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Foreword 

This document is the result of a project undertaken to develop an implementation model for introducing 

quality management systems in water and sanitation services. The project was part of the ‘Capacity 

Building for Poverty Reduction’ programme of the Department of International Development. The 

programme aims at providing assistance to state governments to build capacity for better service delivery, 

especially in the pro-poor sectors. The main philosophy of the programme is to build capacity at 

institutional, organisational and individual levels. Capacity building at the institutional level involves 

people-friendly concepts like social audit and aims to ensure people’s participation in policy making 

processes. Capacity building at the organisational level involves improvement in service delivery 

standards of different line organisations. Capacity building at the individual level involves skill upgrade 

and bringing about attitudinal changes.  

The project for introducing service quality management in water and sanitation services was undertaken at 

the Municipal Corporation Shimla, and it falls within the ambit of organisational level capacity building. 

While some work has been done earlier at the institutional and individual levels also, this was the first 

intensive exercise to build capacity at the organisational level. As such, the project has a very special place 

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

area.  

The Department of Administrative Reforms and Public Grievances has been very eager to develop 

mechanisms for rendering the administration more citizen-friendly and for improving service delivery as 

experienced by citizens. Recognising the fact that service delivery can no longer be treated as a mundane 

activity left to lower level frontline staff, the Department has given a practical shape to an aspirational 

service delivery excellence model by developing the “Sevottam” framework. The framework seeks to 

integrate service quality management principles into the organisation’s day-to-day service delivery. The 

Department is fully cognizant of the fact that development of the Sevottam framework is only one part of 

the story; seeing the framework in action is the other, more important part. Under the Capacity Building 

for Poverty Reduction (CBPR) programme, projects for developing Sevottam implementation models in 

diverse sectors have been taken up. The first project was initiated in Himachal Pradesh for water and 

sanitation services. Three others are at varying stages of implementation in Karnataka, Madhya Pradesh, 

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

supplies, respectively.    
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This document relates the implementation side of the Sevottam story played out by the Municipal 

Corporation of Shimla in Himachal Pradesh. Like all true stories, it has words of encouragement, as well 

as strains of disappointment. Whether you choose to use the experiences gained from this exercise as 

lessons learnt or address the unfinished agenda, is your prerogative. We have taken the opportunity to 

develop and tell the story honestly, and with as many supporting tools and techniques as were actually 

used. We do hope that it serves as a useful reference for your organisation in its own quest for service 

delivery excellence. 

Rajni Razdan 

Secretary (AR& PG) 
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Organisation of this Document 

This manual documents the Sevottam implementation model based on the experiences of the Municipal 

Corporation, Shimla. It is divided into two parts. Part I gives a descriptive account of what this project was 

intended to do and how the various developments during the course of the project can be seen together in 

the form of an implementation model. This is followed by an overall perspective on the lessons learnt for 

future implementations. Part II describes the implementation process in more technical terms, leading the 

reader through the four phases and 18 activities in the implementation process. To describe each activity, 

the Entry-Tasks-Validation-Exit (ETVX) model has been followed. The various formats, checklists and 

other tools and enablers used in the implementation process have also been reproduced at relevant places. 

Finally, the lessons learnt at each stage are documented so as to provide the reader with insights into how 

the activities may be undertaken in a more fruitful manner the next time round. 
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Introduction 

Government service delivery covers such a large gamut of activities that no citizen, ordinary or 

extraordinary, is left untouched. Whether it is delivery of mail at the doorstep or door-to-door collection of 

garbage, renewal of passports or registration of vehicles, tax payments or refund claims, we in the 

government are becoming increasingly alert to the service delivery implications of everything we do. Poor 

service delivery leads to all round stress, dissatisfaction, and increased incidence of complaints by 

citizens. Today, the standard of service delivery can make or mar the credibility of the government. In the 

days to come, delivery of high quality services has to become a way of life for all public service entities. 

Therefore, the Department of Administrative Reforms and Public Grievances, Government of India, took 

upon itself the task of developing a framework to guide public service organisations on what high quality 

of public service entails and how to go about achieving it. It was our endeavour to express in the simplest 

terms the knowledge distilled from the quality management discipline and to contextualize it for public 

service delivery.  

In the world of business, quality policies and practices emanate from the need to secure competitive 

advantage over rivals. In the realm of public services, the critical issues revolve around providing best 

service under conditions that involve huge volumes, limited resources, and multiplicity of stakeholders 

with varied and conflicting interests. Therefore, the quality practices of public service organisations need 

to be based on a somewhat different model. While the model could use the generic principles of quality 

management, it needs a distinctive flavour that suits organisations performing a mix of administrative and 

service delivery functions. 

The “Sevottam” framework, developed by the Department of Administrative Reforms and Public 

Grievances, fulfils precisely this need, and uses a simple, criteria-based model to guide the management of 

quality in public services. 
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The Sevottam Framework 

A model or a framework provides a methodical view of the issue at hand. The Sevottam framework 

embodies service quality in very simple terms and provides a focused approach to the pursuit of quality in 

public services. The essence of Sevottam is captured in seven steps1: 

1. Define the services which you provide and identify your clients 

2. Set standards and norms for each service 

3. Develop capability to meet the set standards 

4. Perform to achieve the standards 

5. Monitor achievement against the set standards 

6. Evaluate performance in setting and achieving standards through independent source 

7. Continuously improve based on monitoring and evaluation results 

The first two steps of defining services and setting standards for them are important because we cannot do 

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

quality from the drawing board to ground level implementation. Setting standards initiates the quality 

management process and performance geared towards meeting them takes it forward. Then there needs to 

be internal monitoring to keep checking performance against the standards to identify gaps and take action 

to close them. At some point, an external, independent evaluation to assess the process of setting standards 

and monitoring their achievement needs to be undertaken, so that benchmarking and best practice 

adoption can be strengthened. Finally, all these processes need to be undertaken in a continuous 

improvement mode so that the organisation can reach progressively higher levels of service quality, as 

new technologies and ways of improving service delivery emerge. 

 

 

 

                                                 
� �Adapted from the seven-step model recommended by the Second Administrative Reforms Commission�
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While the seven-step model captures the essence of Sevottam, the framework is formally detailed in the 

form of 33 requirements grouped under three modules, with 11 requirements each. The three modules 

correspond to the key areas in the delivery of public services: 

1. Citizen’s Charter, which deals with setting, achieving and reviewing service standards 

2. Public Grievance Redress, which deals with corrective measures to be taken when standards 

are not met appropriately or are not achieved 

3. Capacity Building, which deals with developing capability to deliver high quality by 

understanding citizen needs, equipping employees, and providing necessary infrastructure and 

equipments required to deliver as per standards 

The 33 elements under these three modules are as given. 

 
Figure 1: Sevottam Framework 
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These can be used as the basis for conducting a self-assessment and identifying gaps in the current system 

being followed to manage service quality in the organisation. An assessment based on Sevottam requires 

an understanding of three simple principles: 

1. Assessment criteria are of two kinds: 

i) Level 1 that can be marked as “fulfilled” or “not fulfilled” with nothing in between 

ii)  Level 2 with a wide “in between” range implying varying degrees of fulfilment 

2. Organisations need to be assessed at two levels: 

i) Parent level, which is responsible for design issues 

ii)  Outlet level, which is responsible for delivery issues 

3. Achieving high quality requires management of three aspects: 

i) Results achieved 

ii)  Process followed to achieve the results 

iii)  Evidence of process and results 

The following is a graphical representation of how the Sevottam framework brings these principles 

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 project undertaken at Municipal Corporation Shimla (the 

Corporation) was to develop a model for implementation of Sevottam requirements. The following figure 

shows an example of the high level process followed for the same: 
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Figure 3: Sevottam Implementation Process Example from Municipal Corporation Shimla 
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The figure shows the high level steps for a service under sanitation area—garbage collection from 

dumpers. There are 194 dumper containers placed in the area under the jurisdiction of the Corporation. 

The frequency of clearance of garbage from these dumper containers is erratic and ranges from once or 

twice a week within city limits to even less than that in far flung areas.  

 

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

standard frequency for clearance was agreed upon as daily through discussions held during a stakeholder 

workshop, where both elected and appointed officials of the Corporation were present. The actual 

frequency was much lower than the standard agreed upon, and the main reason for this was identified as 

the shortage of vehicles for transporting the garbage away from dumper containers to the landfill site. The 

number of vehicles required was calculated based on mileage calculations and requirements for total 

distance to be travelled from each dumper container to the landfill site using an optimum transportation 

route. Accordingly, a note was sent to the Department of Urban Development, Government of Himachal 

Pradesh, and through its good offices an interest-free loan of Rs 2.00 crores was sanctioned by the Finance 

Department. Thereafter, the process for purchase and fabrication of the vehicles was to begin, so that they 

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

The problem of door-to-door (D2D) garbage collection is one of the long-standing problems in Shimla. 

The town does not have any Resident Welfare Association (RWA). The terrain being hilly, it is easy for 

households to throw garbage down the slopes, which cannot be traced back to the source. The Corporation 

has been trying to find a solution to this issue since 1999. Five NGOs had been identified and allocated 

areas for D2D collection, but the system is not working properly. Several reasons have been put forth, 

such as refusal of households to pay for the service, inadequate manpower deployment by contractors, 

disruptions in service, ambiguity on terms and conditions, engagement of migrant labour,  and similar 

other reasons. 

The approach being adopted now is to identify one small area or colony serviced by each NGO and make 

that a pilot to demonstrate uninterrupted service for the next two months. Once uninterrupted service is 

demonstrated in these areas, citizen confidence is expected to build up, and economic viability of the 

service through regular and adequate payments by service users can be assured. The processes followed 

for uninterrupted service in the pilot areas are to be institutionalized and replicated in other colonies.  

Another common problem faced by citizens is excess billing for water supply. The reasons cited in 

discussions include faulty or non-accessible meters, tampering of meters by consumers, shortage of meter 

readers, difficult terrain and weather conditions. In order to get to the bottom of the problem, the entire 

billing data for Kanlog ward has been extracted from the system and is being reconciled with manual 

ledgers maintained by meter readers. Based on the data of about 1,000 households, the proportion of 

actual and average billing is being determined and specific reasons for average billing are being 

established. Based on the facts emerging from the data, decisions about billing method, meter placement, 

and other actions, will be taken and implemented in Kanlog ward in consultation with the local 

Councillor. The exercise will also be treated as a pilot for replication in other wards after suitable 

modification. 

The Corporation does not have a systematic method to record the receipt and assignment of complaints, 

except in some areas for water supply and sewerage related problems. For sanitation services, there is no 

specific information available on how and where to lodge a complaint. Even where receipt and redress of 

complaints is being done a little systematically, there is no way to put together complaints related data at 

periodic intervals for any analysis of most frequently received complaints and their mitigating actions. To 

bring more order into the system of managing complaints, a best practice study was done at Municipal 
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Corporation, Guntur, which is running one of the most successful complaint management systems in the 

country. The system is supported by a single call centre number that citizens can call to lodge their 

complaints. On receipt of a call, the complaint is entered into the system, which automatically sends an 

SMS to the concerned field functionary. The functionary can update the status of redress in the system 

through an SMS or other convenient means. If the complaint is not resolved within the prescribed time 

frame, an escalation SMS is automatically sent by the system to the next senior functionary enabling him 

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

complaints based on data extracted from the system and gets to the real problems fairly quickly. 

To understand the system and assess its usefulness for Shimla, Corporation officials visited Hyderabad 

and Guntur to see it in operation. Satisfied with the observation, arrangements and subsequent 

preparations were made to install the same at Shimla, which meant that time allowed for addressing 

various kinds of complaints were laid down, field functionaries responsible for resolution were identified 

and their details entered into the data base, and all other preliminary activities were completed. The 

software application has been installed, and the Corporation is in the process of making the system 

functional. 
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Lessons Learnt  

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

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

quality of everything that they do as part of their daily work. Eventually the benefits of better quality 

management must be passed on to the citizens through higher standards of service delivery, be it through 

better information on what standards to expect or through more reliable service delivery and efficient 

complaint resolution systems. 

One of the main issues faced during this implementation has been the frequent change in incumbencies at 

senior positions. For example, within a span of one year, the Assistant/Joint Commissioner’s post has seen 

four incumbents. This has affected the speed of the implementation and the real benefits to be derived 

from the project. Due to frequent changes, many of the capacity building activities had to be reworked 

several times leading to more effort being spent when compared to the benefits being reaped. 

On a more positive note, the experience at Shimla shows that getting financial resources for 

implementation of improvement initiatives can be smooth if the requirements are properly worked out and 

their logic is clearly demonstrated. For example, the issue of acquiring new vehicles for garbage collection 

had been pending for a very long time, but once the analysis was done in a logically complete manner and 

appropriate justifications were available to support the need, necessary approvals were found to be 

forthcoming. 

In conclusion, one might not be able to claim that everything that was targeted under this project was 

completed. However, it would be fair to conclude that the people involved in this exercise have clearly 

seen the value of undertaking fact-based analysis and dealing with problems in a systematic manner, 

instead of the usual ad hoc-ism and hearsay based impressions that are common in such organisations. 

Some progress has been made during the project and some more will follow even after the project’s term 

is over. It is admittedly true that citizen perceptions about service quality can be improved to a large extent 

by making prescribed service standards transparent, and by progressively working towards closing the gap 

between prescribed and actual standards.  
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Introduction 

This part of the document describes the activities undertaken at Municipal Corporation Shimla in terms of 

the project phases and the activities under each phase. The Project Management Body of Knowledge 

(PMBOK) lays down five kinds of processes that are required for the management of any project2: 

1. Initiating – authorizing the project or phase 

2. Planning – defining and refining the objectives, and selecting the best of the available alternatives 

to meet them 

3. Executing – bringing together the resources required and executing the plan 

4. Controlling  – measuring progress and identifying variances from plan for making course 

corrections 

5. Closing – formalizing acceptance and bringing the phase or project to a logical conclusion 

Combining the generic requirements, as laid down by the project management discipline and the specific 

requirements of the Sevottam framework, the project at Corporation Shimla was undertaken by Municipal 

Corporation. It was carried out through 18 different activities, grouped under four phases, as shown 

diagrammatically: 

 

 

 

 

 

 

 

                                                 
2 PMBOK 2005 
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Figure 4: Sevottam Implementation Project Phases and Activities 
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Initiation Phase 

This phase consisted of introductory meetings with head of the organisation and other 

departmental/functional heads to develop an understanding by organisation about of what needs to be 

done under in this project. In this phase the main focus was on arriving at an agreement on which services 

could be considered while setting and improving standards.  

The following activities (1 to 5) were undertaken during 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 implementation 
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1. Holding of initial meetings 

The purpose of the initial meetings was to understand quality management system requirements and arrive 

at a draft list of services under water and sanitation departments. For these services, some draft standards 

were to be prescribed through discussions at the level of commissioner and the heads of water and 

sanitation departments. 

Entry Criteria 

·  Understanding operating environment of municipalities and the services offered by them 

·  Understanding of the reasons for setting service standards and the ways of using them 

·  Understanding of performance benchmarks, as suggested by the Ministry of Urban Development, 

Government of India 

Tasks 

·  Prepare list of main services to be offered (in Water Supply and Sanitation) 

·  Identify parameters on which service standards need to be set 

·  Assign target values to parameters representing standards to be achieved 

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

·  Prepare checklist for arrangements to conduct workshop 

Validation 

·  Ensure availability of contact details of stakeholders to participate in workshop 

·  Contact key stakeholders and get their reactions to workshop plans  

Exit Criteria 

·  Completed list of services and other activities, parameters 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, parameters for standard setting 

·  Performance benchmarks by Ministry of Urban Development  

·  Workshop checklist 

 

Lessons Learnt from Initiation Meetings 

Although it is necessary to have a time limit in mind for completion of initiation meetings, 

it is not possible to predict the number of meetings actually required before the target 

organisation agrees to start implementation. The time taken to reach an agreement will 

depend upon the time available, the span of attention, and the inclination of the top 

management. It is, therefore, advisable, to keep the timelines flexible enough to 

accommodate the specific stage of awareness about service quality management issues in 

the organisation. At the end of the initiation meetings, a broad agreement on the list of 

services being offered, the parameters on which service standards could be laid down, and 

some assessment of the levels achieved currently, should be formed. Till the time this 

agreement emerges, meetings may have to be continued and more explanations provided 

to the top managers so that they can take decisions related to workshops for stakeholder 

involvement in further work.  
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2. Holding of first workshop 

The purpose of the first workshop was to involve elected and appointed officers of the Corporation in the 

Sevottam implementation project. During the workshop, discussions were held around identification of 

services offered, deciding parameters to be used for setting standards and developing a common 

understanding on what levels of service standards are currently being achieved. This workshop was held 

twice with different invitees each time. The first workshop was held on June 07, 2008, and the second on 

June 30, 2008. The workshop was held over two days to accommodate the large number of officials and to 

restrict each group to a manageable size. Reason for holding it twice was that the number of officials was 

quite large and if every one had been invited together, the group size would have been unmanageably 

large. The Commissioner, therefore, divided the target audience into two groups. Those who were invited 

the first time, but could not attend due to some exigency, thus got another opportunity the second time 

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 standard setting, and target standards for municipality 

·  Collect data on participant perceptions about current standards being achieved 

·  Discuss systems for ensuring reliability of service standards 

·  Create draft document with list of services, current standards achieved, and targeted improvements  

·  Create document containing workshop proceedings 

·  Circulate workshop proceedings document and draft document with list of services, current 

standards achieved, and targeted improvements    
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Validation 

·  Participant agreement or modification to workshop proceedings 

·  Comparison with video record of workshop proceedings 

Exit Criteria 

·  Creation of long list of services and targeted improvements  

 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 clearly documented service standards, 

and it is not correct to presume that the status of current standards achieved is 

known to everyone who is part of the organisation. Councillors have varying 

impressions based on their interactions with the public, while appointed officers 

may have different impressions based on reports received from their staff. One way 

of arriving at a common understanding is to collect data on the differing 

perceptions and start working with some averages that can be used to set initial 

targets. Gradually, the data on current standards achieved can be improved and 

more realistic targets set for the future. 

By holding the workshop twice, a high level of interest was created among the 

officials who could not attend the first time. They were curious to know the details 

of the model, and were eager to attend the workshop when the second date was 

finalized and invitations sent across. It was also possible to improve upon the data 

collected on the first date as most of the services and parameters for setting 

standards had already been debated by several councillors and appointed officers.  
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3. Appointment of project manager 

The purpose of appointing a project manager was to have one senior person from the corporation take 

overall charge of the day-to-day implementation activities. This was necessary because the commissioner 

did not have enough time for frequent discussions. The project manager was expected to take routine 

decisions and refer to the commissioner for approvals and guidance, as needed. Since this project was 

undertaken with the assistance of consultants, the project manager could be appointed after conducting the 

first workshop. Till then consultant resources were available to take overall charge of implementation 

activities under guidance from the commissioner. 

Reference Documents 

·  Office order issued from Commissioner, Municipal Corporation 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 Sevottam implementation was to create a forum for 

departmental heads to come together and work towards a common agenda on service quality management. 

Since water and sanitation services were handled by two different departments, representation from both 

was required in the project meetings to be conducted from time to time. The task force developed a 

protocol for its own meetings and decided upon a monthly meeting frequency. Each meeting was fixed in 

advance, and the agenda was circulated beforehand. Each meeting was documented in the form of minutes 

of meeting, and the decisions taken, as well as the actions agreed upon during the meeting, were circulated 

to all participants and other stakeholders. 

Reference Documents 

·   Office order issued from Commissioner, Municipal Corporation Shimla (Task Force Set-up) 

·  Minutes of task force meetings & project monitoring review committee meetings 

 

Lessons learnt from setting up of task force 

The task force meetings need to be held regularly, and the discussions therein 

should help to focus attention on some key issues of routine service delivery 

that need resolution. In the case of Municipal Corporation Shimla, the 

following three issues emerged as key: 

·  Door-to-door garbage collection 

·  Water billing 

·  Complaint management 

Once the key issues were identified, it became easier to keep the discussions 

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

The purpose of identifying Pilot wards was to demarcate a limited geographical area from where complete 

data could be collected to identify root causes for problems in service delivery. This was needed because 

there were differing views on the reasons for service delivery failures and the ways to resolve them. Until 

a limited area was studied to create a complete fact base and make it available for decision-making, it 

would not be possible to find sustainable solutions. Wards were identified on the basis of suggestions 

received from the commissioner (for door-to-door garbage collection) and volunteering initiative of the 

local councillor (for water billing). 

Reference Documents 

·  Location of the wards selected 

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

This phase consisted of devising a strategy and plan for following the requirements of quality management 

systems. The focus was on identifying specific activities that would have to be done to set and achieve 

standards for municipal services and for resolution of citizen complaints about those services. In this 

phase, a self-assessment checklist was used to assess the current status against requirements of Sevottam. 

This was followed by a baseline study conducted for all three major issues discussed by the task force, 

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

devised to close them in a time bound manner. The study also helped task force members to define target 

service standards for all identified services, and prioritize improvement opportunities considering the 

current service delivery capability in terms of infrastructure and other resources available. 

The following activities (6-11) were undertaken during this 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 of selected services was to create a baseline document for 

reference before implementing actions for changing and improving them. Data availability on current 

standards achieved was limited, and the achievement varied from ward to ward. The method of 

documenting current standards in tabular form was done for reference purposes through agreement among 

task force members. Inputs were also taken from the results of stakeholder discussions held during 

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

 

 
Table 1: AS-IS Service Standards for MC Shimla at project initiation 
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Lessons Learnt from Documentation of Current Service Standards 

This activity has helped concerned officials think about different parameters for 

setting service standards. When they were discussing the number of hours for 

which water supply could be reliably expected by citizens, they also realized 

that it was equally important to have predictable timings rather than getting 

water at any time of the day. If water is available at an expected time every day, 

even for short periods, people find it much easier to plan their usage. The lesson 

learnt is that an exercise of this kind stimulates the thought process, and service 

delivery agencies can pay attention to several aspects that were hitherto 

neglected by them, but will be important for citizens.   
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 7. First self-assessment on Sevottam criteria 

The purpose of undertaking a self-assessment on Sevottam criteria was to create an understanding of how 

service delivery has to be managed as against how services have to be delivered. Till activity 6, the focus 

was deliberately kept on the service standards themselves, so that issues could be discussed with reference 

to day-to-day service delivery. From this activity onwards, the service quality management aspect was 

formally brought in and issues like setting up systems to lay down, reviewing service standards, making 

the standards known to all, setting up systems for receiving and resolving complaints, etc. were discussed.  

Reference Documents 

·  First self-assessment results 

 

Lessons Learnt from First Self-Assessment Results 

This activity has helped bring service quality management into focus, rather 

than service quality itself. While it is important to have high standards of 

service quality, ad hoc actions to improve service quality will not lead to 

sustainable results. The first self-assessment against Sevottam criteria shows 

that even if standards achieved today may not be very high due to resource 

constraints, the existence of a process to identify and progressively reduce the 

constraints will eventually lead to sustainable results. At the same time, it is 

important to communicate current standards to the citizens, as it instils 

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

The purpose of gap analysis is to identify specific areas in which improvement actions would be taken 

within the project. Based on the first self-assessment, a list of high-level gaps was prepared and activities 

were initiated to resolve that gap. Based on the first solution, more detailed activities have been identified 

for complete closure of the gap. 

Entry Criteria 

·  As-Is status for service delivery evaluated through discussion/workshop 

·  Lack of evidence to support as-is status 

·  First self assessment completed 

Tasks 

·  Prepare list of observations against existing processes 

·  Identify gaps against ideal implementation scenario 

·  Identify action items for gap closure 

Validation 

·  Agreement on gap analysis findings  

Exit Criteria 

·  Availability 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 highlighted  

·  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 to be taken for improving the 

current service quality management process. Through the gap analysis, it was 

possible to lay down clearly the requirements for additional vehicles to clear up 

the dumper containers. Through gap analysis, it was possible to understand 

where to start for upgrading the complaint management system and making it 

more citizen as well as employee friendly. It was clear that technical solutions 

to complaint management are available and once effort is put into seeing them 

in operation, their applicability in Shimla can be clearly demonstrated. This 

analysis also strengthened the understanding and articulation of various 

processes in the form of flow charts which would form the basis of improved 

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

Purpose of preparing the roadmap was to bring together all the gaps and improvement opportunities 

identified so far in the form of time-bound activities with specific responsibilities assigned to specific 

members of the task force. During this process, linkages and dependencies across different activities were 

identified so that timelines assigned are feasible and realistic. The activities were divided into four 

sections:  

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

(2) Activities for module 2 – Complaint Management/Grievance Redress  

(3) Activities for module 3 – Service Delivery Capability  

(4) Common activities for all three modules. 

 

Entry Criteria 

·  Gap analysis completed 

Tasks 

·  Prepare list of activities required to be done for gap 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 

·  Availability of action plan in documented form 

·  Acceptance of action plan as base line document for future 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 signifies full ownership by the 

organisation for making the required changes in its processes for service 

delivery. The roadmap developed in the first instance will never be followed 

accurately, but in the absence of any roadmap it is not possible to move forward 

at all. In the case of Municipal Corporation Shimla, the roadmap was modified 

in many ways during the course of the project. For example, in the case of door-

to-door collection of garbage, initially the roadmap was to take assistance of 

NGOs for undertaking the work in colonies allotted to them. Later, when the 

Society for Shimla Environment, Heritage and Beautification was formed, the 

plan was to bring ward offices under its ambit for supervision of the work. As 

the issues of appointing ward manager and other functionaries remained 

unresolved for a long time due to the announcement of elections, the idea of re-

employing NGOs as before was again in focus. Thus based on changing 

circumstances, the roadmap may get altered, but the main lesson learnt is that 

without having any kind of roadmap in place, it is not 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 activities in a logical sequence for the next four to six months. 

Three issues identified by the Task Force as key areas for 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 addressing immediate priorities  

·  Initiation of activities agreed upon  

Validation 

·  Review in task force meeting 

·  Need-based discussions with commissioner  

Exit Criteria 

·  Early implementation of activities agreed upon as immediate priorities 

Reference Documents 

·  Printing of new registers (viz. – Grievance Receipt Register, Daily Weight Register) 

·  Consolidated MIS on location, size, frequency, number of 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 helps bring key areas into focus so 

that available resources can be utilized in the best manner on areas that are 

more important rather than frittering them away on several issues at the same 

time. During the prioritization discussions, corporation officers were able to 

align the initiatives that were already half way through (like distribution of kits 

and uniforms to the staff) with Sevottam requirements (like equipping staff to 

discharge responsibilities efficiently). The lessons learnt from this step are 

important from an alignment perspective. At any given time, there will be 

several initiatives for improvement already underway in every organisation. 

The prioritization exercise should take these initiatives into account and focus 

on completing them and bring their impact into the fold of service quality 

management required under Sevottam. This way Sevottam implementation will 

not be perceived as an additional burden but will become a part and parcel of 

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

Purpose of preparing detailed Action Plan was to create a list of time-bound activities with specific 

responsibilities assigned to specific members of the task force. During this process, linkages and 

dependencies across different activities were identified so that timelines assigned are feasible and realistic. 

As per the activities identified during the preparation of roadmap, they remained classified into four 

sections, one each corresponding to the three modules of the Sevottam framework, and the fourth one 

comprising of common activities that cannot be linked specifically to any one module.  

Entry Criteria 

·  Early implementation of prioritized action items 

Tasks 

·  Creation of work breakdown structures based on prioritised action items 

·  Assignment of responsibilities to specific persons 

·  Assignment of planned start and end dates for the activities as per work breakdown 

Validation 

·  Discussions and modifications as needed 

Exit Criteria 

·  Acceptance of responsibilities by respective personnel 

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 Action Plan 

In the beginning when detailed action plan was prepared for Municipal 

Corporation Shimla, first an attempt was made to allocate responsibilities as per 

existing structure of the organisation and assign responsibilities to multiple staff 

members. However, it was later found to be very difficult to get everyone’s 

buy-in and ensure that work items were delivered as per time lines. The task of 

co-ordinating across too many people was a complex affair and eventually 

responsibility had to vest in the departmental head. Therefore in the action plan, 

responsibilities were assigned to task force members themselves, and it was 

their responsibility in turn to get the work done from other staff members 

reporting to them. The lesson learnt therefore is to keep the number of people 

directly responsible for executing the Sevottam implementation action items 

limited to task force members so that responsibilities and decisions about their 

acceptance remain within the control of the task force. If responsibilities are 

directly assigned to other staff members as well, a strong mechanism will be 

required to fetch updated status on activities completed during a given period 

from all staff members to whom responsibilities are assigned through the 

detailed action plan. In Municipal Corporation Shimla, this could not be done 

successfully, hence responsibilities were directly assigned only to the task force 

members and after every meeting, three sets of action items were prepared, one 

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 complete the activities identified in the previous phase by 

officers from MC Shimla. The focus was on assigning responsibility to individual officers for completing 

the activities, to set up a mechanism for reviewing their progress periodically, and to undertake course 

corrections by including new activities or modifying existing activities in the light of new developments. 

During finalization of action plan, the need for periodic meetings of task force to review progress was 

discussed and agreement was reached to ensure presence of all members in every meeting. The minutes of 

meeting with list of action items for each member were prepared to ensure clarity of ownership, focused 

approach and timely completion. The task force members were responsible for seeking directives from 

commissioner or from the concerned stakeholders wherever required, and update the action plan as 

needed. 

The following activities (12 to 15) were undertaken during this phase: 

12. Implementation of action plan for prioritised activities 

13. Verification of activities completed 

14. Course correction and update of action plan 

15. Comparison of activities completed with Sevottam criteria 
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12. Implementation of action plan for prioritised activities 

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

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

and opportunities for further improvements are more visible. The actual tasks done in this step for service 

delivery improvement cannot be generalised as they will vary 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 plan obtained 

Tasks 

·  Execute action plan according to schedule and priority 

·  Escalate non-conformances and performance gaps 

·  Update action plan as needed  

·  Periodically measure improvements using standards prepared 

Validation 

·  Progress in implementation validated by the task force members 

·  Periodic progress reports with evaluation against standards reviewed by commissioner 

Exit Criteria 

·  Establishing of service quality management processes 

Reference Documents 

·  Setting up society and ward committees 

·  Draft Citizens’ Charter for water and sanitation services 
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Lessons Learnt from Implementation of Action Plan 

The organisation should realize the importance of taking ownership to complete various 

activities as per schedule. The top management should also block some time for review 

meetings on fortnightly/ monthly basis to ensure commitment, provide direction and assign 

targets. Action taken against each activity must be documented appropriately for future 

reference. In Municipal Corporation Shimla, internal review meeting was planned 

fortnightly, review meeting with commissioner and consultants was planned monthly and 

review meetings at project monitoring committee level was planned quarterly. It was often 

observed that the progress between monthly meetings was slow and real progress happened 

only within two-three days of the monthly review and then things stayed stagnant again till 

the next review. The lesson learnt is that the commissioner needs to be involved in progress 

review more frequently to demonstrate the organisation’s commitment to the project. If the 

commissioner does not get involved, then even though improvements are taking place, they 

do not stay focused in accordance with the methodology used for establishing quality 

management systems. Instead, the improvement activities start taking the form of ad hoc 

actions that are here one day and gone the next day. This does not lead to any sustained 

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

This step was started in parallel with implementation of action plan. The purpose was to take stock at 

periodic intervals and decide next steps for further action. The review meetings held at regular interval 

helped to analyze progress and take corrective/preventive action. At the time of last verification in June 

2009, the following activities had been completed:  

·  Awareness of Service Standards and related areas in quality management 

·  Online grievance redress system evaluated and procured 

·  Funding received based on vehicle requirements calculation 

·  Citizens’ Charter draft created for display in ward offices 

·  Format of grievance receipt and daily weight register was revised 

·  Shimla Environment Heritage Conservation and Beautification (SEHB) Society was registered and 

working model, roles and responsibilities, organisation structure and MIS report formats were 

ready 

·  Alternate day reporting system for meter readers was introduced 

·  Sanction for establishment of 5 Sugam centres from DIT was obtained 

Reference Documents 

·  Draft of Citizens’ Charter for water and sanitation services 

·  Study of OGRTS system – Visit Report 

·  Documents created for making SEHB Society and Ward Committees 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 periodic intervals is to keep it realistic and in line with realities of 

the situation. In MC Shimla, several incumbency changes have taken place from the time project was 

initiated to the time early implementation activities were started. Changes were made to the basic 

resolution method in the case of at least one issue, viz. door-to-door garbage collection. Initially it was 

decided to improve the mechanism for monitoring the work of NGOs engaged in such collection. Later 

the idea of creating a society and ward committees for undertaking door-to-door collection and other 

municipal functions was accepted and implementation activities started in that direction. For other 

issues, where no changes from earlier plans were envisaged, action plan updates were also needed to 

show which activities have been completed as planned, and which ones are added or modified.   

Entry Criteria 

·  List of deviations to be made from action plan arrived at in Step 9 

·  List of activities considered as complete 

·  List of modifications that do not constitute major deviation from original plan  

Tasks 

·  Prepare list of modified activities to reflect new understanding 

·  Determine linkages and interdependencies 

·  Assign target completion dates 

·  Assign responsibilities 

Validation 

·  Agreement on updated action plan with task force members 

·  Agreement on action plan with commissioner 

Exit Criteria 

·  Availability of updated action plan in documented form 

·  Acceptance of updated action plan as base line document for future reference 
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Reference Documents 

·  Setting up society and ward committees 

·  Consolidated list of public toilets with categorization and target date for renovation 

 

Lessons Learnt from Update of Action Plan 

On many occasions, the action plan for Municipal Corporation Shimla had to be 

updated because the activities which were agreed by the task force members 

earlier were not acceptable to the new commissioner who took over charge of 

the corporation in December 2008. To some extent the modifications 

represented a kind of trial and error being undertaken exercise being undertaken 

by the corporation. The lesson learnt from this step is that in the absence of any 

standardized method of dealing with service delivery related problems, different 

incumbents tend to follow their individual preferences and areas of expertise. It 

may therefore be useful to have a copy of the action plan marked to the 

Department of Urban Development as well so that the element of personal bias 

can be reduced and a more consistent approach to service quality management   

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

Purpose of comparison activity is to take stock of the activities completed so far and match them with the 

requirements of Sevottam. This will help keep the initiative on track and expose areas where activities 

may have been completed but ultimate outcomes are yet to be achieved. 

Entry Criteria 

·  Significant number of activities completed as per action plan 

·  List of Sevottam requirements 

Tasks 

·  Compare activities completed with list of Sevottam requirements 

·  Complete remaining activities as per plan 

·  Identify new activities for entering the continuous improvement phase 

·  Set up monitoring mechanism for periodic review by state government 

Validation 

·  Agreement on new activities for entering continuous improvement phase 

·  Approval of monitoring mechanism by state government 

Exit Criteria 

·  Results of comparison between activities completed and Sevottam requirements 

Reference Document 

·  Comparison results    
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Formal Assessment Phase 

The beginning of this phase was marked by the second self-assessment results presented by Municipal 

Corporation Shimla to the project review committee, Government of India. The focus was on explaining 

what has been done so far, agreeing on what more needs to be done to complete activities as per plan, and 

renewing efforts for their completion. Municipal Corporation Shimla presented the summary of progress 

made in last one year to the project monitoring committee comprising Additional Secretary (DAR&PG), 

Govt of India, Principal Secretary (UD), Govt of HP, Principal Secretary (AR & Training), Govt of HP, 

Director (HIPA), Govt of HP and Director (DAR&PG), Govt of HP. The progress made so far against 

each function was presented with benefits realized so far, next steps and challenges. The phase is still 

going on as Municipal Corporation is yet to undergo an assessment by an external agency to provide 

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

 

Lessons Learnt so far from Formal Assessment Phase 

 The implementing organisation should utilize this opportunity to highlight 

progress made so far in the project to apex authorities and seek their inputs to make 

further improvement. The organisation should highlight challenges in implementation of 

this initiative and discuss next steps and support required to carry forward this initiative 

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

forward and take advantage of the guidance and support being offered by various 

organisations that are present for the review meeting. The draft Citizens’ Charter for MC 

Shimla for water and sanitation services was prepared but it was not yet communicated to 

the public. The Corporation representatives agreed to communicate the same but 

subsequent incumbency changes at the second level have again stalled the process for the 

time being. The lesson learnt at this stage is for the state government to be firm in its 

resolve for taking the implementation to its logical conclusion 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, parameters for standard setting 

Performance benchmarks by Ministry of Urban Development  

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 of work 
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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 ward 

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 Register for printing  

Consolidated MIS on infrastructure available for garbage collection and disposal 

Grievance Redress – Revamp Plan 

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

Detailed action plan for prioritised activities 

Write up on Sevottam - Modules Criteria and Elements 
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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 System 

Draft Citizens Charter for Water and Sanitation Services 

Sanction of Rs. 2.00 crore soft loan for purchase of infrastructure  

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 date for renovation 

Comparison of activities completed with Sevottam criteria 

Second Self Assessment Report 

 


