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Foreword

This document is the result of a project undertalcedevelop an implementation model for introducing
quality management systems in water and sanita@mices. The project was part of the ‘Capacity
Building for Poverty Reduction’ programme of the daement of International Development. The
programme aims at providing assistance to statergaowents to build capacity for better service dlyy
especially in the pro-poor sectors. The main pbiptyy of the programme is to build capacity af
institutional, organisational and individual levelSapacity building at the institutional level inves
people-friendly concepts like social audit and aitosensure people’s participation in policy making
processes. Capacity building at the organisatidagél involves improvement in service delivery
standards of different line organisations. Capabitilding at the individual level involves skill gpade

and bringing about attitudinal changes.

The project for introducing service quality managemn water and sanitation services was undertaken
the Municipal Corporation Shimla, and it falls witithe ambit of organisational level capacity bunfyl
While some work has been done earlier at the utgiital and individual levels also, this was thestfi
intensive exercise to build capacity at the orgatiogal level. As such, the project has a very isph@tace

in the realm of administrative reform, and its t@ss will prove significant in shaping future work this

area.

The Department of Administrative Reforms and Pulilidevances has been very eager to develdp
mechanisms for rendering the administration motieen-friendly and for improving service deliverg a
experienced by citizens. Recognising the fact sleatice delivery can no longer be treated as a amand
activity left to lower level frontline staff, the dpartment has given a practical shape to an aspisht
service delivery excellence model by developing ‘tBevottam” framework. The framework seeks to
integrate service quality management principles the organisation’s day-to-day service deliverfe T
Department is fully cognizant of the fact that depenent of the Sevottam framework is only one pért
the story; seeing the framework in action is theegtmore important part. Under the Capacity Buoidi
for Poverty Reduction (CBPR) programme, projectsdieveloping Sevottam implementation models i
diverse sectors have been taken up. The first gireyas initiated in Himachal Pradesh for water ang

sanitation services. Three others are at varyiagest of implementation in Karnataka, Madhya Prades

=)

and Orissa in the areas of women and child devetoprhealth and family welfare, food and civil

supplies, respectively.
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This document relates the implementation side ef Sevottam story played out by the Municipa
Corporation of Shimla in Himachal Pradesh. Liketale stories, it has words of encouragement, dis we
as strains of disappointment. Whether you choosestthe experiences gained from this exercise @s

lessons learnt or address the unfinished agendauis prerogative. We have taken the opportunity t

A4

develop and tell the story honestly, and with anynsupporting tools and techniques as were actually
used. We do hope that it serves as a useful referar your organisation in its own quest for seevi
delivery excellence.

Rajni Razdan
Secretary (AR& PG)
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Organisation of this Document

This manual documents the Sevottam implementatiodeinbased on the experiences of the Municipa
Corporation, Shimla. It is divided into two pargart | gives a descriptive account of what thiggmbwas
intended to do and how the various developmentmglahe course of the project can be seen tog@ther
the form of an implementation model. This is folkavby an overall perspective on the lessons Id¢arnt
future implementations. Part Il describes the imm@atation process in more technical terms, leathirg
reader through the four phases and 18 activitidh@nmplementation process. To describe eachiggtiv
the Entry-Tasks-Validation-Exit (ETVX) model hasepefollowed. The various formats, checklists anc
other tools and enablers used in the implementationess have also been reproduced at relevargsplag
Finally, the lessons learnt at each stage are dected so as to provide the reader with insights faw

the activities may be undertaken in a more fruithainner the next time round.
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Sevottam Overview




Introduction

Government service delivery covers such a large ugaofi activities that no citizen, ordinary or
extraordinary, is left untouched. Whether it isidEly of mail at the doorstep or door-to-door cofien of

garbage, renewal of passports or registration ¢fickes, tax payments or refund claims, we in the¢
government are becoming increasingly alert to #heise delivery implications of everything we dad?
service delivery leads to all round stress, distattion, and increased incidence of complaints by
citizens. Today, the standard of service deliveny make or mar the credibility of the governmentthie
days to come, delivery of high quality services ttabecome a way of life for all public service igas.
Therefore, the Department of Administrative Reforansl Public Grievances, Government of India, tool
upon itself the task of developing a framework tidg public service organisations on what high igual
of public service entails and how to go about aghgit. It was our endeavour to express in thepbast

terms the knowledge distilled from the quality mgement discipline and to contextualize it for pabli

service delivery.

In the world of business, quality policies and pigs emanate from the need to secure competitiye
advantage over rivals. In the realm of public s&sj the critical issues revolve around providiegtb
service under conditions that involve huge voluniiesited resources, and multiplicity of stakehokler
with varied and conflicting interests. Thereforigg Quality practices of public service organisaioeed
to be based on a somewhat different model. Whitentiodel could use the generic principles of qualit
management, it needs a distinctive flavour thasswiganisations performing a mix of administratarel

service delivery functions.

The “Sevottam” framework, developed by the Deparimef Administrative Reforms and Public
Grievances, fulfils precisely this need, and usssrgle, criteria-based model to guide the managewie

guality in public services.
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The Sevottam Framework

A model or a framework provides a methodical viefntlee issue at hand. The Sevottam frameworl

embodies service quality in very simple terms aravides a focused approach to the pursuit of quadit
public services. The essence of Sevottam is capiorseven steps

1. Define the servicesvhich you provide and identify your clients

2. Set standardsand norms for each service

3. Develop capabilityto meet the set standards

4. Perform to achieve the standards

5. Monitor achievementagainst the set standards

6. Evaluate performancein setting and achieving standattisough independent source
7. Continuously improve based on monitoring and evaluation results

The first two steps of defining services and sgtstandards for them are important because we taono

anything about service quality unless some stasdarel laid down. Steps 3 and 4 are the ones that t3

quality from the drawing board to ground level ieplentation. Setting standards initiates the qualij‘[)

management process and performance geared towaetsigithem takes it forward. Then there needs
be internal monitoring to keep checking performaagainst the standards to identify gaps and takerac
to close them. At some point, an external, indepahdvaluation to assess the process of settingatds

and monitoring their achievement needs to be uaklem; so that benchmarking and best practic
adoption can be strengthened. Finally, all thesecgsses need to be undertaken in a continuo
improvement mode so that the organisation can reasyressively higher levels of service quality, as

new technologies and ways of improving servicevéeji emerge.

Adapted from the seven-step model recommendedé@éicond Administrative Reforms Commission
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While the seven-step model captures the essenSe\wafttam, the framework is formally detailed in the
form of 33 requirements grouped under three moduwigh 11 requirements each. The three module

correspond to the key areas in the delivery of ipug#rvices:
1. Citizen’s Charter, which deals with setting, achieving and reviewsegvice standards

2. Public Grievance Redresswhich deals with corrective measures to be takearwgtandards
are not met appropriately or are not achieved

3. Capacity Building, which deals with developing capability to delivergh quality by
understanding citizen needs, equipping employees paoviding necessary infrastructure and

equipments required to deliver as per standards

The 33 elements under these three modules areeas. gi

Figure 1: Sevottam Framework
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These can be used as the basis for conducting-asselssment and identifying gaps in the currestesy
being followed to manage service quality in theamigation. An assessment based on Sevottam requifes
an understanding of three simple principles:
1. Assessment criteria are of two kinds:
i) Level 1 that can be marked dslfilled” or “not fulfilled’ with nothingin between
i) Level 2 with a wide th betweehrange implying varying degrees of fulfilment
2. Organisations need to be assessed at two levels:
i) Parentlevel, which is responsible folesign issues
i) Outlet levelwhich is responsible fatelivery issues
3. Achieving high quality requires management of traspects:
i) Results achieved
i) Process followedo achieve the results

iii) Evidenceof process and results

o

The following is a graphical representation of htdve Sevottam framework brings these principle

together in an assessment-improvement framework:

Figure 2: Sevottam Assessment-Improvement Framework
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Sevottam Implementation Model

As mentioned earlier, the purpose of the projealentaken at Municipal Corporation Shimla (the
Corporation) was to develop a model for implemeortadf Sevottam requirements. The following figure

shows an example of the high level process follofeedhe same:

" !( |
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Figure 3: Sevottam Implementation Process Exampladm Municipal Corporation Shimla
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The figure shows the high level steps for a serwicéer sanitation area—garbage collection from
dumpers. There are 194 dumper containers placéldeimrea under the jurisdiction of the Corporation
The frequency of clearance of garbage from thesepéu containers is erratic and ranges from once @r

twice a week within city limits to even less thaattin far flung areas.

The first gap lay in not having any clearly comnuated frequency for the dumpers to be cleared. The

standard frequency for clearance was agreed updailsthrough discussions held during a stakeholde

workshop, where both elected and appointed officiail the Corporation were present. The actug
frequency was much lower than the standard agrped,land the main reason for this was identified gs
the shortage of vehicles for transporting the ggeteawvay from dumper containers to the landfill.Sliee
number of vehicles required was calculated basednid@age calculations and requirements for total
distance to be travelled from each dumper contdimehe landfill site using an optimum transpodati
route. Accordingly, a note was sent to the Depantnoé Urban Development, Government of Himachal
Pradesh, and through its good offices an interestiban of Rs 2.00 crores was sanctioned by thanee
Department. Thereafter, the process for purchaddadmication of the vehicles was to begin, so thay

would be available for operational use.
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Scope of Sevottam Implementation Activities at Murgipal Corporation
Shimla

The problem of door-to-door (D2D) garbage collettis one of the long-standing problems in Shimlg
The town does not have any Resident Welfare AssonigdRWA). The terrain being hilly, it is easy for
households to throw garbage down the slopes, wdaahot be traced back to the source. The Corporati@
has been trying to find a solution to this issueasi1999. Five NGOs had been identified and aléatat
areas for D2D collection, but the system is notkiay properly. Several reasons have been put fortfp,
such as refusal of households to pay for the serwiadequate manpower deployment by contractors,
disruptions in service, ambiguity on terms and doos, engagement of migrant labour, and similaf

other reasons.

The approach being adopted now is to identify anallsarea or colony serviced by each NGO and make
that a pilot to demonstrate uninterrupted servaretlie next two months. Once uninterrupted serisce
demonstrated in these areas, citizen confiden@xpgcted to build up, and economic viability of the
service through regular and adequate payments icseausers can be assured. The processes followgd
for uninterrupted service in the pilot areas arbdonstitutionalized and replicated in other cadsn

Another common problem faced by citizens is exdafisng for water supply. The reasons cited in
discussions include faulty or non-accessible metarspering of meters by consumers, shortage oémet

readers, difficult terrain and weather conditioimsorder to get to the bottom of the problem, thére

billing data for Kanlog ward has been extractedrfrthe system and is being reconciled with manué

—h

ledgers maintained by meter readers. Based on ate af about 1,000 households, the proportion ¢
actual and average billing is being determined apdcific reasons for average billing are being
established. Based on the facts emerging from &l decisions about billing method, meter placemer
and other actions, will be taken and implementedKanlog ward in consultation with the local
Councillor. The exercise will also be treated agpilat for replication in other wards after suitable

modification.

The Corporation does not have a systematic methaddord the receipt and assignment of complaints,
except in some areas for water supply and sewesgeed problems. For sanitation services, ther®is

specific information available on how and wherdamge a complaint. Even where receipt and redréss

O

complaints is being done a little systematicalhere is no way to put together complaints relatata et

periodic intervals for any analysis of most freqiyereceived complaints and their mitigating actomo

bring more order into the system of managing comfdaa best practice study was done at Municipa
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Corporation, Guntur, which is running one of thestsuccessful complaint management systems in the
country. The system is supported by a single oatitre number that citizens can call to lodge theM

complaints. On receipt of a call, the complaineigered into the system, which automatically seards
SMS to the concerned field functionary. The funtéity can update the status of redress in the systgm
through an SMS or other convenient means. If theptaint is not resolved within the prescribed time
frame, an escalation SMS is automatically senthigystystem to the next senior functionary enabling h

to take action, as warranted. Periodically, the Mipal Commissioner takes stock of the status of

complaints based on data extracted from the syatehgets to the real problems fairly quickly.

To understand the system and assess its usefdtmeSfimla, Corporation officials visited Hyderabad
and Guntur to see it in operation. Satisfied witle tobservation, arrangements and subsequent
preparations were made to install the same at @himhich meant that time allowed for addressin]l
various kinds of complaints were laid down, fielchétionaries responsible for resolution were ideadi
and their details entered into the data base, dndtler preliminary activities were completed. The
software application has been installed, and thep@ation is in the process of making the system

functional.
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Lessons Learnt

During the course of the project, Municipal Corgama Shimla has dealt with some of the issues in

more systematic and logically complete manner.difs have begun to appreciate how this affects the

quality of everything that they do as part of thealy work. Eventually the benefits of better gtyal
management must be passed on to the citizens thiwgher standards of service delivery, be it tigiou
better information on what standards to expecthoough more reliable service delivery and efficien

complaint resolution systems.

One of the main issues faced during this implentemadas been the frequent change in incumbenties
senior positions. For example, within a span of year, the Assistant/Joint Commissioner’s postseses
four incumbents. This has affected the speed ofitidementation and the real benefits to be derive
from the project. Due to frequent changes, manthefcapacity building activities had to be reworkec
several times leading to more effort being spergmtompared to the benefits being reaped.

On a more positive note, the experience at Shinlaws that getting financial resources for
implementation of improvement initiatives can beosith if the requirements are properly worked owt an
their logic is clearly demonstrated. For exampgie,issue of acquiring new vehicles for garbagesctithn

had been pending for a very long time, but onceattaysis was done in a logically complete manner a

appropriate justifications were available to suppive need, necessary approvals were found to be

forthcoming.

In conclusion, one might not be able to claim tee¢rything that was targeted under this project wa
completed. However, it would be fair to concludattthe people involved in this exercise have cjearl
seen the value of undertaking fact-based analysisdeealing with problems in a systematic manne
instead of the usual ad hoc-ism and hearsay baspessions that are common in such organisation
Some progress has been made during the projectaand more will follow even after the project’s term
is over. It is admittedly true that citizen pergeps about service quality can be improved to gdaxtent

by making prescribed service standards transpaaadtby progressively working towards closing the g

between prescribed and actual standards.
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Part |l:

Sevottam

Implementation

Methodology




Introduction

This part of the document describes the activitiedertaken at Municipal Corporation Shimla in teiwhs
the project phases and the activities under eaesehrhe Project Management Body of Knowledg
(PMBOK) lays down five kinds of processes thatraguired for the management of any prdject

\1%4

1. Initiating — authorizing the project or phase

2. Planning — defining and refining the objectives, and sahgcthe best of the available alternatives

to meet them
3. Executing— bringing together the resources required andgie the plan

4. Controlling — measuring progress and identifying variancesnfrplan for making course

corrections
5. Closing — formalizing acceptance and bringing the phagg@ect to a logical conclusion

Combining the generic requirements, as laid dowthieyproject management discipline and the specific
requirements of the Sevottam framework, the prae€orporation Shimla was undertaken by Municipj(
Corporation. It was carried out through 18 différaativities, grouped under four phases, as shown

diagrammatically:

2 PMBOK 2005
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Figure 4: Sevottam Implementation Project Phases ahActivities

Page 21 of 54




Initiation Phase

This phase consisted of introductory meetings witead of the organisation and other
departmental/functional heads to develop an unaedstg by organisation about of what needs to be
done under in this project. In this phase the nm@dais was on arriving at an agreement on whichicesv

could be considered while setting and improving@dsads.
The following activities (1 to 5) were undertakeuridg this phase:
1. Holding of initial meetings
2. Holding of first workshop
3. Appointment of project manager
4. Setting up of task force

5. Identification of outlets/services for pilot ilementation
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1. Holding of initial meetings

The purpose of the initial meetings was to undestguality management system requirements andearri
at a draft list of services under water and sanitatlepartments. For these services, some draitiztds
were to be prescribed through discussions at thel lef commissioner and the heads of water an

sanitation departments.

Entry Criteria

Understanding operating environment of municipaditand the services offered by them
Understanding of the reasons for setting servi@edstrds and the ways of using them

Understanding of performance benchmarks, as sugybgtthe Ministry of Urban Development,

Government of India

Tasks

Prepare list of main services to be offered (in &/&upply and Sanitation)

Identify parameters on which service standards hedeé set

Assign target values to parameters representimglatds to be achieved

Finalise modalities for workshop to elicit stakedeal agreement on the list of services

Prepare checklist for arrangements to conduct vinaks

Validation

Ensure availability of contact details of stakeleoidto participate in workshop

Contact key stakeholders and get their reactiongottxshop plans

Exit Criteria

Completed list of services and other activitiesapaeters for standard setting and best-in-class

standards, where available

Agreement on checklist by workshop organisers
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Reference Documents
List of services and other activities, parameterstandard setting
Performance benchmarks by Ministry of Urban Develept

Workshop checklist

Lessons Learnt from Initiation Meetings

Although it is necessary to have a time limit imohfor completion of initiation meetingg,

it is not possible to predict the number of meetirgtually required before the target
organisation agrees to start implementation. Thee tiaken to reach an agreement yill
depend upon the time available, the span of attepn@nd the inclination of the tqp
management. It is, therefore, advisable, to keep timelines flexible enough to
accommodate the specific stage of awareness aboute quality management issueg in
the organisation. At the end of the initiation niegs, a broad agreement on the list of
services being offered, the parameters on whichicestandards could be laid down, gnd
some assessment of the levels achieved curremhibyld be formed. Till the time this
agreement emerges, meetings may have to be coditance more explanations providgd
to the top managers so that they can take decisaated to workshops for stakeholdger

involvement in further work.

Page 24 of 54




2. Holding of first workshop

The purpose of the first workshop was to involvect#d and appointed officers of the Corporatioth@

Sevottam implementation project. During the worlghdiscussions were held around identification OL
services offered, deciding parameters to be usedsétting standards and developing a commog

understanding on what levels of service standarelcarrently being achieved. This workshop was hel

St

twice with different invitees each time. The firgorkshop was held on June 07, 2008, and the semond

June 30, 2008. The workshop was held over two tagscommodate the large number of officials and t

A=

restrict each group to a manageable size. Reasdmlding it twice was that the number of officialas
quite large and if every one had been invited togetthe group size would have been unmanageahly
large. The Commissioner, therefore, divided thgdaaudience into two groups. Those who were idvite
the first time, but could not attend due to somigency, thus got another opportunity the seconek tim
round to participate in the discussions.
Entry Criteria
Activities completed as per workshop checklist
Workshop materials ready for distribution

Video/audio recording arrangements made, if needed

Participants present

Tasks
Register participants and update contact details
Explain list of services, parameters for standattirsy, and target standards for municipality
Collect data on participant perceptions about curseandards being achieved
Discuss systems for ensuring reliability of sengtandards
Create draft document with list of services, cursgandards achieved, and targeted improvements
Create document containing workshop proceedings

Circulate workshop proceedings document and dadftichent with list of services, current

standards achieved, and targeted improvements

Page 25 of 54




Validation
Participant agreement or modification to workshapcpedings

Comparison with video record of workshop proceesling

Exit Criteria

Creation of long list of services and targeted iovements

Reference Documents
Distributable workshop material
Data on participants’ perception

List of services with improvement targets

Lessons Learnt from Holding of First Workshop

Most organisations of this kind do not have clealbzumented service standargs,

and it is not correct to presume that the statususfent standards achieved| is
known to everyone who is part of the organisatiG@ouncillors have varyin

impressions based on their interactions with thelipuwhile appointed officers

may have different impressions based on reportived from their staff. One w
of arriving at a common understanding is to collegta on the differin
perceptions and start working with some averagas ¢hn be used to set initjal
targets. Gradually, the data on current standactiteeed can be improved and

more realistic targets set for the future.

By holding the workshop twice, a high level of irdst was created among the
officials who could not attend the first time. Thegre curious to know the detatm:s
of the model, and were eager to attend the workshogn the second date wgas
finalized and invitations sent across. It was glessible to improve upon the data
collected on the first date as most of the serviaed parameters for settilg

standards had already been debated by severalibotsand appointed officers.
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3. Appointment of project manager

The purpose of appointing a project manager wdsat@ one senior person from the corporation ta
overall charge of the day-to-day implementationvéets. This was necessary because the commissio
did not have enough time for frequent discussidite project manager was expected to take routirje
decisions and refer to the commissioner for apgsoaad guidance, as needed. Since this project wgas
undertaken with the assistance of consultantsptbgect manager could be appointed after condudliag
first workshop. Till then consultant resources wakailable to take overall charge of implementation)

activities under guidance from the commissioner.

Reference Documents

Office order issued from Commissioner, Municipar@wation Shimla (Identification and

appointment of project manager)
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4. Setting up of task force

The purpose of setting up a task force for Sevotimmplementation was to create a forum for
departmental heads to come together and work t@xsmbmmon agenda on service quality manageme
Since water and sanitation services were handletvbydifferent departments, representation fromhbot

was required in the project meetings to be conduétem time to time. The task force developed &

protocol for its own meetings and decided upon atimg meeting frequency. Each meeting was fixed if

advance, and the agenda was circulated beforeEactl. meeting was documented in the form of minute
of meeting, and the decisions taken, as well aa¢hiens agreed upon during the meeting, were lated
to all participants and other stakeholders.

Reference Documents

Office order issued from Commissioner, Municipakr@oration Shimla (Task Force Set-up)

Minutes of task force meetings & project monitormegiew committee meetings

Lessons learnt from setting up of task force

The task force meetings need to be held regulang,the discussions therein
should help to focus attention on some key issfiesubine service delivery
that need resolution. In the case of Municipal @oagon Shimla, the

following three issues emerged as key:
Door-to-door garbage collection
Water billing

Complaint management

Once the key issues were identified, it becamese&sikeep the discussions

focused on the issue at hand.
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5. Identification of outlets/services for pilot impementation

The purpose of identifying Pilot wards was to derate a limited geographical area from where coraple
data could be collected to identify root causespimblems in service delivery. This was needed b&ea
there were differing views on the reasons for serdelivery failures and the ways to resolve themtil

a limited area was studied to create a completeldfase and make it available for decision-making,
would not be possible to find sustainable solutiodards were identified on the basis of suggestion
received from the commissioner (for door-to-doorbgge collection) and volunteering initiative oeth

local councillor (for water billing).

Reference Documents
Location of the wards selected

Identification of wards and further actions to bken as agreed in the first task force meeting
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Strategy and Planning Phase

This phase consisted of devising a strategy anufplafollowing the requirements of quality managsrmh
systems. The focus was on identifying specific\dtotis that would have to be done to set and aehie
standards for municipal services and for resolutdrcitizen complaints about those services. I thi
phase, a self-assessment checklist was used tssabgecurrent status against requirements of gawot

This was followed by a baseline study conductedalbthree major issues discussed by the task forc

11

which led to identification of gaps in the currgmbcesses. Based on these gaps, an action plan was

devised to close them in a time bound manner. Tieysalso helped task force members to define targ

\1%

service standards for all identified services, amdritize improvement opportunities considering th

current service delivery capability in terms ofradtructure and other resources available.
The following activities (6-11) were undertakenidgrthis phase:
6. Documentation of current service standards
7. First self-assessment on Sevottam criteria
8. Gap analysis
9. Development of road map for gap closure
10. Prioritisation of improvement opportunities

11. Detailed action plan for prioritised activities
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6. Documentation of current service standards

The purpose of documenting the current status letwsl services was to create a baseline docuroent
reference before implementing actions for changing improving them. Data availability on current
standards achieved was limited, and the achievermaned from ward to ward. The method of
documenting current standards in tabular form wasedor reference purposes through agreement among
task force members. Inputs were also taken fromréselts of stakeholder discussions held during

workshops in June 2008. The following table shdvesdata on current service standards at that time:

Table 1: AS-IS Service Standards for MC Shimla at mject initiation

Page 31 of 54




Lessons Learnt from Documentation of Current Servie Standards

This activity has helped concerned officials thadout different parameters f

setting service standards. When they were disayisbim number of hours fg

which water supply could be reliably expected hyzens, they also realiz

that it was equally important to have predictabieirigs rather than getti

water at any time of the day. If water is availadi@n expected time every d
even for short periods, people find it much easgylan their usage. The less
learnt is that an exercise of this kind stimuldtesthought process, and serv,
delivery agencies can pay attention to several cspthat were hithert
neglected by them, but will be important for citize

olpi

ce

A=
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7. First self-assessment on Sevottam criteria

The purpose of undertaking a self-assessment oott&av criteria was to create an understanding of ho
service delivery has to be managed as against boxces have to be delivered. Till activity 6, floeus
was deliberately kept on the service standards ks, so that issues could be discussed witherefe
to day-to-day service delivery. From this activiigwards, the service quality management aspect wgs
formally brought in and issues like setting up egst to lay down, reviewing service standards, ngakin

the standards known to all, setting up systemseioeiving and resolving complaints, etc. were dised.

Reference Documents

First self-assessment results

Lessons Learnt from First Self-Assessment Results

This activity has helped bring service quality ngeraent into focus, rathér
than service quality itself. While it is importatd have high standards pf
service quality, ad hoc actions to improve sendgelity will not lead tg
sustainable results. The first self-assessmeninsg&evottam criteria shows
that even if standards achieved today may not bg kigh due to resourge
constraints, the existence of a process to ideatiky progressively reduce the
constraints will eventually lead to sustainableulss At the same time, it |s
important to communicate current standards to thizens, as it instils

confidence in them and elicits their co-operatiomprovement efforts.
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8. Gap analysis

The purpose of gap analysis is to identify spedatfieas in which improvement actions would be take
within the project. Based on the first self-assemsina list of high-level gaps was prepared anivities
were initiated to resolve that gap. Based on trst §olution, more detailed activities have beemidied
for complete closure of the gap.
Entry Criteria
As-Is status for service delivery evaluated throdftussion/workshop

Lack of evidence to support as-is status

First self assessment completed

Tasks
Prepare list of observations against existing [(sses
Identify gaps against ideal implementation scenario

Identify action items for gap closure

Validation

Agreement on gap analysis findings

Exit Criteria
Avalilability of gap analysis findings
Acceptance of gap analysis findings

Action plan to close gaps

Reference Documents
Gap analysis findings
Baseline data on number of households
Grievance data records with common mistakes hilgtdid)
List of data elements for monitoring

Pilot data of households to monitor D2D collection
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Vehicle requirements (Table)

Billing estimates (Table)

Lessons Learnt from Gap Analysis

This activity helped to prioritize the actions te laken for improving th

A} %

current service quality management process. Thraliglgap analysis, it wds
possible to lay down clearly the requirements fidligonal vehicles to clear up
the dumper containers. Through gap analysis, it p@ssible to understand
where to start for upgrading the complaint managersgstem and making |jt
more citizen as well as employee friendly. It wésac that technical solutions
to complaint management are available and oncetaeff@ut into seeing the
in operation, their applicability in Shimla can bkearly demonstrated. Th’m;
analysis also strengthened the understanding atidulation of various
processes in the form of flow charts which wouldriahe basis of improveg

processes for complaint management, garbage aoheegtater billing, etc.
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9. Development of road map for gap closure

Purpose of preparing the roadmap was to bring hegeall the gaps and improvement opportunitie
identified so far in the form of time-bound actigg with specific responsibilities assigned to dpec
members of the task force. During this proces&ages and dependencies across different activitees
identified so that timelines assigned are feasdie realistic. The activities were divided into ifou

sections:

(1) Activities for module 1 — Citizen’s Charter

(2) Activities for module 2 — Complaint Managem@&riévance Redress
(3) Activities for module 3 — Service Delivery Céyilay

(4) Common activities for all three modules.

Entry Criteria

Gap analysis completed

Tasks
Prepare list of activities required to be donedap closure
Determine linkages and interdependencies
Assign target completion dates

Assign responsibilities

Validation
Agreement on action plan by task force members

Agreement on action plan by commissioner

Exit Criteria
Avalilability of action plan in documented form

Acceptance of action plan as base line documeritifare reference and course corrections
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Reference Documents
Action Plan — Plan & Initiate Phase

Action Plan — Implementation Phase

Lessons Learnt from Development of Roadmap

Development of roadmap for gap closure signifie$ @wnership by the
organisation for making the required changes inpitescesses for servige
delivery. The roadmap developed in the first inseawill never be followec
accurately, but in the absence of any roadmapnibigossible to move forward
at all. In the case of Municipal Corporation Shiptlee roadmap was modifigd
in many ways during the course of the project. &@mple, in the case of doqr-
to-door collection of garbage, initially the roadmaas to take assistance |of
NGOs for undertaking the work in colonies allottedthem. Later, when the
Society for Shimla Environment, Heritage and Bdaatiion was formed, thg

plan was to bring ward offices under its ambit $apervision of the work. A

12

the issues of appointing ward manager and othectifumaries remainefl

unresolved for a long time due to the announcerokelections, the idea of r¢-
employing NGOs as before was again in focus. Thased on changin][;
circumstances, the roadmap may get altered, butntia lesson learnt is that
without having any kind of roadmap in place, itnist possible to keep any

track of what needs to be done next.
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10. Prioritisation of improvement opportunities

Purpose of prioritization was to take up activitiesa logical sequence for the next four to six then
Three issues identified by the Task Force as keasarfor improvement were taken up for initial
implementation

Entry Criteria

Road map prepared

Key issues identified as immediate priorities

Tasks
Agreement on immediate priorities
Agreement on activities to be done for addressimgédiate priorities

Initiation of activities agreed upon

Validation
Review in task force meeting

Need-based discussions with commissioner

Exit Criteria
Early implementation of activities agreed uponramediate priorities
Reference Documents
Printing of new registers (viz. — Grievance Rec&pyister, Daily Weight Register)

Consolidated MIS on location, size, frequency, nandf vehicles deployed for disposal of

dumpers

Grievance Redress — revamp Plan
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Lessons Learnt from Prioritization of Improvement Opportunities

Prioritization of improvement opportunities helpsnlg key areas into focus go
that available resources can be utilized in the bemnner on areas that gre
more important rather than frittering them awayseweral issues at the saine
time. During the prioritization discussions, coron officers were able tm:

align the initiatives that were already half wayotigh (like distribution of kits
and uniforms to the staff) with Sevottam requiretadike equipping staff t

=

discharge responsibilities efficiently). The lessdearnt from this step afe
important from an alignment perspective. At anyegitime, there will b¢
several initiatives for improvement already underwa every organisatiory.
The prioritization exercise should take these aties into account and focfis
on completing them and bring their impact into foéd of service qualit
management required under Sevottam. This way Sewdthplementation wi)I”
not be perceived as an additional burden but vatidme a part and parcel jof

the day-to-day working and business normal funatigim the organisation
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11. Detailed action plan for prioritised activities

Purpose of preparing detailed Action Plan was tater a list of time-bound activities with specific
responsibilities assigned to specific members & task force. During this process, linkages an
dependencies across different activities were ifledtso that timelines assigned are feasible aadistic.
As per the activities identified during the prepeEma of roadmap, they remained classified into fou
sections, one each corresponding to the three resdfl the Sevottam framework, and the fourth on
comprising of common activities that cannot be didlspecifically to any one module.

Entry Criteria

Early implementation of prioritized action items

Tasks
Creation of work breakdown structures based orrigiged action items
Assignment of responsibilities to specific persons

Assignment of planned start and end dates for ¢heittes as per work breakdown

Validation

Discussions and modifications as needed

Exit Criteria

Acceptance of responsibilities by respective pansbn

Reference Documents
List of Sevottam Modules-Criteria-Elements
Action Plan — Plan and Initiate Phase

Action Plan — Implementation Phase
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Lessons Learnt from Preparation of Detailed ActionPlan

In the beginning when detailed action plan was g@regp for Municipa

Corporation Shimla, first an attempt was made limcate responsibilities as pger

—h

existing structure of the organisation and assegponsibilities to multiple sta
members. However, it was later found to be veryidlilt to get everyone’
buy-in and ensure that work items were deliveregaagime lines. The task ¢f
co-ordinating across too many people was a compféair and eventually

responsibility had to vest in the departmental h@&erefore in the action pla

—

responsibilities were assigned to task force memhtimemselves, and it was
their responsibility in turn to get the work don®rh other staff membefs
reporting to them. The lesson learnt thereforeikdep the number of peogle
directly responsible for executing the Sevottam lengentation action items
limited to task force members so that responsiediand decisions about their
acceptance remain within the control of the tasikcdoIf responsibilities arg
directly assigned to other staff members as wefifrang mechanism will be

required to fetch updated status on activities deted during a given perig

d
from all staff members to whom responsibilities @ssigned through the
detailed action plan. In Municipal Corporation Skanthis could not be do:ue
successfully, hence responsibilities were direafigigned only to the task forge
members and after every meeting, three sets ajraitéms were prepared, ohe

for each of the three members of the task force.
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Implementation and Ownership Phase

This phase consisted of taking ownership to coraplleé activities identified in the previous phase b
officers from MC Shimla. The focus was on assigniegponsibility to individual officers for complag
the activities, to set up a mechanism for reviewtimgjr progress periodically, and to undertake seur
corrections by including new activities or modifgiexisting activities in the light of new developme

During finalization of action plan, the need forripdic meetings of task force to review progresswa

—h

discussed and agreement was reached to ensurageedell members in every meeting. The minutes ¢
meeting with list of action items for each membearavprepared to ensure clarity of ownership, foduse
approach and timely completion. The task force memsilivere responsible for seeking directives from
commissioner or from the concerned stakeholdersreviee required, and update the action plan gs
needed.

The following activities (12 to 15) were undertalduring this phase:
12. Implementation of action plan for prioritisettigities

13. Verification of activities completed

14. Course correction and update of action plan

15. Comparison of activities completed with Sevottiteria
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12. Implementation of action plan for prioritised ectivities

This is the most long drawn out step in the exereisd comprises of several steps put together. stéjs

never comes to an end as after completion of satndtees, the need for other activities starts egnegy

and opportunities for further improvements are maséle. The actual tasks done in this step fovise

delivery improvement cannot be generalised as thidyvary from one organisation to the other and

depend on the results of gap analysis.
Entry Criteria

Detailed action plan prepared

Commitment for resources to implement action plataimed

Tasks
Execute action plan according to schedule andipyrior
Escalate non-conformances and performance gaps
Update action plan as needed

Periodically measure improvements using standamejsaped

Validation
Progress in implementation validated by the tasgeanembers

Periodic progress reports with evaluation agaitestdards reviewed by commissioner

Exit Criteria

Establishing of service quality management processe

Reference Documents
Setting up society and ward committees

Draft Citizens’ Charter for water and sanitatiornvazes
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Lessons Learnt from Implementation of Action Plan

The organisation should realize the importanceafng ownership to complete variojs

activities as per schedule. The top managementigradso block some time for revie

meetings on fortnightly/ monthly basis to ensurenootment, provide direction and assLiJ

targets. Action taken against each activity mustdbeumented appropriately for fut

reference. In Municipal Corporation Shimla, intdrn@view meeting was planne

W

A

d

fortnightly, review meeting with commissioner andnsultants was planned monthly and

review meetings at project monitoring committeeelewas planned quarterly. It was oft
observed that the progress between monthly meetwagsslow and real progress happe
only within two-three days of the monthly reviewdatihen things stayed stagnant again
the next review. The lesson learnt is that the c@sioner needs to be involved in progr
review more frequently to demonstrate the orgaiuisa commitment to the project. If th
commissioner does not get involved, then even thoogprovements are taking place, th
do not stay focused in accordance with the metlogyolused for establishing quali

management systems. Instead, the improvement tadistart taking the form of ad h

en
ned
till
2SS
e
ey
y
DC

actions that are here one day and gone the nextTday does not lead to any sustaifed

improvement, though it may temporarily seem thatesaevork is going on.
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13. Verification of activities completed

This step was started in parallel with implemeptatof action plan. The purpose was to take stock @t
periodic intervals and decide next steps for furthetion. The review meetings held at regular wdkr
helped to analyze progress and take correctivedptexe action. At the time of last verification dune

2009, the following activities had been completed:

Awareness of Service Standards and related arepslity management
Online grievance redress system evaluated and f@dcu

Funding received based on vehicle requirementsiizdion

Citizens’ Charter draft created for display in waftices

Format of grievance receipt and daily weight resgistas revised

Shimla Environment Heritage Conservation and Béaation (SEHB) Society was registered and
working model, roles and responsibilities, orgatisastructure and MIS report formats were

ready
Alternate day reporting system for meter readers moduced
Sanction for establishment of 5 Sugam centres fddmwas obtained

Reference Documents

Draft of Citizens’ Charter for water and sanitatgarvices
Study of OGRTS system — Visit Report
Documents created for making SEHB Society and iZamshmittees operational

Draft escalation matrix — complaint management
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14. Course correction and update of action plan

Purpose of updating the action plan at periodierirdls is to keep it realistic and in line withIriees of
the situation. In MC Shimla, several incumbencynges have taken place from the time project wa
initiated to the time early implementation actiegi were started. Changes were made to the ba
resolution method in the case of at least one jsgmedoor-to-door garbage collection. Initiallywas
decided to improve the mechanism for monitoringwloek of NGOs engaged in such collection. Late
the idea of creating a society and ward commitfeesindertaking door-to-door collection and other
municipal functions was accepted and implementa#otivities started in that direction. For other
issues, where no changes from earlier plans wersaged, action plan updates were also needed
show which activities have been completed as pldnared which ones are added or modified.
Entry Criteria
List of deviations to be made from action plan\ad at in Step 9

List of activities considered as complete

List of modifications that do not constitute magtaviation from original plan

Tasks
Prepare list of modified activities to reflect newderstanding
Determine linkages and interdependencies
Assign target completion dates

Assign responsibilities

Validation
Agreement on updated action plan with task forcentvers

Agreement on action plan with commissioner

Exit Criteria
Avalilability of updated action plan in documentedn

Acceptance of updated action plan as base linerdectfor future reference
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Reference Documents
Setting up society and ward committees

Consolidated list of public toilets with categotipa and target date for renovation

Lessons Learnt from Update of Action Plan

On many occasions, the action plan for Municipatgooation Shimla had to ke
updated because the activities which were agreethdyask force membejs
earlier were not acceptable to the new commissiarer took over charge gf
the corporation in December 2008. To some extem thodifications
represented a kind of trial and error being undteraexercise being undertaken
by the corporation. The lesson learnt from thip s¢ethat in the absence of ahy
standardized method of dealing with service dejivetated problems, differeft

incumbents tend to follow their individual prefeces and areas of expertise] It

may therefore be useful to have a copy of the acpan marked to th
Department of Urban Development as well so thateteeent of personal bigs
can be reduced and a more consistent approachvicesguality manageme

can be adopted irrespective of incumbency changes.
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15. Comparison of activities completed with Sevotta criteria

Purpose of comparison activity is to take stockhefactivities completed so far and match them wien
requirements of Sevottam. This will help keep thiative on track and expose areas where actsvitie

may have been completed but ultimate outcomesedr®\pe achieved.

Entry Criteria
Significant number of activities completed as petram plan
List of Sevottam requirements

Tasks
Compare activities completed with list of Sevottaquirements
Complete remaining activities as per plan
Identify new activities for entering the continuaogrovement phase
Set up monitoring mechanism for periodic reviewstgte government

Validation
Agreement on new activities for entering continuosagrovement phase
Approval of monitoring mechanism by state governmen

Exit Criteria
Results of comparison between activities complateti Sevottam requirements

Reference Document

Comparison results

Page 48 of 54




Formal Assessment Phase

The beginning of this phase was marked by the skseif-assessment results presented by Municipgl
Corporation Shimla to the project review committ&@vernment of India. The focus was on explainin
what has been done so far, agreeing on what medsrte be done to complete activities as per plad,

renewing efforts for their completion. Municipal oration Shimla presented the summary of progregs
made in last one year to the project monitoring waitee comprising Additional Secretary (DAR&PG),
Govt of India, Principal Secretary (UD), Govt of HPrincipal Secretary (AR & Training), Govt of HP,
Director (HIPA), Govt of HP and Director (DAR&PGEovt of HP. The progress made so far againg

each function was presented with benefits reale®dar, next steps and challenges. The phasellis s

—

going on as Municipal Corporation is yet to undeego assessment by an external agency to provigle

feedback on how far it has progressed and what megds to be done.

Lessons Learnt so far from Formal Assessment Phase

The implementing organisation should utilize thipportunity to highligh
progress made so far in the project to apex auibsrand seek their inputs to make
further improvement. The organisation should hgfiichallenges in implementation |pf

this initiative and discuss next steps and supgemtiired to carry forward this initiativie

117

on its own. At this stage organisation should take ownership to take this initiativ

forward and take advantage of the guidance andosuggeing offered by various
organisations that are present for the review mgefihe draft Citizens’ Charter for M

Shimla for water and sanitation services was pegphaut it was not yet communicated to
the public. The Corporation representatives agreedcommunicate the same hut
subsequent incumbency changes at the second leveldgain stalled the process for the
time being. The lesson learnt at this stage isttlier state government to be firm in |Jts
resolve for taking the implementation to its lodicanclusion so that the gains from the

time and effort invested so far do not get diluted.
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References: Initiation Phase

Holding of initial meetings

List of services and other activities, parametersor standard setting

Performance benchmarks by Ministry of Urban Developnent

Workshop Checklist

Holding of first workshop

Workshop Materials for Distribution

Data on participants’ perception

List of services with Improvement Targets

Appointment of project manager

Office order from Commissioner, MC Shimla

Setting up of task force

Office Order from Commissioner, MC Shimla

Identification of outlets/services for pilot implementation

Location map of selected ward

Agreement on selection and pilot ward and scope afork
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References: Strategy and Planning Phase

Documentation of current service standards

List of services and its current standard

First self-assessment on Sevottam criteria

First Self Assessment results

Gap Analysis

Baseline data on number of households

Grievance Analysis of sample grievances

List of data elements for monitoring

Citizen’s Charter — Current Status

Status Report water supply and billing — Kanlog wad

Solid Waste Management - As Is report

Garbage Collection & Disposal — As Is Report

Data Collection Format — Engine Ghar Ward

Development of road map for gap closure

Action Plan — Plan & Initiate phase

Action Plan — Implementation Phase

Prioritisation of improvement opportunities
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Format of Grievance Receipt, Daily Weight Reqgistefor printing

Consolidated MIS on infrastructure available for gabage collection and disposal

Grievance Redress — Revamp Plan

Process maps for Grievance Redress, New connectimn Water supply, Door to Door
Garbage Collection

Detailed action plan for prioritised activities

Write up on Sevottam - Modules Criteria and Elemens
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References: Implementation and Ownership Phase

Implementation of action plan for prioritised activities

Write-up on formation of SEHB and Ward Committees

Visit Report — Study of OGRTS System

Escalation Matrix Draft for Complaint Management

Note for requirement of new vehicle

Verification of activities completed

PG System - A Journey from Manual to Automated Syem

Draft Citizens Charter for Water and Sanitation Services

Sanction of Rs. 2.00 crore soft loan for purchasd emfrastructure

Confirmation write up by Commissioner MC Shimla for Civil Services Day

Minutes of Task Force Meetings

Course correction and update of action plan

Consolidated list of Public toilets with target daée for renovation

Comparison of activities completed with Sevottam cteria

Second Self Assessment Report
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