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Executive Summary
The requirement for a National Guide for developing and implementing Service Charters
arose from the need to have consistency on promoting citizen centred services across
government.
The purpose of this guide is to provide unambiguous and detailed guidance for MDA’s on
how to undertake the step-by-step process of developing and implementing a Service Charter
and Standards. This Guide comprises five sections.
Section One explains the concept of Service Charters and Standards including customer
obligations key principles such as: speed and quality of service delivery; defined targets and
measurable performance; one stop shopping; achieving clarity and simplicity in gathering
customer information; customer care; best use of technology and provision of welcoming
premises.
Section Two introduces the six key process steps for developing and implementing a Service
Charter and explains in detail what is required in the preparation, setting service standards,
and writing steps of the process.
Section Three explains in detail how to implement a Service Charter covering the ownership,
visibility and commitment requirements for an MDA,
Section Four details the measurement, evaluation and reporting requirements, which must be
present to ensure the Service Charter is successfully implemented.
Section Five explains in detail the requirements for effectively managing customer feedback
including a process for complaints management.
SERVICOM Office will present the National Guide for Developing and Implementing Service
Charters to the President and Federal Executive Council to endorse its use by all government
services.
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SECTION ONE: THE CONCEPT OF SERVICE CHARTER
Introduction
A Service Charter is a public statement about the services an organization is providing; it is an
undertaking or covenant made to stakeholders by an organization about the service standard
they should expect to receive. A Service Charter thus provide customers with a clear
statement of the standards of service – level of quality, timeliness, responsiveness, etc., they
can expect. This is achieved by establishing a framework for measuring and improving the
quality of services and reporting this to the management, sponsors, other stakeholders and
the general public. Service Charter is designed to reorient an organization towards its
customers.
The major aims of a service charter are to improve the organization’s performance and enable
it to manage and more closely align with customer expectation and perception in order to
improve customer relations and satisfaction with the services of the organization. To achieve
these aims organizations develop and communicate an undertaking to customers promising a
certain level of performance, which the customer can expect to receive or experience while
receiving the service. This promise is generally referred to as the organization’s Service
Charter. It outlines:


The vision, mission and priorities of an organization, i.e., organizational purpose, future
ambition and the priority ‘problems’ and ‘issues’ it intends to solve;



The services provided by the organization, i.e., the ‘bundle of benefits’, which the
customer should expect to receive from the organization and which is available and
easily accessible to all customers irrespective of gender, social status or physical
conditions;



The rights and responsibilities of customers including the conditions for accessing and
benefiting from the organization’s services (see customer obligation below);



The standards of service with respect to time, quality, courtesy, responsiveness, etc.,
to be provided and adhered to by the organization;



The complaints handing and redress procedures when the organization fails to meet
its service standards and satisfy the customer including who the customer should
contact:



How customers can contact an organisation and get further information, clarification,
or make enquiries;



Any relevant legislation, policy or guidance, which underpin the organisation’s
mandates, functions and customer relationship management approach, etc.

It should be recognised that, being a public document, service charters should be accessible
to all, i.e. available in different formats, such as large print, audio and appropriate
language(s). If an organisation is part of an industry where a regulator has been appointed,
details concerning how to contact the regulator should be included. For example, a university
should include the contact of an officer in the National University Commission.
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Customer Obligations
Many services provided by Government Institutions require citizens to fulfil certain obligations,
such as registration, presentation of specific documents and evidence of payment of statutory
fees, taxes and levies, etc. Such obligations may also require other conditions, to be met such
as age limit, gender, poverty status, etc. For example, a hospital may require evidence of age
to allow a patient to access certain services that are provided free to senior citizens. An
education ministry may request for evidence of students’ performance from a school to decide
on payment for WAEC/NECO fee for the selected students.
Requirements for Having an Effective Service Charter
Before an MDA develops a Service Charter it should be proven that there is conformity to a set
of principles of good customer service and commitment to total quality management. An MDA
should therefore assess itself against these principles and ensure that it achieves a score of at
least 75% before proceeding to developing a charter. If an MDA scores below 75% a target
and timeframe should be set for improving the score to avoid loss of credibility in Charter
implementation.
The requirements are:
1. Speed and quality of service delivery: the current performance level in terms of speed
and quality of service delivery is a key condition for having service charter. If the speed
and quality is below average the first concern should be to remedy the situation and
improve service delivery to an acceptable quality benchmark. An organization can
ridicule itself if it issues a charter, which everyone will recognise as not credible.
Improving speed of service could be measured in terms of length and order of queues
(if any), minimal processing backlogs, which can be quickly cleared; and ready
availability of appointments.
2. Defined targets and measurable performance: an organization should have
performance targets in key service areas. These targets should specify expected
outcomes from the customer perspective. They should also specify the standards/level
of performance the customer can expect. The organisation should also have a system
for monitoring, evaluating and reporting performance. For example, the Federal Ministry
of Agriculture and Rural Development may set a performance target of increasing the
number of farmers with access to fertiliser. A service standard in this regard may be set
as “Within the limit of our resources, we will ensure that there is a redemption centre
within 20km of farmers’ location”. Where this is not the practice having a service charter
will be of no use or effect.
3. One-stop shopping: improving customer satisfaction resulting from improved service
delivery and experience requires that customers access multiple services in one
location – ‘one roof’ instead of several points within the MDA. Having different locations
complicates the processes of receiving service, increases the time to receive the
service and may lead to loss of file and or documents. The consequence of all these is
growing disaffection for the organization on the part of the customer. It is therefore a
sensible condition for the MDA to organise its services, wherever possible, in one roof
for the convenience of the customer. The success of a service charter in terms of
several measures may well depend on it.
4. Information and simplicity: information flow between the organisation and its customers
should be encouraged. Information from the organisation to its customers should be
simple and clear. Where the MDA requires information from the customer, the process
should be simple, clear and not time consuming. For example, where application forms
are to be completed they should be clear and concise. Correspondence with customers
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should be polite and unambiguous. Signage should be clear and customers should be
informed of any delays. Information requirement should be limited to what is relevant
to the issues at hand. In effect, information request should not ‘intimidate’ the customer
into giving up his right of access to the service.
5. Customer care: customer orientation is manifest in staff handling of the customer. The
attitude of staff to the customer is a major indication of preparedness for having a
charter. In many MDAs staff appears to be oriented on a patronage system, which
gives them the strong but wrong impression that they are doing the customer a favour.
Where this orientation is strong a service charter, which by essence is customer
oriented, will not work. The first task should then be to train staff in customer care and
ensure that staff wear appropriate identification or have nameplates on their desks. The
organisation should also ensure that there clear deadlines for handling complaints and
an escalation procedure for difficult cases and appeal. Customers who complain should
receive regular feedback with a proposed remedy and an apology when an MDA is at
fault.
6. Best use of technology: modern technology to track and report performance is essential
to initiating and implementing a service charter. As a minimum, the MDA telephone
system should work very well. Computers appropriately powered by relevant software
and indicators should be available. Access to the Internet is key in order to explore
ideas and best practice for service improvement.
7. Welcoming premises: clean, comfortable and ventilated reception areas with adequate
seating that are customer-friendly, (i.e., where customers feel welcome at a counter
and do not have to speak through pigeon holes) is a necessary minimum for initiating a
service charter. Provision of facilities, such as restrooms, water fountains, and other
amenities that cater for people including those with special needs is also required. The
credibility of an MDA and its charter may well depend on this.
These are the ‘irreducible’ minimum requirements for charter development. An MDA should
ensure that they exist before embarking on developing a charter. The SERVICOM Office as
the ‘accreditation or certification agency’ should ensure that an MDA meets these (minimum)
requirements before it embarks on charter development.

Benefits of a Service Charter
Service standards are integral to good client service and to effective management of
performance. It has benefits for all stakeholders:
For the Organization
There are a number of benefits the organization could derive by developing and implementing
service charter. These include:


Help clarify expectations for clients and employees and thus help in managing overall
performance and service improvement;



They drive service improvement, and contribute to results-based management;



Service standards reinforce government accountability;



Feedback mechanism to enable the MDA to improve its services



Increase the confidence Nigerians have in government by demonstrating the
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government's commitment to service excellence.
For Staff
Benefits of service charter to the staff are:


General and specific training to improve overall skills and upgrade competencies of
staff;



Agreed performance targets provide meaning and are a source of motivation to staff



Staff performance appraisal is more transparent since it is based on agreed
performance target set jointly with staff;



Performance reports shared with staff indicates areas of their strengths and
weaknesses and thus offer an opportunity for staff development;

For the Customer
The customer is perhaps the biggest beneficiary of a service charter not least because he now
has direct and immediate basis and strong ‘pliers’ to hold the MDA accountable to its promise
and undertaking. Other benefits include:


Information availability on services and standards ensure the rights and obligations of
customer to service;



Available information help the customer to make informed decisions and choices;



Great opportunity to contribute to the operations and service improvement initiatives of
the MDA;



Receive better services and have the opportunity to challenge organization and seek
redress when and where there is service failure.

For other Stakeholders
Other stakeholders, such as partners, NGOs, CSOs, CBOs, the media, the general public, etc.,
also benefit when MDAs publish their service charter. The ‘not for profit organizations’ work to
promote transparency and accountability in governance through improved citizens’
participation. Accordingly, published service charters help them with information to carry out
their functions.

Responsibility for Oversight on Service Charter
Implementing service charter and the resulting demand for service improvement necessitates
the need to house the responsibility for charter development, implementation, monitoring,
reporting and service improvement plan in an appropriate office in the organization.
Responsibility for service charter development and implementation should be seen holistically
and from the wider perspective of service improvement across a jurisdiction. Consequently, it
is advised that such responsibility be placed under the highest office as already practiced at
the federal level where SERVICOM is under and reports directly to the President. At the state
level responsibility for performance and service improvement should be located in the Office of
the Governor (this is indeed the case in places like Enugu and Lagos State). At the MDA level
responsibility for service improvement should rest with Minister and Chief Executives of
Parastatals.

9

The mandate, overall functions and structure of the office should be worked out possibly in line
with and support from the SERVICOM Office.
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SECTION TWO: DEVELOPING A SERVICE CHARTER
Introduction
There are many approaches to the development and implementation of service charter offering
varying details and steps. There is no ‘one best’ way for service charter development. The
approach chosen may depend on several organisational and contextual factors that influence
the way things are or should be done in any particular organization. However, almost all the
processes reviewed appear to contain some basics as illustrated by Figure 1 below, which
contains six simple steps:

Figure 1 – Charter Development Process

As a guide this documents attempts to provide a more comprehensive treatment of the
processes and steps involved in developing and implementing service charter. Accordingly,
the steps discussed in the document are as shown in Figure 2 below:

Preparations
Define the
Service

Service
Improvement
Plan

Assessing
Capabilities &
Feasibility

Assessing
Performance

Consulting with
Stakeholders
Implementing
the Charter

Setting
Service
Standards

Communicate
the Charter
Presentation to
SERVICOM for
Approval

Validating with
Stakeholders

Validating with
CEO and
Internal
Stakeholders

Writing the
Service Charter

Figure 2: Process for Developing and Implementing Service Charter
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This section discuss steps 1 – 8 in the process depicted in Figure 2 above. Step 8 – 12 are
discussed in Section 4 and 5 of this guide.
Step 1: Preparation
This stage involves conducting a ‘situation analysis’ to determine whether or not an
organisation satisfies the ‘irreducible minimums’ i.e., current performance is consistent with the
seven conditions listed in Section 1 of this Guide. This analysis requires:


Determining the existence and effectiveness of service standards;



Collection of baseline data on current levels of performance to determine:
a. What we are achieving now, i.e., the volume of services that we are providing
perhaps based on the number of customers served or some other objectively
verifiable indicator;
b. How actual performance compare with planned performance
c. How timely services are delivered;
d. Current levels of clients’ satisfaction;
e. What resources are available or can be counted on to improve service;



Identification and remedial activity to address performance gaps;



Selection of priority services for setting service standards based on citizens' needs,
resources, alignment with government or organizational priorities



Identifying comparable service standards in other organizations that could serve as a
relevant benchmark.

The MDA should consider setting up a committee with the Nodal Officer as the secretary for
this task. A self-assessment template is attached in the Annex to support users on what to do
at this stage.

Step 2: Assessing Capabilities and Feasibility
In Step 1 the organisation assessed its preparedness to initiate and implement service charter.
In this step the organisation assesses its capabilities and feasibility of implementing the
standards it has set in the charter. The following issues are pertinent:


Structures, Systems and Processes: (improve) what changes need to be made in the
current structure, systems and processes? Can these changes be made by the
organisation or does it need approval from another/higher authority? Does it require
new laws, policies, and guidelines? It is important to resolve these issues in order to
implement the charter.

Capacity and Capabilities: service charter implementation may require additional
capacity in terms of staff training, technology and overhead funding. Such skills in
customer care, relationship management, technical and administrative may be
necessary to implement the service charter.
Step 3: Consulting and Validating with Stakeholders
Stakeholders provide valuable information for the development and implementation of service
charter and standards. Consulting them will highlight those aspects of service delivery that the
organisation should pay attention to because these aspects are most valued by customers.

12

For example, current customer satisfaction levels; changes in customer needs and
expectations; and the roles and responsibilities of each party – the organisation, customers
and partners provide useful input in setting service standards. Consultation should involve:


Staff: will be required to meet the targets set in the Service Charter. Consulting them
when setting performance targets and service will ensure ownership and commitment
and reduce resistance in implementing, monitoring and reporting performance against
the standard. Additionally, consult staff about current standards and how improvements
can be made including introducing new performance targets and changes in systems
and processes.



Customers: consulting customers require more than a simple check on whether they
are happy or not with the service. It is also a way of gauging their needs and thinking
carefully about who they (customers) are. Customer samples should represent
customer groups as accurately as possible. For example, people from different socioeconomic backgrounds, different age groups, men and women and people with special
needs) should be included.



Other Stakeholders: Ensure that special interest groups, such as associations and
professional bodies, not for profit organisations, such as NGOs, CBOs, etc., are
consulted as and when appropriate.

Suggested Methods of Consulting Stakeholders
Below are some of the popular methods of consultation, which might be useful. It should be
noted that this is not an exhaustive list but rather indicates some of the possible options open
to organisations.


Customer Surveys: questionnaire based surveys allow organisations to get views from
a widely representative group of users (and non-users) and can give statistically reliable
information. It also allows organisations to assess progress and compare information
year on year if you ask the same questions. In order to ensure that customer surveys
are a meaningful and useful exercise it is important that they are:
o
o
o
o

Consistent, in methodology, statistical reliability and frequency (conducted
annually);
Independently undertaken;
Focused on the key issues, including key drivers of satisfaction and
dissatisfaction;
Published results, which are seen to be used to design/plan customer services.



Customer Panels: these panels involve customers meeting the organisation to express
their opinions on the services they received.



Focus Groups: focus groups are normally made up of approximately 6 - 10 people led
by a trained facilitator in a one-off discussion focused on a particular topic.



Complaints/Comments Systems: these offer customers an immediate channel for
comments, complaints and suggestions regarding the service they received. The
primary purpose of the comment card is to provide information to staff quickly so that
operational problems can be corrected as soon as possible. Similarly, complaints
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should not be feared and are actually a potential source of very useful quantitative and
qualitative data on customer perceptions and opinion.


Public Meetings: these meetings might be arranged for members of the public to find
out about and express their views on a particular issue.



Mystery Shopping: this might be used to test the quality of services by pretending to be
a customer.

Consultation methods for staff include: workshops to determine and review current standards;
meetings to gather staff views and observations about customer satisfaction; opportunities they
see for improvement; and anonymous suggestion schemes.
Validating Standards
Before finalising the service charter it is necessary to validate its content with relevant
stakeholders by testing and ensuring that the proposed standards are relevant, realistic,
attainable, and measurable. Carrying out a pilot project or test can help secure managers and
staff support and verify that the standards are meaningful to customers. As part of the validation
process, consider:


Verify the service standards with senior management, service-related program
managers, front-line staff, and the organisation’s legal services department or with the
Ministry of Justice;



Consult stakeholders, citizens and service delivery partners to validate proposed
priorities and standards; and



Seek feedback from independent third parties such as professional associations,
advisory groups, other government jurisdictions, to provide objective assessments.

Using the Consultation Results
Before engaging in any consultation process an organisation has to be clear as to what will be
done with the outputs of that process. Clear lines of action need to be established so that the
outputs from the process are used to effect change. Without such channels, stakeholders will
feel that their input is not valued and will cease to engage with the process and organisations
will lose an opportunity to improve services. Evidence of using outputs of a consultation process
should be seen in the reviewed standards and in the many reports prepared, which should
used to give feedback to stakeholders.
Step 4: Defining the Service
Although this looks quite straightforward it is surprising how a number of MDAs have difficulty
in articulating their services and identifying their customers, beneficiaries or recipients of their
services. In the public sector many organisations and departments with overlapping functions
co-exist. There are also instances of other organisations ‘usurping’ the functions of others.
Under this circumstance it is difficult to define the services of the organisation. In many others,
however, the services of an organisation are pretty obvious.
Most MDAs are set up by an Act of the National Assembly or are the creation of an ‘Executive
order’. This ‘order’ will normally state the mandate and overall functions of the organization.
The services offered by the organisation are then defined as provided for in these documents,
circulars and guidelines issued from time to time. However services should be ‘broken down’
and stated in specific offers not as functions.
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The quest for accountability and performance improvement is pushing a number of
organisations to take into consideration the need of their customers in defining their services.
Such organisations are increasingly more and more ‘user friendly’ in their operations. The
service charter needs to highlight this ‘customer orientation’ behaviour and communicate it to
the customer.
Step 5: Setting Service Standards
A service standard is a public commitment to a measurable level of performance that clients
can expect under normal circumstances. Service standards generally comprise a set of
commitments that an organisation promises to honour when delivering a service. Setting
service standards begin with identifying the standard type. Several authorities and jurisdictions
set service standards around the following:


Timeliness: Timeframes for completing or processing a service should be set and
published. The time should be specific with a clear deadline for delivery. For example,
how long does a customer have to wait to be served – to receive a license, to see a
doctor or simply receive information/clarification on an enquiry? Timeliness should
always be set and measured from the point of view of the customer.



Quality: There are several measures of service quality (which includes timeliness). How
it is defined may vary according to an organisation’s particular circumstances. In
general customers perceive accuracy of the information provided and the guarantees
issued to customers as part of service quality. Quality is usually measured ‘in use’ by
the customer. This refers to whether or not his ‘issue’ is resolved. An example of service
standards reflecting service quality in terms of accuracy is a clinic that guarantees ‘the
envelope received by the patient contained all and the correct drugs prescribed by a
doctor’.



Appropriateness: This refers to the need to provide service that is suitable for the
problems and issues presented by the customer, ensuring that the customers'
perception and expectations are actually met. This means that the service received is
timely, relevant and satisfies or otherwise solves the customer’s problems.
Appropriateness is particularly relevant when handling enquiries and where an advisory
service and support is part of the service being rendered.



Access: Access to service has many facets and dimensions. It refers to information on
hours of operation; accessibility for people with special needs, the number and location
of service units should all be stated. Access also refers a deliberate action to break
down barriers that may exclude others to access the services. An organisation should
work to eliminate such barriers as language, gender, social status, ‘village mentality’,
etc., in its operation.



Reliability: Consistency of standards, behaviour, treatment and processes are the
hallmark of reliability and credibility – virtues respected and appreciated by the
customers. It is expected that ‘under normal circumstances’ standards set should
always be met within a certain and commonly acceptable degree of error. For example,
the standard for timeliness should always be met at least 80% of the time with parallel
target set for meeting the remaining 20%.



Courtesy: Courtesy of treatment demands that customers are treated with sensitivity,
respect and dignity – and that this treatment should be accorded to all customers of the
organisation irrespective of their gender, social status and cultural beliefs. Treating
people with courtesy is when the organisation makes a customer feel ‘wanted’,
welcomed and happy. It is also when the staff of the organisation pays more attention
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to the problems of the customer over and above their own. An organisation should
guarantee that staff would be helpful and courteous to customers.


Responsiveness: customers perceive the organisation as ‘being the solution’ to their
problems and expect prompt action by it to solve them. Setting standards within which
the organisation will respond to enquiries, handle/respond to customer complaint, offer
prompt and credible explanation when service fails and make changes to improve
performance helps to manage customer expectation and perception. This is necessary
to avoid widening the gap between organisational performance and customer
expectation, which gives the impression of service failure.



Cost: It is important to bear in mind that the customer weighs and compares the valuein-use of a service with the fees and charges they are asked to pay. The standard of
fees and charges (where applicable) to be set should, therefore, take into consideration
a number of factors. Charges and fees should be seen to be fair and commensurate
with the service offered. Such fees and charges should also be competitive and
comparable across similar services.

Step 6: Writing the Service Charter
Writing the charter involves collating all of the information gathered from the self-assessment
and staff, customer and other stakeholder consultation and studies of other practices. Although
there are no strict templates for writing a service charter, it is recommended that it be written in
plain language, avoid jargon and keep sentences concise. Ideally the Service Charter should
not exceed 4 to 5 pages in length. Less is more. It is necessary to include:
1. The name and a brief description about the organisation, the purpose vision, mission
and customer base of the organisation.
2. Information on how customers can get in contact including address, telephone numbers
and e-mail addresses.
3. A statement of the rights and responsibilities of customers. Remember that rights are
legally enforceable (e.g. citizens have a right to free basic education. They may expect
to wait less than 10 minutes in a queue, but this is not a right). Responsibilities are what
you require of your customers to be able to give them the service you guarantee in your
Charter (e.g. it is the responsibility of patients at a health centre not to be late for their
appointments; otherwise they cannot expect to be seen immediately, or at all).
4. A guide to services. Outline the services available but try to keep this as concise as
possible.
5. Specific standards of service. Include a separate section for performance targets or
include them in the guide to services.
6. A mechanism for customer complaints and suggestions. The complaints procedure
should have clear timeframes for responses and include information on how appeals
and the process for remedial action when the organisation is at fault.
When the draft service charter is ready it is necessary to validate it before it is approved and
published. The validation exercise in Step 5 is concerned with validating the service standards.
At this stage the concern is to validate the written service charter document. :
Step 7: Presentation to CEO and MDA internal Stakeholders for Approval
Before finalising the service charter it is necessary to secure the commitment and approval of
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MDAs leadership. This step ensures that defined levels of performance are in line with
Ministerial Performance Contracts and other key indicators of MDA service delivery.
MDA’s policy commitment, should be evidenced by its alignment with mandates, policy and
strategy documents, performance agreements made with the President, Key Performance
Indicators issued or agreed with the National Planning Commission, Minister’s/CEO’s policy
agenda for the MDA, etc. This critical step will then provide assurance that budgetary allocation
and releases made against critical components of service delivery and other aspects bordering
on customer satisfaction are met. If these are not provided, then the commitment of the MDA
to developing, implementing and measuring quality charter is in doubt.
Step 8: Presentation to SERVICOM for Approval
SERVICOM Office has a key oversight function in evaluating the service charters to ensure
compliance with this National guideline. SERVICOM Desk Officers apply a thorough checklist
to provide quality assurance testing, using the benchmarks outlined in the SERVICOM
Measurement Index assessment guides. The SERVICOM-approved draft charter is thereafter
forwarded to the MSU for onward approval by MDA Management.
The Service Charter will thereafter be signed-off and approved for publication. This
‘accreditation’ process is a precursor to future SERVICOM Compliance Evaluations and
assignment of Citizen Mark designations to all MDAs.
Step 9: Communicating the Service Charter
Communicating the service charter is an important indication of an organisation’s commitment
to its implementation. It is therefore important to ensure that it reaches the organisation’s
service beneficiaries. The service charter should be accessible to the public. It is good practice
to choose methods, which are best suited to your customer groups e.g. if your users are mainly
students publish an article in a student magazine or if your customers are mainly from one
locality the local council/area could be asked to distribute the service charter. If there is a
mailing list of customers they might each be sent a copy. A key requirement of a published
service charter document is that it is complemented with panels conspicuously placed in the
reception area of the organisation where it is accessible and seen by everyone. These panels
should outline the main commitments and targets contained in the service charter. Below are
some of the methods that organisations might wish to consider:


Posters in public and other offices (for both customers and staff);



Leaflets that can be sent to customers along with routine correspondence and made
available in public offices;



Website – display the Service Charter prominently on the organisation’s website, at a
minimum a link to the Charter from the home page and any other page focused on
customer service;



Emails - a link to the Charter could be included at the foot of emails;



Pledge cards – small wallet-sized cards with the main customer service commitments
and contact details;



Press release/launch - for organisations with a substantial customer base, attracting
press interest in the launch of the Service Charter should be considered;



Meetings with customers, collectively or individually to inform them of the Service
Charter orally or by handing out leaflets;
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Speaking Opportunities can be used to outline the main elements of the Charter;



Publications - other publications on customer service could incorporate the
Service Charter;



Advertising - national, local, trade and special interest publications could be
considered;



Customer Diversity - the Service Charter should be produced in as many formats and
languages as possible (where considered reasonable) and should be made available
through a range of channels of communication. This is necessary to ensure that it is
accessible to customers experiencing, or vulnerable to, poverty and social exclusion
and to those covered by equality legislation where applicable.
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SECTION THREE: IMPLEMENTING AND MONITORING THE
SERVICE CHARTER
Introduction
The main use of Service Charters and standards is to confirm to management that customers
are receiving what they have been promised. To serve this purpose the Service Charter needs
to be implemented. This brings us to Step 10 and 11 of the process as shown in Figure 2.
Details of these steps are discussed below.
Step 10: Implementing the Service Charter
An effective service charter is one that is implemented and monitored to generate information
for service and customer satisfaction improvements. There are four indicators of an
organisation’s intent to implement service charter and achieve the stipulated service standards.
These indicators should be demonstrably evident in any organisation attempting to develop
and implement a Service Charter:
1.
2.
3.
4.

Ownership
Visibility, and
Commitment
Training of Staff

1. Owning the Charter and Standards
Owning the charter starts with the involvement of an organisation’s internal stakeholders. A
service charter should be initiated and or supported by the organisation’s CEO and senior
management, (i.e., by the Minister, PS, Head of Parastatals and Agency, and Directors). Staff
will have been involved in the process and their buy-in obtained.
The senior leadership team of an organisation should be the main sponsors and champions of
the service charter and standards. They must ‘walk the talk’, by providing the funding, time and
other resources for charter implementation. Charters and standards should not be seen as the
‘property’ or initiative of the SERVICOM Office, the Bureau for Public Service Reform or any
accreditation agency. Organisations will always remain the owners and therefore responsible
for their charter implementation and overall service performance. The role of SERVICOM
Office is to support the organisation to develop Service Charters and to monitor and report
against the implementation to the President and Nigerian citizens as part of its mandate.
2. Visibility of Performance and Results
Implementing Service Charters requires information on performance, which demonstrates
achievement of the organisation with respect to service standards. This information should be
timely, relevant and support continuous improvement. Measures should be both quantitative
and qualitative. For example, questions to ask, depending on the nature and services of the
organisation, include: is the number and frequency of complaints falling? Are operating costs
rising or falling? Are response times for enquiries improving? The existence of a robust
measurement and reporting system will indicate an organisation’s commitment to charter
implementation.
3. Commitment to Service Charter
The mandate, mission, values and policy documents of an organisation should anchor its
commitment to customer service. If the organisation budget contains provision and releases
funding for charter monitoring, customer consultations, staff training, and robust IT services
there is greater likelihood the service charter will be successfully implemented.
Other factors to be considered include:
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a. Determining if new processes and systems are required
b. If Charter implementation may also require new rules, regulations, policies,
procedures and relationships; and
c. Clearly communicating the expected benefits and the rationale for the change
including identification of any training needs.
4. Training Staff and Service Delivery Partners: This provides an opportunity to clarify
roles and responsibilities and answer questions that relate to the standards and their
implementation. Consider the following when developing training activities:
a. Assess the degree of formality required. Minor service changes call for informal
training sessions; more complex service changes require sophisticated training
activities.
b. Determine the most appropriate method, such as instructor-led courses,
workshops, self-service training modules, information sessions, Q&A
workshops, and staff retreats.
c. Focus on essential knowledge and skills such as service process, complaint
mechanisms, communication and analytical abilities needed to successfully
meet the service standards.
Step 11: Assessing and Reporting Performance
Organisations should regularly monitor their progress on achieving the service delivery
standards outlined in their service charter to ensure that service targets are being met or
exceeded. To do this they need to perform the activities outlined in Step 9 of the process
presented in Figure 2. This is the subject of discussion in this section.
Assessing and reporting against service charter involve the following:
1. Measuring Performance
2. Reporting Performance
1. Measuring Performance
Measuring performance in implementing service standard involves determining organizational
strengths and weaknesses, identifying progress, and setting priorities for future action. It is also
about determining whether outcome targets – promises made in the Service Charter, such as
standard on timeliness, improved services and customer satisfaction – are being achieved.
Specific activities include:
▪

Examining overall performance against each individual standard such as access,
timeliness, accuracy and appropriateness.

▪

Analysing the results of monitoring activities and identifying trends, issues, and
progress.

▪

Comparing standards and results with similar services both within an organisation and
with other organizations (benchmarking).

▪

Considering other evaluation activities, such as customer satisfaction measurement,
consultations, and operational reviews. Identify any gaps or successes.
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Periodically (for example, quarter), Nodal Officers and others with similar responsibilities should
assess whether an organisation is meeting the standards of service set out in the service
charter. It is likely that the SERVICOM Office will list organisations for Compliance Evaluation
of their service charter. They will require evidence of the measurement of your performance
and observe whether customers are being served in the way and to the timeframes and other
standards the organisation has given its undertaking.
The Nodal Officers will submit copies of their reports to their organisation. If the report is
negative then the CEO should direct the relevant officer in the unit and his team to remedy the
deficiencies identified. A well-designed measurement process helps to determine:
▪

How well the service is being performed compared with similar services provided by
other organizations (benchmarking);

▪

Whether the service performance level is improving over time and by how much; and

▪

Whether customers are satisfied or not.

To measure the organisation’s performance with respect to its Service Charter technology can
be used to track time delays that a customer faces during the processing of paperwork,
courtesy of treatment, customer care and responsiveness. Increase or decrease in the number
of complaints can also be observed and reported manually and electronically. Other measures
can be tested or verified using documentary evidence.
Service standards can be measured and tested either through first-hand experience or by
having ‘mystery shoppers’ – employees or hired individuals (members of an NGO or CSO for
example) pose as customers. By observing and experiencing service delivery these “mysteryshoppers” can then help management to determine whether or not the organization is adhering
to it’s declared standards and provide valuable evidence that can be used to improve
performance and service delivery.
A service charter is a guarantee of good service – a contract between an organisation and its
customers. If customer views are not actively sought out the service charter becomes
meaningless. It is therefore imperative that an organisation conducts regular (perhaps annual)
customer surveys to assess whether or not service standards are meeting customer
expectations.
When measuring performance against service standards, it is advisable to take into account
the following principles:


Objectivity: Collect data through impartial sources such as automated phone records,
web hits and independent sources.



Timeliness: Review data regularly to ensure that the service is performing at the desired
level and to identify any needed adjustments.



Data Quality: Verify data and confirm accuracy of information.



Consistency over time: Measure performance in the same way for each assessment to
facilitate results comparison throughout the standard life cycle (trend over time).



Clarity: Data should present a clear picture of performance and make it easy to identify
future trends.
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Reporting Performance
Communicating performance results helps to manage customer expectations and motivate
staff as well as appeal to resource providers. An organisation should, therefore, report its
performance against the Service Charter to all of its stakeholders on a regular basis (perhaps
quarterly). The stakeholders that should be given the report are:
1. Staff: Performance evaluation reports should be made available to all staff especially where
the result will be linked to their appraisal. It provides staff with objective feedback on how
well they are enabling the standards to be met. The report should highlight areas where
staff training may be required to improve their performance;
2. Management: Results of service charter evaluation should be reported to senior
management to provide intelligence on how an organisation is meeting its service delivery
goals. The report should highlight areas of success and where additional attention may be
required;
3. Customer: The customer holds an organisation accountable for its service charter
commitments and to do so requires clear and concise information about organisation
performance. Performance reporting should therefore contain information on all of the key
organisation performance measures: timeliness, service quality, responsiveness, cost, etc.
The customer wants to see credible information, such as “90% of our customers are
attended to within the advertised time, this is an improvement over last quarter when only
75% was achieved”.
4. Government: Allocates and releases resources to an organisation to undertake
programmes and projects in the service of the customer. It should therefore be informed
about performance of the organisation in relation to these. Reporting should state the
organisation’s performance in all the areas where service standards are set. It should also
indicate whether or not funds have been released on time, whether customer volumes are
increasing or decreasing, if customer complaints are going up or down, etc.
When communicating results:
▪

Ensure that information is meaningful and relevant to all stakeholders – customers,
staff, partners, resource providers and others such as NGOs and other interest groups.

▪

Identify the key standards to report to suit each stakeholder. Staff will be interested in
feedback on their performance; management will be interested in overall service
improvement; customers are most interested in improved benefits and responsiveness,
and resources providers are particularly interested in accountability;

▪

Determine appropriate venues and mechanisms for sharing results and ensure that
information is easily accessible. Consider sharing performance results using service
delivery points of access, and websites (see Step 7 in Section 2 on Communicating the
Service Charter).

▪

Present information using clear and understandable language so customers and staff
can easily interpret performance results. Use of symbols, graphs, charts and local
language are encouraged where appropriate;

▪

Remember that communication materials should respect the requirements of both the
official language and the language in which the service is provided. In some cases, it
may be useful to communicate in other languages used by recipients of the service.
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SECTION FOUR: SERVICE IMPROVEMENT PLAN
Introduction
Service improvement in the public sector is defined as ‘a closer correspondence between
perceptions of actual and desired standards of public services’. The wider the gap between
‘actual’ and ‘desired’ standards the more it is perceived that services are deteriorating or failing
altogether. The plan should be based on the outcome of monitoring and reporting discussed
in Section Three. Details of this step (which is the final step in Figure 2) are discussed below.
Step 12: Service Improvement Plan
To improve service delivery it is necessary to determine how performance is measured. There
are three basic dimensions of performance used to measure the effectiveness of service
delivery:


Outcome Measures: this is built on the assumption that all organisations are set up to
achieve or fulfil certain policy goals. The organisations are thus set up to carry out a
mandate/functions in order to achieve certain outcomes. To execute their mandates
some organisations develop policy documents, which outlines the objectives and
targets they are expected to achieve. Organisations that are concerned with delivering
health services, for example, may have the target of reducing infant mortality, reducing
the prevalence of HIV/AIDS. Measuring the performance of the organisation is then
based on whether or not these targets are achieved. Performance improvement efforts
are then tailored to support the organisation to achieve its policy target.



Output Measures: in most cases organisations are expected to produce/provide outputs
– physical things, such as buildings, drugs, teachers, nurses, fertilizer, units of power,
etc., in measured quantity and quality. Performance of the organisation is then judged
on its ability to provide the targeted number and quality.



Process Measures: all organisations operate within the confines of the law, rules,
regulations, budget and guidelines that define and guide their functions, activities and
day-to-day operations. They are expected to do the ‘right’ thing by following the dictates
of these documents. Accordingly, their performance is measured in terms of whether or
not they follow the letters of these guiding documents in their operations.

In addition to these dimensions there is need to recognise that services are judged by a variety
of internal and external stakeholders. The perceptions of performance will vary on the basis of
who is being asked to respond, how they are asked, and under what conditions. The multiple
constituencies served by public services use different criteria to assess performance or,
alternatively, attach different weights to the same criteria. Performance is then not seen as a
single statement or measure but rather as a set of several statements reflecting alternative
criteria. From this perspective, a service has improved so long as multiple constituencies
perceive it as having done so.
As already mentioned above performance improvement plan should be based on the outcome
of monitoring and reporting discussed in Section Three. In addition to these, service
improvement plan should also recognise and attempt to incorporate the views of different
stakeholders. Accordingly, the plan should accommodate elements of the different approaches
discussed above (outcome, output and process). Resource providers and NGOs are more
likely to be interested in plans that address improvement based on all three approaches.
Customers, on the other hand, will be interested in the plans that improve the delivery of
outputs. Whatever approach is used, service improvement plan is made following the process
below:
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Review performance reports on service charter implementation and determine
shortcomings;



Review complaints register and reports to determine gap between customer
expectation/perception with service delivery and standards;



Review organisational key functions, systems, processes and resources and determine
their adequacy or otherwise in meeting the standards;



Agree on the nature of the problems or challenges;



Determine what options are available to overcome the challenges and solve the
problem;



Understand the organisational changes and improvements that are required and
whether or not the organisation can implement these changes or whether it needs
support or approvals from partners, higher authority or the customer;



Where support and approval from other sources is required determine when it should
be obtained and obtain same within the shortest possible time;



Based on all available evidence develop an improvement plan that (where applicable):
o
o
o
o
o



Defines a new structure
Outlines details of staff training
Indicates shorter process
Identifies new functions
Shows new resources, such as IT

The outcome of a service improvement plan may be a revised service charter.
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SECTION FIVE: CUSTOMER COMPLAINTS
Introduction
Effective management of complaints is a critical success factor for all organisations, in both the
private and the public sector. The demand for greater transparency and accountability in the
public sector has made complaints handling even more urgent and important. There are real
benefits in prioritising and improving complaints handling:


Nearly all customers would recommend an organization to their friends if a complaint
had been resolved efficiently (this could mean, in the case of an organisation, attracting
more resources);



Four out of five customers would spread the word if a complaint had been handled
badly. Bad publicity could lead to loss of confidence on the part of resource provider;



In the public sector the rise in complaints is not matched by an increasing effort, in
training in customer care (and hence reducing the opportunity for complaints in the first
place). It is estimated that only one in four employees feel qualified to deal with
complaints. Sometimes it is established custom and practice in an organization which
makes it difficult for both staff and customers;



Very few, if any, customer-facing staff are actually trained to handle dissatisfied and /or
angry customers;

Definition of a Complaint
A complaint is an expression of dissatisfaction whether justified or not. Complaints can be made
or expressed in many different forms. They could be made ‘formally’ either verbally or in writing.
Complaints could also be made ‘informally’ to members of staff. Few customers have the time
or the patience to complain ‘formally’.
There are five key rules for complaints handling for organisations:
1. Have a complaints policy: A clear, flexible welcoming and open policy on complaints. A
complaint should be regarded a gift when a customer gives up their time to provide
feedback, which helps an organisation to improve;
2. Train staff and management in complaints handling: Enable confidence to work with
challenging customers and provide support for their decisions. Excellent complaint
handling isn't easy and can sometimes be stressful and feel unrewarding. Confirm its
importance in providing great customer service;
3. Give complaints enough priority and authority: Staff should be aware that complaints
are a high priority item for organisations, and anyone who deals with them must have
sufficient authority to resolve them completely.
4. Ensure that complaints can be processed from all sources: There are typically four main
ways to complain
I.
II.
III.
IV.

in person
by telephone
by mail (post)
by email/internet

An organisation must be able to handle all of these types efficiently.
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5. Create processes to log and analyse all complaints and share with all relevant parties:
Much can be learnt about problems with internal processes, training, specific
employees/managers, and products without incurring expense. Establishing a process
to collect and analyse customer demand is key: Elements to consider include:
a. Establishing internal processes to collect and analyse customer feedback (or
demand) by type and frequency, which in turn informs options for point-ofservice resolution.
b. Developing a tracking system, which provides feedback to customers on the
progress of their complaint or if their suggestions are likely to be implemented.
This would be an essential component of the monitoring strategy for service
standards. The information contained within the system will be a valuable
resource to determine client satisfaction.
c. Ensuring the redress mechanism is easily accessible and easy to understand.

Processes and Actions for Setting up Complaints Handling
1. Thank the customer for complaining: Indicate regret that a problem has happened. This
is not an admission of guilt but it does demonstrate respect for the customer.
2. Put yourself in the place of the customer: Show empathy and leverage your knowledge
of the organisation find a timely solution.
3. Acknowledge that the customer has a valid point, (not that they might be willingly
disingenuous): It is true that there are some persistent and unreasonable complainers,
but they are in the minority. Accepting that the customer may well have a point can
trigger good ideas for an acceptable resolution.
4. Get all the facts first: Let the customer give you all of the information. This will help you
fully understand the situation and, if the customer is emotional, this will give them time
to calm down. Avoid offering the complainant a free gift or vouchers too soon, as
although in many cases it might appear as good service, it can often lead to more
complaints about the same thing because it has not been fixed.
5. Correct the mistake: All of these suggestions are pointless if the original problem is
unresolved. Make sure that your definition of resolution is the same as the customer's.
6. Learn from every complaint: Act to diagnose and fix the process: Train staff in the
identification d elimination of faults. Wherever possible let the customer know that they
have helped you resolve a problem. They'll most likely return and speak positively about
their experience with the organisation to others.
7. Minimise reasons for complaints: Do you have a continuous improvement culture? Do
you study customer demand; check customer (and employee) satisfaction regularly;
and regularly check the quality of the services provided? It costs at least 5 times as
much to gain a new customer than keep an existing one, and takes 56 days on average.
Keeping customers should be the top priority, as these cost ratios illustrate.
8. Always respond: Regardless of the method of complaint all customers have to be
treated consistently particularly in terms of response times.
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9. Listen to staff: They operate at the point of transaction (or moment of truth) with
customers. They care about the organisation and few if any come to work to do a bad
job. Seek their views often and ensure they can contribute to the design and
implantation of change. Ensure their complaints are prioritised too.
10. Lead by example: Articulate what good looks like and provide hands on leadership.
Demonstrate your personal commitment to resolving complaints and highlight best
practice when it is seen.
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ANNEX
Annex 1: Template for Self-Evaluation Assessment Test (SEAT) on
Setting Service Standards
Introduction
(Introduce the organisation – background, functions and service window where the service
charter will be developed and implemented)
The following are indicators, which (state name of organisation) should evaluate and score
itself and provide evidence to support the scores. The scores are from A to D. These are
defined below:





A: Excellent,
B: Very Good
C: Average
D: Poor

Understanding
Setting service standard and ensuring that they are achieved begins with an understanding of
the nature, content and demands of the service by all staff involved. Such knowledge should
be deep and relevant to clients’ need. Staff should also be able to demonstrate this knowledge
in their daily relationship and handling of customers. It is thus essential for (give name of
organisation) to evaluate itself on this score.
Indicator: Understanding the Service being Provided
SCORE
Rationale/Requirement
A
75% or better of staff of and 100% of staff are
fully knowledgeable about the services of the
organisation and demonstrate such knowledge
in relating to its customers
B
60% - 74% of staff of and 100% of staff are
fully knowledgeable about the services of the
organisation and demonstrate such knowledge
in relating to its customers
C
50% - 59% of staff of and 100% of staff are
fully knowledgeable about the services of the
organisation and demonstrate such knowledge
in relating to its customers
D
Less than 50% of staff are fully knowledgeable
about the services of the organisation and
demonstrate such knowledge in relating to its
customers

Supporting Evidence

Existing Standards (if any)
There should normally be a yardstick for measuring service delivery performance. This may
relate to how long it takes to serve the customer, courtesy of service, support to customer, etc.
These standards may or may not be written. They are sometimes in the staff’s sub
consciousness or exist in rudimentary form in policy statements. Either way it is important to
know the current position of GESS in relation to this.
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Indicator: Existing Standards (if Any)
SCORE
Rationale/Requirement
A
Service standards have been set in key
components and are documented, displayed
and used to guide staff and inform customers
B
Service standards have been set in key
components and are documented, displayed
but are not used to guide staff and inform
customers
C
Service standards have been set in key
components but are not documented,
displayed or used to guide staff and inform
customers
D
Service standards have been not been set in
key components are therefore not
documented and not used to guide staff and
inform customers

Supporting Evidence

Clients’ Involvement and Awareness
The success of any service standards depends on whether or not customers are involved in
developing them or whether customers are aware of such services and standards. It is only
when they are aware that they could demand or voice concerns where such standards are not
met to encourage the MDA to change. GESS needs to evaluate its readiness for this.
Indicator: Clients Involvement/Awareness of Existing Services and Standards
SCORE
Rationale/Requirement
Supporting Evidence
A
75% or better of target customers are aware
of the services/benefits and standards of
service they could expect
B
65% of target customers are aware of the
services/benefits and standards of service
they could expect
C
About 50% of target customers are aware of
the services/benefits and standards of service
they could expect from
D
Less than 50% of target customers are aware
of the services/benefits and standards of
service they could expect

Political Commitment
The success of GESS depends on the commitment of senior managers to its implementation.
Such commitment could be demonstrated through the existence of policy documents that
contains clear outcome targets against which a budget is allocated and released on a timely
basis.
Indicator: Political Commitment
SCORE
Rationale/Requirement
A
Policy documents exists, which contains clear
outcome targets that are pro-poor and socially
inclusive, are linked to the organisation’s
budget, which is released on time
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Supporting Evidence

B

C

D

Policy documents exists with some outcome
targets that are pro-poor and socially inclusive,
are linked to the organisation’s budget, which
is released on time
Policy documents exists with some outcome
targets that are pro-poor and socially inclusive,
which are not all linked to the organisation’s
budget, which is not usually released on time
Policy documents do not exist

Management Structures
To deliver the service as promised by the service charter requires that the organization defines
and align its mandate, functions and processes in line with the demands of the service
standards. It is therefore essential to check the readiness of GESS in this regard.
Indicator: Management Structures
SCORE
Rationale/Requirement
A
The mandate, functions and processes of
organisation have been defined, published,
circulated to all staff and that all offices and
officers are readily identifiable by the clients
B
The mandate, functions and processes of
organisation have been defined, published,
but circulated to some staff and some offices
and officers are identifiable by the clients
C
The mandate, functions and processes of
organisation have been defined, published,
but not circulated to all staff and few offices
and officers are readily identifiable by the
clients
D
The mandate, functions and processes of
organisation have not been defined, published
or circulated and offices and officers are not
readily identifiable by the clients

Supporting Evidence

Review of ‘Minimum Service Package’
In addition to the management structure there should be in existence an ‘irreducible minimum’
resources to support the implementation of the charter. Contemplating the development of
service charter should begin with this consideration. At the very least there should be trained
staff, working tools, adequate, clean and appropriate premises.
Indicator: Existence of Minimum Service Package (A)
SCORE
Rationale/Requirement
A
75% or better of frontline staff have
knowledge and or training on customer care
and handling complaints and are using
modern tools and equipments in serving the
customer
B
65% of frontline staff have knowledge and or
training on customer care and handling
complaints and are using modern tools and
equipments in serving the customer
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Remarks

C

D

50% of frontline staff have knowledge and or
training on customer care and handling
complaints and are using modern tools and
equipments in serving the customer
Less than 50% of frontline staff have
knowledge and or training on customer care
and handling complaints and are using
modern tools and equipments in serving the
customer

Complaints and Redress Mechanism
To ensure customer satisfaction and overall service improvement it is essential to have in place
a complaints and redress system where customers could express their views, complain about
service failure and seek redress.
Indicator: Complaints and Redress Mechanisms
SCORE
Rationale/Requirement
A
The organisation has a complain policy, which
is written in clear language, published,
displayed and contains clear strategies that
encourages the customer to complain or
make suggestions for service improvement
B
The organisation has a complain policy, which
is written in clear language, published,
displayed but contains unclear strategies to
encourage customers to complain or make
suggestions for service improvement
C
The organisation has a complain policy, which
is informal and not published, and informally
encourage the customer to complain or make
suggestions for service improvement
D
The organisation does not have a complain
policy, and does not encourage the customer
to complain or make suggestions for service
improvement

Remarks

Performance Information and Reporting
Before developing and implementing a service charter GESS should evaluate its performance
reporting culture and check also whether or not recommendations made in its reports are acted
upon. The purpose of having a service charter is to improve service delivery and customer
satisfaction. This is only possible when performance reports are prepared and action taken on
its findings.
Indicator: Availability of Performance Information
SCORE
Rationale/Requirement
A
Performance reports against targets, budget
releases against programmes, handling
customer complaints, and other issues are
prepared periodically and remedial actions
taken in at least 75% or better on
recommended actions
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Remarks

B

C

D

Performance reports against targets, budget
releases against programmes, handling
customer complaints, and other issues are
prepared periodically and remedial actions
taken in at least 65% on recommended
actions
Performance reports against targets, budget
releases against programmes, handling
customer complaints, and other issues are
prepared periodically and remedial actions
taken in at least 50% on recommended
actions
Performance reports against targets, budget
releases against programmes, handling
customer complaints, and other issues are
prepared periodically and remedial actions
taken in less than 50% on recommended
actions
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