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IN THE PUBLIC SECTORS of Central and Eastern European 
countries not much attention has traditionally been paid to qual-
ity of public services. Indeed, many citizens have been the victims 
of what has sometimes been called ‘unobtrusive service’ (so un-
obtrusive that it is almost completely invisible!). At its worst, this 
can result in a self-perpetuating vicious circle – citizens have low 
expectations, so service providers don’t try very hard, so expecta-
tions stay low, and so on. 

However, the situation is now changing. Many governments in 
Central and Eastern Europe have taken an active approach in pro-
moting quality management in the public sector. Th is has certainly 
been the case in the Czech Republic where the Ministry of Inte-
rior launched an international seminar on quality management 
in April 2005 which was fi nanced by SIGMA. Th is seminar gave 
rise to a one-year pilot project during 2006 on the “improvement 
of customer services through service charters” for public agencies 
in the Czech Republic. Th e training programme was co-ordinated 
and hosted by the Ministry of Interior of the Czech Republic and 
fi nanced by SIGMA. It involved 7 public agencies1, including the 
following sectors:

> environment
> social care
> transport
> culture and leisure
> audit
> communities and associations

Preface

1  Environment Department of the City of Pelhřimov, Internal Audit of the 
City of Chomutov, Social Department of the City of Chomutov, Transport 
Department of the City of Chomutov, Public Library of the City of Brno, 
Community Chest of the City of Vsetín, Old People’s Home of the City of 
Luhačovice.
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Consequently, the training material and methodology used in 
the training programme has been tested in a variety of contexts. 
Th erefore, SIGMA feels it is now timely to make available the ex-
periences of the pilot to other agencies in the Czech Republic and 
to other Central and Eastern European countries. 

Th e purpose of this Handbook is to encourage and to support 
public agencies in Central and Eastern European countries to be-
come more ‘outward-looking’ and improve customer orientation 
through the eff ective use of charters. Of course, the Handbook 
may also be useful to public agencies in Western European coun-
tries, even though it has been draft ed with a particular focus on the 
legal framework and administrative cultures of Central and East-
ern European countries. 

We do not claim that service charters are the ‘best’ tool to im-
prove the quality of public services. Depending on the needs of a 
public agency, other instruments may be more adequate. However, 
service charters may be a powerful tool to improve the customer 
orientation of public agencies if they are applied properly. 

Th e Handbook has been written with the aim of giving the read-
er a ‘How To Do It’ guide, with lots of examples and illustrations 
of service charters. We intend that it will help readers to make a 
well-informed decision on choosing service charters as a quality 
improvement tool and to understand the necessary steps in draft -
ing and using service charters eff ectively. In this way, we hope that 
the ideas in the book will help readers to make a greater contribu-
tion to their agency and to its key stakeholders.

December 2006 Elke Löffl  er
Europe Salvador Parrado

Tomáš Zmeškal 
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Why introduce 
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Box 1: The Structure of the Handbook

Chapter 1 will help you to decide whether a service char-
ter is an appropriate quality improvement tool for your 
agency at this time. Chapter 2 will set service charters in 
a wider quality improvement context and explain why 
service charters do not replace the need for a strategic 
management system, which involves defi ning a shared 
vision of quality, strategic objectives and quantitative and 
qualitative targets. 

The eff ective use of charters as a quality improvement 
tool also implies the commitment of managers and staff  
after the publication of the charter. Therefore, Chapter 3 
will focus on how to run consultation with staff . At the 
same time, international experience shows that purely 
internally drafted charters may be meaningless to service 
users. Chapter 3 will show you how to consult with ser-
vice users as well. 

Obviously, the implementation of some quality im-
provements may incur extra resources but without achiev-
ing improvements a service charter will have little cred-
ibility inside and outside your agency. Therefore, Chapter 
4 will explain how to deliver service improvement action 
plans and how to ensure that quality improvements are 
sustainable. 

The appendix will give you some examples of service 
charters which have been produced with the Czech pilot 
programme.

1. Why introduce a service charter?
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THIS CHAPTER WILL DESCRIBE the benefi ts of a service char-
ter and will also outline its limitations. It will set out what condi-
tions have to be in place for the eff ective use of a service charter as 
a quality improvement tool. 

A. Service charters and other quality management tools

Who can be against ‘quality’ in public administration? Indeed, im-
proving the quality of public services has become a major theme 
on the public sector reform agenda all over Europe and beyond. 
Most public agencies are nowadays looking at 
how to get started on the quality journey or how 
to develop existing quality management projects 
further. 

In this situation, your agency may want to look 
into the tool-box of quality assurance with a view of ‘implementing 
a specifi c tool’. But which is the best quality tool to use? 

But which is the best 

quality tool to use? 

ISO 9001
The ’ law and order’  
state

EFQM/CAF 
service charters
The state as service 
provider

GI Governance 
Model
’the enabl ing 
state’

GOVERNMENT  
(state as sole actor)

GOVERNANCE
(state as one actor 
among many)

Process Result Impact

Quality Assurance Tools
Graph 1: Quality Assurance Tools
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Actually, we believe that there is no best tool for all situations. 
Rather, all quality assurance approaches have value in particular 
contexts, depending on what your priorities are for improving 

public services. Th at’s why advanced public agen-
cies use a mix of tools in order to deal with dif-
ferent problems. As the arrow in Graph 1 shows, 
all the quality assurance tools are compatible with 
each other. 

At the same time, we can observe a certain sequence in the in-
troduction of various quality assurance tools in most organiza-
tions. When getting started on service quality, public agencies are 
oft en concerned to show that quality management is ‘objective’ in 
its methods. In particular, engineers tend to be very fond of the 
ISO 9001 approach, which seems to be the ideal tool for making 
quality water-tight and saving it from accusations of being ‘subjec-
tive’. As quality approaches evolve in public agencies many public 
managers become comfortable with inviting their staff  to debate 
the ‘soft ’ issues in quality, as well as the ‘hard’ process issues, e. g. 
by using self-assessment tools such as the Common Assessment 
Framework (CAF) (go to ‘Projects’ at www.eipa.nl) or the EFQM 
model (www.efqm.org) of the European Foundation for Quality 

Management. Self-assessments are very valuable 
in winning ownership for quality improvement 
from staff  but outside the organizations they have 
little credibility. Th is is where service charters 
come in because service charters are addressed at 
external stakeholders and give staff  a clear picture 
of what kind of service standards customers ex-

pect. Agencies may also seek information on how diff erent groups 
of stakeholder perceive the way in which services are provided 
– which is what the GI Governance Model is about. 

However, the sequence outlined in Graph 1, although it is found 
in many public agencies, does not mean that your agency MUST 
introduce quality assurance tools in this specifi c order. Th e chart 
is simply to help you to see more clearly how various quality tools 
relate to each other and where service charters have their place.

… all quality assurance 

approa ches have value in 

particular contexts …

1. Why introduce a service charter?

… service charters are ad-

dressed at external stake-

holders and give staff  a clear 

picture of what kind of service 

standards customers expect.
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B.  Benefi ts and limitations of service charters

When deciding whether your agency should introduce service 
charters or not, you should not only be aware of how they relate 
to other quality tools already being used in your 
organisation but you also need to know what 
benefi ts they have.

In general, a service charter may be defi ned as 
a public document that sets out basic information 
on the services provided, the standards of service 
that customers can expect from an organisation, 
and how to make complaints or suggestions for 
improvement. 

Box 2: Benefi ts of service charters

> Help public agencies to manage the expectations of 
service users

> Provide a framework for consultations with service us-
ers

> Encourage public agencies to measure and assess 
performance

> Make public agencies more transparent by telling the 
public about the standards they can expect – and how 
agencies have performed against those standards

> Push public agencies to improve performance where 
promised standards have not been achieved

> Increase satisfaction of service users

Traditionally, public agencies in Central and Eastern European 
countries oft en have been facing the problem of continued low ex-
pectations of service users. While some staff  may consider this as 
a good thing – citizens with low expectations are unlikely to com-

… a service charter may be 

defi ned as a public document 

that sets out basic informa-

tion on the services provided, 

the standards of service that 

customers can expect from 

an organisation, and how 

to make complaints or sug-

gestions for improvement. 
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plain – this also means that an agency has no incentives to improve 
quality. And is it not nicer to receive thank you letters or gratitude 
from service users than to deal with disillusioned citizens? By the 
way, another positive side-eff ect of service charters is that they 
constrain politicians not to make unrealistic promises.

Moreover, since the 1990s many private companies have invested 
in Central and Eastern Europe countries. Th ey have oft en brought 
higher service standards than before, to which their customers 

have become accustomed. During this period, the 
public has perceived that public agencies have not 
changed fast enough. Citizens are beginning to 
ask the question: If private companies can deliver 
quality services, then why can’t public agencies do 
the same? 

In Central and Eastern European countries, the administrative 
culture is very inward-looking. Service charters give your agency 
a good excuse to consult with service users. It is still the case that 
many professionals believe that they know best what is good for 
their users. However, we oft en fi nd that what users expect and 
what public offi  cials think they expect is rather diff erent – this is 
typically referred to as the ‘expectations gap’ (Zeithaml, Parasura-
man and Berry, 2000, p. 37–39). 

“Listening to citizens is the key to quality 
 improvement”. 
Vice President Al Gore at the 3rd Quality Conference for 
Public Administration in Rotterdam 2004

Charters will provide a good framework to bring about a cultural 
change towards better customer orientation.

1. Why introduce a service charter?

Charters will provide a good 

framework to bring about a 

cultural change towards bet-

ter customer orientation.
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Case Example 1: Giving children and young 
people a voice – the charter for young service 
users in the public library of Brno

Brno is the second largest city in the Czech Republic with 
over 500,000 inhabitants. Brno´s Jiri Mahen Public Library, 
with 36 branches, is the second largest library in the 
Czech Republic.

When asked what was the main reason for choos-
ing 10–15 years-aged children and young people as the 
key target group for the charter, the director, Ms Libuše 
Nivnická, says: There are several reasons for this choice:
> We began to think about our work from an external 

point of view, from the viewpoint of users.
> Consultation with this target group gave new direc-

tions to our work, we got feedback and the consulta-
tion process naturally raised the curiosity of the peo-
ple we asked – it even subsequently increased their 
interest in our library. 

> From the feedback, we began to be aware of our us-
ers’ perception of our services and that led us to make 
substantial changes to the text of the charter – we 
tried to use language that would be understandable 
by our target group. Now we also describe our ser-
vices in many diff erent ways and more clearly and we 
also simplify the way they can use our services. 

> Creation of the charter has infl uenced our work in oth-
er ways, too – for instance we have developed perfor-
mance indicators. We plan to buy a larger book stock 
aimed at these young people. We have improved the 
way we communicate with them – for example, we 
now send emails only to specifi c addresses. From our 
users we now collect not only complaints, but also 
suggestions for improvements and we tell them what 
we have done to deal with their complaints. And we 
have now got name badges for all employees, so no 
member of the staff  is anonymous any more.
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> Although not everything is implemented yet, we have 
already introduced a some new procedures and es-
tablished staffi  ng and budgets for them.

> Within the Library we repeatedly presented the char-
ter to all employees (even to those not working direct-
ly with children and young people because in most of 
the libraries any employee can meet children in one 
way or another). We try to instill in all our staff  the prin-
ciples of proper behavior towards children and young 
people, e. g. that they are equal partners, and try to 
ensure that this principle is maintained in everyday 
contact and while planning further development of 
our services.

> To improve the visual presentation of the service char-
ter we approached high school students (Department 
of Art and Advertising) because their ideas are closer 
how a young person thinks – we believe that good 
visual presentation can have a big infl uence on young 
people. 

At the same time, service charters will encourage your agency 
to assess and monitor performance. A service charter without a 

performance measurement system will always 
remain a paper tiger. Th e development of a per-
formance measurement system will not only help 
you to set meaningful service standards but also 
give you hard evidence when you carry out self-
assessments with tools such as the CAF or EFQM. 
And most importantly, they will help managers to 
understand whether strategic objectives are being 
met.

Furthermore, service charters make agencies more transparent 
by communicating standards – and performance against them – to 
the public. Even though we all like to pay lip-service to transparen-
cy, public managers and politicians oft en perceive transparency as 

At the same time, service 

charters will encourage your 

agency to assess and monitor 

performance. A service char-

ter without a performance 

measurement system will 

always remain a paper tiger.

1. Why introduce a service charter?
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a threat. Yet, when service users are informed about their entitle-
ments and they know what they need to bring to receive a specifi c 
service, this actually reduces work for your agen-
cy. Of course, your agency may be reluctant to 
publish some performance information – in par-
ticular, when standards have not been achieved. 
However, public exposure will reinforce the need 
to act upon under-performance and to deal with 
issues which would not be tackled otherwise.

Most importantly, eff ective use of charters will help your agen-
cy to increase user satisfaction, even when user expectations are 
rising – which implies that your standards have to rise, too. Th e 
important thing is to identify together with stakeholders “what is 
important and possible at a particular time and place” (Gaster and 
Squires, 2003, p. 89) but to be conscious that this will change over 
time. Th is is the only way to improve.

However, public exposure will 

reinforce the need to act upon 

under-performance and to 

deal with issues which would 

not be tackled otherwise.
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The Key Services we provide are: Level of satisfaction for our service
standards are:

Methods of payment:

To correctly enter all payments received over the the counter and
those sent in by post.

To provide an efficient service in a helpful and polite manner.

The following services are our ʻpromises of the services that you,
the customer, have the right to expect from us.ʼ

You will always receive a friendly welcome.

You can identify us by our name badges.

If there are more than three people waiting to be served, another
cashier will open a till if possible.

We aim to serve you within five minutes. However, queuing times
may be longer at periods of peak demand.

If English is not your first language, we can use Language Line
Interpreters to help with any queries.

Our opening times are 9.00 - 4.00 except on Wednesday when we
will open at 9.30 so staff can receive training.

We welcome comments and suggestions on the services we pro-
vide, we will conduct regular customer surveys to gain information
on how we can improve.

We have a focus group which meets every three months to discuss
service improvements and welcome new members.

This leaflet gives you our promises about the services you can
expect from us. We have a commitment to put things right if they go
wrong and we welcome suggestions for improving any part of our
service. If the service is not as good as we have promised, or if you
feel that we have done something wrong, not done something we
should have, or treated you unfairly or impolitely, please contact us.

We will confirm that we have received your complaint within three
working days and respond to you within seven working days.

Post:
By cheque or postal order, please remember to include your account
details.

At the Cashiers:
By cash, cheque or credit / debit card.

24 hour telephone payments:
By ringing 020 8770 7887. Remember to have your account details to
hand.

100% for appearance and welcome.

95% for speed of dealing with payments.

100% for access to the counter.

Internet:
By connecting to www.sutton.gov.uk and select the payments section.

You can also buy from the cashiers:
Stamps, black sacks and garden sacks.

Further information:95% opening counter positions.

95% length of time waiting.

82% of calls answered within 5 rings.

Case Example 2: Service Charter for Cashier 
Services in the London Borough of Sutton

1. Why introduce a service charter?

U P  T O  S T A N D A R D

Introducing you to the 
London Borough of Sutton
Cashier Services

The contact address is:
Cashier Services Manager
Civic Cash Hall
London Borough of Sutton
Civic Offices, St Nicholas Way
Sutton
Surrey, SM1 1EA

First contact number: general enquiries:

020 8770 5495

Comments or complaints:
Janette Garlick - Customer Services Manager

020 8770 5317

www.sutton.gov.uk

The Key Services we provide are: Level of satisfaction for our service
standards are:

Methods of payment:

To correctly enter all payments received over the the counter and
those sent in by post.

To provide an efficient service in a helpful and polite manner.

The following services are our ʻpromises of the services that you,
the customer, have the right to expect from us.ʼ

You will always receive a friendly welcome.

You can identify us by our name badges.

If there are more than three people waiting to be served, another
cashier will open a till if possible.

We aim to serve you within five minutes. However, queuing times
may be longer at periods of peak demand.

If English is not your first language, we can use Language Line
Interpreters to help with any queries.

Our opening times are 9.00 - 4.00 except on Wednesday when we
will open at 9.30 so staff can receive training.

We welcome comments and suggestions on the services we pro-
vide, we will conduct regular customer surveys to gain information
on how we can improve.

We have a focus group which meets every three months to discuss
service improvements and welcome new members.

This leaflet gives you our promises about the services you can
expect from us. We have a commitment to put things right if they go
wrong and we welcome suggestions for improving any part of our
service. If the service is not as good as we have promised, or if you
feel that we have done something wrong, not done something we
should have, or treated you unfairly or impolitely, please contact us.

We will confirm that we have received your complaint within three
working days and respond to you within seven working days.

Post:
By cheque or postal order, please remember to include your account
details.

At the Cashiers:
By cash, cheque or credit / debit card.

24 hour telephone payments:
By ringing 020 8770 7887. Remember to have your account details to
hand.

100% for appearance and welcome.

95% for speed of dealing with payments.

100% for access to the counter.

Internet:
By connecting to www.sutton.gov.uk and select the payments section.

You can also buy from the cashiers:
Stamps, black sacks and garden sacks.

Further information:95% opening counter positions.

95% length of time waiting.

82% of calls answered within 5 rings.
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The Key Services we provide are: Level of satisfaction for our service
standards are:

Methods of payment:

To correctly enter all payments received over the the counter and
those sent in by post.

To provide an efficient service in a helpful and polite manner.

The following services are our ʻpromises of the services that you,
the customer, have the right to expect from us.ʼ

You will always receive a friendly welcome.

You can identify us by our name badges.

If there are more than three people waiting to be served, another
cashier will open a till if possible.

We aim to serve you within five minutes. However, queuing times
may be longer at periods of peak demand.

If English is not your first language, we can use Language Line
Interpreters to help with any queries.

Our opening times are 9.00 - 4.00 except on Wednesday when we
will open at 9.30 so staff can receive training.

We welcome comments and suggestions on the services we pro-
vide, we will conduct regular customer surveys to gain information
on how we can improve.

We have a focus group which meets every three months to discuss
service improvements and welcome new members.

This leaflet gives you our promises about the services you can
expect from us. We have a commitment to put things right if they go
wrong and we welcome suggestions for improving any part of our
service. If the service is not as good as we have promised, or if you
feel that we have done something wrong, not done something we
should have, or treated you unfairly or impolitely, please contact us.

We will confirm that we have received your complaint within three
working days and respond to you within seven working days.

Post:
By cheque or postal order, please remember to include your account
details.

At the Cashiers:
By cash, cheque or credit / debit card.

24 hour telephone payments:
By ringing 020 8770 7887. Remember to have your account details to
hand.

100% for appearance and welcome.

95% for speed of dealing with payments.

100% for access to the counter.

Internet:
By connecting to www.sutton.gov.uk and select the payments section.

You can also buy from the cashiers:
Stamps, black sacks and garden sacks.

Further information:95% opening counter positions.

95% length of time waiting.

82% of calls answered within 5 rings. Our opening times are 9.00 - 4.00 except on Wednesday when we
will open at 9.30 so staff can receive training.

We welcome comments and suggestions on the services we pro-
vide, we will conduct regular customer surveys to gain information
on how we can improve.

We have a focus group which meets every three months to discuss
service improvements and welcome new members.

This leaflet gives you our promises about the services you can
expect from us. We have a commitment to put things right if they go
wrong and we welcome suggestions for improving any part of our
service. If the service is not as good as we have promised, or if you
feel that we have done something wrong, not done something we
should have, or treated you unfairly or impolitely, please contact us.

We will confirm that we have received your complaint within three
working days and respond to you within seven working days.

Internet:
By connecting to www.sutton.gov.uk and select the payments section.

You can also buy from the cashiers:
Stamps, black sacks and garden sacks.

Further information:

The Key Services we provide are: Level of satisfaction for our service
standards are:

Methods of payment:

To correctly enter all payments received over the the counter and
those sent in by post.

To provide an efficient service in a helpful and polite manner.

The following services are our ʻpromises of the services that you,
the customer, have the right to expect from us.ʼ

You will always receive a friendly welcome.

You can identify us by our name badges.

If there are more than three people waiting to be served, another
cashier will open a till if possible.

We aim to serve you within five minutes. However, queuing times
may be longer at periods of peak demand.

If English is not your first language, we can use Language Line
Interpreters to help with any queries.

Our opening times are 9.00 - 4.00 except on Wednesday when we
will open at 9.30 so staff can receive training.

We welcome comments and suggestions on the services we pro-
vide, we will conduct regular customer surveys to gain information
on how we can improve.

We have a focus group which meets every three months to discuss
service improvements and welcome new members.

This leaflet gives you our promises about the services you can
expect from us. We have a commitment to put things right if they go
wrong and we welcome suggestions for improving any part of our
service. If the service is not as good as we have promised, or if you
feel that we have done something wrong, not done something we
should have, or treated you unfairly or impolitely, please contact us.

We will confirm that we have received your complaint within three
working days and respond to you within seven working days.

Post:
By cheque or postal order, please remember to include your account
details.

At the Cashiers:
By cash, cheque or credit / debit card.

24 hour telephone payments:
By ringing 020 8770 7887. Remember to have your account details to
hand.

100% for appearance and welcome.

95% for speed of dealing with payments.

100% for access to the counter.

Internet:
By connecting to www.sutton.gov.uk and select the payments section.

You can also buy from the cashiers:
Stamps, black sacks and garden sacks.

Further information:95% opening counter positions.

95% length of time waiting.

82% of calls answered within 5 rings.

Level of satisfaction for our service
standards are:

Methods of payment:

Post:
By cheque or postal order, please remember to include your account
details.

At the Cashiers:
By cash, cheque or credit / debit card.

24 hour telephone payments:
By ringing 020 8770 7887. Remember to have your account details to
hand.

The Key Services we provide are: Level of satisfaction for our service
standards are:

Methods of payment:

To correctly enter all payments received over the the counter and
those sent in by post.

To provide an efficient service in a helpful and polite manner.

The following services are our ʻpromises of the services that you,
the customer, have the right to expect from us.ʼ

You will always receive a friendly welcome.

You can identify us by our name badges.

If there are more than three people waiting to be served, another
cashier will open a till if possible.

We aim to serve you within five minutes. However, queuing times
may be longer at periods of peak demand.

If English is not your first language, we can use Language Line
Interpreters to help with any queries.

Our opening times are 9.00 - 4.00 except on Wednesday when we
will open at 9.30 so staff can receive training.

We welcome comments and suggestions on the services we pro-
vide, we will conduct regular customer surveys to gain information
on how we can improve.

We have a focus group which meets every three months to discuss
service improvements and welcome new members.

This leaflet gives you our promises about the services you can
expect from us. We have a commitment to put things right if they go
wrong and we welcome suggestions for improving any part of our
service. If the service is not as good as we have promised, or if you
feel that we have done something wrong, not done something we
should have, or treated you unfairly or impolitely, please contact us.

We will confirm that we have received your complaint within three
working days and respond to you within seven working days.

Post:
By cheque or postal order, please remember to include your account
details.

At the Cashiers:
By cash, cheque or credit / debit card.

24 hour telephone payments:
By ringing 020 8770 7887. Remember to have your account details to
hand.

100% for appearance and welcome.

95% for speed of dealing with payments.

100% for access to the counter.

Internet:
By connecting to www.sutton.gov.uk and select the payments section.

You can also buy from the cashiers:
Stamps, black sacks and garden sacks.

Further information:95% opening counter positions.

95% length of time waiting.

82% of calls answered within 5 rings.
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1. Why introduce a service charter?

U P  T O  S T A N D A R D

Introducing you to the 
London Borough of Sutton
Cashier Services

The contact address is:
Cashier Services Manager
Civic Cash Hall
London Borough of Sutton
Civic Offices, St Nicholas Way
Sutton
Surrey, SM1 1EA

First contact number: general enquiries:

020 8770 5495

Comments or complaints:
Janette Garlick - Customer Services Manager

020 8770 5317

www.sutton.gov.uk

U P  T O  S T A N D A R D

Introducing you to the 
London Borough of Sutton
Cashier Services

The contact address is:
Cashier Services Manager
Civic Cash Hall
London Borough of Sutton
Civic Offices, St Nicholas Way
Sutton
Surrey, SM1 1EA

First contact number: general enquiries:

020 8770 5495

Comments or complaints:
Janette Garlick - Customer Services Manager

020 8770 5317

www.sutton.gov.uk
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Clearly, these benefi ts do not come about by sticking a piece of 
paper on your offi  ce wall which has been draft ed by a consultant 
or some technical quality expert. As Chapters 2 and 3 will explain 
to you the process of developing the charter is as important as the 
contents of the document itself.

At the same time, service charters are only a quality assurance 
tool. Watch out for the risk that the ‘tool becomes 
the objective’. Th is is evident, for example, when 
organizations focus on ‘implementing charters’. 
However, we want to suggest strongly that serv-
ice charters are only valuable if they are used to 
bring about quality improvements – it is NOT 
enough simply to implement them. Otherwise, 
your agency could well focus mainly on applying 
service charters, however inappropriate, rather than on making 
sure that it achieves results which matter to your customers. 

… we want to suggest strongly 

that service charters are only 

valuable if they are used to 

bring about quality improve-
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U P  T O  S T A N D A R D

Introducing you to the 
London Borough of Sutton
Cashier Services

The contact address is:
Cashier Services Manager
Civic Cash Hall
London Borough of Sutton
Civic Offices, St Nicholas Way
Sutton
Surrey, SM1 1EA

First contact number: general enquiries:

020 8770 5495

Comments or complaints:
Janette Garlick - Customer Services Manager

020 8770 5317

www.sutton.gov.uk
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C.  Conditions for introducing service charters

If service charters are to improve the customer orientation of your 
agency, certain conditions have to be met. If these conditions do 

not exist at the start of a service charter initiative, 
the project is likely to come to a halt when the 
charter has been draft ed, without producing any 
visible results.

Box 3: Conditions for introducing service 
charters

General conditions that have to be in place
> Commitment of the director of the service covered by 

the charter – he or she has to support the initiative 
and be willing to implement service improvement 
plans

> Ownership of front-line and back-offi  ce staff  who are 
responsible for delivering the standards set out in the 
charters

> Team-working by staff  members responsible for the 
service covered by the charter 

Specifi c conditions applying to service charters
> Your agency should already have had some experi-

ence with consultation of service users by running 
user surveys, user panels, focus groups or using other 
consultation methods. 

> Your agency should have some basic performance 
information available in the service area concerned 
by the charter.

If service charters are to im-

prove the customer orienta-

tion of your agency, certain 

conditions have to be met.

1. Why introduce a service charter?
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In particular, we would like to emphasize that the introduction of 
charters cannot be run as a ‘one-man’ or ‘one-woman’ show but 
requires the engagement a team with staff  members from diff erent 
units and hierarchical levels in the organisation.

Case Example 3: Teamwork to Improve Cus-
tomer Service in the Housing and Regenera-
tion Unit in the London Borough of Sutton

CHARMIT is a diverse group that includes staff  from a va-
riety of services and grade levels who have volunteered 
to come together on a regular basis to discuss and con-
tribute ideas to improve services. The group’s main focus 
is to ensure ongoing improvements within its day to day 
working practices. This imaginative and eff ective initiative 
for involving staff  ensures ownership of the improvement 
ethos within the Housing and Regeneration unit. 

The team has organised staff  focus group meetings; 
held information sharing sessions in the form of ‘coff ee 
and croissant’ mornings, facilitated question and answer 
sessions with the Senior Management Team and helped 
to set up and run the past two annual staff  conferences. 

Through staff  and customer consultation the team has 
devised and implemented the following customer ser-
vice improvement initiatives: 
> Publishing and displaying performance information in 

reception 
> Introducing mystery shopping for stakeholders to 

monitor customer service standards 
> Ensuring that excellent communication processes 

with customers are maintained 
> Encouraging staff  and customers to comment on 

services provided, through regular surveys and focus 
groups. 

Source: http://www.cabinetoffi  ce.gov.uk/chartermark/case_studies/, as 

of 12 December 2006.
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THIS CHAPTER WILL GUIDE YOU through all the steps and 
phases in the implementation of the charter and provide examples 
from the service charter pilot programme in the Czech Republic 
and elsewhere.

A. Defi ne the concept of quality of your organisation

If your service charter is to bring about quality improvements in 
service quality, it needs to be embedded in a proper quality man-
agement system. As we mentioned before, the introduction of a 

quality assurance tool is no replacement for a 
quality management system. If your organisation 
already has a clearly defi ned vision of quality, a 
sound set of strategic objectives and a well-devel-
oped performance measurement system you can 

skip the following four sub-sections (A–D).
Otherwise we strongly recommend that your agency should de-

sign a quality management system fi rst, before you start draft ing 
the charter. Th e following steps may take some time but they will 
be invaluable for making your charter project successful.

First of all, it is essential to have ONE defi nition of quality in 
your organization. By doing so, all staff  in your organisation will 
talk the same language, helping to avoid confusion. As you will 
fi nd out, service quality is diffi  cult to defi ne but easy to recognize 
by its absence. 

Task: 

Try to identify ONE defi nition of quality by discussing with 
staff  representatives from all units and hierarchical levels 
in your organisation

2. How to draft a charter
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While you are identifying diff erent concepts of 
quality in your organisation, and are trying to 
structure them to fi nd a common denominator, 
it may be useful for you to be aware of some key 
concepts of quality which are used in the litera-
ture. 

According to the ‘quality gurus’ there are several ways of defi n-
ing quality:

1 Quality as ‘conformance to specifi cation’ – here a product or 
service is said to be of quality if it conforms to technically speci-
fi ed norms and standards. Th is approach is typical in engineering 
and contract management contexts. From this perspective, qual-
ity consists of a list of technical characteristics (Crosby, 1979: 17) 
that have to be met. In this case, quality inspection has the role 
of fi ltering ‘good’ from ‘bad’ products. Th is is, of course, the logic 
of the ISO 9001 and ISO 14000 approaches. Another example is 
that, in all countries, products and services have to meet health 
and safety standards, which are oft en set out as a list of technical 
requirements. 

2 Quality as ‘fi tness for purpose or for use’ (Juran, 1988) – here a 
service is said to be of quality if it meets corporate and social objec-
tives. As Juran pointed out, even if a product or service meets the 
technical specifi cation (e. g. it is safe to use) it may be regarded as 
poor quality by the customer because it doesn’t fulfi ll the purpose 
that the purchaser had in mind. For example, a contractor who 
mows the grass verge along a road but doesn’t remove all the litter 
fi rst will just spray bits of paper all over the roadside – technically 
the contract specifi cation has been fulfi lled but the end result is not 
at all what the local authority intended. 

3 Quality as ‘meeting or exceeding customer expectations’. Th is 
defi nition derives from consumer psychology and is well exem-
plifi ed by the work of Zeithaml, Parasuraman and Berry (1990). 
Of course, expectations normally rise over time, especially when 
they are met, so this probably implies a rising standard of service 

there are several ways 

of defi ning quality
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over time. Th is approach becomes even more demanding when 
the defi nition becomes ‘exceeding customer expectations’ – e. g. 
when a customer turns up for an appointment at the tax offi  ce and 
is off ered a cup of tea! (Of course, next time, the customer might 
expect a cup of tea to be off ered, so to exceed expectations the tea 
would have to be hot this time!). 

4 Quality as ‘bringing about a passionate emotional involve-
ment between the customer and the service’ – this derives from 
social psychology and is suggested by the work of Pirsig (1974). 
Here, the customer is so convinced of the quality of the service 
that he or she identifi es strongly with it – e. g. may be prepared to 
act as a volunteer to help the service or to carry out fundraising for 
it or to join the ‘Friends’ organization (e. g. the ‘Friends of the City 
Museum’ or the ‘Friends of the Village Hall’). Interestingly, Pirsig 
suggests that quality cannot be defi ned – it lies beyond the reach 
of language or numerical measurement. Rather, we can only de-
tect quality because of its symptoms – the emotional involvement 
which the service arouses in those who experience it. 

In general, the level of aspiration tends to rise as we move down 
the list of defi nitions given above. Indeed, most organisations 

start with an objective defi nition of quality and 
then gradually adopt more subjective concepts 
of quality. Clearly, the choice of the quality assur-
ance tool must be in line with the defi nition of 
quality adopted. For example, ISO approaches are 
particularly relevant for assuring processes and 
suggesting process improvements, which means 
that they oft en fi t well with a defi nition of quality 
which focuses on ‘conformance to specifi cation’. 

Th e EFQM and CAF approaches are most powerful for assuring the 
‘enablers’ of an organisation, which means that they usually fi t well 
with a defi nition of quality which focuses on ‘fi tness for purpose’. 
Service charters are more adequate for defi nitions which focus on 
‘meeting or exceeding customer expectations’. 

2. How to draft a charter
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31

Subjective defi nitions of quality may be more diffi  cult to accept 
in administrative cultures which are characterised by a strong legal 
tradition. Again, civil servants with an engineering background 
may fi nd it more comfortable to work with more objective defi ni-
tions. You will have to decide, based on the current situation, for 
which stage in the quality journey your organisation is ready. 

B. Establish a hierarchy of objectives

Once you have established a common vision of quality it is useful 
to think how your organisation as a whole – its units and indi-
vidual staff  members – can work towards making this vision a real-
ity. Typically, it is helpful to defi ne a hierarchy of objectives at this 
stage. Th is means establishing a visual hierarchy of ends-means-
relationships. Of course, the objectives should match the agreed 
defi nition of quality. If the agreed defi nition of quality is to satisfy 
the customers of your service the hierarchy of objectives should 
refl ect this.

In a hierarchy of objectives, you have diff erent levels of specifi -
city. In particular, there are

> high-level objectives, at the top of the ‘tree’
> mid-level objectives, in the middle of the ‘tree’, and,
> low-level objectives, at the bottom of the ‘tree’.
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Case Example 4: The Hierarchy of Objectives 
of the Environment Department 
of the  Municipality of Pelhřimov

Task: 

Form a working group with staff  from all units and hier-
archical levels of the organisation and try to draw a hier-
archy of objective based on your agreed vision of quality. 
This exercise will take several sessions but make it trans-
parent to all middle-managers and staff  members how 
their activities fi t into the overall objectives of your organ-
isation. So this exercise is not just useful for your charter 
service project – your organisation will benefi t from this 
transparency in many ways.

2. How to draft a charter
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Some golden rules when drawing a ‘tree’ of objectives:
> Use post-its when draft ing the ‘tree’ and write only ONE ob-

jective on each post-it. (Th is is because you will usually want 
to change the position of the objectives quite oft en during the 
design process – the post-its give you fl exibility).

> Formulate the objective as actions, i. e. use an infi nitive to de-
scribe the ends and means (see example above)

> Never use the word ‘and’ on a post-it because this means that 
you have included more than one objective on a post-it. Also do 
not use any other conjunctions with similar meanings (or even 
commas!), using them would imply that some other objective is 
on the same level. 

> Do not forget to fi t your service charter into the ‘tree’. Since it is 
only a tool it cannot be at the top of ‘tree’ but somewhere in the 
middle or lower branches since it must contribute to a higher 
objective.

> Ask outsiders to check the logical consistency of your ‘tree’ and 
to give you comments. Obviously, you may not agree with all 
suggestions but outsiders may spot ends-means-relationships 
which do not add up and need to be changed. 
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C. Defi ning performance indicators and targets

Th e objectives in your ‘tree’ are general aspirations. In order to 
know whether you have achieved your objectives you need to de-
fi ne performance indicators and targets.

Box 4: Defi nition of performance indicators 
and performance targets

A performance indicator explains how to measure the 
achievement of an objective.
A performance target specifi es a quantifi ed level of a per-
formance indicator to be achieved with a specifi ed period 
of time.

Th is means that 
> Performance targets MUST always relate to objectives (which is 

why we asked you to draft  a ‘hierarchy of objectives’ before you 
defi ne performance indicators and targets.

> A target is always a number which refers to a period of time.

Task: 

Each member of the project team should choose an ob-
jective in the ‘tree’ and defi ne 2–3 performance indicators 
and targets for the objective. The other members in the 
project team have the responsibility to check whether 
the proposed indicators and targets are formally correct.

2. How to draft a charter
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Some of our participants in the Czech pilot programme on ser-
vice charters wondered why it is necessary to defi ne targets, given 
that legal regulations already provide standards. It is correct that 
legal norms oft en defi ne minimum standards for 
public services. However, your organisation may 
choose to go beyond the minimum standard or 
defi ne targets for less-regulated services in order 
to drive service improvements. Legal standards 
can therefore sometimes be viewed as the lowest 
acceptable standards.

Of course, the challenge in practice is to decide 
at what level to set a target. Ideally, targets should 
be ambitious, i.e. push your organisation to im-
prove but still be realistic. 

Ideally, targets are set by comparison, usually either between 
time periods or across organisations. So when you are in the posi-
tion to have a baseline in your organisation for this year, you should 
increase the target for next year. But for some objectives you may 
have no baseline so you need to experiment and set a provisional 
target which you may have to correct upwards or downwards when 
you have performance information.

Finally, before fi nalising your performance 
indicators and targets you may want to test how 
‘fi t for purpose’ your defi nitions are. Th is test is 
commonly known as the SMART test (Specifi c, 
Measurable, Attainable, Relevant, Timely). It is widely used to 
check the quality of performance targets (see below).
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Box 5: The SMART test to check the quality of 
performance targets

This check-list provides guidance on setting targets. In 
particular, it states that targets are:
S =   specifi c: clear, unambigious, straightforward and 

understandable
M = measurable: quantity, quality, time, money
A =  attainable: within the control and capability of the 

organisation, the unit or individual staff  member
R = relevant 
T =  Timely: to be completed within an agreed times-

cale.

Specifi c targets are those which answer in a precise way the ques-
tions of what, who, and where. For instance, consider that you want 
to improve examination results of school students in the secondary 
school system. If you propose the following target (to improve sec-
ondary school examination results), it is unspecifi c because it does 
not specify how much improvement you want to have, over what 
period. A specifi c target here would be along the lines: to increase 
the proportion of students leaving secondary school with matricula-
tion to 80% by summer 2010. 

A measurable target means that there is the possibility of meas-
uring the action(s) associated with the objective. It is not enough 
to give a fi gure in the objective to make it measurable. You should 
consider what procedures will help you to monitor, measure and 
record actions. If you cannot quantify the actions, the objective 
is likely to be wrongly formulated. For instance, you might put a 
fi gure in an objective, which cannot be really quantifi ed (increase 
to 60% the smiles among staff  delivering services directly to the pub-
lic). You do have a fi gure, but how would you defi ne, measure and 
record a smile? Th e procedure for measuring the target of the pre-
vious paragraph (to increase the proportion of students leaving sec-
ondary school with matriculation to 80% by summer 2010) would 

2. How to draft a charter
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be, for instance, the annual collection of the matriculation results 
of all students in their last year at school. 

An attainable target is one which can be achieved within the time 
frame and within the means, resources and capabilities of your 
team and those associated with you, which includes not only other 
departments of the organisation but also external stakeholders. In 
many public services it is not sensible to set targets which require 
very rapid achievement, especially if partners are involved. For ex-
ample, if you set a target such as “ to reduce obesity among teenagers 
at schools by 50% within one year), you will soon fi nd out that your 
campaign, however well designed, is fi ghting against not only the 
physiology of current teenagers but also their psychology and the 
advertising budgets of fast food chains. Such a target is likely to 
be unrealistic, which can demoralise those trying to achieve them 
and lay them open to derision in the media. Th erefore, you might 
consider a rather less ambitious target.  (On the other hand, if you 
set a very unambitious target, say increase the number of fi shing 
permits issued from an offi  ce on the day of application to 85% within 
two years (baseline 2006: 84%), it is likely to be demoralising for 
the opposite reason – it suggests either that the achievement is un-
important or that the organisation is considered too ineffi  cient to 
do any better. So the happy medium is to set ‘stretch targets’ which 
are indeed likely to be achievable but still pose a challenge to the 
current practices of your organisation. 

Th e relevance of a target (or, more appropriately, of the objec-
tive behind the target) is a more relative concept than the previous 
SMART features. Th e fi rst key question is to fi nd out for whom an 
objective is relevant and the second issue is what is the meaning of 
‘relevance’ in this context. Relevance is easier to defi ne by what it is 
not than by what it is. For instance, the target to reduce the number 
of deaths from traffi  c accidents on national roads to 15% by Decem-
ber 2007 is not relevant for municipal police in some countries be-
cause they do not have authority over behaviour on national roads. 
A relevant objective for an organisation or unit means that they 
can do at least something about it. Further, the degree of relevance 
increases for that unit or organisation if the objective is part of 
their core business. Finally, the relevance of objectives should be 
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checked against the targeted benefi ciaries of the measure by asking 
them or related stakeholders. For instance, to reduce obesity among 
teenagers at schools by 50% within one year may well not be seen as 
relevant for many of the obese teenagers if you ask them, but it is 
for their parents or health authorities or teachers because obesity 
has implications for health, health care costs, classroom behaviour, 
etc. So it is important to decide which stakeholders you most care 
about and then ask them about which objectives are most relevant 
to them.

Finally, a timely objective implies a clear timeframe of when it 
should start or when it should end. Most examples of targets given 
in this section include a date by which a specifi c value of a per-
formance indicator relevant to an objective should be achieved. 

2. How to draft a charter
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D. Map your stakeholders

Once you see how your service charter project is related to other 
projects and activities in your organisation you have to determine 
for which kind of service and stakeholder you want to draft  a char-
ter. 

Actually, many public offi  cials are unclear who their custom-
ers are. Furthermore, customers are not the only important group 
to your organisation. As you will quickly fi nd 
out, many organisational objectives cannot be 
achieved without the co-operation of other public 
agencies. For example, the Social Services Unit in 
the City of Chomutov faces the problem that not all eligible service 
users know about their legal entitlements or have the courage to 
make use of them. Th erefore, the unit requires the co-operation 
of carers, social workers and other professionals who are in touch 
with socially and economically disadvantaged people to inform 
them about their rights.

All of these individuals and groups are referred 
to as stakeholders. Th e concept of stakeholders 
originally just included people who have a stake 
(or share) in a particular issue, service or organi-
sation. Th is stake essentially means that they are 
aff ected in some way by the actions of the or-
ganisation. However, the concept of stakeholder 
is nowadays usually widened to cover also people 
whose actions aff ect the organisation concerned. 
Stakeholders can be groups of people, organi-
sations, or individuals. (Note that laws are not 
stakeholders!) 

Customers of a service are considered a group 
of stakeholders, as they have an interest in how 
the service is delivered. However, interests may 
diff er depending on age, gender, ethnicity and the 
like. Th is means that you may have to segment 
your customers into diff erent groups. However, 
there are not only current customers but there 
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may also be potential customers which are customers which your 
organisation does not reach for various reasons. Th is is where the 
concept of a ‘service delivery gap’ between legal entitlements and 
use of services comes in. Clearly, the fact that 100% of citizens may 
be entitled to a specifi c service does not mean that your agency is 
able to deliver the service to all citizens who are entitled.

“We have no non-users, since each citizen is part of 
the public social security system in our country”.
A civil servant in a Baltic country. 

Task: 

Go back to your hierarchy of objectives and determine 
1–3 key services which are provided by your organisation. 
Undertake a stakeholder analysis for each key service by 
using the matrix shown below. This entails the following 
steps:
> Make a list of all possible stakeholders who have a 

stake in the service concerned (do not forget to think 
of potential customers)

> Allocate each stakeholder into one of the 4 quadrants 
by determining
A Their infl uence on the organisation (Are they pow-

erful enough to do your organisation harm? Or are 
they so weak that your organisation does not care 
much what they think about your organisation?)

B The importance of the stakeholder to your organi-
sation (Does your organisation need the co-opera-
tion of this stakeholder to achieve its objectives?)

2. How to draft a charter
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Table 1  A stakeholder matrix

Interest of stakeholder in your organisation

High Low

Infl uence of 
the stakeholder 

on your organisation

High A C

Low B D

Th e stakeholders in quadrant A have a high degree of infl uence 
on the organisation and are also have a high interest in it. Th is 
implies that you will have to develop good working relationships 
with these stakeholders, e. g. by consulting them on a regular ba-
sis or working in close partnership with them. Th ose are the key 
stakeholders for your service charter. 

Th e stakeholders in quadrant B have a high interest in your or-
ganisation but they have little infl uence on your organisation. For 
example, the parents of school children have a high interest in what 
happens in your schools but typically have little infl uence over the 
managerial or teaching decisions made in the school. Neverthe-
less, your organisation may wish to give such interested people a 
greater voice e. g. by allowing parents to elect a high proportion of 
the school governors, a practice which is now common in many 
schools in the United Kingdom. So action can be taken to move 
interested but powerless service users from quadrant B to quad-
rant A.

In quadrant C, stakeholders have a high infl uence on your or-
ganisation but they may have other interests, so they will probably 
not be easy to involve in your organisation. For instance, the Fi-
nance Ministry of your country would oft en fi t into this quadrant 
for many public sector organisations, since the funding of those 
services depends on resources allocated by the Finance Ministry 

Target group of 
service charter
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but the Ministry has too much to do to pay much attention to most 
of the public organisations which get funds from it. Nevertheless, 
such stakeholders pose a risk to the service and it is therefore wise 
to have in place appropriate consultation and communications to 
keep them aware of what you are doing, to make it less likely that 
they will suddenly decide to take arbitrary decisions.

Finally, stakeholders in quadrant D are not a primary target 
group for your organisation. 

2. How to draft a charter
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E. Draft your charter

Now that you have based the choice of the key service and target 
group of your service charter on a well-informed decision, you can 
start to make a fi rst draft  of the charter. Again, the task should 
not be undertaken by one person but by a project 
team with staff  from diff erent hierarchical levels 
of the unit which is mainly responsible for deliv-
ering the service concerned. 

Th e charter should be brief and written in a 
clear language. In particular, you should avoid 
technical jargon and references to legal sources, 
since these are of no interest to service users. Sometimes it is nec-
essary to reformulate complicated legal or bureaucratic descrip-
tions into language which can be understand by non-specialists. 
For some administrative traditions clarity of communication is 
oft en a diffi  cult challenge.

While the specifi c contents of a charter may vary, it is important 
that the project teams make sure that the following key elements 
are included.

The charter should be brief and 
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Box 6: The key elements of a service charter

The service charter should describe:

What the organisation does
> organisation’s name and logo;
> what the organisation or programme covered by the 

Charter does;
> who the clients or potential clients are;
> relationship to parent organisation.

Contact and communication with the agency
> relevant contact details; postal or street address, 

phone, fax, email and web site;
> hours of opening;
> online services (where relevant) 

The standard of service users can expect
> the quality of the relationship with the client (compli-

ance, advice, staff  manner);
> the quality of the services provided (responsiveness, 

clarity, accuracy, appropriateness)
> the timeliness of service delivery (speed and availabil-

ity of service).

Clients’ basic rights and responsibilities
> the right to review, appeal and complain; to privacy, 

confi dentiality, and to see information related to the 
service or user

> the obligation to treat organisational staff  with cour-
tesy; to attend scheduled appointments punctually; 
to respond to requests for information by the organi-
sation accurately, thoroughly and in a timely manner.

2. How to draft a charter



45

How to make a complaint 
A service charter must contain information on the feed-
back and complaints processes. (with attention to the fol-
lowing aspects)
> procedure
> ease of use
> instrument for service improvement

Source: Department of Finance and Administration (2000), pp. 9–12.

Last but not least, the authors of the charter should pay attention 
that the charter follows the specifi c order of elements as shown 
above. You may be tempted to be clever and start with the specifi -
cation of service standards, as a number of par-
ticipants did in our training seminar in the Czech 
Republic. However, this is confusing from a us-
ers’ point of view – users want to know fi rst of all 
what kind of services are provided and how they 
can get access to those services.

… the authors of the char-

ter should pay attention 

that the charter follows 

the specifi c order of ele-

ments as shown above.
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THIS CHAPTER SHOWS YOU how to gain ownership for the 
service charter inside and outside your organisation by consulting 
with staff  and service users on your draft  charter. It also gives you 
a check-list to improve your complaints and suggestions system. 
Last but not least, it gives you proposals how to communicate your 
service charter to its target group(s).

A.  Consult eff ectively with your staff  on the draft charter

Even though staff  consultations take time, your service charter 
team will fi nd out that this is time well invested. 
Th ere are numerous examples of service charters 
which are absolutely meaningless to staff  since 
they had no input to the development of the char-
ter. 

Th ere are several very good reasons for consult-
ing with your staff  on the draft  charter:

> Th e charter has to be owned by front-line staff  – they are the 
ones who will have to make the charter real for users so they 
need to have a say.

> Middle managers also have to buy into the charter and support 
changes which will be necessary to meet the targets and com-
mitments of the charter.

> Top managers have to understand how the charter project con-
tributes to the strategic objectives of your organisation (hence 
the importance of a clearly defi ned hierarchy of objectives).

> Change management always brings fear and anxiety, therefore 
staff  (and unions) have to understand what the charter project 
is about.

Depending on the size and organisational culture of your organisa-
tion the consultation may be

3. How to draft a charter

There are numerous examples 

of service charters which are 

absolutely meaningless to staff  

since they had no input to the 

development of the charter.
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> Informal, e. g. a presentation of the project and discussion with 
staff  in a staff  meeting

> Formal, e. g. organisation of a written survey.

Given the hierarchical culture in many public agencies in Cen-
tral and Eastern European Countries, we recommend a written 
staff  survey, which guarantees to staff  full anonymity and honest 
feedback. It should include all members of staff  and give them the 
chance to voice their views.
However, in order for a survey to be successful it should have a 
response rate of at least 50 % (indeed, if surveys are to have the full 
trust and ownership of staff , it is even better if the response rate is 
above 70%). Even with a return rate of 50%, it is necessary to check 
the statistical representativeness of the sample (e. g. the profi le of 
the respondents according to gender, age, rank). 
Such response rates are only possible when the questionnaire is 
“fi t for purpose” as far as the length, wording of the questions and 
contents of the questions is concerned and when the survey is pre-
pared and organised properly. In particular, it is absolutely neces-
sary to build up an atmosphere of trust. Some of the ways in which 
this can be achieved include:

Box 7: Organising the employee survey the 
right way

Awareness raising within the local authority:
> Letter of announcement (or announcement in the 

staff  journal) should be disseminated approximately 
14 days before the questionnaire is distributed

> Organisation of a staff  meeting as a kick-off  event im-
mediately before the questionnaire is distributed

Visible and credible commitment of the leadership:
> Endorsement of the announcement in the staff  journal
> Attendance and a supporting introductory statement 

at the staff  meeting
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Clear support from the middle-management:
> Middle managers should explicitly state their expec-

tation of a high participation rate in the staff  survey 
at staff  meetings following the circulation of the an-
nouncement 

> Explanation of the survey whenever necessary and 
underscoring of its importance

> The middle-management should show concern re-
garding the completion of the questionnaires:
> Exercise gentle pressure (ask about progress, etc.)
> Shelter employees from external pressures while 

they fi ll out the questionnaires
> Arrange a time/date for everyone to fi ll out the 

questionnaires simultaneously (this is highly rec-
ommended: it reduces friction to a minimum and 
guarantees maximum participation).

Raising employee expectations that the survey will 
be impartially undertaken and that the staff  sugges-
tions from it will be implemented:
> Set up an Employee Survey Project Team for prepar-

ing and conducting the survey and for the announce-
ment of the survey results

> Introduce the Project Team at the staff  meeting
> Disseminate a clear and strong assurance from the 

leadership in the letter of announcement and at the 
staff  meeting that the results of the survey will lead to 
changes

Clear, and if possible, active support from the staff  
council(s) and trade unions:
> Co-endorsement of the letter of announcement
> Clear commitment to the survey at the staff  meeting, 

an emphatic call for participation, and stress on the 
importance of the survey and the guarantee of ano-
nymity (see below)

3. How to draft a charter
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Credible guarantee of anonymity:
> Involvement of a neutral third party (whenever pos-

sible with competence in all phases of the employee 
survey), e. g. an academic institution

> Mention the involvement of the third party in the let-
ter of announcement/announcement in staff  journal

> Presentation by the third party at the staff  meeting, to 
demonstrate their standing and their ability to achieve 
neutrality in the process

> Clear presentation of measures taken to secure ano-
nymity when announcing the survey

> Guarantee a “water-tight” set of anonymity measures:
> No names on the questionnaire, no numbering or 

hidden coding of the questionnaires
> Ensure an unobserved location for the completion 

of the questionnaire
> In the data processing, limited break down of the 

answers (as a rule: limit the scope to include one 
socio-demographic characteristic each, such as 
sex, age, salary or career profi le group, or the divi-
sion of all the material along the lines of the orga-
nization's departments, divisions, etc.)

> Destruction of the questionnaires after completion 
of the analysis

> Flexibility in the decision-making process of the 
project team concerning the selection of the best 
way to follow-up in the case of an insuffi  cient 
response rate (e. g. a letter of reminder or oral re-
quest to all employees or to the middle-manage-
ment; formal request in the staff  newspaper)

> When necessary, decisions need to be made about 
extensions of dates/times. It must be ensured that 
changes are communicated to all employees.

Source: Klages, Helmut and Löffl  er, Elke (2002), Giving Staff  of Local Authori-
ties a Voice: A Checklist of Success Factors for Staff  Surveys, Local Gover-
nance, University of Birmingham, Vol. 28, No. 1, pp. 13–22.
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Case Example 4: How the old people’s home 
in Luhačovice organised a staff  survey with a 
response rate of 95 percent

In 2006, the director of the Old People’s Home in Luha-
čovice, Ms Semelová joined the pilot project on service 
charters. At the time, the project team had produced a 
fi rst draft of the charter and the agency was also con-
fronted with a new National Quality Standard of Social 
Care (NQSSC) to be introduced in the agency in 2007. 
Therefore, Ms Semelová decided to carry out a staff  
survey both on the contents of the service charter and 
on the new quality standard. The problem was that the 
new quality standards were quite general because they 
had to apply to diff erent kinds of social care institutions. 
Therefore, the charter was seen as a useful tool to defi ne 
their own targets to raise the quality of social care in the 
Old People’s Home in Luhačovice while at the same time, 
ensuring that the organisation’s targets are in line with fu-
ture legal obligations. 

The survey was conducted in two steps: First, several 
round table discussions with staff  were conducted which 
helped to build trust and interest. After the fi rst round of 
consultation, staff  were asked to fi ll out a written ques-
tionnaire which focussed on both the charter and the new 
quality standard. The questionnaire was administered in 
such a way that no one could identify the respondents. 
The director Ms Semelová thought that the anonymity 
of the questionnaire was a great benefi t because it en-
sured reliable information to inform further work on the 
charter and the introduction of the new national quality 
standard. 

3. How to draft a charter
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B.  Consult eff ectively with the target group(s) 
of your charter

Consultation with staff  is only the fi rst step in fi nalising your char-
ter. In most cases, it will be very benefi cial to con-
sult with your service users as well. 

Consultation with service users on your draft  
service charter will help you 

> to judge quality from the perspective of service users
> to check whether the language of your charter is user-friendly
> to set ambitious targets and not just targets which are easy to 

achieve by your agency
> to design new services which matter to service users and im-

prove their quality of life (see the case example below).

Case Example 5: The consultation of the UK 
Passports Agency

‘We have got much better at asking our customers what 
they want,’ says Christine Nickles, Head of Communica-
tion for the UK Passport Service. The service carried out a 
survey of customers in 2000 to see if the usual turnaround 
time of ten days satisfi ed their needs. The survey showed 
there was a demand for a special, faster service, and that 
people were willing to pay extra for it. As a result, the UK 
Passport Service now off ers a one-week and a one-day 
service. ‘People want a fast and responsive service,’ says 
Christine. ‘Some people will need their passports partic-
ularly quickly, and by asking them we discovered a de-
mand for two time spans, a week and a day, and we were 
able to develop the service to meet those needs. People 
were prepared to pay extra for this, which means other 
customers aren’t subsidising the faster service.’ 

Source: http://www.cabinetoffi  ce.gov.uk/chartermark/case_studies/, as of 

12 December 2006

… it will be very benefi cial to 

consult with your service users
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Are the promises made in your charter really what your service 
users want? You may think that professionals know best what their 
users need and what is good for them. However, typically, “there 
is a fundamental diff erence of perspective between service provid-
ers, who are asking ‘Am I providing a good service?’ and that of 
service users who are asking ‘What needs to happen to improve 
my quality of life?’” (Harding in Gaster and Squires, 2003 p.177). 
For example, in the United Kingdom, there has been a lot of con-
cern about the quality of medical and nursing care that many older 
people receive but what most elderly people want is ‘help, not care’. 
Another example, where professionals misjudged what customers 
want is presented in the box below.

Case Example 6: Setting the wrong targets

Many UK agencies believed initially that it is important to 
answer the phone quickly. Therefore, many agencies set 
the target to answer any phone call at the latest after 6 
rings.

However, consultations with the public revealed that 
this is not important to citizens. What citizens care about 
most is that the person who answers the phone is com-
petent and can help them eff ectively or at least pass them 
to another person who can deal with the request.

3. How to draft a charter
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We hope that we convinced you of the benefi ts of asking the opin-
ion of users on your draft  charters. But how should you organise 
the consultation?

Th ere are several elements to take into account when deciding 
on the appropriate approach:

> the resources available for the consultation
> the timescale you have available
> the capacity of the respondents.

Th e overview of consultation tools and methods may help you to 
judge which approach best fi ts to your situation and context.
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Box 8: Strengths and limitations of 
consultation methods

Surveys
> Positive: useful to assess satisfaction of users with ser-

vices, in particular if survey is repeated
> Positive: results have high legitimacy if sample is rep-

resentative
> Negative: surveys are costly and require staff  who are 

familiar with survey analysis
> Negative: surveys give a passive role to respondents 

and make it diffi  cult to trigger qualitative information 
(the number of open questions has to be limited)

Citizen panels
Representative sample of about 1000–2000 people 
whose views are sought regularly on diff erent issues
> Positive: Panel only needs to be constituted once (1/3 

of the participants are renewed every two years) 
> Positive: Panel allows quick consultations, in particular 

if done on-line
> Negative: Typically, there is no interaction between 

the agency staff  and the members of the panel.

Focus groups
Focus groups consist of a small sample of users who may 
or may not be representative depending on the design of 
the focus group. 
> Positive: focus groups allow the discussion of more 

complex issues, the interaction between focus group 
participants can be used to produce constructive 
ideas for improvement

> Positive: focus groups do not cost much, even though 
a small fi nancial reward should be given to the partici-
pants

> Negative: The facilitator of the focus groups has to be 
independent and familiar with interview techniques

3. How to draft a charter
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Case Example 7: The consultation of the 
Department of Environment in the City of 
Pelhřimov on its draft charter. 

The Department of Environment in the City of Pelhřimov 
in the Czech Republic, headed by Mr Josef Slavětínský, 
decided that they want to improve services for fi sher-
men, who are respresented by Český svaz rybářů (Czech 
Fisherman Association). The Czech Fisherman Association 
became the single the most important stakeholder and 
were always consulted during the preparation and fi nal-
ization of the charter. Their input was crucial and resulted 
in many substantial changes of the charter. Consultations 
were initiated by Mr Slavětínský, in the form of roundtable 
discussions. The most important change was develop-
ment of another three service points in three diff erent 
towns where fi shermen could pay the fee and obtain 
fi shing permits, shortening the waiting time. Fishing per-
mit applications were also allowed in a foreign language 
(German) for foreign tourists because the southern part 
of the Czech Republic (where the City of Pelhřimov is lo-
cated) shares a border with Austria. 

Of course, consultations are never easy. In particular, this applies 
to consultations with hard-to-reach groups such as disabled people 
and young people. Even though there is no blue-print for reach-
ing out to hard-to-reach groups one basic success factor is to con-
tact them through people they trust. Th erefore, a 
service manager or mayor may not always be the 
best person to call a meeting or to sign the cover 
letter of a survey. In most cases, it will be much more eff ective to 
speak through the voice of others, e. g. by asking the president of 
a self-help group to convene a meeting or work with a young staff  
member who organises youth activities. In brief, imagination and 

… consultations are never easy.
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creativity will be more important than hierarchy in reaching out to 
service users, in particular when it comes to potential users who 
do not come to your agency.

Furthermore, there may be hesitation among staff  to pay much 
attention to the views of service users. Th erefore, it is important to 
establish from the very beginning the objectives of the consulta-
tion and to explain both to service managers and service users: 

> What information you want to fi nd out
> What you are going to do with the information. 
> How you will give feedback to the consultees.

Th e issue of feed-back to the people consulted is most impor-
tant. Most consultees certainly don’t expect that all of their views 

and wishes will be accepted by the agency – but 
they defi nitely want to have confi rmation that 
they have been listened to and that their view 
has been taken into account. Yet, the need for 

this simple feedback is oft en forgotten. Typically service users 
hear much later about a decision taken by the managers or elected 
members, with no reference to the results of the consultation exer-
cise and no explanation of the decision itself.

Again, ‘it doesn’t have to be like this’. Whatever form of feed-
back you consider as appropriate, at the very least a thank you and 
a brief summary of what proposals have been taken on board and 
which ones could not be considered in the service charter will sat-
isfy most consultees, increase their trust in your organization en-
courage them to believe that the exercise has been worth while. 

3. How to draft a charter
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C. Implement a complaints and suggestion system

Before you decide to publish your charter you should check 
whether your complaints system works properly. It may well be 
the case that the number of complaints increases aft er the publica-
tion of the service charter. However, this does not necessarily in-
dicate that the service concerned does not live up to the standards 
promised – the very existence of a service charter may give service 
users the feeling that they are taken seriously and being listened to, 
encouraging them to complain when previously they would have 
assumed it was not worth the eff ort. 

Th e following quote of a leafl et for staff  of a local authority in 
Scotland gives you an idea of the importance of complaint man-
agement for an organisation.

Case Example 8: The importance of handling 
complaints

Aberdeenshire Council have produced a leafl et for staff  
called Handling Complaints: a procedure for employees. 
The opening paragraph summarises the importance of 
complaints:
Complaints can be a useful source of information about 
how others see us, and how we are serving our custom-
ers. Whether the complaint is justifi ed or not, the person 
making the complaint feels aggrieved with the council. 
Dealing with complaints courteously and eff ectively can 
do much to restore the person’s confi dence in the council 
for the future. 
Contact: Dr Vilma McAdam, Policy Offi  cer (Quality and Im-
provement), Aberdeenshire Council.

Source: http://archive.cabinetoffi  ce.gov.uk/servicefi rst/1998/complaint/, as 
of 12 December 2006.
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Th erefore, once service users decide to speak up and give you feed-
back it is important that your agency has a functioning complaints 
and suggestions system in place. Of course, the way you have to 
handle complaints may be regulated by legal provisions. Neverthe-
less, there is always scope for improvement. 

In particular, we recommend that you not only encourage users 
to make complaints but also to give you their suggestions on how 
your agency should improve the service concerned. 

Case Example 9: Complaints management in 
the City of Chomutov 

The mayor of the City of Chomutov introduced regular 
meetings with the public in 2004 in order to learn directly 
about their complaints. The meetings take place on the 
last Thursday of every month. A number of issues can 
be resolved immediately during these meetings. What-
ever cannot be dealt with immediately is passed on to 
the responsible service departments or other agencies. 
The local authority has also developed a specifi c soft-
ware package in order to analyse the comments made 
by citizens. The statistics for the meetings held in 2005 
show that 5 percent of the comments made by citizens 
are acknowledgements of the work delivered by the city 
management. 10 percent of the comments are sugges-
tions or other information provided by citizens. As far as 
the remaining 85% of issues is concerned, 60% are re-
solved immediately (by the next meeting at the latest), 
while 25% are of a long-term nature (i.e. the resolution 
requires a change of master plan, budget, etc.).

Nevertheless, complaints do make staff  feel nervous, 
and often they are not sure how to behave when com-
plaints are made. Therefore, you may consider it worth-
while to have some staff  discussions on how staff  should 
deal with complaints. 

3. How to draft a charter
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It may be helpful to provide staff  with a list of ‘Dos’ and ‘Don’ts’ 
how to behave properly when customers make a complaint.

Box 9: How to handle complaints

Dos about handling a complaint
> give your name
> take the person who complains seriously 
> tell the person what will happen next and the stages 

of the procedure
> act quickly once the complainant has left
> get their details, e. g. names, addresses, telephone 

numbers, dates
> listen, get the facts and make notes
> stay calm even if the person gets angry
> be sympathetic and honest
> whenever, possible use the telephone instead of a let-

ter

Don’ts about handling a complaint
> argue with the complainant
> get into a blame conversation
> accept abuse from a complainant, e. g. swearing
> deter people from making a complaint (asking them 

not do it, to do it in writing, in person or coming back 
later)

> consider the complaint as a personal criticism
> use jargon when writing back to the complainant

Source: http://archive.cabinetoffi  ce.gov.uk/servicefi rst/1998/complaint/, as 
of 12 December 2006

Of course, dealing with complaints is never easy, in particular, 
when you work in an agency where confl icts with service users are 
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quite common. In such cases, it may be useful to train all front-line 
staff  in confl ict management. 

But complaints are not always voiced in an aggressive tone. Even 
though we all attach a negative connotation to complaints, they 
actually provide useful feed-back from service users, provided that 
the agency manages to put things right. Th erefore, service users 
should be encouraged to voice complaints and suggestions. In-
deed, more and more public agencies are starting to recognise that 
complaints are a valuable source for learning and improving. Some 
local authorities even encourage citizens to complain as in the case 
of the City of Arnsberg in Germany.

Case Example 10: Active Complaints Manage-
ment in the City of Arnsberg in Germany

In 1994 the City of Arnsberg (80,000 inhabitants) in 
North-Rhine-Westphalia introduced active complaints 
management. The objective was to encourage citizens to 
complain in order to obtain a clear picture of the views 
of citizens on the quality of life and the quality of public 
services in Arnsberg. 

So far there tend to be around 1800 complaints, sug-
gestions, accolades and messages of thanks each year, 
with an increasing tendency towards telephone and e-
mail contacts. The contents of complaints tend to vary 
seasonally: in winter, snow clearance of roadways and 
sidewalks are typical subjects, whereas during spring and 
summer, maintenance and cleanliness of public parks 
and communal areas are more common. Complaints also 
often refer to issues like benefi t payment, environment 
and waste, administrative fi nes, planning and building 
permissions, asylum, drainage, cemeteries and funerals. 
The majority of complaints are related to situations where 
citizens feel their rights are being infringed. They disagree 
with decisions taken by the municipality, or they com-

3. How to draft a charter
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plain about the unfriendliness of the civic employees, or 
that the decisions were insuffi  ciently explained.

This led to the establishment of a central unit in the 
local administration to which citizens can address their 
complaints. The Complaints Unit is directly supervised by 
the mayor, with a view to achieving short processing times 
of citizens’ complaints and to analysing the complaints in 
a systematic way. The Complaints Unit also seeks citizens’ 
complaints through adverts in local newspapers (which is 
why it is active complaint management). In the mayor’s 
view, complaints are not an unnecessary administrative 
burden but rather a kind of “free” consultancy for the town 
hall – consulting services off ered by the citizens in rela-
tion to their own aff airs. 

Results in the City of Arnsberg suggest very positive 
achievements from active complaints management pro-
cess. The evidence suggests that it:

> reduces communication barriers,
> enables fast problem-solving,
> allows activation of citizens, 
> creates pressure towards citizen-orientation at all lev-

els within the local authority. 

In spite of these benefi ts, it was evident from interviews 
with staff  in Arnsberg that active complaint management 
was very controversial in the local administration when it 
was fi rst introduced. Many employees saw it as a control 
instrument which might lead to punishment and delay 
promotion. The head of the staff  council described the 
confl ict situation in the following way:

“Staff  thought that we might now have bloody-mind-
ed managers ‘who will use the complaints to dump on 
us’. They have watched this happen to someone else and 
thought ‘I could be set up the same way’. For example, 
some experienced engineers who were soon to retire felt 
put under pressure by street-level colleagues.” 
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Nevertheless, the mayor learnt quickly from these dif-
fi culties. Employees were extensively informed about the 
objectives of active complaint management. The mayor 
also made an agreement with the staff  council which en-
sured that the analysis of complaints did not take place at 
the level of individual employees. Since then, employees 
have viewed this participatory instrument much more 
positively, as recent interviews have shown. 

Source: Bogumil, Jörg and Vogel, Hans-Josef (2002): The “citizens’ commu-
nity” Arnsberg in Germany: empowering and enabling citizens, in: Bovaird, 
Tony, Löffl  er, Elke and Parrado Díez, Salvador (eds.), Developing Local Gover-
nance Networks in Europe. Local Governance in Europe. Nomos Verlag, Baden-
Baden, pp. 29–40 (out-of-print).

You may also consider off ering redress (for example, fi nancial com-
pensation) to your customers in those cases where your organiza-
tion cannot deliver what it promises in the charter. Of course, this 
will have budgetary implications, so you should be careful about 
making such off ers. It may also create a ‘money-back’ mentality 
amongst your users, who might actually try to prove that you have 
slipped up, just so that they can get the compensation.

3. How to draft a charter
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Case example 11: The Service Charter of 
 Lelystad in the Netherlands

It is important to the community of Lelystad to deliver 
good services to its citizens. That is why the local author-
ity has decided to develop a service charter. It’s motto is: 
“YOU go fi rst!”. Since February 2006 the local authority 
guarantees to service users a waiting time that is not lon-
ger than 20 minutes. 

If the local authority does not live up to its promises, 
citizens can complain. In particular, if they have to wait 
longer than 20 minutes at any service desk the local au-
thority will compensate and give a gift certifi cate of € 10. 
For the citizens this is compensation for having to wait, 
while for Lelystad it is a stimulus to make sure that it deliv-
ers service within 20 minutes next time. 



66

Of course, using the agency’s complaints handling system does not 
prevent the customer from using external complaints and appeal 
mechanisms, such as Ombudsmen or courts. Th erefore, the char-
ter should make it clear whom service users can contact when they 
are not content with the way in which your agency responded to 
their complaint. However, the Ombudsman or other legal avenues 
should not be the fi rst port of call when a service user is not satis-
fi ed with the way in which he/she is treated by your agency – it 
should be clear that internal mechanisms should be tried fi rst and 
should normally be able to deal satisfactorily with the issues con-
cerned. 

D. Promote and communicate of the charter

Once you have completed the consultations and fi nalised the text 
of the charter and made sure that your complaints and suggestions 
system works, it is time to publish the charter. 

Clearly, this step will require cooperation with communications 
experts inside or outside your organisation, depending on your 

resources. International experience shows that 
charters will only be eff ective if the way in which 
the charter is presented corresponds to the needs 
of the target group(s) to which it is addressed. For 
example, leafl ets which are not readily accessible 
to service users and are only handed out by front-
desk staff  upon request will not be a very useful 

communication tool. Again, charters which are printed in a small 
font will not be read by many elderly people who have diffi  culties 
reading small print. Service users will also be little pleased if the 
charter is printed on bad paper so that they get black fi ngers when 
reading it.

You may also consider translating the charter into other lan-
guages if your target group includes foreign citizens. For exam-
ple, the Environment Department of Pelhřimov not only deals 
with fi shermen of Czech nationality but there are also quite a large 

charters will only be eff ective if 

the way in which the charter is 

presented corresponds to the 

needs of the target group(s) 

to which it is addressed.
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number of German tourists who apply for a fi shing permit each 
year. Th erefore, it is appropriate to make the service charter for ap-
plicants of fi shing permits available in both languages. However, if 
your agency deals with many nationalities it may be too resource-
consuming to produce multiple translations of a charter. In these 
cases, it may be suffi  cient to make the off er to translate the charter 
upon request. Th e back page of the service charter for customer 
contact of the London borough Sutton in the UK shows how the 
needs of other language groups or service users with disabilities 
may be addressed. (In the UK, it is estimated that over £200m is 
currently spent in translating the documents of public sector or-
ganisations for the diff erent language groups who live in the UK 
– and central government is currently discussing if this needs to be 
signifi cantly increased to ensure getting to everyone who should 
be able to read these documents). 
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Case Example 12: The Customer Contact 
Charter of the London Borough of Sutton 
(back-page)

3. How to draft a charter
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However, placing leafl ets on customer reception desks is only one 
way of informing service users about their rights and responsibili-
ties. As the Box below points out, you may consider using a mix of 
communication channels to raise awareness amongst your target 
groups about the availability of a service charter. As all commu-
nication specialists always stress, you can never communicate too 
much.

Box 10: Methods of communicating the ser-
vice charter to service users

Depending on the target group(s) of the charter the mar-
keting strategy may consist of: 
> Advertising the charter in the media (local newspaper, 

radio, TV, local council newsletter…)
> Sending a letter/email from your organisation to 

households/service users
> Posting the charter on the website of your organisa-

tion, ideally in HTML, and downloadable, so that it is 
easily accessible

> Placing the charter on reception desks in offi  ces and 
other venues attended by the target group(s) of the 
charter

> Advertising the service charters on highly visible post-
ers in offi  ces/buildings frequented by service users

In particular, when you introduce the charter you may think of 
imaginative ways to attract the interest of your target group(s). For 
example, you may consider organising a quiz about the contents of 
the service charter, where entrants can win a prize. You may also 
communicate the charter through intermediaries such as NGOs 
and leaders of youth clubs. In some cases, it may be useful to orga-
nise meetings with your target groups. For example, if you intend 
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to introduce a service charter for applicants of building permits, 
your agency could set up a meeting with architects and builders 
to inform them about their rights and responsibilities when apply-
ing for a permit. Last but not least, you may consider a high-pro-
fi le launch by a mayor or minister or another dignitary to achieve 
maximum exposure (Commonwealth of Australia, 2000, p. 14). 

While you devise your marketing campaign for the target group of 
your charter, it is important that you do not forget to communicate 
the fi nal version of your service charter to the staff  concerned. 

Task: 

The service charter project team should get together with 
some communication specialists to design a marketing 
strategy for the service charter. The marketing strategy 
should be directed to the target group(s) of the charter 
and staff . 

Obviously if you have carried out a staff  consultation beforehand, 
your staff  will show much more ownership and openness towards 
the service charter. 

3. How to draft a charter
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Box 11: Methods of communicating the ser-
vice charter to staff 

Again, it is advisable to use a mix of communication chan-
nels to make your staff  aware of the introduction of the 
service charter. This may include:
> Staff  meetings with offi  cials who are directly or indi-

rectly aff ected by the introduction of the charter
> Sending information by email to staff  members
> Informing staff  about the initiative on the intranet/

staff  newsletter/other journals addressed to staff 



4



How to use a charter for 
service improvements
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THIS CHAPTER WILL EXPLAIN HOW TO EVALUATE the 
performance of public agencies against the promises set out in the 
charter and how to develop and implement service improvement 
plans.

A. Monitor service and quality standards

In many public agencies, the service charter initiative is consid-
ered to be completed aft er the launch of the charter. However, just 
because your service users are now better informed about what to 
expect from your agency does not automatically improve the ser-
vices provided. And if your service users get the picture that your 
agency does not live up to its standards, and does nothing about it, 
cynicism among service users and staff  will only increase. 

Th erefore, it is important that the service charter project team 
continues to meet aft er the launch of the charter and monitors 
service and quality standards on a regular basis. In order to make 
informed judgements how well your agency is doing you should 
draw information from several sources. Ideally, you should have 
both objective and subjective performance information. 

Bovaird and Löffl  er (2003) give some examples of both objective 
and subjective performance indicators in relation to quality of life 
of users and citizens and achievement of objectives/targets/stand-
ards in relation to outcomes (see Box below).

4. How to use a charter for service improvements
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Box 12: Objective and subjective 
 performance indicators

Objective improvements to quality of life of users 
and citizens 
> Improvements in health status 
> % of immobile elderly who have increased visits from 

mobile service providers (e. g. hygiene assistants, chi-
ropodists, library staff ) 

> % of citizens living within fi ve minutes walk of a fi eld, 
park or other open space 

Subjective improvements to quality of life of users 
and citizens
> % feeling less pain than before % of frail elderly people 

who believe that their level of social interaction with 
family and friends is improving % believing that the 
quality of their overall environment is improving 

Achievement of objectives/targets/standards in rela-
tion to outcomes
> % of citizens with lower than WHO recommended 

levels of obesity – 
> % of people with disabilities who are able of living in-

dependently (as defi ned in social care standards) 
> % of citizens living in areas where air pollution levels 

are below EU maximum standards 

Source: Bovaird, Tony and Löffl  er, Elke (2003): “Evaluating the quality of pub-
lic governance: indicators, models and methodologies”, International Review 
of Administrative Sciences, Vol. 69 No. 3 (2003), pp. 313–328.
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In order to collect objective performance information, the project 
team must measure performance against the service standards on 

a regular basis. Depending on whether the perfor-
mance changes much over time or is rather stable, 
performance measurement may be undertaken 
on a weekly, monthly or quarterly basis. Th e per-
formance data may be compared either between 
time periods or across organisations. Time series 

analysis compares past performance with current performance. 
Cross-section analysis compares the organisation with other or-
ganisations. Naturally, a comparison which combines both time 
series and diff erent organisations will yield most information.

Performance measurement involves the development of an easy-
to-use, electronic performance measurement system. If you agency 
needs to set up a performance measurement system the following 
template may be helpful in providing a framework to your data 
collection.

… a comparison which com-

bines both time series and 

diff erent organisations will 

yield most information.

4. How to use a charter for service improvements
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Case Example 13: Performance  monitoring 
system for the service charter for young 
 people of the library of Brno

Area of public 
sector and public 
service activity 

Key Performance 
Indicator 

Example of a 
target 

Notes 
on scope 
of PI 

Collection 
method 

Stakeholders 
likely to be 
interested

Range of De-
viation in the PI 
during the past 
3 years

Library and 
information 
services

> % of events 
for 10–15 age 
group

> % of 
participation 
in the library 
activities

> % of readers in 
the 10–15 age 
group

>30 % of all 
events for 
class 4–9 at 
each library

> 30 % of visitors 
of this age 
group

> 20 % of readers 
in the 10–15 
age group

per year statistics Children 
10–15 years

Teachers

Parents

 48.3 % of 
events

 17.5 % of 
visitors

 13 % readers in 
the 10–15 age 
group

> % of items 
purchased 
suitable for 
10–15 age 
group

> books,

> periodicals

 increase pur-
chase volume of 
books for youth 
from 10–15 years 
of age group 

> 25 % purchase 
of books

> 36 % purchase 
of magazines

per year statistics Children 
10–15 years

Teachers

Parents

21.7 % of books

34 % of 
periodicals

> number of 
free internet 
spaces 
available

increase the 
number of PCs 
for the public 
by 10

per year statistics

records

Children 
10–15 years

Parents

Schools

110 PCs

distribute new 
information to e-
mail addresses, 
both individuals 
and schools – 
75 % of 10–15 
year-old readers

per year Management 
information 
system

Children 
10–15 years

Parents

Schools

new form of 
service

% of employees 
who take part 
in a training 
programme on 
children and 
young people 
services

58 % of 
employees in 
services

per year records Employer 48 % of 
employees in 
services

% satisfaction 
with the library 
services by users 
of 10–15 age 
group

75 % of users 
should satisfi ed 
or very satisfi ed

Every two 
years

Survey Staff 

Children

 (does not 
apply yet)
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As the performance measurement framework of the library in 
Brno in the Czech Republic shows, performance indicators may 
refer to diff erent parts of the management cycle (inputs, activities, 
outputs and outcomes).

Box 13: Typology of performance indicators

Input indicators are those indicators that measure the 
extent of resources which an organisation has available 
or commits to meet its objectives. Personnel, infrastruc-
ture, fi nance and premises are typical inputs. For example, 
one such performance indicator in the example above is: 
% of employees who take part in a training programme 
focussing on children and young people services. 

Activity indicators measure the extent or volume of the 
processes which convert resources into outputs: e. g. % of 
events which are designed for 10–15 year old library users. 

Output indicators refer to the results of activities: e. g. 
percentage of young people aged 10–15 years of all li-
brary users or the number of free internet stations avail-
able in the library.

Finally, outcome indicators refer to the impact of the 
service or programme among service users and the wider 
community: e. g. satisfaction of young library users with 
the services provided; increase of school performance of 
young people in the City of Brno. It is evident that outcome 
indicators are the most ambitious ones. First, it may take 
quite a long time until the desired impact becomes vis-
ible or measurable. Second, the impact will be infl uenced 
by other organisations and the external environment as 
well. In other words, your organisation alone cannot con-
trol the impact alone. Therefore, outcomes are often not 
measured. However, politicians, the media and the wider 
public will always be most interested in outcomes and not 
in specifi c performance information of individual services. 

4. How to use a charter for service improvements
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Typically, when public agencies develop a performance measure-
ment system most performance indicators will focus on inputs and 
activities initially. As public managers become more self-confi dent 
with performance measurement, they tend to make more eff ort to 
focus on results. However, the fact that outcomes cannot be con-
trolled by one agency alone should not lead you to the conclusion 
that outcomes are not relevant. Desired levels of 
outcomes should be agreed between the various 
public agencies involved, which should then take 
joint responsibility for achieving them. 

So when you report performance information 
you should be aware that diff erent stakeholders are interested in 
diff erent dimensions of performance. It is not a good strategy to 
provide as much information as possible to all stakeholders. As 
emphasised in sub-chapter 3 D, communication must be target-
group oriented. Furthermore, the attention span of most target-
groups is quite short. So the performance reports should be short 
(maximum 2 pages) and reader-friendly. It is not important to re-
port every detail but to show major trends, changes and outliers. 

Task: 

The project team should devise a basic performance mea-
surement system which may be based on the template 
provided in the case example. If a performance measure-
ment system already exists in your organisation it is best 
to integrate the performance indicators and targets relat-
ing to the service charter in the existing system.

Once you have specifi ed the performance indicators, you should 
defi ne the target as explained in sub-chapter 2C. Some of the tar-
gets you may have set to deliver the promises made in the charter 
may be written explicitly into the charter (e. g. maximum waiting 

It is not a good strategy to 

provide as much information 

as possible to all stakeholders.
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or process times). However, there may be other targets which are 
of less interest to service users (e. g. unit costs). 

As mentioned before, determining targets is not an easy task. In 
particular, in the initial development stage of a performance man-
agement system it is quite common – as occurred in the case of 
some of the participants of the pilot project in the Czech Republic 
– to set 100% as a target for many indicators. Th e reasoning was 
that their agency had a legal obligation to deliver a specifi c service. 
Th erefore, it was assumed that the agency had no other choice than 
fulfi lling the legal obligation at 100 %.

However, international experience in performance measure-
ment tells us that 100% achievement of a target typically means 
that a target has been set too low so that it is easy to fulfi l but does 
not drive performance improvement. Once you have reached the 
100% benchmark in two or three consecutive years, you might 
consider changing the standard, the performance indicator or 
both. For instance, if you say that the post system will deliver 
100% of the letters in ten days, this will not help you to get a) a 
standard that is of relevance for customers as ten days is too much 
to wait for a letter to come; b) failures of the service and problems 
related to speed. Th erefore, it would be helpful if you start by say-
ing something like the post system will deliver 75% of the letters 
in two days. Th e 75% fi gure will be a starting point from which you 
can set targets for incoming years according to performance. You 
are likely to increase it by a few per cent each year. On the other 
hand, if you set a 100% target but it is never reached, it may mean 
that the target is unrealistic, which is likely to mean that it will have 
demoralising eff ects on staff  and lead to cynicism on the part of 
users – then it should be set lower.

Apart from objective performance information, we also need to 
analyse subjective performance information. Ideally, several data 
collection methods should be used (see the following sub-chap-
ter).

4. How to use a charter for service improvements
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B. Collect subjective performance information

Quality assessments help you to know what obstacles and driv-
ers of quality can be encountered in the organisation. In the last 
decade, many diff erent tools have been launched to assess quality 
and performance of organisations: self-assessment (partly EFQM) 
and CAF, Charter Mark Self-Assessment Tool; inspectors and ex-
ternal auditors (ISO); peer review by similar organisation and 360º 
appraisal by relevant stakeholders (Governance Model of Gover-
nance International). All these approaches could serve the pur-
poses of assessing the progress achieved by the service thanks to 
the implementation of the service charter. 

However, we have selected the Charter Mark Self-Assessment 
Tool because it specifi cally focuses on the results obtained through 
the service charter. Before examining the main features of the 
Charter Mark Self-Assessment Tool, other instruments will be 
critically examined.

Self-assessment approaches develop ownership of reforms with-
in the organisation, but at the same time they can be myopic and 
self-deluding. As self-assessment is undertaken by the same per-
sons that work and have introduced changes in the organisation, 
their assessment of the organisation performance might be too 
much infl uenced by their daily experience. Th e results of such an 
assessment might not be trusted by users and other stakeholders, 
because they may have the temptation to paint a too rosy picture of 
the organisation. Th erefore, many organisation decide to have an 
external assessment (ISO and EFQM are examples of this). 

External assessments require the site visits of ‘auditors or inspec-
tors’, who question the design and the implementation of services 
and the organisational fi t. Th ey use their outside view and diff er-
ent experiences to ask ‘hard questions’ to the organisation. Th eir 
questions ought to help managers, but inspectors are not always 
trusted by the agency for several reasons – e. g. because they have 
little understanding of the context, or they are superfi cial or too 
costly in relation to the results they come up with in the assess-
ment. Besides, the results are not necessarily of importance for ex-
ternal actors.
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Peer review by similar organisation might be of help if there is a 
structured approach (see the peer review process of Improvement 
and Development Agency in the UK). It might also create more 
expectations than real results, because peers tend to identify with 
the problems faced by the audited organisation and, although they 
are independent, they might become more polite than critical. It is 
not clear whether the results of the assessment are of relevance for 
diff erent stakeholders.

Finally, the 360º appraisal by relevant stakeholders is also an in-
dependent source of assessment that relies mostly on judgements 
of managers of the organisation and other stakeholders. Th ere is 
a triangulation of the views from diff erent relevant actors on a 
service or a policy and its results. Th e results of the assessment are 
likely to be considered relevant by the agency as well as by diff er-
ent stakeholders. Furthermore, these results can be embedded into 
ongoing learning relationship between the agency and its stake-
holders

None of the previous approaches should be undertaken by 
themselves for ever. A combination of two or more approaches 
(depending on the nature of the service) could help the organisa-
tions on the road to improvement. As it will be suggested here, you 
could start with self- assessment (for instance, the Charter Mark 
Self-Assessment Tool) but should not rely solely on repeat self-as-
sessments because the capacity to learn will diminish each time, 
if a fresh outside view is not brought in. Aft er a while, you should 
invite professional external auditors (e. g. certifi ed EFQM assessor 
or similar) that can help you to uncover black spots that you and 
your team might have overlooked. From time to time you should 
initiate a 360º appraisal by asking your stakeholders (actual and 
potential clients, politicians, business, etc.) about their percep-
tions of service quality. Finally, try to get organise in your fi eld 
with other agencies or municipalities so that peer reviews can be 
carried out and discussed in order to identify common problems 
and solutions.

Th e Charter Mark Self-Assessment Toolkit (www.chartermark.
gov.uk) helps organisation to improve their customer service and 
to decide whether and when to apply for Charter Mark. Th e Char-

4. How to use a charter for service improvements



83

ter Mark is a standard of customer service and also an instrument 
to improve quality in the delivery of services to users. Th e self-as-
sessment toolkit is devised for beginners and for those who are 
familiar with the Charter Mark.

Task: 

Evaluate the customer-orientation of your organisation 
against the criteria of the Charter Mark Self-Assessment 
Tool. Check the points you get at [web site] and write 
down those weaknesses that you have identifi ed
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C. Draft service improvement action plans (SIAPs)

A SIAP specifi es how to implement improvements for priority ser-
vices aft er analysing strengths and weaknesses in the way in which 
your agency has implemented your service charter. Th e diagnosis 
should be based on several sources of information:

> A self-assessment carried out by the service improvement team 
(e. g. based on the tool of the Charter Mark Unit in the United 
Kingdom)

> A user survey which should be carried out once a year 
> Complaints and suggestions received by service users
> Consultation with a standing user panels, focus groups etc.

Th e SIAP has several elements that help you to plan the improve-
ments needed by the service (see the box below).

4. How to use a charter for service improvements
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Box 14: The main elements of SIAP

1. The introduction explains why you have decided to 
draft a SIAP for a specifi c priority and relates the pri-
ority chosen for service improvement to the service 
charter.

2. The key stakeholders which are relevant to the ser-
vice improvement concerned should be identifi ed. 
Your organisation should also try to identify external 
stakeholders such as partner organizations and ser-
vice users. 

3. Specifi c proposals with stages should be outlined 
for the next 6 months, medium-term (6 months–5 
years) and long-term (5–30 years).

4. Your organization should describe the support sys-
tem (individuals, organisations and groups will be en-
gaging, how and at what stage).

5. An analysis of how current ways of working or busi-
ness processes have to change to develop better 
services for your service users (and enable current 
non-users to use the services they are entitled to)

6. Organisational development outlines staff  train-
ing which is necessary to help them to provide better 
services. Also outlines what other investments in the 
service may be necessary (e. g. ICT or other equipment 
or premises).

7. Performance Management and Accountability 
sets out a range of key indicators to measure the suc-
cess of the plan and defi nes who will be responsible 
for monitoring progress of the implementation of the 
SIAP.

8. Financial implications – this analysis sets out how 
much the service improvements will cost and how 
they will be fi nanced
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Case Example 14: The Service Improvement Plan for Legal 
Services of the London  Borough Barking and Dagenham 
(exerpt of one priority area)

Improvement 
 Required

Priority Key Actions Timescale Outputs demon-
strating progress

Outcome Resources Lead

Example: The delivery of these actions will result in: Provide Members 
and offi  cers with clear knowledge and understanding in relation 
to governance arrangements, their role and responsibilities

16 Improved under-
standing of Gov-
ernance issues by 
Members

Short Prepare information 
pack

June 
2006

Improved under-
standing by Mem-
bers of Governance 
issues

Greater understand-
ing of Legal/ Moni-
toring Offi  cers Role

Existing LMT

17 To facilitate the pro-
vision of identifi ed 
training for Mem-
bers and Clients

Short Enable Members 
and clients retrain-
ing delivery

On going Members and Client 
Departments em-
powered to improve 
legal understanding

Improved issue 
understanding 
and awareness by 
Members and Client 
Departments. Pro-
duce a structured 
plan and liaise with 
relevant offi  cer

Existing Business Unit

Example: The delivery of these actions will result in: Consideration 
being given to a partnership approach to service delivery with options 
for delivery considered and implemented

18 Explore the pos-
sibility of working 
in partnership with 
the public sector 
to improve service 
provision/eff ective-
ness

Medium SWOT analysis 
Business viability

January 
2007

Analysis of informa-
tion from SWOT de-
cide if cost-eff ective, 
viable and value for 
money.

Decision made as to 
whether or not cost 
eff ective, viable and 
VfM To do a market 
testing study

Existing LMT

Example: The delivery of these actions will result in: Alignment of service 
and fi nancial planning through case management systems, ensuring resources 
can be redirected as service priorities change

19 Explore the pros and 
cons of a case man-
agement system, 
including cost and 
benefi t

Medium Consider infor-
mation required, 
outputs, costs & 
functions. Prepare 
a business case

(<6–9 
months)

SWOT analysis com-
pleted and decision 
made

Decision made as to 
whether or not cost 
eff ective, viable and 
VfM

Existing LMT
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In particular, in the fi rst year of applying the service charter in your 
organization, the analysis of performance information may point 
to many areas which need improvement. So where to get started? 
Obviously, it is always a danger to start up too many ‘building sites’ 
in an organization or to start with those improvements which are 
easy to achieve but not necessarily valued by service users.

Th erefore, it is important to focus fi rst on 1–2 priorities for serv-
ice improvement. A service improvement matrix can help you in 
this. Th e matrix allows you to visualize potential areas for service 
improvement based on satisfaction surveys. By plotting the two 
diff erent ratings on a two-dimensional grid, it can be quickly de-
termined which improvements are both necessary (low satisfac-
tion ratings) and important for service users (high importance rat-
ings) (see the graph below). 

Graph 2: A service improvement matrix
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Source:http://www.tbs-sct.gc.ca/si-as/tools-outils/tools-outils04_e.asp, 
as of 12 December 2006.
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Th e four quadrants of the matrix help you to identify the priorities 
for improvement. 

Priorities for Improvement. Service elements here have low sat-
isfaction levels, but are the service dimensions which are also the 
most important to clients. Th ese are the service elements that re-
quire immediate attention.

Strengths. Th is contains those service elements that the client con-
siders as important and has a high level of satisfaction. No improve-
ment is required on this element.

Redeployment? Elements in this quadrant have high satisfaction 
levels, but are not important to clients. No improvement is required 
to these service elements, or the opportunity may exist to reallocate 
of resources in support of other improvement priorities, although 
the high satisfaction levels may be useful for marketing purposes.

Longer-term question marks. Clients have low levels of satisfac-
tion with these elements, but they are also not important. Improve-
ments on these elements are not a priority at the moment. Th ere 
may again be opportunities here for redeployment of resources 
away from these services. 
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D. Making service improvements sustainable

Th is section will make you aware of some pitfalls to avoid when 
implementing your SIAP(s) and show you how to go beyond a 
one-time service improvement. 

Even though the SIAP will help the organisation to become clearer 
as to who is supposed to do what by when, the existence of a SIAP 
does not guarantee implementation. In practice, there are many 
obstacles to the implementation of a SIAP. Box 15 shows ten com-
mon reasons why this happens. It is worth noticing how each of 
these reasons for failure is connected in some way with a failure 
to co-operate.

Box 15: Ten ways in which quality improve-
ment projects sometimes fail to be sustain-
able

1. They are political pet projects (sometimes launched 
to gain publicity at some signifi cant time such as an 
election). Being identifi ed with a particular politician 
or party, they are ditched when that individual moves 
on or that party loses power.

2. They run up against the sensitivities of the upper level 
offi  cials when the latter realize that quality methods 
involve co-decision-making (with rank-and-fi le staff , 
clients, stakeholders) in ways that apparently reduces 
their hierarchical authority.

3. Similarly to 2 above, in highly professionalized or-
ganizations such as hospitals or universities, quality 
schemes wither away if they appear to be separate 
from or rivals to existing professional procedures for 
ensuring standards. The other occupational groups 
may use the new methods but the top professionals 
ignore them or actively resist participation.

4. How to use a charter for service improvements
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4. The initial choice of technique is inappropriate for 
the particular organizational context. For example, an 
elaborate, form-fi lling approach is chosen for a group 
of staff  who have traditionally enjoyed high discretion, 
or a system that depends on exact measurement is 
suddenly applied to an organization which has previ-
ously used few if any quantitative measures.

5. Improvement schemes are launched with special, ad-
ditional/earmarked staff  and/or money, and when the 
additional support disappears, the project fades away

6. Those launching the initiative make great claims for 
it early on, promising ‘transformation’ ‘empowerment’ 
etc. When the actual results are much more modest 
other staff  lose trust in the leaders, and it becomes 
very diffi  cult to ‘embed’ the initiative. This is particu-
larly likely to happen when a project is visibly led by 
consultants from outside the organization.

7. They rely on trained staff  but the training is once-only, 
and the trained staff  subsequently move on to other 
posts or organizations. Gradually there is no-one left 
who knows how to do it.

8. They never manage to spread from the enthusiastic 
minority to the unenthusiastic majority. So they don’t 
take root, and once the (originally enthusiastic) minor-
ity gets busy with other things they gently fade away.

9. Schemes are succeeded by another, newer reform 
fashion. This often happens in high-intensity reform 
countries such as the UK or the USA. The result has 
often been ‘reform fatigue’. 

10. Last, but not least, schemes become bureaucratized. 
They become box-ticking, formal exercises, only 
loosely coupled (if at all) to actual results. So they do 
survive, but only as organizational deadweight. This 
has happened to some public sector annual appraisal 
systems.

Source: Pollitt, Christopher; Bouckaert, Geert and Löffl  er, Elke (2006): Making 
quality sustainable: co-design, co-decide, co-produce, co-evaluate. Report 
produced for the 4th Quality Conference for Public Administration, Tam-
pere, Finland.
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Some of these obstacles may sound familiar to you. Th erefore, your 
service charter project will require a lot of ownership within and 
outside your organization if you want to avoid that the publication 
of the service charter is the end of the service charter project. 

In particular, service charters will only drive improvements and 
produce benefi ts for service users if …
> Your managers and staff  look at services from the point of view 

of service users.
> Your agency works with service users (e. g. through establish-

ment of permanent user panels, regular focus group sessions, 
user surveys etc.)

> Your agency works with its partners, using their expertise and 
mobilising their resources

> Managers change the present hierarchical culture and encour-
age INDEPENDENT thinking by their staff  and team work.

Having said there is no particular virtue in the continued use of a 
service charter ‘for the sake of continuity’ – when the context and 
problems to be solved change, the leaders who are needed are also 
likely to change and the appropriate tool may therefore change as 
well. Indeed, there are now many public agencies in the UK which 
no longer use service charters but are seeking national accredita-
tion of their customer service approach through the Charter Mark 
Scheme. So service charters are not a tool “for all seasons”. 

4. How to use a charter for service improvements
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Th erefore, it is important that the choice of a service charter as a 
quality improvement tool is based on a sound analysis of the needs 
of your organization and not simply on what are perceived fash-
ions and trends in your country or in Europe. At the same time, 
we would like to encourage you to learn from the pilot initiative in 
the Czech Republic and to get in touch with the pilots. Only by do-
ing so will it be possible to avoid mistakes which have been made 
elsewhere and to increase the standards of public service quality in 
Europe. Our motto in European public services should be ‘Look, 
learn, improve!’ and we wish your organization good fortune in its 
commendable eff orts to do this.
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for improving the quality of public services. In particular part II 
of this book will give you further guidance in how to develop a 
quality management system. 

Cabinet Offi  ce (1998): How to deal with complaints. http://archive.
cabinetoffi  ce.gov.uk/servicefi rst/1998/complaint/ 
Th is site which is no longer updated off ers a practical guide of how 
to set a complaint system. It also has many examples of organi-
sations that have implemented this powerful tool. Each example 
off ers you a tip on how to organise the system.

Department of Finance and Administration (2000) Client Service 
Charter Principles for the Australian Government. http://www.
apsc.gov.au/charters/ 
Th e document sets out very clearly the diff erent parts that a ser-
vice charter should have. Th e text is divided into four parts: what 
a service charter should contain, how to develop a charter, how 
to maintain and review a charter, what to monitor and how to 
report. However, the guidelines are written for public agencies in 
Australia and do not always fi t the context of public agencies in 
CEE countries. 

Oldham city council (s.d): A Guide to Better Consultation www.
oldham.gov.uk/consultation_guide.pdf 
Th e guide has been produced for the offi  cers of the city council for 
undertaking eff ective consultation exercises. Th e text helps you 
to plan a consultation and decide which technique will suit your 
purposes.
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CHARTER 
FOR NGOs
Community Chest of the City of Vsetin

What is the objective of this Charter?

Th e Charter gives information about the rights and responsibili-
ties of grant applicants. It is a commitment of the SPKP to man-
age eff ectively the grant system to support the non-profi t sector in 
Vsetín. 

Společnost pro komunitní práci Vsetín o.p.s. acts as interme-
diary between the applicants and the Town of Vsetín, where the 
terms and conditions of the grant system require it to do so.

In which areas does SPKP aim at improving its service?

1. Meeting administration deadlines set for providing services and 
reducing the number of days of administration to a minimum by 
ensuring the quality of service

2. Ensuring equal access to the grant scheme within each defi ned 
target group

3. Distributing grants based on meeting all formal criteria set in 
each call

4. Distributing grants based on objective cost eff ectiveness criteria

Sample charters from the Czech Republic
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How do we monitor our performance?

Every year we will evaluate the levels of customer satisfaction with 
the service provided through questionnaire surveys. Every non-
profi t and contributory organisation will obtain a questionnaire, in 
which you will be able to express your opinion with the level of ser-
vice and which you can return to our offi  ce. Aft er evaluation we will 
publish the results of the surveys on our website www.spkp.cz.

Společnost pro komunitní práci Vsetín o.p.s.

Address:
Svárov 1080, 755 01 Vsetín
(8th fl oor of the building of Municipal Authority)

Contact person:
Mr Ondřej Sláma

Phone number:
+420 571 491 537

E-mail address:
ondrej.slama@spkp.cz

Website:
www.spkp.cz, www.mestovsetin.cz 

Offi  ce hours:
Monday 8:00 – 11:30 12:30 – 17:00
Tuesday 8:00 – 11:30 12:30 – 14:30
Wednesday 8:00 – 11:30 12:30 – 17:00
Th ursday 8:00 – 11:30 12:30 – 14:30
Friday 8:00 – 11:30 12:30 – 14:30
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If our offi  ce hours are not suitable for you, do not hesitate to ask for 
a diff erent appointment.

If you think that we have failed to maintain our service delivery 
standards for the services in this Charter, you may write to our 
Director who will answer you:
Mr Pavel Pelc, Společnost pro komunitní práci Vsetín o.p.s., 
Svárov 1080, 755 01 Vsetín.

If you are not satisfi ed with the answer, you can write to the City 
Manager: 
Mr Milan Půček, Vsetín Municipal Authority, Svárov 1080, 
755 01 Vsetín.

Who can apply for a grant?
> civic associations, 
> social benefi t associations,
> church legal entities, 
> other non-profi t or contributory organizations with headquar-

ters or offi  ces in the town (except Employee Grant)
> individuals (only contributions within the remit of the town 

council)

What are the application deadlines?
> 15 Nov – Large Grants - projects for year-round activities
> 28 Feb, 31 May – Small Grants – projects for events for the public
> 30 Jun – Employee Grant - job creation projects

What are the project selection phases?
1. check that the application has been completely fi lled-in
2. check the eligibility of applicants, projects and costs, 
3. detailed assessment.

Sample charters from the Czech Republic
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What criteria are used to assess projects?
Projects are selected on the basis of assessment tables that assess 
their importance, implementation method, sustainability, budget 
and cost eff ectiveness and the applicant’s management ability and 
expertise, and according to other auxiliary criteria (see the details 
of the individual calls).

Where can you get forms?
Forms are available in the SPKP offi  ce and in the Vsetín Municipal 
Authority Information Centre or in electronic form on www.mes-
tovsetin.cz and www.spkp.cz.

Commitments by the grant administrator – SPKP

Th e activities set out in the individual calls of the grant schemes 
will be performed within the time limits set in advance. In particu-
lar, this means:
1. Information on the announcement of a grant programme will be 

made known ONE month in advance.
2. SPKP as the grant administrator will provide free advice on the 

terms and conditions of the grant schemes and consultations on 
preparing project plans for individual grant schemes either im-
mediately or within the time limit defi ned by the administrator, 
such time limit being no longer than FIVE working days.

3. Applications will be processed in relation to the meetings of 
the local authority evaluation committees and approval bodies 
within the set time limits.

4. Th e results of the grant process will be published within ONE 
week of the entry of the resolution into force.
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The following timeframes apply to approved contributions:
5. Contracts (with a call to sign contracts) will be prepared within 

FIVE weeks of approval by the town authorities
6. Contributions will be payed within FOUR weeks of the signing 

of the contracts
7. Accounts will be audited within ONE week aft er the accounts 

have been fi led.
8. In the event of non-performance of the activities within the set 

deadlines, the grant recipient will receive (by telephone and e-
mail), within THREE working days of the expiration of the time 
limit for each action, information on the new deadline/dead-
lines and the reason why it was unable to administer the action 
within the time limits declared in advance.

Rights and obligations of applicants

1. Th e applicant is obliged to answer calls for additional infor-
mation or calls to provide information within FOUR working 
days.

The following applies to successful candidates:
2. Th e applicant is obliged to implement the project in accordance 

with the plan that was the subject of the grant application.
3. In the event of deviation from the plan given in the grant appli-

cation, the grant recipient is obliged to request the town author-
ity for a change in use of the grant.

4. If the change in use of the grant is not approved, the recipient is 
obliged to return the grant.

5. Th e grant recipient is entitled to return the grant at any time 
without giving reasons and without incurring a contractual 
penalty.

Sample charters from the Czech Republic
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The following applies to unsuccessful candidates:
6. Th ere is no legal entitlement to a grant, hence there is no pos-

sibility of appealing against a decision to refuse an application. 
If interested, the applicant will be granted a consultation on the 
reason for its exclusion.

Are you not satisfi ed with our service?
You may write a complaint to our director: Mr Pavel Pelc, Společnost 
pro komunitní práci Vsetín o.p.s., Svárov 1080, 755 01 Vsetín. You 
will receive an acknowledgement within 3 working days of receipt 
and a full answer within 10 working days of acknowledgement. 
If you have followed this procedure and are not satisfi ed with the 
outcome, or with the way we tackled your complaint you can write 
to a city manager: Mr Milan Půček, Vsetín Municipal Authority, 
Svárov 1080, 755 01 Vsetín.
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Pelhřimov Municipal Authority, Environmental Dept.

Charter for Fishing Permit Applicants

Aim of the Charter

Th is Charter tells you how to apply for a fi shing permit and how we 
will process your application. Our aim is to speed up the process-
ing of fi shing permit applications for both residents and visitors 
and to increase your satisfaction with our services.

How to apply for a fi shing permit

Any person who meets the legal requirements may apply for a fi sh-
ing permit. Th e legal requirements are as follows: 
1. A completed form, which can be downloaded from the inter-

net (www.mupe.cz) or obtained at the Environmental Depart-
ment, Pelhřimov Municipal Authority, Pražská 127, Pelhřimov 
(building no. 1, 3rd fl oor, door no. 401), during public opening 
hours: Monday and Wednesday 08.00– 17.00. Th e responsible 
offi  cial is Mrs Jindřiška Šenoltová, tel.: 565 351 397, senoltova.
j@mupe.cz. We are also happy to send you a form by post.

2. A certifi cate of payment of the administrative fee of CZK 500 
for a permit duration of 10 years (children under 15 years of 
age CZK 250), CZK 200 for 3 years (children under 15 years of 
age CZK 100) and CZK 100 for 1 year.

Th e fee can be paid at the Environmental Department or at 
the cashier’s offi  ce at Pelhřimov Municipal Authority.

Fishery students and persons responsible for fi sheries as part 
of their profession or function are entitled to a 50% discount on 
the administrative fee.

3. Submission of an identity card or passport (passport in the case 
of foreign nationals).

Sample charters from the Czech Republic
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4. A certifi cate of qualifi cation from the Czech Fishing Union in 
the case of new applicants, or a previous fi shing permit (in the 
case of foreign nationals a certifi cate of qualifi cation, a fi shing 
permit issued in the Czech Republic or a fi shing permit, licence 
or analogous document issued in the home country).

5. Children under 15 years of age should submit a Czech Fishing 
Union licence together with a photograph (passport-sized).

How we will process your application at the Environmental 
Department at Pelhřimov Municipal Authority

1. If all the requirements have been met, we will process your ap-
plication while you wait during our two offi  ce days (Mondays 
and Wednesdays). On other days, the application will be ac-
cepted and processed by the following offi  ce day.

2. We will process applications submitted by foreign nationals im-
mediately on any working day from Monday to Friday (appli-
cations from foreigners make up 1% of total applications and 
such people want to go fi shing while on holiday in the Czech 
Republic).

3. Our staff  will treat you courteously and professionally.
4. German-speaking applicants can communicate with our offi  -

cials in German.
5. By the end of 2007 we will set up a reservation system allowing 

you to make an appointment by telephone or e-mail (without 
queuing).

If the Environmental Department fails to comply with this 
Charter:

If we do not meet the promises in this Charter, we will inform the 
applicant about the reasons for the delay and take measures to 
comply with the Charter. 
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If clients are dissatisfi ed with our service:

If you feel that we have failed to comply with the service standards 
set out in this Charter, you can write to or call:

Mr Josef Slavětínský, Head of Department
T: 565 351 415
E: slavetinsky@mupe.cz

You will receive an acknowledgement within two working days 
of submitting your complaint and a full reply within ten working 
days of this acknowledgement.

If you have gone through the above process and are unhappy 
with the result or with the way in which we have dealt with your 
complaint, you can write to:

Mr Vlastislav Větrovský, Secretary, 
Pelhřimov Municipal Authority
T: 565 351 172
E: vetrovský@mupe.cz

How we monitor our performance:

Information on our service targets and the development of the res-
ervation system will be published in good time and updated regu-
larly on the Pelhřimov website, on the town’s offi  cial electronic no-
ticeboard, on the offi  cial noticeboards of the municipalities of the 
administrative district of Pelhřimov, in the local media and via the 
local organisations of the Czech Fishing Union.

We will regularly compare the quality of our services and the 
level of client satisfaction by conducting surveys of the opinions 
of our clients, and we will publish the results of these surveys and 
other information on performance on our website (www.mupe.
cz).

Sample charters from the Czech Republic
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Service Charter for Children and 
Young People Aged 10–15 Years

Description of our activities

Knihovna Jiřího Mahena v Brně (Jiří Mahen Library, Brno) is an 
organization fi nanced by Brno City Council. It is a cultural and 
educational institution catering for all and off ers a wide range of 
books, magazines and music, provides requested information and 
organizes a fascinating range of cultural programmes. 

Contacts

Postal address: Knihovna Jiřího Mahena 
Kobližná 4
601 50 Brno. 

Branch addresses and
opening hours: www.kjm.cz. 
Telephone: 542 532 111. 
Other telephone numbers: www.kjm.cz. 
E-mail: kjm@kjm.cz. 
Other e-mail addresses: www.kjm.cz. 

Enquiries can also be submitted using the “Ask the Library” link 
on our website.

Sample charters from the Czech Republic
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What is this Charter about?

Th is Charter guarantees you certain rights as a library user. It tells 
you about the services we off er and about your rights and obliga-
tions as a library user. 

Our objective

We will take every available opportunity to help you. We want our 
library to be a source of guidance, enjoyment and pleasure, for 
your inquiries and discoveries. 

We off er:

> A pleasant and helpful environment
> Long opening hours, allowing you to use the library in your free 

time
> Books, magazines and CD that interest you 
> Free internet access 
> A diverse range of programmes and competitions, including ac-

companied and club activities
> Information that interests you
> Photocopying, printing and downloading from the internet
> You can fi nd information on our books, events and other ser-

vices on our website www. kjm.cz24 hours a day 

To enjoy our full range of services, you can register easily at any of 
our libraries. Even if you are not registered you can use the inter-
net, read magazines and books or obtain information which you 
are seeking. Our librarians will give you more details.



110

What we promise you:

> you will encounter helpful staff  and courteous treatment
> we will wear name badges and introduce ourselves by name 

over the telephone
> our staff  will attend to you within 15 minutes at most
> we will tell you how the library works and help you fi nd what 

you need
> you will fi nd new books at our library every 14 days
> in our automated network you can extend loan periods and re-

serve titles online; you can also extend loans by telephone
> we will listen to your comments and opinions
> you can fi nd information on the Library Rules and information 

on fees at every library and on our website www.kjm.cz
> if you give us your contact details we will inform you about all 

changes, library events and news by e-mail 

We expect you:
> to abide by the Library Rules
> to cooperate with librarians and respect their instructions
> to be courteous and considerate to others
> to formulate your enquiries as accurately as possible 
> to return everything on time and in good order

Sample charters from the Czech Republic
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Suggestions about our work, complaints
We’d love to hear your views about our work. You can give your 
comments to one of the librarians present, post them in our sug-
gestion box, or send them to the head librarian. Contact details can 
be found at www.kjm.cz. We will consider your comments and let 
you know the outcome within 30 days.

Service improvement
We want constantly to improve our services, and so every quarter 
we will check compliance with the obligations arising under this 
Charter. Once a year we will conduct a survey among children and 
young people aged 10–15 years.

Your library staff 
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Citizens’ initiatives

Citizen’s charter of the town 
of Chomutov

Zborovská 4602
PSČ 430 28
www.chomutov-mesto.cz

Offi  ce hours:
Monday and Wednesday 8.00 a.m. – 6.00 p.m.
Tuesday and Th ursday 8.00 a.m. – 3.00 p.m.

One key target for us is to enhance public satisfaction with the 
work of the authority. Th is Charter informs citizens about their 
right to express their views, to be heard and to have the opportu-
nity to get feedback from decision-makers.

Each citizen has the right to present any initiative whatsoever to 
the authority (suggestions, complaints, praise, etc.). Initiatives may 
be submitted orally or in writing.

Where to submit an initiative?

R at regular meetings with the town leadership
> every last Th ursday of the month at 4.00 p.m. 
> meeting room no. 13, fi rst fl oor of the Old Town Hall, náměstí 

1. máje, č.p. 1 (barrier-free access)
> this is a ´facilitated discussion forum´, where you can make 

your contribution – you can speak for up to 3 minutes

R at meetings arranged with the Mayor or Deputy Mayors
 appointments must be made in advance
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R at the relevant department 
or the Internal Audit Unit

 no need to make an appointment

R by e-mail or by post
 e-mail: podatelna@chomutov-mesto.cz 
 post:  Mrs Jarmila Mravcová

Zborovská 4602
Chomutov 430 28

Obligations of the Citizen:

> to describe the current problem objectively,
> to refrain from using vulgar language and insults, 
> to give a contact address if a written response is required.

Rights of the Citizen:

> to receive a response on his or her initiative without delay – 
within 30 days of submitting it (either a specifi c solution or a 
justifi cation of the need to extend the deadline).

> to lodge a complaint if he or she is not satisfi ed with the reply 
given. In such cases, write to: 

Chartered Town of Chomutov
Mrs Jarmila Mravcová 
Internal Audit Unit
Zborovská 4602
430 28 Chomutov
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Obligations of the Authority:

> to deal with initiatives on time,
> to track initiatives through to completion with the person(s) 

responsible for them,
> to provide regular information on progress in dealing with ini-

tiatives arising from meetings with citizens:
> fi rst, at the next citizens´ meeting (in a graph showing prog-

ress),
> in Chomutov News (detailing latest problems),

> to conduct an overall assessment of all the initiatives received 
from citizens, during the last meeting of the year,

> to address delays in dealing with initiatives.

Sample charters from the Czech Republic

We undertake to revise the Charter on the basis of your 
comments on 31 December each year.

Th is Charter was drawn up as part of a pilot project organized and 
fi nancially supported by SIGMA
(a joint European Commission–OECD programme). Most of the 
funding was provided from EU funds. In the Czech Republic the 
project is under the patronage of the Interior Ministry of the Czech 
Republic. 

Interior Ministry 
of the Czech Republic
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