & Service Tax: The department is responsi-
ble for collection of excise duty and service tax, collection of
customs duty as applicable at Special Economic Zone’s, and

prevention of smuggling through Land Customs and Border
Check Points.

2. Customs: In case of International airpots, seaports, in-
ternational air cargo stations and otherwise applicable, the
department collects customs and is also responsible for pre-
vention of smuggling through sear or international airports.

3. Central Bureau of Narcotics: Prevention of drug trafficking
and abuse of illegal substances, and collection of narcotics
duty is the responsibility of this department.

Since, the grievances related this department are linked to
a revenue stream for the government, it is of utmost impor-
tance

Identification of top Sub-Departments

As per the methodology mentioned above, the first step was
to break the grievances down in terms of the sub -depart-
ments it was being forwarded to.

These sub-departments have been defined as per the offi-
cer-in-charge who it is forwarded to within the Department/
Ministry, as defined by the respective Department/Ministry.
For the Central Bureau of Excise and Customs, the sub-de-
partments receiving maximum number of complaints have
been defined by service/responsibility of that Director.

The highest grievances have been received by the Tax Re-
search Unit -led by the corresponding Joint Secretary

(as defined by the Ministry), and the next highest grievances
received by Customs - directed to the Joint Secretary Chief
Commissioner.

The figure below depicts the sub-departments that receive
the maximum number of grievances for this particular de-
partment, and a detailed category wise analysis for the
sub-departments is shown below. The top 5 departments,
account for ~75% of all grievances and have the grievanc-
es received by these sub-departments have been analyzed
further



Top 4 Sub-Departments account for ~70% of all received grievances
Categorized grievances received by Sub-Departments'’

2,420

Total number 49 8 Focus Senvices
of grievances

492

196

103
E3 714

~600 grievances were forwarded in May with
an average of ~2-3 months of delay; at steady
state grievance, CBEC receives ~400 griev-

ances per month 28%

Tax Customs Central Admin Service Tax Others
Re;search (to JS, Chief Excise (to JS) (to Comm.)
Unit (to JS) Comm.) (to Chief
Comm.)

1 All grievances reported between 01/04/2015 & 31/08/2015 across all touch points
SOURCE: DARPG data

Identification of Focus Service

The next step as defined in the process earlier, is to conduct  lowed by Alleged Malpractice issues which accounts for
a grievance-by-grievance analysis for a sample of the griev-  47%. The specific details of these types of grievance issues
ances received by the top 5 sub-departments, namely, Tax  and the other grievances issues have been detailed out in
Research Units, Customs, Central Excise, Admin and Service  the table below.

Tax.

For CBEC, the top recurring addressable issues across the
Sub-Departments have been summarized below in the table.
The top most issue for CBEC is about pensions disbursement
which accounts for ~48% of all addressable grievances, fol-



Top 8 zones account for a majority of the customs related issues
(Central Board of Excise and Customs)

Identification of top grievance causing geographies

As per the methodology mentioned above, the first step was to break the grievances down in terms of the sub -departments it was
being forwarded to. However, in case of Central Bureau of Excise and Customs, the classification of the sub-departments to which
the grievances are forwarded to are not very distinctly classified, and regional departments of the Central Board of Excise and
Customs (CBEC), which are equivalent of having zonal CBEC’s with similar sub-departments.

Hence, we have tried to evaluate the cities/regions which have received maximum of complaints, and as per our analysis the Delhi
region accounted for 9% of the grievances, followed by the Mumbai region which accounted for 7% of all grievances and the third
highest was the Chennai region which accounted for nearly 5% of all grievances.
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Focus senvices
3 services identified to focus on for designing process reforms for deep dive

Top Grievance Causing Impact %’ Details?

Services (QCI defined)

¢ No revision in pension amount, as per the
6th pay commission

Inefficiency in pension O * Long delay in pension release (and gratuity,
release process O leave encashment, medical allowance)

e Administrative errors (e.g. passbook not
issued, PPO misplaced, DOB wrong)

¢ High custom calculation; incorrect exchange
rate levied

customs office 4 7 O dlemen (custom clearance) and post office

(foreign insurance)

¢ Shipment held long without intimating user —
customs bottleneck

. . ¢ Officers regularly come in late
Issues with service O
quality O * Customs’ officers mishbehave when citizens

inquire on abnormal taxation

1 % of total addressable grievances
2 97% of total addressable grievances received by Central Board of Excise and Customs between 1/4/2015 and 31/8/2015

Conclusions

For the focus services identified, the ones that are addressable and with maximum impact have been selected for further anal-
ysis. For the given department, the top 3 grievance causing services are chosen for further deep-dive and root cause analysis.

The following section details the process flow for the root cause analysis, and the procedure followed for coming up with sys-
temic reforms for each one of the service issues



Grievance redressal procedure - Inefficiency in pension release (sample)
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Grievance redressal procedure - Inefficiency in pension release (sample)
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STRUCTURAL

REFORMS DESIGN

(Initial Thoughts & Next Steps)

The focus services identified for further analysis are studied in detail. The processes for the delivery of the service, the mon-
itoring mechanism, and other aspects of service delivery have been studied as a part of the project.

For each one of the issues, the key root cause for the improper delivery of service is identified and studied, and a correspond-
ing solution or recommendation is designed. These recommendations are arrived at in conjunction with the ministry repre-
sentative.

Since, these issues faced by the departments at the Central level in India have been faced before by other organizations in
both the private and public sector in both India and globally. The global and local learning’s have been incorporated into the
recommendations made for each one of the process reforms.

A detailed description of the root cause for the below par service quality, a proposed solution based on global and local
best practices, and the current status of such an initiative being undertaken by the government has been mentioned in the
following part of the report.

For each one of the issues, the problem has been broken into multiple parts in order to ensure that each aspect of the prob-
lem is addressed independently, while ensuring maximum impact.

Inefficiency in pensions release process
Issue analysis and proposed solution

Focus issue Root Cause Proposed solution Current status

Pensions are not Reforms for pensions process will be collated in a separate document applicable across
revised CBEC, Railways and Ex-servicemen Welfare ministries

Pensions are
delayed

Administrative
errors (PPO
misplaced, DOB
wrong, etc.)




Alleged malpractices at customs office
Issue analysis and proposed solution

Focus issue Root Cause Proposed solution Current status
High custom ¢ Exchange rate fixed for 15 | ¢ Explore linkage of_
? lati day period (not daily) - exchange rate (daily)
_ca culation - citizens lack awareness on guided by RBI with one
incorrect exchange duty structure used by customs office
rate levied (fixed)
¢ Use of display boards,
self-service kiosks to
guide citizens on ex-

change rate calculation
e.g. e-Filing of income tax

No plan in place

Doctors register ¢ Agent fee structure not ¢ Lay broad guidelines on
. defined by department commission rates for
presence at multiple authorized agents
colleges e Punitive action taken
against agent after griev- ¢ Spread awareness

amongst 1st time im-
porters; clearly list autho-
rized agents on website

ance is filed

Make complaints pro-
cess easy and accessible

Alleged malpractices at customs office
Issue analysis and proposed solution

Focus issue Root Cause Current status

Shipment held long
at customs office

— no intimation to
importer

Proposed solution

¢ Spread awareness to
improve citizen usage of
central tracking sys-
tem - helps with quick
resolution of query raised
by customs office

¢ Delay due to enquiry on
missing info from import-
ers, sometimes
Mis-declared assessable
value
Airway bill number not
provided, hence, unable to
track parcel ¢ Create competition
within customs zones,
reward best-in-class;
Link KPIs of customs offi-
cer with clearance rate
e.g. Swachh Bharat clean-
liness index for wards,

cities

No plan in place

¢ No central monitoring of
parcel clearance %




Issues with service quality
Issue analysis and proposed solution

Focus issue Root Cause Proposed solution Current status
Officers regularly o Staff frequently late; No o Aadhar based IT atten-
coming in late tracking system to keep dance system, with cen-
- = @@ BN tral tracking of customs’
employees

¢ No central performance
monitoring leads to zero ¢ Link KPIs with atten-
risk of penalty dance to incentivize/pe-

nalize as reqd.

e.g. Attendance system at

Gol offices for staff
Rude behavior of e Shortage of staff to handle | e Simplify admissions No plan in place
customs’ officers frequent customer queries. | process to allow more
St  Hence, impatient attitude applications for customs

staff positions

Spread policy awareness
among citizens through
SMS, self-serve kiosks,
display boards — reduce
human dependence

The above suggestions will serve as the starting point for further discussions within the Ministries/Departments to ensure
quality delivery of services & grievance redressal to the citizen.

Each Ministry/Department will have their own final definitions of these reforms which will be developed based on further
discussions and deliberations.



