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QUALITY MANAGEMENT

An introduction:
An Unprecedented Demographic Change

Early in the new millennium, our earth will be urbanized. For the first
time in contemporary human history, more than half the world's population
shall live in urban areas very soon. Many of them will live in poverty and
squalor, deprived of their basic needs and rights

The world's urban population has been growing rapidly from under
300 million in 1950s to 2.7 billion in 2000. Currently, the urban growth rate
stands at 2.5% annually adding around 55 million people to urban areas.
Centres like Surabaya, Guadalajara and Bangalore who were secondary
towns not so long ago have become metropolitan areas during the past
few decades. Natural demographic increases have begun to overtake
migration as the main cause of urban growth. Growing unemployment &
poverty, malnutrition, social exclusion and environmental degradation are
now the main issues to be tackled by urban decision-makers.

The Asian Scenario

Meanwhile, there are some major trends that will have a serious and
lasting impact on Asian cities in the coming century. By the year 2010, 4.2
of the world's 7 billion population will reside in Asia and the Pacific; About
half (45%) of the world's GDP growth will take place in Asia; Forty-three
percent of the Asian population will live in cities; and thirty-three Asian cities
will have populations of 5 million or more in the 21st century.

Urban Centres and National Development

The capacity of the nations to pursue their economic and social goals
has begun to depend more and more on their ability to govern their cities.
As a result, urban management has assumed increasing importance. This is
largely due to the quantum and quality of contribution that urban centers
make to the national income and to other spheres of development such
as the creation of social and political ideals, transfer of information and
technology, and creating social capital through fostering of human
resources, arts and culture.

Cities are engines of economic growth and hubs of political and
cultural fusion. Globalization and the attendant liberalization of economy
in most Asian nations highlight the growing urban predominance over the
national life and character. They are interdependent as never before.

"For better or for worse, the development of contemporary societies
will depend largely on understanding and managing the growth of cities;

5



the city will increasingly become the test bed for the adequacy of political
institutions, for the performance of government agencies and for the
effectiveness of programme to combat social exclusion and to promote
economic development." (UNCHS/Habitat Urban Indicators Programme
Home Page, January, 1999)

Municipal Functions

As opposed to conventional functions that they have been used to,
most city governments are today engulfed by many different demands by
their citizens. Most of these are new and techno-centric functions. While
handling the day to day management of the city within a macroeconomic
framework over which the city governors have no direct control, urban
local bodies are now expected to plan and coordinate and oft times
manage a plethora of urban facilities and activities. They include urban
environment, urban transport; anti poverty measures; facilitation of urban
economy and productivity, and human settlements development.

These new responsibilities have been thrust on local administrations
by superior governments so suddenly and without the necessary power,
authority, resources and training to manage them as desired. With or without
these new responsibilities, urban local administrations everywhere have
generally shown a serious lack of ability and capacity to carry out their
statutory responsibilities. They have failed to maintain their cities as clean,
caring and responsive habitats. Also, there is much to be desired in the
maintenance of the rule of law. In the Eighties, local governments attributed
their failure to their lack of local autonomy. But the Nineties saw a substantive,
though not adequate, transfer of authority from central to local governments
yet, without much corresponding improvement in local government.

In some countries, some actions by higher levels of government have
resulted in serious erosion of the existing municipal revenue base. An
example is India where the State Governments have take over the collection
of Octroi transport tax, which has been the main revenue earner of the
urban local bodies for a long span of time. The local bodies are
compensated for by a static annual payment in lieu of it. At a most critical
time of the country's economic expansion, urban local bodies thus have
lost an expanding revenue base

In most countries, central governments have been creating special
statutory bodies, over the past thirty years or so, particularly for water,
drainage, and transport, causing serious shrinking of power and revenue
base of the municipalities thereby further impeding the development work
of urban local governments.

Meanwhile, the nature of state too is changing towards democratic
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and administrative decentralisation, greater local autonomy & control and
community empowerment & community-based management. These are
challenging new flight-paths for local governments.

The Response: Good Governance

Under the circumstances, effective governance within the available
frame of power and resources appears to be the only solution to minimizing
the managerial stress and maintaining an adequate level of urban services
and facilities appears to be.

The response to these challenges lies in good governance. "Wherever
change is for the better, wherever the human condition isimproving, people
point to good governance as the key. This better governance is not just
national - it is local, regional and it is global. Few things are more sensitive -
and more challenging - than improving governance." (James Gustave
Speth, UNDP). Good governance makes accountability, transparency,
participation and rule of law mandatory administrative functions. They are
vital pre-requisites for sustainable urban development.

Governance - A Human Rights issue

Governance is a human rightsissue. All human beings are born equal
in dignity and rights. Everyone is entitled to all the rights and freedoms set
forth in the Universal Declaration of Human Rights. According to its Art. No.
21, everyone has a right to take part in the government of his/her country,
directly or through elected representatives. The will of the people shall be
the basis of authority of government. Everyone has the right to social security
and to a standard of living adequate for the health and well-being of himself
and of his family. Motherhood and childhood are entitled to special care
and assistance. Enjoying all these rights is possible only if societies nurture
and ensure that their governments are responsive to their needs and
aspirations, effective in helping everyone meet such needs, participatory
in decision-making, transparent in whatever they say and do and,
accountable for and equitable in all their actions. For all this, governments
must have a long-term vision and strategy.

Managing a Vortex of Behaviour & Action

Allhuman endeavor requires direction, guidance and discipline and,
it is more so, when such endeavors are expected to impact on families,
communities, societies and on their environment as whole. Urban
management is no exception to this rule. As human needs and aspirations
undergo change periodically, development thought and approaches
similarly advance with expanding human knowledge. Resultantly,
managing urban centres has become a complex responsibility with a broad
and ever-growing network of functions and duties. The old styles of controls
have passed away giving way to new and more dynamic managerial
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imperatives. These imperatives call for critical changes in urban planning
and administration. The old style of functioning can no more guarantee
the delivery of the essentials for urban well-being.

Structures, Understanding & attitudes must change.

The primary call, therefore, is for attitudinal changes. Municipal and
national governments will not be able to meet peoples' aspirations unless
their decision-makers are prepared to look anew at urbanization, urban
form, urban poverty and urban management systems. Such change in
perspective must be accompanied by an in-dwelling change in their
attitude, leadership style and goals. Only then will they be inspired and
motivated to make the many changes required to the cantilevers of urban
governance - the laws, institutions, and administrative processes &
procedures.

Obviously, harmonizing the attitudes, structures and processes of
government with the aspirations and needs of its urban citizens would not
be enough. Such change will not necessarily or automatically lead to good
human progress unless operationally-dynamic administrative mechanisms
and legally valid checks & balances are in place to ensure that the peoples'
aspirations are met through (a) productive facilitation of opportunities and
(b) unimpeded enforcement of policies and legislation that such systems
promulgate. In doing so, care must also be taken to ensure that their results
will contribute to build a society that upholds justice, equity and peace. In
the final reckoning, governance must not only appear to be effective but
should also be measurably effective.

Good Governance Initiative

Since the early Nineties, the United Nations have pointed out that
member countries need to pay greater attention to the way their
government systems and procedures have been operating in order to
ensure that theirs was good governance. They introduced the term
'‘governance' to the development vocabulary and made a conscious effort
to popularize the concept of good governance. Their policy papers on
Governance were explicit and inviting. Today, the concept has gained
currency in many development arenas and agencies and nations have
begun to work on improving their governance.

Technical inputs in support of the movement specifically for good
urban governance came from UNDP's The Urban Governance Initiative
(TUGI) and UNCHS' Urban Observatory Project. More recently, the latter has
also launched a Global Campaign for Good Urban Governance.

Several other programmes in the region have been valuable in
promoting good governance and TUGI has done a mapping of these.
Among the key programmes are -the Benchmarking Project of the Asian



Development Bank (ADB), Community Action Planning, Technical
Cooperation Among Developing Countries (TCDC) Transfer Process of Best
Practices promoted by CityNet, Local Agenda 21 (LA21), the Local
Environment Facility for Urban Environment (LIFE), Sustainable Cities
Programme of UNCHS, Urban Development for Local Efforts (UDLE)
introduced by GTZ, Urban Forums by ESCAP, Health Cities Project of WHO,
the Urban Management Programme (UMP) of UNCHS, the Asia Pacific Cities
Forum (APCF) and the Sustainable Penang Initiative. We estimated that at
least 240 cities in the Asia Pacific region have adopted at least one of the
programmes mentioned above. TUGI is pleased to launch a book called
Action for Better Cities (ABC) - Tools and Methodologies for Good Urban
Governance.

What is good governance?

A critical pre-requisite for measuring good urban governance is a
full understanding of what governance is and the difference between
Governance and Government. There are many different ways to describe
government and governance.

Governmentis described as the repository of confidence and power
of the people delegated by them for a fixed period of time for the express
purpose of identifying, mobilizing, organizing, guiding and directing all
available resources, human and other, to facilitate planned and
participatory transformation of their society towards enhanced well-being
of its people, via just enjoyment of all its needs, rights, aspirations and
sustainable peace. Governments are necessarily political regimes pursuing
a course of development action that they consider as most suited within
the construct and form of their society and its constitution. Government
comprises the constitution & laws, institutions & structures, management
mechanisms & administrative processes. These are devolutionary instruments
that make a government participatory and responsive.

Governance, on the other hand, is the sum of cumulative practice
of behaviour and attitude of the government as seen in the manner they
create and use the said devolutionary instruments. Form, style, systems,
methods, and procedures of government generally reflect the pattern of
governance in a nation or city. The quality and effectiveness of governance
depend mostly on how judiciously the government uses the said instruments
to help people achieve the ultimate goal of their progress - justice, equity
and peace.

The term 'Governance' is derived from the Greek word 'kybernan'
and 'kybernetes'. It means 'to steer and to pilot or be at the helm of things'.
While the term 'government’ indicates a political unit for the function of
policy making as distinguished from the administration of policies, the word
'governance' denotes an overall responsibility for both - the political and
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administrative functions. It also implies ensuring moral behaviour and ethical
conduct in the task of governing, i.e., the continuous exercise of authority
on both the political and administrative units of governments.

Some noteworthy definitions of 'governance' come from the World
Bank, UNDP, OECD and The Commission of Global Governance. They are:
'The World Bank has identified three distinct aspects of governance: (i) the
form of political regime; (i) the process by which the authority is exercised
in the management of a country's economic and social resources for
development; and (iii)) the capacity of governments to design, formulate
and implement policies and discharge functions.' (World Bank, 1994)

'‘Governance is viewed as the exercise of economic, political and
administrative authority to manage a country's affairs at all levels. It
comprises mechanisms, processes, an institution through which citizens and
groups of articulate their interests, exercise their legal rights, meet their
obligations, and mediate their differences.' (UNDP, 1997)

'The concept of governance denotes the use of political authority
and exercise of control in a society in relation to the management of its
resources for social and economic development. This broad definition
encompasses the role of public authorities in establishing the environment
in which economic operators function and in determining the distribution
of benefits as the nature of relationship between the ruler and the ruled'.
(OECD, 1995)

'‘Governance is the sum of the many ways individuals and institutions,
public and private, manage their common affairs. Itis a continuing process
through which conflicting or diverse interests may be accommodated and
co-operative action may be taken. It includes formal institutions and regimes
empowered to enforce compliance, as well as informal arrangements that
people and institutions either have agreed to or perceive to be in their
interest'. (Commission on Global Governance, 1995)

Good governance is both a goal and a process. It only can help us
find solutions to poverty, inequality and insecurity. It creates an environment
in which civil organizations, business community, private citizens and other
institutions can assume ownership of the city development process and
the management of their communities.

Measuring Good Governance

There is a popular myth that economic growth will automatically
lead to equitable human development. It is true that it will lead to
development of some and not the whole society. When good governance
is absent, a greedy few will, by might and craft, can appropriate to
themselves the best of the fruits and profits of economic growth leading
the way to greater economic and social disparities. Responsive and
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accountable governance systems and processes upholding equity and
rule of law will prevent such polarization of resources, both material and
human.

Three Interdependent Actors of Governance

There are three main actors involved in good governance. They are
the State, the Civil Society and the Private Sector. All three are critical for
sustaining human development. Because each has weaknesses and
strengths, a major objective of good governance is to promote highest
possible constructive interaction among the three in order to minimize
individual weakness and utilize the strengths optimally. The intricate
intercourse between and among these three domains will indicate the
direction of the society's economic and social fight path. The more integral,
balanced and inter-dependant the three are the better for that society.

The State provides the foundation of Justice, Equity and Peace,
creating conducive political and legal environs for human progress. The
Civil Society provides the foundation of Liberty, Equality, Responsibility &
Self-expression. The Private Corporate Sector provides the foundations of
economic growth and development. The three regimes carry out these
responsibilities by performing multifarious tasks.

To register early and sustainable progress in development, a creative
pact through cooperative alliances and partnerships among these three is
necessary. The pact must describe (i) what creative responses will it contain
to address the burning socio-economic issues, (i) clearly defined roles for
each of the three, collectively and severally, in monitoring the progress
through yardsticks and indicators specifically identified for the purpose.
These indicators must be scientifically prepared, methodically pre-tested
and sensitively introduced.

Governance is the cumulative result of the interaction among the
three regimes in society's political, economic and administrative domains
described below. It will have a lasting impact on the life styles and living
standards of its citizens. These regimes comprise the governance system
through many different and complex mechanisms, institutions, and partners,
processes and relationships which citizens use on daily basis to:

articulate their needs, problems and aspirations;
exercise their rights and duties;

obtain redress or solutions, and

Mediate to maintain law, order and justice.

Any attempt at measuring good governance must have indicators
to assess the effectiveness of interplay among these regimes. Some of the
results of this interplay may not be too easily discernible and measurable.
Yet, the overallimpact can be measured through peoples' own involvement
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in the assessment process.
Results of Good Governance
Good governance results in:
e The orderly organization of the city's predominant political thought,
vision & action,
e The administration of events & processes leading to the realization of
the vision, and
¢ The maintenance of ethical rhythm and equity in the distribution of
the fruits of realizing the vision, to the satisfaction of all.

The result of good governance is development that 'gives priority to
poor, advances the cause of women, sustains the environment, and creates
needed opportunities for employment and other livelihoods' (Re-
conceptualizing Governance, UNDP, 1997. Pp. 1)

UNDP has observed that Governance is good and effective when it
subscribes to, promotes and ensures the following Nine characteristics:

- Participation - Consensus Orientation - Effective & Efficiency
- Strategic Vision - Responsiveness - Equity Building
- Rule of Law - Transparency - Accountability

UNCHS Global Campaign for Good Urban Governance proposes
that good urban governance is characterised by Seven norms that are
interdependent and mutually reinforcing:

- Sustainability - EQuity -Transparency & Accountability
- Decentralisation - Efficiency - Security
- Civic Engagement & Citizenship

Lets take the nine characteristics of good urban governance as
proposed by UNDP and how they can provide the primary yardsticks for
measuring governance. Indicators must help assess the degree and quality
of performance in each of these character domains. In other words, the
assessment tools employed must lead us to measure the extent to which
the governance of a particular urban local body is: participatory;
sustainable, legitimate and acceptable to people, transparent; promotes
equity and equality; able to develop the resources and methods of
governance; promotes gender balance; tolerates and accepts diverse
views and perspectives; able to mobilize and efficiently use resources for
social purposes; operates by rule of law; commands pubilic trust and respect;
accountable; sensitive to the needs and aspirations of citizens; regulatory
rather than controlling; and facilitating instead of providing.
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Quality Management Systems

General Concepts

Introduction

All organization, large or small, has an established way or system of
doing business. A quality management system is about how an organization
manages its business activities which are associated with quality of service.
Quality management system helps an organization to build systems which
enable it to provide quality service consistently. It may be clarified that
characteristics of the service(s) and their standards. Therefore, quality
management system standards are not alternate to service standards. In
fact, they are complementary to each other. The use of service standards
together with quality management system standards help in not only
maintaining but also continually improving quality of services, which may
result in enhancing customers’ satisfaction and competitiveness.

Quality management systems standards take into consideration eight
quality management principles, namely, customer focus, leadership,
involvement of people, process approach, system approach to
management, continual improvement, factual approach to decision
making, and mutually beneficial supplier relationships, which are relevant
and applicable to all organizations providing service.

Quality management standards promote the adoption of a process
approach when developing, implementing and improving the effectiveness
of a quality management system, to enhance customer satisfaction by
meeting customer requirements.

For an organization to function effectively, it has to identify and
manage numerous linked activities. Set of inter-related or interacting
activities which transforms inputs into outputs is termed as process. Often
the output from one process is the input to the next process.

The application of a system of processes within an organization,
together with the identification and interactions of these processes, and
their management, can be referred to as the 'Process Approach'.

An advantage of the process approach is the ongoing control that
it provides over the linkage between the individual process within the system
of process, as well as over their combination and interaction. In addition, it
highlights the value addition at every stage.

When used within a quality management system, such an approach
emphasizes the importance of
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Understanding and meeting requirements,

The need to consider processes in terms of added value,

Obtaining results of process performance and effectiveness, and
Continual improvement of process based on objective measurement.
(Note - Introduction is an extract from IS: 15700, Foreword)

Eight Quality Management Principles

1.

8.

Leadership
Leaders establish unity of purpose and direction of the organization.
They should create and maintain the internal environment in which
people can become fully involved in achieving the organization's
objectives.

Involvement of People

People at all levels are the essence of an organization and their full
involvement enables their abilities to be used for the organization's
benefit.

Process Approach
A desired result is achieved more efficiently when activities and related
resources are managed as a process.

System Approach to Management

Identifying, understanding and managing interrelated processes as a
system contributes to the organization's effectiveness and efficiency
in achieving its objectives.

Continual Improvement
Continual improvement of the organization's overall performance
should be permanent objective of the organization.

Factual Approach to Decision Making
Effective decisions are based on the analysis of data and information.

Mutually Beneficial Supplier Relationships
An organization and its suppliers are interdependent and a mutually
beneficial relationship enhances the ability of both to create value.

Important Terms & Conditions
IS/1ISO 9000 : 2005 Quality management systems - Fundamentals and

vocabulary (Third revision) provides definitions and explanations, where
relevant for general terms used in the context of quality management.
Whenever in doubt, this International Guide should be referred. The following
terms are frequently used in relation to the implementation of IS 15700 and
are therefore reproduced with elaboration as necessary quality - Degree
to which a set of inherent characteristics fulfils requirements.
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The earlier definitions of quality (see fig 1) described it as an attribute
or a function of some variable. It should be noted that the present definition
presents quality as a relational value (degree) based on its ability to satisfy
all stated or implied requirements.

Examples of quality requirements are shown in Fig 2.

Quality Requirement

NEED OR EXPECTAION THAT IS
STATED GENERALLY IMPLIED
OR OBLIGATORY

RP s PERFORMANCE TIMELINESS «— 3
E
0 R
D [— SAFETY ACCURACY «— Vv
U |
C = C
T —>| DURABILITY -~ COURTESY 1 E
Fig 1
QUALITY
Early Gnction of Performance
definitions Reliability
-Fitness for Value for Safely
use money Timelines
Present Aesthetics

definition /

* THE DEGREE TO WHICH A SET OF INHERENT
CHARECTERISTICS FULFILS REQUIREMENTS

Sum of all
features f————r

Fig 2
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Customer - Organization or person that receives a product and / or service.
Example : Consumer, Client, Citizen, end-users, Beneficiary and Purchaser

Customer Satisfaction - Customer's perception of the degree to which the
customer's requirements have been fulfilled.

Customer complaints are a common indicator of low customer satisfaction
but their absence does not necessarily imply high customer satisfaction.

Even when customer requirements have been agreed with the customer
and fulfilled, this does not necessarily ensure high customer satisfaction.

Complaint (Grievance) - Expression of dissatisfaction made to an
organization related to its products, service and / or process(es), where a
response or resolution is explicitly or implicitly expected.

Public Service Organization - An organization which provides service(s) to
public at large and / or whose activities influence public interest.

Example : Government ministries and department, Regulatory bodies, Public
utility service providers, etc.

Service - The result generated, by activities at the interface between the
organization and he customer and by organization’s internal activities, to
meet customer requirements.

Service Delivery - The organization's activities, including those at the
customer interface, necessary to provide the service.

Stakeholder (Interested Party) - Person or group having an interest in the
performance or success of an organization.

Example: Customers, Owners, people in an organization, Suppliers, Bankers,
Unions, Partners or Society.

Top Management - Person of group of people, who directs and controls
an organization at the highest level

Several requirements specified for top management in IS 15700 shall apply
to this person or group or persons collectively. Top management is subject
is subject to both internal as well as external audits.

Citizen's Charter - Citizen's charter is a document declaring the intentions
and the commitment of an organization for providing effective and efficient
service, taking into account customer’s expectations and minimum
acceptable levels of service, thereby providing assurance that the
organization complies with the service quality standards.

Service Quality Policy - The overall intentions and direction of an
organization as regards service quality, as formally expressed by top

management.
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An organization needs to establish both the Citizen's charter which
is a public declaration of intentions and commitments towards quality, and
the Quality Policy which is a driving statement for the staff and other partners
in service delivery that facilitates the framing of service quality objectives,
which form a part of internal management.

Service Quality Objectives - Something sought, or aimed for, related to
service quality

PDCA Cycle - Itis a quality loop that can be applied for any quality initiative
or programme, which is:

e Plan: establish the objectives and process necessary to deliver result in
accordance with customer requirements and the organization's policies;

e Do: implement the process

e Check: monitor and measure process and product against policies,
objectives and requirements for the product and report the result;

e Act : take actions to continually improve process performance

Understanding the Process Approach

For organizations to function effectively, they have to identify and
manage numerous interrelated and interacting processes. An activity using
resources, and managed in order to enable the transformation of inputs
into outputs, can be considered as a process. Often, the output from one
process will directly from the input into the next process. The systematic
identification and management of the process employed within an
organization and particularly the interactions between such process is
referred to as the "process approach".

Examples of inputs and outputs

Equipment
Materials
Components
Energy
Information
Financial resources
Design

Process approach assumes greater significance when applied in the
context of the service organization, because unlike manufacturing
organizations, here due to simultaneous production and consumption of
service, the related process and their interactions have to be managed
with a greater degree of control and precision.
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An advantage of the process approach is the ongoing control that
it provides over the linkage between the individual process within the system
of processes, as well as over their combination and interaction. In addition,
it highlights the value addition at every stage.

When used within a quality management system, such an approach
emphasizes the importance of

Understanding and meeting requirements

The need to consider process in terms of added value

Obtaining results of process performance and effectiveness, and
Continual improvement of process based on objective measurement.

In plain words process approach would mean recognizing that a series
of process are needed to provide a service. The typical actions to manage
the process (es) are:

e Systematically defining the activities necessary to obtain a desired result

e Establishing clear responsibility and accountability for managing key
activities

e Analyzing and measuring of the capability of key activities

e Identifying the interfaces of key activities

e Focusing on resources, methods, & materials.
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Quality in Service Sector

Understanding Services

Service has come to occupy a major share of the world economy.
Over the past decade we have seen the spectacular increase in IT enable
service transacted across continents. Even traditional services such as
banking, telecom service have undergone exceptional changes, the chief
driver being inflow of global service companies setting world class standards
as benchmarks. A significant indicator of growing consciousness of service
standards is the increasing adoption of ISO 9001 Standard by the service
sector in recent times comprising a host of industries such as healthcare,
hospitality, financial, education, construction, transportation and many
others. Some of these developments have influenced sectors rendering
public service and we have seen even government agencies subjecting
themselves to the discipline of quality management.

Over the years several attempts have been made to understand
service as distinct from products so that that can be standardized and
controlled with the objective of, meeting customer requirements and
improving quality. The combined work of several researchers determined
that there are fundamental differences between products and service and
therefore they have to be treated differently. However, services rarely come
in isolation. The overall product is generally a combination of goods and
service, where their respective content keeps varying with the nature of
service. Fig 3 gives a spectrum from pure goods to pure service, and their
combinations:
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While analyzing the overall product of an organization, it is prudent
to segregate the components of goods and services. The quality of goods
can be ensured in the normal way, by having a set of technical
specifications, controlling their design and manufacturing process (where
relevant) or verifying them through inspection and testing, rectifying or
rejecting the defectives and packaging them to reach the customer safety.
The quality of services however is a function of many variables, for which it
is essential to understand how they differ from products:

1. Services are intangible - Unlike products, which can be standardized,
services are non material in nature and lack a physical form or shape. This
means that the customer does not have the convenience of appraising
the service, as he would do to a product, before purchasing. He can only
‘experience' the service and later remember the experience as good or
bad (in degree of satisfaction levels). The perception that remains in memory
is the quality of service as far as the consumer is concerned.

2. Services are heterogeneous in nature - A Service outcome is a function
of many variables and therefore not uniform. The variables could arise due
to different in person delivering the service (his temperament, knowledge,
mood), difference in person in receiving the service (his background,
knowledge of service, previous experience, responsiveness), the setting (the
environment in which the transaction takes place), back up support,
circumstance etc. thus unlike products, which are assembly line made under
identical conditions, the predictability of a service outcome being uniform
is much lower. Besides, the perception for an otherwise uniform delivery
may also vary from one consumer to another, for example people who
come from higher social or economic strata have higher expectations.

3. Services are depending on the delivery person - While products are
depending on good designing and production facilities, services are very
often (through not always, such as through electronic medium) delivered
by people. Thus personal attributes play a major role on the manner of
delivery. A service outcome may be satisfactory, yet the behavior of the
delivery person may leave a poor opinion of the overall delivery. In other
areas, personal skills competence and knowledge of rules and procedures,
attitude, fairness etc, all make the service quality dependent on him. Modern
service organization, such as Call Centers tend to overcome this by careful
training on the manner in which conversations are held, responses given
and monitoring these.\

4. Customer is inseparable in the delivery process - One of the unique
features of services is that the customer is a partner in the delivery process
and must perform some role for the service to be delivered. Examples
including the filing of application form, making oral requests or providing
responses, obeying rules etc. A service is likely to fail or get affected if the
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customer does not play his own part properly. This feature also leads to
most service related disputes, as often the consumer is not aware of his
own role. A proactive service organization is expected to also inform the
consumer on their obligations (for example the display of a filled application
form as a guide).

5. Simultaneous Production and Consumption - Another unique feature of
service is that they are consumed as they are being produced. There is thus
very limited opportunity to correct and deficiency, before delivery. Most of
the time, the deficiency is known after the service performance.
Organizations who realize the importance of this attribute, take proactive
measures with their regular clients such as keeping them informed of
changes in rules and procedures, the current status of service delivery etc.

6. Applying Quality Assurance to Services - As services are produced and
consumed simultaneously it is difficult to assure their quality in the traditional
sense as for products whose quality is assured on very high confidence
levels. However, those elements of services that are tangible or where they
are subject to prior evaluation can be brought under quality assurance.
Examples of this include the goods associated with services (forms,
documents, municipal drinking water), equipment (maintenance of public
utilities) e.g. ATMS, pay phones, acknowledgement of letters, email etc.

7. Service cannot be Stocked - There is no means to produce services in
advance, store them for future supply, or pre-inspect them before releasing
in the market. Hence there are very limited buffers or cushion available to
ensure a steady flow of quantum and quality of service as per market
demand. This is the reason why on certain days, banks may have much
longer queues with attendant strain resources and consequently on the
patience of both consumers and the service providers. Organizations gain
experience on such patterns and plan for re-allocation of resources.

8. Service is irreversible - Another unique feature of services is that they
cannot be reprocessed or repaired as far as the transaction itself is
concerned. Where a deficiency has occurred, it remains as an (bad)
experience with the consumer. Service sectors therefore have to resort to
damage control after the event, such as offering apology or compensation
in some form. However, consumers are often more tolerant of service lapses
and tend to accept apology\ or compensations.

Other difference between products and services relate to testing
before delivery which is possible only for products, the transportability of
products from production facility to consumer which is not possible for
services. Waiting time in the case of services often becomes a crucial factor,
while people are prepared to wait longer for products to be delivered.
Because of these fundamental differences between products and services:
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People perceive greater risk in purchasing services than products.

Because of their own involvement, people tend to complain less for
deficient service as compared to products.
There is a greater of prior information seeking and post evaluation of

services.

Classification of Services

In order to understand the quality requirements for Services, it is first
necessary to see whether all types of services can be treated as one or
whether their requirements vary with context. As a first step in this direction
let us examine how the context changes based on nature of service, type
of demand, extent of customer involvement, service recipient, degree of
customization, professionalism etc. The following table classifies them based
on 12 variables and the extreme attribute for each with illustration. It should
however this classification would help us in determining and prioritizing the
service quality dimensions that follow.

S.No VARIABLE ATTRIBUTES EXAMPLES
1. What is the service result act Tangible Repair / Hotel
Intangible |Education /
Advertising
2. Who is the direct recipient of service| People Healthcare
Possessions [Car maintenance
3. What is the relationship of Clubs / Resorts /
the service Membership |Banks / Insurance
Provider with customers
No formal
Membership [Hotel / healthcare
4, What is the nature of Service Continuous |Electric / Water
Delivery supply / News
casting
Discrete Postal / Courier /
Healthcare
5. What is the degree of Service Low Water supply /
Customization Pollution control
High Architecture /
Construction /
Security
6. What is the degree of Customer Low Media based
involvement in service delivery information
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services

High Interactive phone
net based services
7. What is the Nature of service Low Postal / Telecom
Demand variability |services
High Electric supply /
variability [Hospitality
8. How good is the supplier's capability Good Net based
& capacity to meet peak demand
services Bad Many
9. What are the Methods of Service Low Public utility
delivery contact services ; Electric /
Water supply ;
Road
maintenance
High Medical /
contact Hospitality
10. |Extent of Availability of service Single / Govt Officers
Outlets restricted |e.g.RTO, Rigister,
Education Board,
Town
Development
authority
Multiple Post Officers, Bank
(ATMs), Petrol
Stations
11. |What s the Extent of equipment / Low Net based services,
facility attributes forming part of Consultancy,
the service product Accounting, Legal
High Gas cylinder refill
services, Equipment
maintenance
12. |What is the Extent of contribution of Low Road
people attributes delivering the maintenance,
services Cleaning services,
Automated
services, e.g.ATMs
High All across the

counter service,
Call centers,
Audio / Visual
presentation
services
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Service quality

The ISO 9000 definition of Quality is Degree to which a set of inherent
characteristic fulfils requirements.

This definition applies both to product as well as service. However
due to typical attributes of services such as intangibility, customer
involvement, simultaneous production & consumption, difficulty of testing
before delivery and irreversibility, the quality of services have to be
understood as distinct from products. Service quality differs from product
quality in 3 aspects:

e Service quality is more difficult for the consumer to evaluate than goods
quality. It is hard to find precise and measurable variables of service
attributes.

e Quality evaluations are not only based on result of services but also on
the manner of delivery.

e Service quality perceptions result from a direct comparison of
consumer's expectations with actual service performance.

Service quality is therefore a function of the gap between the
customer expectations and the customer perceptions. If expectations are
greater than performance, then perceived quality is less than satisfactory
and hence customer dissatisfaction occurs.

While customer perceptions are based on direct experience
(sometimes based on experience of others), Customers expectations are
built from various sources. These include:

e Word of mouth communications from other customers
e The personal needs of each individual customer
e The customer’s past experience of the service

e External communications by the service provider - the expressed and
implied messages in advertisements, brochures etc.

e Services offered by the competition

It is logical that any measurement of service quality therefore must
examine the difference between expectations and perceptions. The overall
difference of Gap in Service Quality is built up from several aspects within
the organization that contribute to it. Figure 4 gives a representation of
these Gaps:
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Customer’s expectations Gapl Supplier’s perception of
customer expectations

Supplier’s perception of
customer expectations Gap 2 Service Quality Standards
Service Quality Standard Gap 3 Level of service actually delivered
Level of service actually Service quality promised e.g.
delivered Gap 4 through claims, charters
Service quality promised / Perception of service after
Customer’s expectations Gap 5 consumption

Fig 4

The first four gaps (Gap 1, Gap 2, Gap 3, Gap 4), are identified as
functions of the way in which service is delivered, whereas Gap 5 pertains
to the customer and as such is considered to be the true measure of service
quality. The measurement of service quality (Gap between expectations
and perceptions) has to be carried out for those dimensions of quality that
are significant and relevant to the organizations.

Service Quality Dimensions

When considering dimensions of service quality, it should be realized
that customer's perception is the only valid perspective. While management
and employees should strive to understand the quality requirements, their
own beliefs of judgment of quality dimensions cannot over-ride the
customer's expectations, neither should they attempt at measuring quality
achievements only through internal means, as these would invariably leave
major gaps. Consumer expectations of quality are varied and encompass
a whole lot of considerations or dimensions. Several attempts have been
made to standardize the dimensions. A general consensus has emerged in
standardizing 5 basic dimensions of service quality which incorporate 5
additional dimensions within them. The following are the five dimensions of
service quality:

e Tangibles associated with the service that bears on the quality of service
being delivered. These relate to appearance of physical facilities,
equipments, personal and communications aids.

e Reliability thatis ability to perform the promised service dependably and
accurately (including security, that is freedom from danger, risk or doubt),

e Assurance which includes credibility of service provider (trustworthiness,
believability, honesty), knowledge and competence of personal.

e Responsiveness that is willingness to help customer and provide prompt
service, accessibility of relevant personnel and methods of
communicating with the customers.
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e Empathy which is the human element associated with the service delivery
and includes the need of being heard and attended with dignity and
understanding. Itis the caring, individualized attention which the service
firm provides to its customers and conscious efforts at understanding
the special needs of customers.

It can be seen that the above 5 (including additional 5) dimensions
of service largely cover all services including public services. Some of the
important features of public services such as fairness and equity are covered
by the dimensions of 'Assurance’, timelines is covered under 'responsiveness’,
service outcome under 'reliability’, etc. the measurement of service quality
is in fact done on these five basic dimensions spread over the relevant
activities and outreach of the organizations.

Building Service Quality

ISO 9000 defines Service delivery as 'The organization's activities,
including those at the customer interface, necessary to provide the service'.
As the definition indicates, the service is dependent on a number of activities,
some of them taking place at the service provider / customer interface.

Since service evaluation is based on the experience of the transaction
which lasts only for a finite duration, it is essential that all components, alll
building blocks should be synchronized perfectly to contribute to the
attainment of the service objectives. Numerous examples exist where the
absence of a form, a person, or a piece of information leads to delays or
complete service failure.

Within an organization, services are classified as Primary services and
support services. Primary services are mostly rendered at the Supplier /
Customer interface e.g. at the counter or in the front office or when a public
inspector visits a site for checking compliance. In situations where the
organization has registered members such as Bank account holders or
income tax assesses, or telephone subscribers, the interface with the
customer is of a continuous nature, as at every point of time, the customer
is being serviced in some manner, e.g processing or holding information
relating to customer, maintaining his account. The service experience in
such case is passive and becomes active only a period of time based on
the overall impact of their encounters and the outcome of the services
being rendered.

Primary services are also rendered during interface with customer’s
possessions that takes place at the back office (not visible to the customer)
e.g. offsite repair service, handling of baggage by airlines, testing of samples.
As a general rule, primary services are those that directly address the
consumers.
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Support services are those that are performed to make the primary

service possible. These are located behind the interfaces. While some
support services are directly connected to the primary services, others
impact them indirectly.

Information in a computer network that is used for client servicing is

a direct support service. On the other hand, maintenance of the computer
hardware lends indirect support.

Support Services including

Human resource management.
Maintenance.

Purchasing, inventory management.
Inspections.

Information processing.

Technology management.
Customer research and

Planning for these

In order to ensure the quality of service, itisimportant that both primary

as well as supporting delivery processes need to be effective and efficient
and therefore all actions needed to identify them, determining their
interactions and to monitor them need to be taken. The responsibilities of
service provider will include.

Planning and Providing the input resources which are

Human resources

Equipment

Information / Training to persons

Facilities / Environment

Finance

Other resources such as Technology / Software

Controlling the processes. The service provider is required to Ensure timely

availability of input resources

Ensure proper sequence of activities

Ensure accessibility of service outlet to intended customer

Ensure courtesy, friendliness and willingness of server to respond to
queries

Maintain the equipment / environment / inventory / information

Monitoring the Output Service Quality

Ensure conformance to service standards

Record the compliance levels

Measure and analyses the quantifiable variable e.g time, errors, internal
process failure
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e Obtain customer feedback / record complaints and analyse
Improving based on feedbacks

e Market research on customer perceptions

e Close the Service Quality Gaps

e Talking corrective actions on deficiencies and non-conformances
e Setting objectives and meeting them

e Updating of citizen's Charter
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TOTAL QUALITY MANAGEMENT

Total quality Management is concerned with the integration of all
efforts in the organization towards quality improvement. Quality
development and quality maintenance to meet full customer satisfaction
at economical levels. Productivity needs to be improved by enhancing
quality of products, services and all our activities. Total quality efforts
enhance quality of work life, employee satisfaction through participation
and involvement and consequently the image of the organization.

Management
Commitment

Quality Tools &
Techniques

Team Work Quality Tools &
Participation Techniques

The TQM model provides a distinctly different way of looking at the
management style. It develops a participate culture where each employee
can directly participate in areas relating to his work and decisions
concerning his work. Itis organized through quality circles on voluntary basic
and quality improvement teams. It builds positive attitudes of employees
towards quality, organization and respect for each other leading to a work
place meaningful to be in.
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TQM Culture

Total quality is a new approach to improve the effectiveness and
flexibility of organization as a whole. It basically aims to involve every person
| every department, of an organization working together to eliminate errors
and prevent waste. It is an organizational culture to ensure things are done
right first time.

The industrial revolution took place in the eighteenth century. Perhaps
the Computer revolution happened in a early 1980°s but we are now without
doubt, in the midst of the 'quality revolution' a period of change affecting
every type of business enterprise, organization and person.

Active Participation

Simply stated, TQM means activities involving everyone in a company
Management and workers in a totally integrated effort towards. Improving
performance of every level. Thisimproved performance is directed towards
satisfying cross functional goals as Quality Cost, Manpower Development,
Quality of Work life etc. These activities ultimately lead to increased Customer
and Employee Satisfaction.

TOM model provides distinctly a different way of looking at
management style as depicted below.

TQM Approach Traditional Approach
BELIEFS |" There are no workers, no " All blue collar employees

managers, they are only are normally workers, senior
facilitators and team white collar employees are
members managers

" Employees join voluntarily | " Worker participation must
to look at problems be legislated

" Involvement, not " Participation because it is
participation, is the key convenient for bargaining

world. Involvement means
participation plus
commitment plus pride
Address organizational " Primarily address the welfare
needs, especially those of needs of the employees
meeting customer
requirements

BEHAVIOURS| " Integrated co-operative " Conflict win loss style
style " Fights on who is right
" Workers are empowered " Economic relationship

and do what is right
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Family oriented relationship
where everyone gives
his best

Where everyone gives only
as the gets

VALUES | " Openness " Secretive
" Trust " Distrust
" Discipline " Lack of discipline
" Patience " Short sightedness
" Respect " hatred

People Empowerment

% TQM approach provides an answer to transform not only employee
employer relationship but also focuses attention on Economic
Development.

% History shows that attempts at worker's participation have not proved
successful. Both unions and employees use such mechanisms as a boxing
ring. Someone always losses.

% TQM is a win-win approach: recognition of employee rights and needs
redesign of work to benefit people, participate decision making and
problem solving and integrated approach to change.

% TQM involves everyone the worker, the clerk, the manager, the
management, everyone is equal and everyone works as a part of a
team.

< In that sense it builds on the synergies of all not merely elected
representatives as envisaged in some other forms of worker's
participation

Evolution of total quality management

Morris Foster and Susan Whittle in their article "The Quality
Management Maze" reviewed the development of TQM. In attempting to
reduce some of the confusion which arose from ill-defined and inconsistent
terms of quality control and quality management, they remarkably classified
quality management into four phases.

Quality Control (QC) Phase
QC recognizes that "Inspection is not the answer" and that "the entire
manufacturing process must be committed to meeting the quality needs
of the design". QA focuses on procedure compliance and product
conformity to specifications through production and operations
management, often using Statistical Process Control (SPC) as a "tracking"
tool.
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Total Quality Control (TQC) Phase

TQC Programmers attempt to expand the QA philosophy beyond
manufacturing operations into other areas of organizational life. TQC
incorporates many of the tools used in QA, but the purpose of problem
analysis is to develop long term solutions rather than respond to short-term
variations. Concerns with direct cost reduction and a preoccupation with
efficiency are ousted in favor of the pursuit of quality through the elimination
of waste and non value added procedures and assuring continuous
improvement through the refinement and expansion of quality control
systems and procedures. The utilization of computer integrated
manufacturing systems and just in-time operations management methods
also facilitate this control. Management of the manufacturing system then
extends outside the factory gate to tie-in suppliers, distributors and customers
in the "Chain of Quality" but problems have arisen in the adoption, as TQC
issupposed to be a companywide movement but, actually, is largely limited
to the manufacturing department.

Total Quality Management (TQM) Phase

TQM is a fundamental shift from what has gone before. The systematic
analysis, preplanning and blueprinting of operations remains essential, but
the focus switches from a process driven by external controls through
procedure compliance and enhancement to a process of habitual
improvement, where control is embedded within an is driven by the culture
of the organization. Senior and management'srole is to provide leadership
and support. In TQM, a customer orientation achieved through continuous
quality improvement becomes a valid "taken for granted" atmosphere
shared by everyone. Unquestioned and habitually enacted. As the
atmosphere is increasingly taken for granted by everyone, it becomes non
debatable and drops out of awareness to be embedded in the
organizations culture.

Total Quality Management - now

During the first half of the twentieth century, customers expected to
pay extra for quality. However, in the competitive business climate of the
late 1930s quality is no longer an option, it is a positive requirement without
which an organization cannot survive. Quality products and services
demand total commitments and a new management system. Total Quality
Management. As Dr. Steve Smith points out in his article in TQM journal, "Ten
compelling reasons for TQM", the result are almost invariables.

" Committed customers
" Improved productivity
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" Reduced costs

" Improved certainty in operations

" Improved company image

" Dedicated management

" Increased employee participation

However, the only way to achieve these result is through commitment
by management starting with the top management. TQM must be
management led, companywide in implementation dedicated to
continuous improvement and the responsibility of every employee.

Today, many organizations recognize that they have a change the
way they manage their business, because their traditional customer base is
being eroded. They have to become more competitive. They recognize
that they have to follow the leaders in business, those companies who have
searched for and achieved "excellence". They in turn seek to become
organizations which promote Total Quality in Very activity.

The above arguments may explain in part why TQM now. As a further
explanation we may note that in 1981, an ASOC sponsored survey showed
that American business leaders were uninformed about quality. The survey
clearly indicated that while senior business executives recognized quality
as being somewhat important, they normally did not get involved in quality
management did not sponsor formal quality statements or policy, and did
not understand the potential effect of quality on key business objectives.
Therefore, it was uncommon to find quality measurements playing a
significant role in day-do-day business to find quality management being
an integral part of strategic business planning or to find quality performance
being used as an important part of personal performance appraisals.

Conclusions

A clear understanding of Total Quality Management shows that
although TQM got evolved from control but it represents a basic shift in
management philosophy and is a complete way of managing an
organization. Quality control and standards of course, remain an important
component of TQM. TQM tries to build on organizational culture where
quality improvements are imbedded into the work and activities.

As compared to some others forms of workers participations, TQM
provides an opportunity to workers to directly participate in their work and
decisions concerning their job. Job satisfaction and employee satisfaction
are important outcomes of TQM implementation as the people participate
voluntarily in quality circles and quality improvement teames. In this respect,
TQM may be a viable alternative to proposed legislation on worker’s
participation.
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Every one who is connected with an organization (consumers,
employee & their families, shareholders, sub-contractors, people in the
distribution system) must be able to feel comfortable and happy with the
organization and be able to make use of capabilities and realize their
potential. TQM is the management philosophy based on humanity that lets
the unlimited potential of human beings blossom one of the basic ideas of
Total Quality Management is to create a workplace where humanity is
respected.
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CITIZEN CHARTER

Basic Concept, Origin and Principles

It has been recognised the world over that good governance is
essential for sustainable development, both economic and social. The three
essential aspects emphasised in good governance are transparency,
accountability and responsiveness of the administration. The "Citizen's
Charters initiative" is a response to the quest for solving the problems which
a citizen encounters, day in and day out, while dealing with organisations
providing public services.

The concept of Citizen's Charter enshrines the trust between the
service provider and its users. It aims at continuously improve the quality of
public services for the people of the country so that these services respond
to the needs and wishes of the users. "Services First' motto should be adopted
by all the service sector organisations.

The basic objective of the Citizen's Charter is to empower the citizen
in relation to public service delivery. The six principles of the Citizen's Charter
movement as originally framed were:

0] Quality: Improving the quality of services;

(i) Choice: Wherever possible;

(i)  Standards: Specifying what to expect and how to act if standards
are not met;

(iv) Value : For the taxpayers' money;

(v)  Accountability: Individuals and Organisations; and

(vi) Transparency: Rules/Procedures/Schemes/Grievances.

The aim and objective of the "Citizen Charter" is to make a citizen
aware about the functioning of welfare Government in respect of various
departments run and managed by them. Though our country has achieved
a lot towards information and technology, still a common citizen is unaware
about the working system of Government, thereby often cheated by the
miscreants and harassed. In order to streamline the system of governance
transparent and get the feedback of the doorsteps is the intension of the
Administration to introduce the citizen charter.

What is a Citizen's Charter?

Citizen's Charter is a document which represents a systematic effort
to focus on the commitment of the Organisation towards its Citizens in
respects of Standard of Services, Information, Choice and Consultation,
Non-discrimination and Accessibility, Grievance Redress, Courtesy and
Value for Money. This also includes expectations of the Organisation from
the Citizen for fulfiling the commitment of the Organisation.
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Who is a 'Citizen' with reference to Citizen's Charter?

The term 'Citizen' in the Citizen's Charter implies the clients or
customers whose interests and values are addressed by the Citizen's Charter
and, therefore, includes not only the citizens but also all the stakeholders,
i.e., citizens, customers, clients, users, beneficiaries, other Ministries/
Departments/ Organisations, State Governments, UT Administrations etc.
Whether Ministries/ Departments/ Agencies of State Governments and UT

Administrations are also required to formulate Citizen's Charters?

Citizen's Charter initiative not only covers the Central Government
Ministries/ Departments/ Organisations but also the Departments/ Agencies
of State Governments and UT Administrations. Various Departments/
Agencies of many State Governments and UT Administrations have brought
out their Charters. More than 600 Citizen's Charters have so far been issued
by Agencies/ Organisations of 24 States/ Union Territories.

Whether Citizen's Charter is legally enforceable?

No. The Citizen's Charter is not legally enforceable and, therefore, is
non-justiciable. However, it is a tool for facilitating the delivery of services
to citizens with specified standards, quality and time frame etc. with
commitments from the Organisation and its clients.

What are the components of a Citizen's Charter?
A good Citizen's Charter should have the following components:-

(i) Vision and Mission Statement of the Organisation

(i) Details of Business transacted by the Organisation

(i) Details of 'Citizens' or 'Clients’

(iv) Statement of services including standards, quality, time frame etc.
provided to each Citizen/ Client group separately and how/
where to get the services

(v) Details of Grievance Redress Mechanism and how to access it

(vi) Expectations from the 'Citizens' or 'Clients’

(vii) Additional commitments such as compensation in the event of failure
of service delivery.

| want to formulate a Citizen's Charter of my Organisation. How | should
go about it?
Road map to formulate the citizen's Charter :-
(i) Setting up of a Task Force in the Organisation to formulate the
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Citizen's Charter

(i) Identification of all stakeholders in the Organisation and major services
provided by Organisation;

(iii) Setting up of a Core Group in the Organisation consisting of
representatives from all stakeholders which inter-alia may include Top
Management, Middle Management, cutting-edge level, staff
representatives, strategic partners, Customers/ Clients etc.;

The Core Group shall oversee the formulation of the Citizen's Charter
and approve it. It shall monitor its implementation thereafter.

(iv) Consultation with Clients/ Stakeholders/ Staff (Primarily at cutting- edge
level) and their representative associations;

(v) Preparation of Draft Citizen's Charter;
(a) Circulation for comments/ suggestions
(b) Modification of Charter to include suggestions.
(vi) Submission of draft Charter to Department
(vii) Consideration of the Charter by Core Group
(viii) Modification of Charter by the Ministry/ Department on the basis
of suggestions/ observations by the Core Group
(ix) Approval by Minister-in-charge
(x) Formalissue/ release of Charter and putting up on website
(xi) Sending copies to People's Representatives and all stakeholders
(xii) Appointment of a Nodal Officer to ensure effective implementation.

The six important areas to be covered in every Citizen's Charter
The Six Principles of Citizen's Charters:
I Published Standardes;
i. Openness and Information;
i. Choice and Consultation;
iv.  Courtesy and Helpfulness;
V. Redress when things go wrong;
vi.  Value for money;
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What are the do's and don'ts for an Organisation in formulation and
implementation of Citizen's Charter?

S.

No. DOs DONTs

1 Make haste, slowly. Don't merely make haste.

2 List areas of interface. Don't be unrealistic in making

commitments.

3 Phase out areas for introduction Don't take on more than you
of small steps. can commit.

4 Involve customer and staff in Don'tinvolve only senior officers
formulating and implementing it in the formulation and

implementation.

5 Prepare a Master Plan for Don't rush into an overall
formulation and implementation package for the whole Ministry/
over five years and budget for it. Department/ Organisation.

6 Win consumer confidence with Don't promise more than you
small, highly visible measures. can deliver at a given point of

time.

7 Remember Citizen's Charter is a Don'tlook upon it as a one-time
constantly evolving process. exercise, with a final outcome.

8 Inform the customers of the Don't inform the customer
unless
proposed commitments. you are sure of delivering the

service.

9 Use simple language. Don't use jargon, abréviations

etc.

10 Train your staff about their role and | Don't leave yourself out.
responsibility in the implementation
of the Charter.

11 Delegate powers to the Staff to Don't centralise.
enable them to discharge their
responsibilities.

12 Set up systems for feedback and Don't continue blindly without
independent scrutiny. regular periodic reassessment

of performance.

Need to Evaluate, Monitor and Review

It is critically important that the evaluation system for performance
in line with the Citizen's Charter standards is congruent with the department's
broader performance information system. Thus, the standards in the charter
should not be different from those of individual officials as per their job
description or as set out in their departmental indicators.
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Evaluation should take place regularly, ideally quarterly. This should
be IT-enabled so that data can be analysed in real-time and reports on
service failure against the charter standards can be generated
automatically.

A practice of self-assessment should be put in place enabling the
staff to assess how well they think they are delivering services. This can be
compared with feedback from customers. The charter mark system is
another way to evaluate the citizen's charters. Other forms of evaluation,
such as exit polls for user groups and surveys and feedback forms give a
good indication of the quality of services.

A Citizens' Charter represents the commitment of the Organisation towards

standard, quality and time frame of service delivery, grievance redress
mechanism, transparency and accountability.
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COMPLAINTS HANDLING

The organization shall establish a documented procedure for

complaint handling process. Various steps in the complaints handling
process shall include the following;

a)

b)

d)

9)

h)

Identification of complaint prone areas in a systematic manner and
determine the time norms for their redress;

Providing information concerning complaints handling process in clear
language and formats accessible to all. Such information shall include:

Where and how the complaints can be made,

Minimum information to be provided by complainant, and

Time limits within which the complaint will be closed.

Widely publicizing the information about complaints handling process
through print, web and other media. The name, address, telephone
number and other contact details of the public grievance officer of
the organization shall also be displayed prominently at the reception
and other convenient places in the organization;

Unique identification of the complaint and recording necessary
information including relevant details of complaint, remedy requested,
due date of redress, relevant data related to the complaint and
immediate action to be taken (if any);

Scrutiny of the complaint and its categorization as critical, major or
minor depending upon its seriousness and severity;
Acknowledgement of each complaint promptly giving the complaint
number along with an indication of the redress time and the name,
designation and telephone number of the employee to be contacted
for all future correspondence;

Investigation of relevant circumstances and information relating to the
complaint. The level of investigation shall be commensurate with the
seriousness and severity of the complaint. If the complaint cannot be
immediately resolved, it shall be dealt in a manner which would lead
to its effective redress as soon as possible and the complainant shall
be intimated;

Communication of the decision to the complainant regarding his
complaint immediately after the decision is taken and getting his
feedback. In case the decision is not in line with the remedy requested
by the complainant, the justification for the decision taken along with
alternative internal and external recourse available for appeal shall
also be intimated and the complaint shall then be closed; and
Nominating "‘Ombudsman' who could be approached if normal service
delivery mechanism does not respond
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The terms "complaint” and grievance" have been used synonymously
in IS 15700 (as well as in guideline document) and the implementing
organization may use the term applicable to them.

Complaints are an expression of dissatisfaction, oral or in writing, about
the service or actions of an agency or its staff as well as the complaint
handling process itself affecting an individual or group. It can also concern
a failure by an organization to comply with its service standards in its citizen
charter or other pledges made by the organization regarding services it
provides to the public.

Various efforts are undertaken on a continual basis to ensure quality
services; but in reality there is always the possibility of service failures arising
out of service standards not met or when pledges made in the citizen
charters are not fulfiled. When there is a service failure or deficiency in any
aspect of service delivery, a good complaint redressed system will readily
provide essential feedback on the quality of services provided to rectify
any gaps in service delivery. In doing so, there is also the need to assure the
citizens that their complaints are taken seriously and that the complaints
are resolved in a responsive and timely manner to the satisfaction of the
users. Hence to ensure customer satisfaction, the organization should
institutionalize a good service recovery system through effectively handling
of complaints. For example, online web-enabled system for lodging of
complaints/grievances, like the Public Grievances Redress and Monitoring
System (PGRMS) developed by National Informatics Centre (NIC) in
association with Department of Administrative Reform and Public
Grievances (DARPG), would ensure online availability of complaint
redressed system to the citizen and also help in creating database for
analysis of complaints.

The purpose of the Complaints Handling Mechanism can be broadly

defined as follows:

a) Citizens have a right to complain and seek redress for a decision that
is unfair or wrong.

b) Organizations can identify areas that need improvement.

c) Itisavaluable tool for collecting information about specific complaints
and their trends and for providing feedback to the organization.

d) Effective complaints management can promote customer satisfaction.

e) They save money and time by resolving problems internally, close to
the source.

f) They can prevent complaints from escalating and multiplying, a
situation that can be resource-intensive and lead to adverse publicity.

g) They are fundamental to good administrative practice for the public
service.

42



h) Itis part of good governance.

Public complaints may include complaints made by members of the
public on their dissatisfaction with any service delivery process including
administrative action such as:

a) Unjust/ not in accordance with the existing laws and regulations,

b) Causing excessive delays in service delivery,

c) Abuse of power,

d) Mal administration

e) Ineffective service delivery,

f) Lack of transparency and discrimination in the delivery of the services.
g) Service devoid of any courtesy and human touch

At times, someone may make a comment that highlights a part of
the service that could be improved, and may not be termed as a complaint.
Thus, a feedback can be a complaint but could also take the form of a
compliment or suggestion.

Complaints serve as valuable sources of information that
organizations use to assess their performance and improve programmes
service delivery. It is a well-known established factor that relatively only a
few dissatisfied clients bother to complain. Thus, for every disgruntled client,
there are many more who do not complain although they may be in a
similar predicament. It is also generally acknowledged that many of these
complaints could have been resolved quickly and efficiently at the 'point
of service' where front line staff is interacting with the users. To ensure that
this takes place, staff should be delegated the required authority and
motivated to settle complaints at their level. The Head of Department should
take the decision regarding the category of complaints that can be
handled at the 'point of service'. Quite often, the complaints are received
orally or face to face at customer interface. For 10 simple steps to deal with
such complaints, refer to Annex P.

It may be desirable to have routine or less complex complaints heard
and dealt with where they originate, while complaints on more complex
decisions may require review by a senior manager or committee from that
of the original decision maker. The trust and confidence of the public on
the public complaints system depends on the management of complaints
in a systematic way and that they are resolved fairly, efficiently and within
a reasonable time frame. For establishing and documenting a procedure
on complaints handling, guidance may be drawn from IS/ISO 10002:2004
Quality management-Customer satisfaction-Guidelines for complaints
handling in organizations. While scrutinizing the complaint, it should be
categorized as critical, major or minor as defined below:

a) Ciritical: On the basis of objective scrutiny, if it is observed that the

43



b)

complaint leads to doubts about the credibility, image of the
organization and the declarations made by the organization in the
Citizen Charter or otherwise, are of no value then the complaint should
be categorized as Critical.
Major: The absence of, or failure to implement or maintain one or more
requirements of a key service or service delivery process, or a situation
that leads to doubts about the quality of the service being provided
by the organization.
Minor: Not having adequately maintained one or more requirements
of service or service delivery process or a situation that leads to doubts
regarding the assurance of quality of services being provided by the
organization.

One major confidence measure to customers is the publicity on how

well the organization has managed the complaints. In service delivery, it is
hard to undo the damage done. It can best be compensated by a damage
control exercise which in most of the cases of service delivery is not possible.
This publicity for the management of complaints can be a powerful tool of
public accountability. By publicizing the complaints and the results thereon
through a public report, the organization can inform the public about the
effectiveness of its complaint management system.

The organization needs to publish information on complaints received

periodically and it should include:

a) Numbers and types/categories of complaints;

b) Average redressed time for complaints;

c) Action taken as a result of complaints to improve services.
d) Complaints resolved and pending

44



PUBLIC GRIEVANCES REDRESSAL (PGR)SYSTEM

Introduction

The Municipalities are responsible for providing basic civic services
to the Citizens viz., drinking water, sewage, maintenance of street lights,
roads, drains, parks, markets, building Bye-law enforcement and several
other functions. There is a notion among the general public that the
municipalities do not perform their duties efficiently. On the other hand the
municipalities express that the citizens unnecessarily violate law and do
not understand the immense pressure and constraints within which the
municipality functions. In absence of proper interface between Municipality
and its Citizens, the level of satisfaction of Citizens is low. There is urgent
need to set right this anomaly.

Background & Need for streamlining the system

Earlier manual system of grievance registration and redressal was a
single track system wherein the citizen would approach the municipality
with a complaint; register it through a paper form or over the phone and
keep wondering about the status of the complaint and its redressal. There
was absolutely no mechanism to track the status of complaint for citizens
or even in some cases ULB officials, which resulted in the deterioration of
credibility of the Municipality.

Details of good Governance steps initiated

In order to streamline the Municipal systems, a new mechanism was
devised called the "Public Grievance and Redressal system" which was
made functional on 1st July 2005, for the 57 larger cities of Karnataka. This is
a Web enabled system built in the respective city website which can be
accessed by the citizens anywhere anytime.

1. The PGR module is a citizen friendly complaint registration and
tracking system that functions over internet, Phone and Paper form. Through
the Public Grievance and Redressal System citizens can register their
grievances and be able to track progress of its redressal in a structured and
efficient manner. Upon registration, the computer system generates a
"Complaint tracking Number" using which the status and progress of the
complaint can be checked by the citizen over internet "24X7".

2. Complaints are categorized into three types

Immediate - to be replied, problem solved and attended within 24 hrs.
Priority - to be replied, problem solved and attended within 7 days.
Normal - either to be replied or problem solved or attended within 30 days
based on the complaint type.
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After prioritizing, complaints are assigned to the appropriate official
/ department based on the complaint type and categorization. Complaints
are auto-routed to the appropriate redressal officer. If complaints are not
redressed within the allotted time they automatically get escalated to the
higher level officer.

The PGR helpline functions 24/7 and envisages private participation
i.e., through local NGOs. The complaints are received by a NGO who
manages the PGR cell on an honorarium. Grievance applications are
received through E-mail/Telephone/Fax/Post or Paper form and are directly
registered online. The registered complaints are printed and segregated
department wise based on the nature/type of the Complaint. The PGR
system assigns a unique computer-generated Complaint-ID, which Citizens
can use to track and monitor the progress on their complaints redressal.
Complaints are also auto-routed to the appropriate person and depending
on the urgency of complaints, SMS alerts are directly sent to city officials,
for its speedy redressal.

The Directorate of Municipal Administration office constantly monitors
the status, generates weekly report of PGR system across the 57 cities. The
efficiency of the redressal of grievances is also measured and accordingly
cities are ranked. In 57 towns so far we have registered 91,600 complaints
and out of which 85,600 complaints have been redressed.

The PGR module developed with assistance of e-Governments
foundation is also being periodically evaluated to understand the
functioning of the system as against the design concept.

BENEFITS

These are live reports which can be generated at any point of time.
Rich reporting capability has been provided so that Municipal
Commissioners/Chief Officers as well as citizens can see the department
wise complaint breakdown, ward wise breakdown as well as GIS reports
that show the distribution of complaints over the city. These reports aid the
Municipal Commissioners and other officials to streamline the Municipal
functions through process re-engineering, proper planning and in turn bring
about transparency of information and smoother delivery of Municipal
services to Citizens of Karnataka.

The changed scenario

o Citizen friendly, responsive and responsible Public grievance registering
system.

0 NGO participation.

Efficient tracking of Complaints.

0 Accountability of Municipal Staff.
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o0 Improvement of response time.
0 Enable Performance measurement of Municipal Staff.
0 Helps Municipal authorities in decision making.

The benefits of PGR system have been that it has introduced
transparency and accountability of the Municipal Staffs. This is a most
successful module of direct NGO participation, most efficient and cost
effective. This system is not only useful to redress individual citizen's complaints
but also useful to understand "what kind of problems occur at which parts
of the city at what time of the year" Since much of this information is freely
available online, citizens and other city stakeholders can understand the
city's problems and constructively participate in the governance of the
City.

Hubli- Dharwad Case study
NEED FOR THE INITIATIVES....

Earlier there was no system to record complaints lodged by the
citizens. The field staff were not available for redressal of complaints, the
approach for redressal was unplanned and unscientific which was more of
damage control or knee-jerk responses to the situations. It was almost
impossible for a common man to get work done without political influence
or monetary loss. Corruption had taken roots and the entire system was
chaotic. The Corporation had lost its credibility with the general pubilic.

24 X 7 PUBLIC GRIEVANCE REDRESSAL/ EMERGENCY RESPONSE CENTRE

HDMC established a 24 X 7 Emergency Response / Public Grievance
Redressal Centre in June 2004 with a commitment of 30 minutes Response
time. A control room was set up in the Corporation Premise which works for
24 X 7/365 Days. 100 wireless sets (Walkie -Talkie) were procured and given
to all the concerned officers. The control room receives around 60-80
complaints from Hubli and Dharwad City every day.

The common grievances that are redressed at the PGR Centre are
Road repairs, Under ground, Drainage cleaning, Maintenance of street
lights, Removal of garbage, Unauthorized constructions / encroachments
and removal of Carcass of stray dogs/pigs In case of an Emergency the
PGR Centre functions as an Emergency Response Centre. All the necessary
Disaster Management Tools have been procured and put to use by HDMC

OPEN HOUSE DISCUSSIONS

Certain complaints registered in the Corporation involve capital
expenditure, require inter departmental coordination and approvals at
different level within and outside the Corporation. To address such
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grievances HDMC has come up with a new initiative called open house
discussion.

Every month Open house discussion is held in three places, one in
Dharwad and two in Hubli on a specified date at a specified venue. The
complainant has to lodge a complaint at the reception centre in HDMC
central office giving the details of the complaint in triplicate and obtain an
acknowledgement stating the date of hearing the complaint in the open
house. On the scheduled day all the officers of HDMC should be present at
the venue compulsorily. The officers of the other departments would be
called for the discussion if there is a need depending on the complaint
typesreceived. The complainantis required to be present in person, discuss
the issue and get a solution for the same.

KEY OUTCOMES...

1. Increased Credibility of the Corporation among the General Public

2. Improved efficiency of the staff

3. There has been a reducing trend in the number of days taken to resolve
the complaint

In the past one year citizens have indicated high level of improvement in
the services of HDMC with 62% general households and 46% slum households
saying there is an improvement.

- Citizen Report Card, PAC, Bangalore
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BEST PRACTICES DOCUMENTATION
emgso wcééoﬁ TRDOCTTED

1. Name of the initiative : Quality Control System
" City/Town: Hubli-Dharwad
" Location details: Region, Country: Hubli-Dharwad Municipal
Corporation
Sir Siddappa Kambali Road
Hubli. Dist: Dharwad
Karnataka State, India.
Better quality of civil amenities and good administration.

" Vision or mission statements from the Head of the organization etc:
"Better quality of Civic Works to make people happy"

| Te—

Dr. Ajay Nagbhashan I.LA.S  Shri. P. S. Vastrad .A.S Mrs. Manijula Devi B
Then Commissioner, HDMC The Commissioner, HDMC AEE , HDMC

" Distinguishing Characteristics of the city:
The twin city has good quality of renowned Education Institutes such as
KUD, Agri University, Law University, VBV and SDM Engineering Colleges,
SDM Dental and Medical Colleges, KIMS, apart from this it also has
Commercial, Industrial and Cultural Centers. Better transport facility by
Road , South-Western Railay Zone and Air. The city is almost midway
between Pune and Bangalore on NH 4.

2. Preamble :

" The main purpose of introducing the Quality Control System in HDMC is
to assure the Quality of the works before and during executioni.e. roads,
buildings, drains, gutters, CD works, concrete pavements, asphalting
works those come under civil construction works taken up by HDMC.

" Before starting of works, all the components i.e. metal, sand, cement,
gravel, bitumen, bricks etc are tested in Quality Control Laboratory
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3. Situation before the Initiative :

And after that while execution of the respective work, the supervision

and guidance is also undertaken by the Quality Control System. Tests
are being carried at different level of contestations.

Before the introduction of the Quality
Control Laboratory in HDMC the
usual practice was to use the metal,
sand, bricks and other materials for
the construction of the works were
being tested in PWD/NH/Local Engg.
Colleges. Resulting in delay in communication the results.

4. Motivation for the initiative :

To establish quality control lab first initiated by the then Commissioner
Dr. Ajay Nagabhushan I.A.S, then Superintending Engineer Shri. M
Narayan HDMC, Hubli.

Description of the initiative / Implementation Strategy :

Firstly Quality Control Lab was setup at Dharwad, and at Hubli later on.
Testing equipments were contributed by HDMC contractors as well as
by the HDMC.

This entire system is monitored ang . ! Ml angineer
graduate in the cadre of AEE an

One vehicle is provided for the fi Etr()QlceSS
to the lab. e

ISI/ MORT/
specification

2. ol
Send indent to
QC lab

~ Collectionof
materials from
construction site

QUALITY CONTROL

Rectified at the |
spot
A

Issue suitable
MATERIAL TEST
REPORT

v

Execution of work by
the contractor

Not Satisfactory

) Satisfactory
Execution

Verify work Execution

execution

Accept the work
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6. Problems faced:

Problems Problem Faced

Measures to Overcome

Categorized into Planning
Nil Nil
Financial Nil Nil

Flield Implementation Hesitation among
the contractors
about the delay

in time and getting

report.

By conducting meetings
with Contractor Association
of HDMC.

Technical Nil

Nil

7. Political assistance :
Testings being encouraged by el

8. Lessons learnt :
" Now the public, senior citizens, retifs s
and other educated people are (#

works.
" If they notice any bad practid
Superintending Engineer/ AEE, Q
" The AEE, QC Cell inspects the
rectified the defects if any and |

9. Resource Mobilization:

ives also.

2ngineering service
@ es in development

1e Commissioner/
bm of HDMC.

e contractor t get
e complainer.

Year Financial Technical

Human Resource

2007-08 | " Rs 1.98 lakhs for
establishment of Lab
and equipments

" Rs.25,000 per month for

maintenance

Rs 9,000 for purchase

equipments

" Rs.25,000 per month for

maintenance

Rs.25,000 per month for

maintenance

is being HOD.

2008-09 | "

2009-10 | "

A Official of Civil
Engineering graduate
of the cadre of AEE

Out sourced
manpowerof
Technical staff for
lab testing.
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10. Results achieved :
After the introduction of Quality Control
Lab, the contractors are being aware of
the fact that they will be a checked, §
controlled and guided by the Quality
Control System at every stage of work, §
vigilantly.

Helps them to do civil works which
expects Quality Assurance is
ensured.

11. Sustainability:
" Both Hubli and Dharwad quality control labs are maintained by the
HDMC.

o Financial: HDMC own investment and maintenance
12. Transferability:
It is advisable to establish their o
which quality of civil works can

11Ali nl |[ah at all

LB's by

13. References:
M O RT H- Ministry Of shipping
S| - Indian Standard Institu
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BEST PRACTICES DOCUMENTATION
efogwo wcé)éox TRDOCTTD

1. Name of the initiative : ISO 9001:2008 Quality Management System

Certification
Better quality of civic amenities and good administration.

" Vision or mission statements for the organization etc. (if any):

ISO 9001:2000 Certification states:
To provide world class civic services to the citizens; and to facilitate all
round development of the city by making and implementing relevant
policies and regulations from time to time

ISO 9001:2008 Re-Certification states:
Provision, maintenance and improvement of Civic Amenities such as
Roads, Market, Public Recreational Facilities and Development of
Hygienic Environment for better living for citizens of Hubli-Dharwad City.

" Vision or mission statements from the Head of the organization etc:

"To push the leading edge of aviation, taking huge challenges doing
what others cannot do"

2. Preamble :
1. Commitment of Employees of HDMC
2. Involvement of all officicals and maintanance of documents and
their reviews.

3. Situation before the Initiative :

" Before implementing ISO procedures, performance level of the
Employees of the HDMC was not up to the mark.

" Now Performance level of the Employees of the HDMC hasrisen to 80 %
to 90 %.

4. Motivation for the initiative :

" The ISO 9001:2000 certification first initiated by Shri. P. Manivannan I.A.S
and also Dr. Ajay Nagabhushan ILA.S the then Commissioner of HDMC,
Hubli.
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5. Description of the initiative / Implementation Strategy :
ISO stands for International Organization for Standardization.

In 1946, delegates from 25 countries met in London and decided to
create a new international organization, of which the object would be "to
facilitate the international coordination and unification of industrial
standards". The new organization, ISO, officially began operations on 23
February 1947, in Geneva, Switzerland.

Standards make an enormous and positive contribution to most
aspects of our lives.

Standards ensure desirable characteristics of products and services
such as quallity, environmental friendliness, safety, reliability, efficiency and
interchangeabillity - and at an economical cost.

HDMC has successfully implemented I1ISO 9001:2000 International
Standard and has been Certified for ISO 9001:2000 by TUV Nord; a
Certification Agency having base in Germany and accredited to ISO Body.
The Standard requirements have been customized to suit activities being
carried out by HDMC and working Procedures have been formulated for
day to day activities. The structured system Focuses on enhancing CITIZENS'
SATIFACTION LEVEL. ISO 9001:2000 Standard is a generic Standard, which
can be used by Service sectors for running their Business / Activities. This
Quality Management System provides guidelines for Efficient and Effective
System resulting in improvement in the Performance of an Organization. A
sense of Commitment has been seen among the Employees of HDMC. The
Needs and Expectations of the CITIZEN are being met by responding within
the TIME FRAME as specified in the Working Procedures of All the
Departments at Head Office and all Zonal Offices of HDMC.

Periodic System Audits are being conducted by trained Internal
System Auditors' of HDMC assisted by Consultancy and Agency, who are
working with HDMC for past 3 years. So far 7 Internal Audits have been
conducted and 80 % to 90 % compliance has been seen. Regular
Management Review Meetings are being conducted to review Audit
Findings of all Departments and also Zonal Offices and to initiate Corrective
and Preventive measures. A Citizens Satisfaction Survey is conducted in
the month of November every year through a Citizen's Feed Back form
distributed, through Zonal Offices. Satisfaction level for the Survey conducted
during January 2009 is 87.62 % and the next Survey was done in November
20009.

The ISO 9001:2008 re-certification audit was conducted by TUV in the
month of December 2009 and it was successful and the company is
recommended for re-certification. The re-certificate is issued on 15th April
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2010 and this certificate is valid until 6th March 2013.

CERTIFICATE

6. Partners' information (If any); W
Citizen of Hubli-Dharwad are stake éﬁ ,Q@T’fmﬁhqmd Muncipal
Corporation and Employees have been Partners in this initiative.

In accordance with TUV NORD CERT procedures, it is hereby certified that

7. Problems faced :

as per

/
TV NG

HUBLI DHARWAD MUNICIPAL CORPORATION

Problems
Categorized into
Planning

M siddapp
ubli - 580
India

Problem Face

a manag

Lack of confidemees, man
among staff of HDMC.

Roads. Mol EORNE K GOUREICH Uil

Roads, Maj
Hygienic E

Certificate Registf
Audit Report No

eShrisPerVianivannarrythethen

oMIE RGeS

Overcome
commissioner had taken

ineetingsartetencourage diti;
the officials to gain

ation No. ;100 074050-E,

L cenfidence of HODs.

Civic Amenities such
hnd Development of
ens of Hubli-Dharwar

Valid until 06.03.2013
Initial certification 07.03.2007

Financial
Field Implementation

i S
Lack of co-ordination.scq
confidence, expos&rt
about the ISO tosthencaion

e

RT GmbH

was conducted in accordance with the TUV NOR(]
Jdures and is subject to regular surveillance audits.

Mumbai, 15.04.2010

CERT auditing and

TUV NORD CER

H D M C Staff certification procH

I GmbH Langemarcksirasse 20 45141

ssen www tuev-nord-cart.

TGA-ZM-07-06- 00



Consultancy Agency was
Appointed.

Awareness program was
conducted for all staff of
HDMC by the Consultancy,
Agency.

All staff were trained and
stressed on the importance|
of ISO in pubilic service.
One ISO internal auditor
was selected among
existing HDMC staff from
each of the departments
and zones.

Frequent co-coordinating
meetings were held to
build the confidence and
knowledge to the staff.

Technical The concept of ISO was| Consultancy Agency was
not known to the staff appointed for preparation of
of HDMC. procedure manual and

Quality System Manual.

8. Political assistance :
Importance of ISO have been convinced to all elected
representative of council body.

9. Lessons learnt :

Time frame set for each activity as per Documented Procedures for
day to day activities, has enhanced the performance level of the Employees
of HDMC. A sense of commitment has been seen among the Employees.
10. Resource Mobilization:

Year Financial Technical Human Resource
2006-07 Rs 1.20 lakhs for training | Consultancy Agency

and startup. was entrusted to train [HDMC staff
2007-08 Rs 4.80 lakhs per year up the staff.

for assistance, training
and documentation
2008-09 Rs 4.80 lakhs per year
assistance, training and
documentation

11. Results achieved :

" HDMC has successfully implemented this International Standards and
has been Certified for ISO 9001:2000 by TUV Nord; a Certification Agency
having base in Germany and accredited to ISO Body for the period
from March 2007-2010.
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" HDMC has successfully re-certified for ISO 9001:2008 by TUV Nord; a
Certification Agency having base in Germany and accredited to I1ISO
Body for the period from April 2010-2013.

12. Sustainability:

" For the past 3 years the ISO 9001:2000 Quality Management System
sustainability level has been 80 - 90 %.

" This year HDMC re-certified for ISO 9001:2008 Quality Management
System for the next 3 years Apr-2010-2013.

o Financial: HDMC own investment and maintenance
16. Transferability:
It is advisable to establish their own ISO procedures at all ULB's by

which quallitative provision, maintenance and improvement of Civic
amenities can be achieved.
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BEST PRACTICES DOCUMENTATION
Wgﬁo wcgpgos; TRLOCTTER

1. Name of the initiative : Records Management System

City/Town: Hubli-Dharwad
Location details: Region, Country: HDMC - Records Room
Hubli-Dharwad Municipal Corporation
Sir Siddappa Kambali Road
Hubli. Dist: Dharwad
Karnataka State, India.
e Contact Person with their complete contact details (Name,
Designation, Phone, Mobile No., EmaillDs):
Mr. Sangresh Kop
Assistant Commissioner - Administration
ac@hdmc.gov.in
0836-2213848 / 9448232385
www.hdmc.gov.in
e Date of Planning: 2005-06 Implementation year: 2007-11
e Year of Completion: Continued

ISO 9001:2008 Quality Management System states

Provision, maintenance and improvement of Civic Amenities such as
Roads, Market, Public Recreational Facilities and Development of
Hygienic Environment for better living for citizens of Hubli-Dharwad City.

e Vision or mission statements from the Head of the organization etc:

The mission of the Records Management Program is to promote and
provide efficient administration and management of the HDMC records
in compliance with the KMC Act 1976 and resolution and policies.

2. City profile (past - present history, i.e. as per 2001 census and the latest
records):

Population in lakhs (as per census 2001): 7.86 lakhs
Areain Sq kms: 202.4 Sg.Km

Density of Population: 3886 persons per Sg.Km
Number of wards/zones: 67 wards 12 Zones
Number of Households: 149279 (as per 2001 census)
Number of Slum Households: 20354

Number of Properties: 2,09,649
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Land Use Pattern: 10,374 Hectares (As per 2007)
Literacy Rate: 81.8% (as per 2001 Census)
Length of Roads in kms: 1300 km

Total Water Supply in MLD: 100 MLD

Per Capita Water Supply in LPCD: 90 LPCD
Summer Temp. in Celsius: 38°C

Winter Temp. in Celsius: 16°C

Rainfall in mm: 675mm to 812mm

e Distinguishing Characteristics of the city:

The twin city has good quality of Educational, Commercial, Industrial
and Cultural Centers. Better transport facility by Road , South-Western
Railay Zone and Air. The city is almost midway between Pune and
Bangalore on NH 4.

3. Preamble :

HDMC in the recent past has been
identified and recognized as a model
corporation for its several new strategic
initiatives of reforms undertaken in

rest GEaStRSEestmaEeciiitmmof the
ation in"a re ﬁ p of 18

The overall turnaround of the
Corporation could be achieved due to
the significant contribution made under
each of the successive Commissioner &
the core Management Team's dynamic
leadership efforts with the able
administrative support staff, by active
engagement of Citizen Support Groups
and their collective participation &
involvement of various professional Organizations for their expertise &
business solutions.
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In continuation of the successes achieved in

reviving the civic administration standards on par
B with the best managed cities; the related upcoming
challenges identified in the next phase of service-
oriented development was to sustain and enhance
the qualitative service delivery efficiency of
operations, systems & processes. Inthat aspect, the
=l basic requirement & immediate challenge faced
was: how to manage information & capacity
building in a scientific & professional approach. The
- |Management decided that it is of utmost
importance to adopt Industry's best practices in
order to further simplify the service delivery
innovations in HDMC.

N a On physical inspection & verification of the

¥l existing recordkeeping practice, it was a major
shock to notice the poor management of public
records.

Also, it was surprising to note that in the history of
HDMC never in the past there has been any record
.| to justify a conscious effort to classify the records
as per the standard norms or to ascertain the
“M records in possession.

All those records stored in the old Record Room
| (shed) were in a dilapidated situation, and the

departments too, clearly highlighting the lack of
professional approach and sense of ownership.

| As there was no clue on what HDMC possessed in-
store and the repeated experiences of
i' embarrassing situations on several occasions due
| to reported incidents of files untraceable when
M || required & non-availability of important documents
on-time had caused delayed decisions &
productivity loss resulting to loss of face / reputation
& peace of mind compromised.

h& Good recordkeeping is a vital part of government'’s
accountability & must be closely aligned with the
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business processes. Thisis true regardless of who is
carrying out the activity. In this context the HDMC
took yet another bold new initiative a never before
attempted in the history of Municipal Corporation
& afirst of its kind by outsourcing the recordkeeping
activity to a professional agency to set-right the
house-in-order.

Smart Services Network, Bangalore has been the
private agency selected thru the tendering
process conducted by HDMC to provide the
Records Management solution as a service to
HDMC. The agency has been awarded the
service contract with a direction to put into
practice the professional approach towards
management of records by identifying, classifying,
archiving, preserving, retrieving and destroying of
records.

Now with the introduction of this new system,
Records are defined as information created,
received and maintained as evidence and
information by the organization, in pursuance of
statutory /_leaal obliaations focused to
| compleme 0 assist HDMC

in all its ser or efficient &
effective civic administration.

0 Manual Retrieval and return system and no
reminder system for files out of Records Room.

o No access control, insufficient Security and
confidentiality measures of documents were
compromised.

o No coding system - chance of error, / No
segregation (grouping of files)
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o No location coding and traceability &
nomenclature of files not clear

o No document age segregation and
volume control

o Files untraceable when required, Loss of
face / reputation & peace of mind
compromised.

0 Resources lost to trace statutory records

when there are surprise visits or formal

enquiries by Administration

Files, Registers stored on floor, presence of

scattered loose papers and Cartons not

used

No preventive dust protection or cleaning

system & absence of pest control measures

Destruction of loss of records by dust &

pollution, water seepage, pests, staff

carelessness etc.

o Staff attitude and reluctance towards
digging out old records from dust, rodent
droppings

o Before the initiative we were not eauipped

making process at ai adrriistauve levels
resulting productivity loss on the overall
functioning of the Administration which
had caused severe brand image crisis in
the perception of citizens about the
Management & staff of Corporation as
inefficient, corrupt & irresponsible in mis-
managing public service activities.
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5. Motivation for the initiative:

Good recordkeeping is a vital part of
government's accountability & must be closely
aligned with the business processes. This is true
regardless of who is carrying out the activity. In
this context the HDMC took yet another bold new
initiative a never before attempted in the history
of Municipal Corporation & a first of its kind by
outsourcing the recordkeeping activity to a
professional agency to set-right the house-in-order.
Smart Services Network, Bangalore has been the
private agency selected thru the tendering
process conducted by HDMC to provide the
Records Management solution as a service to
HDMC. The agency has been awarded the
service contract with a direction to put into
practice the professional approach towards
" management of records by identifying, classifying,
archiving, preserving, retrieving and destroying of
records.

Now with the introduction of this new system,
Records are defined as information created,
l|received and maintained as evidence and
information by the organization, in pursuance of
statutory / legal obligations focused to
complement better governance & to assist HDMC
in all its service delivery efforts for efficient &
effective civic administration.

6. Description of the initiative / Implementation Strategy :

o The storage space building has been provided
by the HDMC and provision of infrastructure and
its maintenance is done by the agency.

The contract period is initially for 5 years and
extendable up to 10 years.

o The HDMC files are segregated and listed in the
ABCDE group and maintained in the safe custody

0 The entire records stored at HDMC Record Room
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TR |is segregated based on department wise,
—|year wise, ward wise and function wise, by the

agency these files are segregated by giving page
nos. and Bar coding to each and every file /
document and the Barcode Reader installed

o The inventoried catalogued files are
packed into Cartons and securely placed in
heavy duty racks.

o Damaged records are secured in a new
file wrapper provided by the HDMC.

o The Service provider agency has made
suitable arrangements to: a) Store the records
securely, b) Protect the records from fire pests and
theft, c) Handle and transport the records in safe
and secure manner.

o] The Record Room is accessible only to
|authorized personnel, 24hr security system, Fire
detection and control systems - Fire extinguishers,

and Motion Detectors are in place.
o The personnel posted in the premises have
knowledge of fire, fighting, first-aid and rescue
technigues. The personnel also are trained to take
adequate measure preventing the loss to the
HDMC records and human lives including their
own and immediately get in touch with the
concerned enforcement/police/fire fighting
authorities and to
act and co-
ordinate effectively
in the operation
and has
documented
process in place to
make a written
report to the HDMC
‘ on the day of
occurrence of any

such accident/ incidents.
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AR h ) _
FIRE & BURGLAR ALARM SYSTEM, AUTO-DIALLER SMOKE DETECTOR,
MOTION SENSOR MANUAL CALL POINT, ALARM HOOTERS

p——

FIRE SUPPRESSORS - IMPORTED CHEMIAL FRC
AT ALL TERMINATIONS TO AVOID ELECTRICA
MEASURES).

- APPLICATION
ITS (PREVENTIVE

EXTERNAL & INTERNAL UNDERGROUND BUILDING - TERMITE PROOFING,
PERIODIC PEST CONTROL - FUMIGATION (PREVENTIVE MEASURES).
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7. Problems faced :
Problems

Implementation

Categorized
into Problems Faced Measures to Overcome
1. Planning Earlier records were A new building was
scattered without constructed with all well
classification and it was |equipments and records
difficult to track the were classified in ABCD
records easily. categories and some
important records have been
digitized.
2. Financial Nil Nil
3. Field

HDMC staff were not
known how to classify
the files and records as
per office procedures

HDMC staff were trained in this
regards and also manual
numbering of the files.

4. Technical

For monitoring and
maintenance of files
and records, HDMC staff
were incapable.

It was decided to entrust the
entire record management
system to some agency,
hence appointed Smart
Services Network, Bangalore
and is managing satisfactorily

8. Political assistance :
Nil
9. Lessons learnt :

Lessons Cateqgorized into Lessons Learnt

1. Planning

(0]

By the process of outsourcing this activity to a
professional records management agency
lessons were learnt as to how to store, preserve
& secure the public records by adopting
Industry's best practices.

P . Financial

Internal generation of funds.

HDMC manpower not utilized in manning the
Recordkeeping activity - salary and
administrative cost savings.

3. Fleld Implementation

(0]

A comprehensive physical inventory and
database compilation of all the existing records
pertaining to more than 100 years in possession
was created.

Improved staff attitude and efficiency in
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attending to both internal and external
customers on the administrative matters with
the quick availability to reference records.
Streamlining of the records management
activity has improved the decision making with
operational efficiency and nimbleness in
response to internal and external stimuli.
Quick response to Hubli Dharwad citizens varied
needs of documentary evidence / requests
processed has won the respect and credibility
of Corporation's PR image building activity.
Efficient & optimum Space usage in the Record
Room. Thus resulting in : freeing-up of office
space for other useful purposes in all the
departments. This has led to all the offices now
look better, tidy and has spacious work
environment; which was otherwise usually
stacked with bundled loads of files in every nook
and corner of the space available.

1. Technical

To meet the RTI guidelines for better
governance, all those neglected issues/
problems faced (listed above in before the
initiative) have been very well planned and
taken care by adopting Industry's best
practices.

Enhanced levels of MIS and process audits
possible without tying-up of valuable resources
Has enabled the organization to remain fast
and flexible in a traditionally neglected citizen-
centric service delivery services.

Quick turn-around from concept to
implementation, providing a reliable & scalable
business process to meet the HDMC business
objectives - to be efficient & prepared to
comply with regulatory, statutory and legal
obligations.

10. Results achieved :

o All those issues/problems faced (before the initiative) have been well
taken care. This could be achieved due to outsourcing the activity to a
professional organization in Records Management. With the support &
assistance of concerned Officers of every Departments' and the
continued & concerted efforts of the Management Team of outsourced
agency. Now, HDMC has been following the Industry's best practices
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11.

with the state-of-the-art record management centre.

A closely monitored and well-coordinated automated archival and
retrieval system both manually documented by skilled resources and
by automated software.

Speedy retrieval of exact documents when required.

Each and every file is segregated and classified department-wise, ward-
wise, year-wise with unique barcode as the sole identifiers for each file/
document with location coding in the custom-made software package.
Record access, retrievals, dispatches and destruction requests are
implemented only after strict authorization procedures.

All record transportation operations follow strict documentation
requirements and are only bar-code driven managed thru software.
Inventory Reports - knowledge of what is present and for how long it has
to be retained, enhanced levels of MIS and process audits possible
without tying-up of valuable resources

Active / Inactive storage - Inactive files can be treated differently
(shredded / scanned)

Fire detection & control systems - fire extinguishers, smoke detectors,
Intruder alarms, motion detectors and an automated auto-dialer to alert
key personnel on emergency situations.

Sealed & secured premises accessible only to authorized personnel.

Sustainability:
This unique initiative of HDMC is financially sustainable as it has
streamlined the defunct system of record keeping activity and is well
within the estimated administrative budget and minimizes the overall
expense reduction in managing the records of Hubli Dharwad Municipal
Corporation.

o Financial:

o

By outsourcing this activity this has resulted in substantial long term cost
savings to Corporation {Overhead costs + fixed costs + variable costs x
controllable variable costs}

o Social and Economic:

o

With this yet another strategic business aligned process reform step taken
in ensuring efficiency and accountability in the Municipal Administration;
the intangible benefits gained with this best practice in action has
yielded positive impact on all the administrative functions and has
influenced the attitudes of both the officials and has regained the lost
trust and crediblity of the citizens of Hubli & Dharwad by reassuring them
the qualitative citizen-centric service delivery experience of quick and
prompt delivery of committed service.

o Environmental:

o

The major tangible benefit achieved is in restoring the history of HDMC
in documented form thereby safeguarding the vital records - in
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preserving the past, to better manage today and in preparing us to be
ready for tomorrow.

12. Transferability:

o This BEST PRACTICE can easily be implementable / transferable to any
town/city irrespective of its size because it is very clear that the idea
can be modified as per the need of any Urban Local Body (ULB).

o To start with, any ULB can begin with prime services; further can plan
administrative reforms that are required and extend the service delivery
to build on the existing systems.

o The process will help any ULB to build their capacity resulting in better
service delivery and time management.

13. Recognition /Awards:

Smt. Amita Prasad, Regional Commissioner - Belgaum, North
Karnataka
- | visited the HDMC- Record Room, it is being maintained well. Fire &
Security Systems are well in place, the system is good & needs to be
replicated early.

Shri. B.S. Baliga, DGM, Hubli - Zone, Corporation Bank

- We are impressed by seeing the Records Management in HDMC. We are
of the strong view to have this type of system to be adopted by the Bank.
Shri. Prakash Patil, Asst. Company Secy., HESCOM, Hubli

- lam very much impressed by the system of Record keeping in the HDMC;
| congratulate the persons who have contributed for establishing this
exemplary system.

Smt. Usha P. Raghupathi, National Institute of Urban Affairs, New
Delhi
- Excellent system, not seen anywhere in the country like this, should be
taken-up in other ULBs too.

Many other distinguished Bureaucrats, visiting officials on study-tour
have visited the facility and have expressed their appreciation for the best
managed Record Management System in practice.

Shri. Suresh Kumar, Hon'ble Minister for Urban Development, Govt. of
Karnataka

Shri. Thangraj, Principle Secretary, Urban Development, Govt. of
Karnataka

Shri. Sandip Dave, Managing Director, Karnataka Urban Water Supply
& Drainage Board
Shri. Jayaram, Executive Engineer, KUWS&DB, Hubli

Officials from: Tahasildar Office, Hubli,
Managalore Municipal Corporation, , HESCOM, KSRTC,
77



Notes

78



Notes

79



Notes

80



Notes

81



Notes

82



Notes

83



Notes

84



