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A. BACKGROUND

The need for public services to be more customer-focused has never been greater. Improving
customer satisfaction and customer experience are at the heart of any Government's strategy for
public services reform. These initiatives include the Citizens Charter Programme (1994), the Customer
Service Competition (2002), the Customer Service Improvement Programme (2006) and more recently
the Customer Service Monitoring and Evaluation System (2010). The Service Excellence Policy was
approved by the Cabinet in March 2022 and identifies the actual guiding principles or what is to be
done. The policy statements are designed to influence and determine decisions and actions within the
scope of coverage. While there is some evidence that these initiatives have had some positive impact
on individual public sector entities, there is a general perception, reinforced by reported customer
experiences that the quality of customer service in the public sector needs significant improvement,
therefore the Service Excellence policy now approved is anticipated guide best practices in Service
Excellence. While there is ample evidence that service across government has evolved, continuous
improvement needs to be a constant theme as citizens of Jamaica are more informed, connected,
educated, and have higher expectations for the quality, efficiency and effectiveness of public services
delivered.

The public sector is the country’s largest service provider, and any improvement in service quality will
have a positive impact on citizens, residents, members of the diaspora, and investors. As such, the
redesign and improvement of services with customers in mind must be the way to go for the
Government of Jamaica.

A.1 What is Service Excellence?

The GoJ defines SE as “the delivery of services against established standards in a manner which
effectively satisfies customers’ needs and provides value for our citizens.”" This is the principal criteria
for decisions and actions, and the primary basis for the design and management of organisational
systems, policies, and practices.

A.2 What is the Service Excellence Vision?
The vision for SE is:
A Public Sector in which the needs of our customers are satisfied through the delivery of integrated,
responsive, and accessible services by capable, respect-worthy, and accountable professionals”.
This will be realised when:
* services are delivered promptly and respond to the time-bound needs of clients
* current and accurate information is accessible to all clients using all appropriate
communication channels
» clients are engaged around the design of the services, and the quality of delivery, before,
during and after service has been delivered
* clients are attended to by personnel who have the requisite technical expertise and knowledge
to satisfy their needs
* services are designed to provide the best customer experience, are regularly reviewed, and
changes are made based on client and staff feedback, market-trends or emerging technology
» staff are empowered and managed within organisations that actively promote and reinforce
the core values, of accountability, inclusivity, integrity, innovation, and service excellence and

* Office of the Cabinet (2018). Service Excellence Framework p.6
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* quality standards are defined and applied throughout all public-sector organisations and are
the basis for organisational and individual performance management.

A.3 What are the Service Excellence Guiding Principles?

The SE minimum standards are guided by the following five core principles:
1. Citizen-centred: All public servants should constantly challenge themselves to design and
deliver with the benefit of citizens in mind.

2. Customer-focused: The public servants empathise with the customer, request their input, and
are receptive to their feedback.

3. Integrity and Transparency: All public servants are open, consistent, honest and responsible
in the provision of all goods and services; being committed and accountable in their
communications, processes, and operations.

4. Respect for Human Rights: All public servants recognise that service should be delivered in
any way that affirms the rights and dignity of customers.

5. Accountable and Committed Leadership: The GoJ is committed to making service excellence
akey performance indicator by strengthening institutional capacity and leadership and holding
them accountable for the level of service provided to the public.

= Purpose of the Guideline

= The aim of this guideline is to assist Ministries, Departments and Agencies in creating a
complaint management system within their public sector organisation. The main
objective is to assist public sector entities to establish and operate a complaints
management system with clear, documented processes for responding to complaints
(Government of Jamaica Service Delivery Minimum Standards, 2024).

The Complaint Management System Guideline is to be used in association with the Government of
Jamaica Complaints Policy Statement. The guideline document includes the complaints-handling
framework and process used in addressing customer complaints. According to Section 5.1.5 Effective
Service Recovery, (Government of Jamaica Service Excellence Policy, 2022), public sector entities are
to design and implement systems that respond to customer feedback and concerns about available
services. The Public Sector Modernization Division (PSMD) therefore has drafted these guidelines
which the Ministries, Departments and Agencies (MDAs) can adopt as required.

The guidelines provide a high-level overview of the organisation’s approach to handling complaints
and strategies for managing customer feedback. They provide a structured and effective process for
managing and resolving complaints satisfactorily. It is intended to provide steps inimproving customer
satisfaction in the event of service failures whilst reducing the impact of negative repercussions from
word-of-mouth (WOM) intentions.

A.4 Scope of document

= This guideline provides clear steps on the creation of a code of conduct, complaints handling,
dispute resolution, monitoring and measuring of customer satisfaction within an
organization and general guidance notes on implementing strategies for the
complaints management system. The use of the references included the International
Service Organisation (ISO) 10001,10002,10003 and 10004 standards. Therefore, this
document will guide the creation of a complaints management system for a public
sector entity and is recommended for use with the People Engagement guideline and
GoJ Service Delivery Minimum Standards documents.
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= Intended Users

= The main users of the document would be the Customer Care Manager within the Customer

= Service Unit/ Branch who by function, oversees the development of the CMS. The guidance
focuses on providing strategies, methods, and examples as recommendations to aid
the implementation for each component of the CMS. The guideline may also be used
by other interested parties such as customer advocates or other Non-government
organisations (NGOs).

Compatibility with other Service Excellence Guideline Documents

The Complaints Management System Guideline and other related guidelines outlined below were
developed to support Ministries, Departments and Agencies (MDAs) to embed a continuous service
improvement culture. Including the Complaints Management Guideline, there are a total of three
interrelated guideline documents:

e Minimum Standards - will provide general recommendations, outline processes and provide users
with relevant templates to support service improvement in the Ministries, Departments and
Agencies (MDAs).

e People Engagement - provides a framework for effective stakeholder engagement in
government projects ensuring that the stakeholder is consulted, involved and informed throughout
the project lifecycle

Guideline Development Process

The guidelines were developed by the Public Sector Modernization Division (PSMD) because of the
directive of the SE Policy that states that all public sector entities “... will need to establish systems
that allow for prompt and courteous resolution of service failures.”>

The research was conducted on several jurisdictions such as Canada, Australia, New Zealand, Samoa,
Philippines, United Kingdom, USA, etc. The guideline document was drafted to reflect the local
context of the Government entities in Jamaica whilst incorporating globally accepted best practices.
The process of validation was achieved by inviting subject matter experts from public and non-
government organisations and subsequent reviews were conducted by internal Teams that updated
the draft through several iterations.

2 Government of Jamaica Service Excellence Policy (2022, p.44)
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What is a Complaints Management System?

= A Complaints Management System is the set of processes that are aimed at identifying and
correcting various causes of customer dissatisfaction (Farnell & Westbrook, 1984). It
also includes a policy, tools, resources, and people as critical parts of a complaints
management system. It also includes the planning, conduct and monitoring of all
measures taken by an organisation in connection with complaints to ultimately result
in customer satisfaction. It defines the action plan used by an entity to troubleshoot
and learn from the previous mistakes to restore customer confidence in an
organisation’s commitment to delivering service excellence.

L]

= All public sector entities must establish and operate a complaints management system with
clear, documented processes for responding to complaints3. The focus of a Complaints
Management System is to resolve customer grievances, identify areas for
improvement as customers provide feedback resulting in better products or services.
The Complaints Management System is one of the ways in which public sector entities
can be more customer-focused and responsive by incorporating a feedback loop to
enable service improvements.

What is a complaint?
The JS ISO 10002:2014 defines a complaint as an “expression of dissatisfaction made to an
organisation, related to its products, or the complaints-handling process itself, where a response or
resolution is explicitly or implicitly expected.”
A complaint may also include:

e a concern expressed about a conduct or service, which may relate to a service failure to
provide information, conduct of staff, the unfairness or unreasonableness of a decision, and
soon, or

e arequest for areview of a decision on an earlier complaint.

A service failure may be defined as any one of the following: unjustified delays, failure to follow
policies, rules or procedures, failure to communicate individual rights/entitlements of inaccurate or
misleading advice, etc. The ISO 10004:2018 document notes that a complaint can be initiated by a
customer or another complainant. Non-formal complaints are also accepted as a legitimate means
of voicing customer dissatisfaction to an entity.

What is not a complaint?
The recipient within the public sector entity must assess whether the complaint falls within the scope
of the entity’s complaints-handling procedure by reviewing the definition of a complaint. If it is a not
a matter that can be handled by the clearly outlined complaints process, the Complainant should be
referred to the applicable government entity or a more appropriate body to which the described
complaint can be handled.

If a Complainant uses personal abuse, inflammatory statements or intimidation when
communicating their complaint to the entity, then it should have procedures in place for handling
persons that demonstrate those behaviours. The following occasions may not be considered as
complaint from a Customer:

3 A standard under Quality and Reliability service dimension of the GoJ Service Delivery Minimum Standards(Q-8)
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- Request for more information

- Request for a change in services or a request for a new service

- Provide feedback on the department’s performance

- Report of an incident or a suggestion for improving the entity’s services
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Key Benefits of a Complaints Management System

An effective complaints management system provides key benefits to an organisation including the
following:

i. Supports good decision-making

* A culture of effective decision making in the first occurrence of an issue.

= The organisation can learn from the data being gathered in a complaints management system.

* It saves an organisation time and money before complaints multiply and escalate to the
point where external intervention may be sought.

ii. Cultivates good relations with the public

An effective complaints-handling process assures the public that they still have a voice,
and someone is willing to listen to the issues that concern them. The entity should

seek to ensure customer satisfaction and delight via end-end management of complaints from the
following:

o Their entry point

o Risk assessment

o Quality investigation and

o Continuous improvement of the organisation.
When complaints are handled properly, it can improve the reputation of an organisation and
strengthen public confidence in its administrative processes.

SE COMPLAINTS MANAGEMENT SYSTEM GUIDELINE DRAFT V 0.13 PAGE | 12
22NP MAY, 2024



CUSTOMER's
Interest in product or service

v

INTERACTION
Customer- Organisation

SUPPORT

v

CODE OF CONDUCT
based upon ISO 10001

MONITORING and MEASURING of CUSTOMER SATISFACTION based upon 1SO 10004

| — >
A
FEEDBACK
INPUT
No COMPLAINT
[ END OF INTERACTION ]4— MADE?
_  _—_ SUPPORT _
l FEEDBACK
—»
e N COMPLAINT HANDLING
CONSIDERATION of CODE of based upon ISO 10002
CONDUCT
\ / INPUT
e
p N YES
COMPLAINT
FILE CLOSED ¢ RESOLVED?
FEEDBACK
NO R ]
1 v SUPPORT
4 \
DISPUTE RESOLUTION
CONSIDESOALISUNCC;ICCODE of ’ based upon 1SO 10003
| J
l | FEEDBACK
N
( ) INPUT
FILE CLOSED
Figure 1 - Interrelationship of ISO 10001, ISO 10002, ISO 10003 and ISO 10004
SE COMPLAINTS MANAGEMENT SYSTEM GUIDELINE DRAFT V 0.13 PAGE | 13

22NP MAY, 2024




Step 1 - Establishing a Code of Conduct (ISO 10001)

A code of conduct is a set of rules, values, standards and guiding principles outlining what an
organisation promises concerning how it delivers its services to its Customers. It is essential for
establishing a sense of integrity and accountability within an entity. It serves as a framework to guide
decision-making, promote ethical behaviour and create a productive work environment. All
Government entities must have a Citizen’s Charter which outlines the commitment and related service
delivery standards of the organisation to its citizens in how it intends to deliver its services. The code
of conduct is encompassed in a ministry’s Citizen’s Charter document. As the latter is a critical
component of the complaints management system, it is important that the code of conduct developed
by each entity is also embedded carefully in the Citizens Charter.

1.1 Determine code objectives
The entity can consider the objectives that the code of conduct will address in the interactions with its
stakeholders including Customers and complainants. The entity should develop the code of conduct
by setting the tone for all appropriate and ethical behaviours by an organisation. The objectives of the
code are a reference point for employees to make ethical practices and decisions to the customers.

Examples of objectives include:
e Ensure fair treatment of customers
e Promote transparency and accountability
e Enhance customer satisfaction and trust
e Encourage continuous improvement
e Set boundaries of acceptable behaviour

Entities should also consider methods which can aid in the development of the code. For example,

¢ Internal analysis — The entity can use a Strengths, Weaknesses, Opportunities and Threats
(SWOT) analysis to determine the code objectives. This would help to identify internal and
external factors that the code should adopt.

e Benchmarking - This can be used to analyse the code of conduct for leading organisations and
better understand their objectives to adopt/improve upon the current operations

e Scenario analysis — this technique can be used to review past incidents/dilemmas that occurred
within the industry/sector to better plan and to reduce the risks of potential future events

1.2 Stakeholder engagement

The entity should gather and assess information from all Stakeholders concerning the code and its use.
This should include employees, management, customers, and relevant interested parties, external
parties, consumer organisations, and interdependent government agencies. When engaging the
stakeholders, the entity should have a fair grasp of its customer expectations and perceptions in the
development of the code.*

% For further guidance on how to effectively engage your stakeholders, MDAs can consult the Government of
Jamaica’s People Engagement Guideline Document. This can be found at the following link...
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1.3 Drafting the Code of Conduct
Based on the information gathered, entities should draft a wide-ranging code of conduct that
incorporates principles such as fairness, transparency, responsiveness and accountability.

Additionally, it is useful to form a dedicated cross functional team with heavy leadership involvement.
Members from various departments such as legal, HR, compliance, operations, and communications
should be included, to provide diverse perspectives, with direction being provided by senior
management.

The code of conduct should consider:
i. Incorporating the following documents:
a. the Government of Jamaica (GoJ) Service Delivery Minimum Standards which are required
to be adapted and adopted.
b. Government of Jamaica Policy Statement on Complaints Management & Service Recovery
(See Appendix 8).

1.4 Prepare performance indicators
The entity should develop indicators that are designed to support the evaluation of whether the code
is effective in fulfilling its objectives. Indicators should be SMART (Specific, Measurable, Achievable,
Realistic and Time-bound). An example of an indicator is the number and nature of complaints
related to code violations. This can be tracked to determine the code’s performance.

1.5 Review and approval
The organisation should review its code to ensure alignment with organisational objectives, legal
requirements and industry best practices prior to approval. It should consider a review team
comprising of appropriate positions to ensure alignment with objectives. Furthermore, it is critical
to obtain senior management buy-in and approval prior to finalization.

1.6 Determine resources needed
The entity should determine the resources required to fulfil the code commitment and to provide
remedies in cases for non-fulfilment of the code (e.g. customer re-imbursement). The organisation
should determine the resources required including but not limited to personnel, training,
procedures, documentation, specialist support, materials and equipment, facilities, computer
hardware and software and funding support.

The code of conduct should achieve contactability in its communication to Customers via its various
communication channels e.g. mail, electronic and social media, email, etc.
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Step 2 - Establishing a Complaints Handling Process (ISO 10002)

Figure 2. Complaints framework with three-tier complaints-handing process
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2.1 Establishing a Complaints Handling Process

Having developed a code of conduct for the entity, the next step to be developed is the complaints-
handling process which is critical in resolving complaints satisfactorily.

Develop entity specific complaints handling policy document

The first requirement of the complaints-handling process is developing a complaints-handling policy
for the entity, that outlines the provision of services against standards and how to effectively achieve
customer satisfaction in the event of service failures. Appendix 8 outlines the GoJ Complaints Policy
Statement which should be used as a guide or template and for input into the entity's own
complaints handling policy. This policy is a brief, succinct outline of an organisation’s position on how
it intends to treat complaints from its customers given the Policy’s emphasis on service recovery. The
Complaints Handling Policy, is therefore in keeping with Section 5.1.5.2 of the Service Excellence
Policy which states:

“Customer complaints are unavoidable in-service entities. As much as we do not want to deal
with unhappy customers, it provides a chance for service provider to fix solutions and ensure that
the customer has the best experience possible. Service Recovery involves adequately addressing
the concerns of customers and implementing mechanisms to prevent future disruptions in
service.”

In developing the complaints-handling policy, the following factors should be taken into
consideration but are not necessarily exhaustive:
- Identification of any relevant statutory and governing requirements to include data
protection, privacy and consumer rights;
- ldentification of any financial, operational, and organisational requirements;
- Theinput of customers, personnel, and other relevant interested parties

2.2 Determine the objectives of the process

Determining the objectives of a complaints handling process involves several key considerations to

ensure it aligns with the organisation’s goals and customer expectations. Objectives should outline

what the entity hopes to accomplish from the implementation of the process. For example,

organisations should consider:

1. Customers Expectation and Satisfaction — to minimize customer dissatisfaction and increase
customer goodwill

2. Quality Assurance - To incorporate customer feedback into the improvements of services

3. Roles, Responsibility and Accountability — Clearly define who is responsible for each step in the
process, to ensure appropriate actions and decisions are being taken

4. Service Improvement — To make important improvements in the delivery of service

5. Timeliness and Resolution — To provide a satisfactory response to Complainants in a timely and
cost-effective manner

6. Documentation of Complaints- Maintaining detailed records of all complaints and their
resolutions

7. Feedback utilization - Incorporating a customer-focused approach to resolving complaints and to
use the feedback for continuous improvement in the entity

8. Data Analysis - To identify trends from complaints and address the root causes of dissatisfaction

9. Reputation management — A complaint managed effectively can improve an entity’s reputation
and increases public confidence in its business operations
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These objectives should be S-pecific, M-easurable, A-chievable, R-ealistic and T-imebound (SMART)
and in keeping with the complaints-handling policy.

2.3 Identify and map Responsibilities and Authority for Managing Complaints

Entities should develop documentation that outline how authority is delegated within the
complaints process. Employees should be empowered at various levels to respond to and make
decisions around handling complaints received within their scope of authority. Identifying and
mapping responsibilities and authority in a complaints-handling process, according to ISO 10002,
involves clearly defining who within the organisation is responsible for various aspects of the
complaints process and ensuring that they have the necessary authority to perform those duties
assigned effectively. This step is crucial for ensuring accountability, clarity, and efficiency in
handling complaints.

The varying levels of authority include:

o Senior management — approves the complaints-handling process and objectives within the
organisation

o Middle management - authorized to ensure compliance and monitoring of the process to
implement corrective and preventive actions

o Customer Service Unit/Branch/Division — Authorized to resolve certain levels of complaints
autonomously which do not require intervention from management

o All employees - All employees should be empowered to respond to basic customer concerns
and/or queries. The entity can consider regular sensitization and awareness of the overall
complaints-handling process within the organisation and various roles and responsibilities. This can
be done at staff / team meetings, etc

Complaints Management is a key front office function within the Customer Service Unit/Branch of
the Government of Jamaica entities. If not already in place, a Customer Service Unit/Branch/Division
should be implemented to support the execution of the complaints management function. For
example, the Customer Care Manager along with the Customer Care Officers are the primary
owners of the complaints handling process, from the initial logging of the complaint through to its
satisfactory resolution.

2.4 Strategies for mapping responsibility and authority:
The following strategies for identifying and mapping responsibilities may be used:

- RACI Matrix:

e Uses the Responsibility Assignment Matrix (RACI) to clarify roles. Identify who is Responsible
(R) for each task, who is Accountable (A), who needs to be Consulted (C), and who should be
Informed (1). This matrix should be documented clearly and accessible to all relevant staff.

- DACI Matrix:

An alternative method which may be used is DACI, with the roles outlined below.

e D - Driver, the person handling the decision/initiative

e A-Approver, the decision-maker who approves or disapproves

e C-Consulted, individuals providing input or expertise

e I-Informed, those who need to be kept informed of decisions
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Review of Job Descriptions:
Reviewing the job descriptions, particularly for positions within the Customer Service
Unit/Branch/Division are necessary for successful assignment of responsibilities. The job
description for the responsible persons in the complaints handling process should be clear and
concise in outlining the requirements, qualifications and necessary skills. The job descriptions
should be carefully examined and updated to identify and include specific responsibilities related
to complaints handling. This includes role clarity in ensuring each employee understands their role
in the complaints process.

Organisational Chart
e Visual Mapping: Create a process flow that visually maps out the responsibilities and authority
within the complaints process.
e Hierarchical Clarity: Ensure the chart highlights the hierarchy and lines of authority, making it
clear who reports to whom.

2.5 Determine resources required
An effective complaints-handling process requires a mix of resources that are both tangible and
intangible, to ensure that complaints are addressed and resolved promptly and comprehensively.
The following key resources can be considered:
Human Resources:
* Trained Personnel - persons handling complaints should be skilled in customer service/service
excellence principles, complaint-handling procedures, conflict resolution and problem-solving
o Complaint Handling Team: A dedicated staff trained to receive, assess, and address
complaints.
* Managers and Supervisors: Managers should oversee the process and ensure compliance with
documented policies

Technological Resources and Infrastructure:

e Complaint Management Software: The entity can consider a software to log, track, and
manage complaints.

e Customer Relationship Management (CRM) System: Integrated with the Complaints
Management System to provide a comprehensive view of customer interactions.

e Equipment: Computers, telephones and any other necessary office equipment to support the
complaints-handling process

e Secure Storage: This is necessary to maintain confidential complaint records.

e Phone Lines: For direct communication with complainants, for e.g. toll-free number, i.e., (1-
888- xxxx).

e Email Accounts: To receive and respond to written complaints within 48 hours.

e Online Portals or standard Web Forms: User-friendly interfaces for submitting complaints.

e Office space: Dedicated areas for the complaints-handling team

Procedural Resources:
e Standard Operating Procedures: Specific guidelines and instructions for staff to adhere to
when addressing complaints
e Feedback Mechanisms: Methods for collecting and analyzing customer feedback, levels of
satisfaction in the complaints handling process
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o Self-audit checklist process: The entity can ensure it is designing a fit-for -purpose system by
using a complaints management self-audit checklist/template (See Appendix 3). This checklist
consists of focus areas such as responsiveness, confidentiality, continuous improvement, etc,
that will guide the appropriate design of the complaints management system

Financial Resources:
e Budget Allocation: Funds allocated for staff training, technology and any process
improvements.
e Costs for Investigation and Resolution: Including any compensation or remedies provided.

Culture:
e Organisational Culture: A learning organisation that values customer feedback and views
complaints as opportunities for improvement
e Management buy-in: Commitment from senior management to support and prioritize
complaints-handling

2.6 Communicating the Complaints Handling Process

According to 10002:2018, the organisation is required to provide clear, succinct language
concerning the complaints-handling process. These can include posters, brochures or electronic-
based information (the organisation’s website, social media pages etc.) being made readily
available to customers and other relevant interested stakeholders/parties.

In communicating the complaints handling process, the following should be considered for
inclusion:

- Where and how complaints can be made;

- Data to be provided by the complainant;

- The process for handling complaints;

- Time allocations for length of the complaints process;

- How the Complainant can obtain feedback on the status of the complaint

2.7 The Complaints Handling Process

1. Receipt - Entities should consider how complaints will be received by the organisation. This may
require the following:
i. Multi-channel accessibility - The entity must encourage the submission of complaints
through multiple channels such as telephone, email, online forms and in-person visits
ii. Standardized Forms - A user-friendly standardized form for single users can be used in
capturing the relevant data (For further guidance, see Appendices 1)
2.Tracking - The tracking of a complaint shows that the entity cares for the customer and is willing
to put the necessary resources in place to achieve satisfactory resolution. The following
elements are critical for tracking a complaint:

i. Complaint Management System - The entity should implement a complaint management
system that can track and manage complaints from receipt to satisfactory resolution. (Please
see Appendix 2)

ii. Unique identifiers/reference numbers - A reference number or unique identifier number should

be assigned to each complaint for easy tracking through the system

iii. Status updates - Ensure the system provides real-time status updates and notifications to both
employees and Complainants

3. Acknowledgement - Several strategies can be employed in the acknowledgement of complaints:
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i. Automated Responses - Set up automated email response or SMS acknowledgements upon

receipt of a complainant that their responses upon receipt of a complaint

ii. Personalized Communication - Follow up with an acknowledgement to the Complainant that
has a personal touch and includes the estimated timeline for resolution and contact
information

4.Initial assessment - The entity should consider conducting the initial assessment by using
several strategies:

i. Develop a classification system for complaints - The assessment of the complaint should be
prioritized in terms of standards such as severity, safety-implication, complexity, risk, impact,
need, and possibility of urgent action, etc.

ii. Quick Assessment Protocols - There should be a quick assessment protocol that considers
the following factors in resolving the complaints:

o Adescription of the complaint:
o Thelevel of response required
o Whether the complaint may indicate a systemic problem
o What risks the complaint raises for the organisation
o Thekind of resolution the complainant is seeking 2
= iii. Assign responsibilities — The complaint should be assigned to the appropriate individual or
department based on the initial assessment

5.Investigation — The entity can consider the following methods in investigating its complaint
i. Investigation Procedures — The entity can consider creating detailed standard operating
procedures for investigating complaints, including the information-gathering process and
interviewing the relevant parties
ii. Cross-functional Teams - Use teams that are from different functions in the organisation for

complex investigations

iii. Timeline Management - Set good estimates of timelines for each stage of the investigation

to ensure timely resolution. This may come from past experiences in treating with
complaints. For example, for complaints requiring investigation or multiple levels of
approval, customers should receive a detailed pathway to a satisfactory resolution within
ten (10) working days.

6. Response - Complaints should be addressed swiftly in accordance with their urgency. The
organisation should offer an appropriate response to correct the problem/issue and prevent it
from recurring in the future. If no resolution can be achieved immediately, then it should be
addressed in a manner that shows that it will be effectively resolved as urgently as possible.
The following strategies may be employed in the response of a complaint:

i. Template Responses — Common type of responses may be released as a template response
to Complainants to ensure consistency and efficiency

ii. Custom responses - Each complaint should be addressed directly. The entity can pre-empt

customized responses to the Complainant based on the specifics of the complaint.

iii. Resolution offers — The entity should communicate the resolution and outline the steps the

Complainant needs to take
e Apology-The Customer Care Manager/Officer should provide a sincere and meaningful
apology quickly and courteously in the event of a service failure. An apology done right and
immediately can go a long way in improving the individual’s perception of the organisation.
When done at the right time, it can help to deescalate anger, restore dignity and depicts a
sense of good faith to the recipient in communicating that the organisation accepts
responsibility for its actions and takes ownership of an issue or problem.

7. Communicating the decision - The entity should communicate the outcome or decision taken

regarding the complaint which is relevant to the Complainant, or the personnel involved,
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should be communicated as soon as the outcome is determined. The following strategies
may be used:

i. Clear communication — The entity should communicate its decisions to the Complainantin a
clear, concise and respectful manner keeping in mind that respect for human rights is a
critical guiding principle of Service Excellence.

i. Feedback — Allow the Complainant an opportunity to provide feedback on the decision
made and let their voice be heard in the complaints handling process

An example of publicizing the complaints process:
https://www.cac.gov.jm/portal/index.php
8. Close - It is recommended that the entity documents the complaint when it is finalized or
concluded. The following steps should taken to ensure closure:
i. Confirm customer satisfaction - The Complainant’s feedback on the resolution should be
sought prior to officially closing the complaint. The ideal is to confirm satisfaction and this should
be actively sought by the entity as the Service Excellence Policy states according to Section
5.1.5.3, that
“the primary method of assessment is to confirm with customers that their issues were
addressed within an acceptable period.”
ii. Documentation - It is necessary to store the records of the resolution process and outcome
in the complaints management system that is kept confidentially.
iii. Follow-up — The entity can also consider a follow-up with the Complainant to ensure there
are no further issues.
Only when the Complainant accepts the proposed decision, then the decision should be
executed and recorded in the CMS’ database as a closed complaint. If the Complainant rejects
the proposed decision, then the complaint should remain open. As soon as this is recorded, the
Complainant should be apprised of alternative forms of internal and external recourse which are
available. This is when the complaint has become a dispute to be resolved.
9.Storing/Record-keeping - The performance of the complaint handling process should be recorded
and managed whilst protecting any personal information and ensuring the confidentiality of
Complainants (Data Protection Act, 2020). As more Government entities recruit the function of
a Data Controller/Data Protection Officer, it is critical that the organisation specify steps for
identifying, gathering, classifying, maintaining, storing and disposing of records. There should
be documented outcomes of the complaint, including steps taken to address the complaint and
follow-up items or actions to be taken to resolve the issues identified in the information. The
utmost care must be taken to preserve items such as electronic files and any recording media as
records in this media can be lost because of mismanagement or uselessness (Data Protection
Act, 2020).
i. Data Analysis - Analyze regularly all complaint data to detect trends, root causes and
opportunities for improvement.
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2.8 The three-tier model with response timeframes

An effective complaints management system is typically organized into three tiers: Tier 1, Tier 2 and

Tier 3.

Table 1. Complaints framework with three-tier complaints-handing process

Frontline staff who are trained to address complaints will
endeavour to provide an immediate response such as an
apology to the Complainant at this level.

Response timeframe
= Immediately; Less
than 24 hours

Internal review - This is where it may require the intervention

of more senior staff.

At this level, the review process will look at

- the appropriateness of a complaint or

- decision-making process

- It will consider whether legislation, policies and procedures
were followed in arriving at a decision and any other factors
that might mean that the outcome was unfair and unjust.

Additional Internal review - It may be necessary to assign a
senior staff person to facilitate a discussion between the Tier 1
staff person and the person making the complaint.
Alternatively, the matter might be referred to an external
mediator to help the parties arrive at a solution.

Investigation - Where it is apparent that a dispute resolution
would not be successful, it may be necessary to investigate
and resolve the complaint. The term “investigation” is being
used to describe an objective fact-finding process, without
bias or prejudice, which is aimed at establishing the truth.

Response
timeframes:
Acknowledgement of
a formal complaint
within three (3)
working days.

Full written reply
within 10 working
days

Tier 3

External Review - If complaints are not resolved satisfactorily
through the organisation’s internal review processes at the
Tier 2 level, then the Customer Care Manager/Officer should
provide information on external options to the Complainant.
The entity should communicate the process for seeking review
of a public body’s decision is explained on the organisation’s
website, its publications, etc.

No later than 45
working days after
first request received
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Step 3 - Establishing a Dispute Resolution Process (ISO 10003)

Once Step 2 is developed, the dispute resolution process is a critical step in a complaints management
system. A dispute is defined as a disagreement, arising from a complaint submitted to the dispute
resolution provider (DRP). Additionally, a dispute could also arise in the first instance before
interacting directly with (or filing a complaint to) the organisation. The dispute in this context is where
the Customer is allowed to express dissatisfaction to a dispute resolution provider prior to logging a
complaint with the entity.

In this instance, the expression of dissatisfaction becomes a complaint when sent to the entity for a
response, and then later becomes a dispute. According to ISO 10003:2018, the organisation should
maintain a customer-centric approach to dispute-resolution and should provide channels that are open
to feedback and the voice of the Customer.

3.1 Developing a Dispute Resolution Policy
The next step for the entity is to develop a dispute-resolution (DR) policy that is clear and explicit which
should be determined by top management. The organisation should consider the following factors in
development of the Dispute Resolution policy:
- Identification of any applicable legal and regulatory requirements, financial, operational and
organisational needs
- The policy’s estimated impact on customer satisfaction
- The competitive environment
- Input of complainants, customers, personnel and other relevant parties, quality management
processes, customers, personnel and other relevant interested parties,
alternatives for resolving disputes, such as a court of law
- Atall times, adequate information about the dispute-resolution process, the dispute resolution
service provider, the status of the resolution should be made known to either complainants,
organisation and/or the public via the agreed communication channels. The process should be
easy to access and use.
- The entity should consider the various alternate dispute resolution(ADR) procedures, i.e., out
of court settlements including mediation, arbitration, etc

3.2 Determine objectives of the Dispute Resolution Process
The entity should determine the desired results to be achieved by the dispute resolution process
with scheduled reviews and updates provided as necessary. The entity can consider the guidance
provided in steps 1 and 2. Examples of objectives include:
i)  Fairness and impartiality — ensure that the resolution process is fair and impartial
if) Efficiency — Disputes should be resolved in a timely manner to avoid prolonged conflicts
ii) Cost-Effectiveness — Minimize the costs associated with resolving the dispute, making the
process affordable for all parties
iv) Confidentiality - Maintain the privacy of parties involved in the details of the dispute
especially in sensitive matters.
v) Preservation of relationships — the entity takes steps to maintain and improve customer
relationship between the customer and the organization
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3.3 Design the DR process
The design of the dispute resolution process should be based on the findings of the complaints-
handling process in association with the dispute-resolution policy, activities and available
resources. The following factors can be taken in consideration:
- Build procedures that emphasize shared interests
- Ensure interested parties/stakeholders have provided feedback in the dispute resolution

process of the organisation

- Assess the satisfaction levels of the Customers

A well-designed dispute resolution process promotes collaboration, minimizes costs and fosters
positive relationships within the organisation. The following elements should be documented as part
of the process:

- Profile of disputes to be resolved

- Possible remedies that will be considered

- Types of dispute-resolution methods to be offered (Please see Appendix 7)

- The organisation’s commitment in participating in dispute resolution

- Qualifications of dispute resolvers

- How parties will participate

3.4 Anexample of managing the dispute resolution process
A recommended framework for a dispute resolution process is outlined below and can be
communicated to Complainants should they not be satisfied the outcome of the complaints-handling
process that was outlined in step 2:
Complaint referral — The entity should develop a procedure for all complaint referrals. This includes
a pre-assessment of the Customer’s options for achieving redress
Receipt of dispute notice — The entity may receive a dispute notice that will be sent by the
independent body notifying it of a dispute from a Complainant.
Formulation of organisation’s response - The entity should take the necessary steps to evaluate the
dispute. The development of an initial position should be arrived at and communicated to the
Complainant. The system should allow for the provision of one or more remedies that can be
provided and communicated to the Complainant (Appendix 7)
Resolution of dispute — The dispute may be resolved by the facilitative, advisory or determinative
methods (Please see Appendix 7)
Implementation of resolution — The entity should implement the steps in a way that is in keeping
with the settlement, recommendation of the resolved dispute.
Communicating the outcome of the review - Once the review is complete, it is recommended that the
Complainant be advised of the following:

= The outcome of the complaint

= The reasons for any decisions that have been made

= Information about any other remedy that might be available, such as to seek a review or

appeal, or complain to the Consumer Affairs Commission and the Office of the Public
Defender as the office with responsibility for complaints against public sector bodies.

Closing the file - The entity may close its file on the dispute after the resolution has been satisfactorily
resolved and implemented or if the process ends without resolution. The appropriate personnel
within the organisation should be informed of the conclusion and the records maintained in keeping
with the organisation’s record information management policy.
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3.5 Additional Considerations for the DR Process

Test the Dispute Resolution process — After the dispute resolution process is designed, the DR process
should be piloted on a small group of Complainants prior to its implementation to the wider public.
The findings of the test should be carefully analysed and enhancements applied to any design feature
so that the organisation’s objectives can be optimally achieved.

3.6 Determine the resources needed -
External resources
The entity can identify external dispute resolution bodies, such as
e Consumer Affairs Commission (CAC),
e Revenue Protection Department,
e Industrial Dispute Tribunal
¢ Independent Commission of Investigations (INDECOM) and
e Office of the Public Defender.

Internal resources
The organisation should assign the appropriate personnel to act as a liaison between the dispute
resolution provider and the Complainant. The following key internal resources may be necessary to
support a dispute resolution process:
Human Resources
Mediators/Arbitrators — Trained professionals who can facilitate dispute resolution through
mediation/arbitration
Legal Advisors —It is recommended that the in-house legal team or external legal consultants
provide legal advice
HR Specialists - Human Resources personnel trained in aspects of dispute resolution and employee
relations e.g. Employee Relations Officer

Information and Knowledge Resources

Knowledge Base: A database of past disputes, resolutions, method of resolution, dispute resolution
provider, best practices and lessons learned

Legal and regulatory guidelines: Relevant laws and regulations that are easily accessible and up to
date

Case studies and examples: The examples of past disputes and how they were resolved can be
considered as guidance to the current processes

3.7 Establish partnerships

Establish partnerships or agreements with selected external dispute resolution bodies to facilitate the
referral and resolution of complaints. These should be well-structured partnership agreements that
should outline the roles, responsibilities and dispute resolution mechanisms for further collaboration.
The partnership agreement should be reviewed and updated to reflect any changes that would have
evolved over time.

3.8 Evaluate the DR Providers

The entity should evaluate the performance of the DR Resolvers in carrying out the dispute resolution
process. It should consider factors such as potential types of disputes, volume and urgency. It is
recommended that due diligence be exercised in researching available providers. A Dispute Resolution
Provider should be selected based on the most suitable approach of the organisation’s context.
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Step 4 — Monitoring and Measuring of the Complaints management

system
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Figure 3 - Monitoring and measuring customer satisfaction

=

Even if the complaint is resolved satisfactorily at step 2 and does not have to escalate to Step 3: dispute
resolution process, it is recommended that the entity monitors and measures the complaints
management system by way of the measuring the customer satisfaction via specific activities and
relationships. Monitoring and measuring a complaints management system involves several key steps

to ensure effectiveness and continuous improvement. Here are the main steps:

4.1 Implement a Ticketing System:

o Record and Categorize: Log every complaint, classifying each defined by type, severity

and assign priority levels

o Monitor Progress: Monitor the system by checking the status of each complaint from
receipt to resolution. The tracking of complaints are optimally done from a database.

4.2 Set Key Performance Indicators (KPIs):

Key performance indicators are critical in the monitoring and measuring of an effective
complaints management system. The following indicators are examples of measuring the

performance of the system that informs the overall customer satisfaction.

o Average Resolution Time: Measure the time taken to resolve complaints.
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4.3

4.4

4.5

4.6

4.7

o Customer Satisfaction: Use surveys to gauge customer satisfaction post-resolution.

o Complaint Volume: Track the frequency of complaints received over time and repeat
complaints which is indicative of root causes in the operations of the organization.

Regular Reporting and Analysis:
o Trend Analysis: Identify recurring issues and patterns in complaints.

o Root Cause Analysis: Detect and investigate the underlying causes of frequent complaints
to prevent recurrence.

Feedback and Continuous Improvement:

o Customer Feedback: Customer feedback is critical to the confirmation of satisfaction.
Therefore, this should be scheduled to collect feedback from customers on the
complaint resolution process.

o Internal Reviews: Conduct regular reviews of the complaints handling process to identify
gaps and areas for improvement. All staff should be sensitized in this area as complaints
are a valuable source of information for continuous improvement. The senior
management is encouraged to participate in these meetings to ensure that there is buy-
in towards improving the customer satisfaction.

Training and Development:
o Staff Training: Ensure that staff are well-trained in handling complaints effectively.

o Process Updates: Regularly review and update the complaints handling procedures based
on customer feedback and analysis. The customer-centric approach promotes and
objective evaluation of the complaint processes, aiding both the organization and its
valued customers.

Compliance and Documentation:
o Regulatory Compliance: Ensure that the complaints handling process complies with
relevant regulations and standards.

o Documentation: It is essential to maintain detailed records of all complaints and their
resolutions for accountability and upcoming occurrences

Communicating the information:

o Communication: Share information on customer satisfaction scores at various fora so that
customers are always kept informed and exercise goodwill towards the complaints
management system of the organization.
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General Guidance on implementing strategies for the CMS

The following notes comprise of general guidance for implementing an effective complaints management
system. Steps 1 -4 form the code of conduct, complaints handling and dispute resolution processes and
the monitoring and measuring of complaints management system. Here are some general
recommendations that can be adapted for the implementation of the complaints management system:

Leadership Commitment and Support
o After the complaints management system is developed, it is recommended that awareness-
building and support is gained from senior leadership within the entity to prioritise the
establishment of the complaints management system.

Highlight Benefits

e Strategic Goals: Ensure that complaints management is included as a key objective in the
organisation's strategic goals and performance indicators.

¢ KPIs: Include complaints management-related KPIs in leadership performance evaluations to
reinforce its importance and accountability.

¢ Recognition and Rewards: Establish recognition and reward programs for leaders who
effectively promote and improve complaints management within their areas of responsibility.

Ensure senior management buy-in: It is recommended that the top management communicates

and incorporates the importance of an effective complaints management system in achieving

organisational objectives and meeting stakeholder needs.

Cross-Functional Collaboration: Establish a cross-functional team or working group to oversee

the development and implementation of the complaints management system. It is advised that

the entity can gain the benefits of a cross-functional team in the development and

implementation of the complaints management system

Needs Assessment and Gap Analysis: Conduct a thorough needs assessment and gap analysis to

identify existing processes, resources, and systems related to complaints management that will

lead to actions that will improve the system.

Determine areas of strengths, weaknesses, opportunities, and threats (SWOT): This can be used

to inform the development of the complaints management system.

e Engage key stakeholders, including employees, management, customers, external partners
and interested parties, throughout the implementation process.

e Solicit feedback, input, and buy-in from stakeholders to ensure that the complaints
management system meets their needs and expectations.

Stakeholder Engagement

e The entity can consider pilot testing and iterative implementation of the complaints
management system

e Conduct a pilot test of the complaints management system in a controlled environment or
selected department to evaluate its effectiveness and identify areas for improvement. This can
assist in revealing errors, gaps, etc, in the complaints management system prior to its full
implementation

o Gather feedback from users and stakeholders during the pilot phase and use it to refine and
enhance the system before full-scale implementation.

Communication and Change Management

o Develop a clear and comprehensive communication plan to inform employees, stakeholders,
and the public about the implementation of the complaints management system.

e Provide regular updates, progress reports, and opportunities for feedback to maintain
transparency and engagement throughout the process.
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e Anticipate and address potential resistance to change through proactive change
management strategies, such as stakeholder consultations, training, and leadership support.
¢ Integration with Existing Systems and Processes
e Ensure seamless integration of the complaints management system with existing systems,
processes, and workflows within the entity.
¢ Collaborate with IT and other relevant departments to customise and configure the system to
meet specific requirements and compatibility with other systems.

Communication Strategy
The entity should plan for the effective communication of the complaints management system to
all its stakeholders. By doing this, it ensures that they are aware of the process and feel a greater
degree of confidence that their concerns will be addressed. Some key steps for communicating a
complaints management system are outlined below:
1. Clarity and Transparency
a. Purpose — The entity should clearly state the reason for the complaints management
system underscoring its commitment to addressing concerns and improving services.
Relevant aspects of the complaints management system such as the code of conduct
should be communicated to Customers via its various communication channels e.g. mail,
electronic and social media, email etc.
2. Easy-to-access information
Entities can ensure that the complaints management system is available via multiple channels
such as the entity’s website, social media handles, help desks and printed materials, e.g.,
brochures, etc. The public sector is required to report its service performance to the public via
publishing its findings accrues to accountability and transparency.
3. Detailed instructions
How to file a complaint — The entity is encouraged to offer detailed instructions on how to file
a complaint, including contact information. The entity can consider to respond to the
Complainant within three (3) business days
Expectation of Complainant — A detailed explanation of what Complainants can expect after
submitting a complaint including the entity’s timelines for responses and feedback
4. Visual Aids
The use of flowcharts and infographics should be used as necessary to illustrate the steps in
complaints process, helping the Customer to understand easily the guideline being provided
5. Awareness campaigns
The entity can consider making the public aware of the complaints management system by
hosting information session by radio, television, social media, email, e-newsletters, JIS, etc
6. Feedback Loop
It is encouraged that the entity invites feedback on the complaints management system by
employing an effective people engagement strategy®. This will enable the entity to further
identify areas for improvement
7. Contact Information
Support and Feedback channels - All available channels that are dedicated to the
communication of complaints should be listed, e.g. phone lines, email addresses and physical
addresses. Feedback channels should be acknowledged, and follow-up actioned in a timely
manner. The Complainant should be informed that their issue is being addressed promptly.

5 The GoJ People Engagement guideline is scheduled to be disseminated to the public sector by Q3 2024.
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Example of information on support and feedback channel

Website section:

Title: “Our Commitment to addressing your concerns”
Introduction: “We value your feedback, and we are committed to addressing any concerns you
may have. Our complaints management system is designed with you in mind and will ensure that
your voice is heard. We will aim to resolve your issues in a prompt and effective manner.”

How to File a Complaint

The entity should determine how the complaint should be submitted. The GoJ Service
Excellence Policy states that there must be three ways in which the entity responds to Customer
- Use of an online form to capture the relevant data on the complaint (See Appendix 1)

- Email address dedicated to complaints e.g. complaints@ [name of entity].com

- Phone: Call us at 1-888-[xxx-xxxx] between 9am - 5pm each day of the week for emergency
calls

- In-person: Visit our Help Desk at the Customer Care Branch, [ Physical Address of entity]

Examples of statements to communicate to the Customer of What to expect:

Acknowledgement - We will acknowledge receipt of your complaint within 24 hours

Investigation — The complaint will be investigated thoroughly with the highest level of

professionalism

Response - A response will be returned within five (5) business days, detailing the outcome and
any actions taken

Training Strategy
In developing a complaints management system, training is a critical component that must be infused
for the system’s success. Below are features of training for the complaints management system:
¢ Regular training - The assigned persons who will treat with complaints handling should be
exposed to training on a regular basis. The organisation should determine the resources
required including but not limited to personnel, training, procedures, documentation,
specialist support, materials and equipment, facilities, computer hardware and software and
funding support. The lessons learnt from the different aspects of the complaints management
system should be included into the regular training. Also, the sensitization and training
sessions may be designed for the staff by using the focus areas of the complaints management
self-audit checklist/template (Appendix 3)
e Empower trained personnel - Relevant personnel should feel empowered to resolve the
complaint at the first point of contact when possible
e Incorporate a system of review - It is therefore important to incorporate a system of review,
that is, any systemic issues, serious risks, or areas for improved practices can then be
identified by senior management for appropriate action.
L]
= The following are methods of training which can be used upskill staff assigned to function in
the complaints-handling process:
= Workshops and seminars — interactive face-face sessions where employees can learn and
practice
= Online courses and webinars — Flexible online course that persons can learn remotely
= Role play and scenario planning — Practical dramatizations and real-life case studies delivered
for discussion and analysis
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= Mentorship and Coaching - Individualized guidance and support from experienced staff

= Regular Refresher Courses - Ongoing training to refresh skills and update knowledge. This may
be accessed through videos of sessions already delivered and stored on a learning
portal /intranet of the organisation

Continuous Improvement

= Entities can consider developing strategies for ongoing review and enhancement of the
complaints management system based on ISO standards, feedback and lessons
learned, etc. The following steps can be considered as a part of continuous
improvement of the complaints management system:
Evaluate regularly the different parts of the CMS. The organisation is responsible for regularly
and systematically evaluate the performance and satisfaction with the code. This can be
addressed by administering random surveys of customers and other fact-finding techniques that
can then inform how well the system is performing. An increase the number of complaints after
the introduction or enhancement of the complaints-handling process can reflect its
effectiveness.
Enquiries and complaints about the code or its use should be documented and analysed to
identify and analyse recurring and instances of trends that are underlying causes of complaints
about the code. The code should be regularly reviewed checked for the following factors:
- maintenance of the suitability, adequacy, effectiveness, and efficiency
- address significant cases of non-fulfilment of the code promises
Design a system to benchmark against industry best practices
= Benchmark the organisation’s CMS against industry/private sector best practices, standards,
feedback and lessons learned, including 1SO standards 10001 through to 10004
= Identify leading organisations with exemplary complaints management systems and learn
from their approaches, strategies and success stories
* Leverage technology and automation tools such as complaint management software and
customer relationship management (CRM) systems, data analytics platforms to
streamline complaints handling processes and enhance efficiency. These should have
features that facilitate real-time monitoring, analysis and reporting of complaints data
that can provide meaningful information and add value to the continuous
improvement process.
Implement Continuous improvement Measures:
o Develop action plans to prevent recurrence of complaints
o Schedule business process reviews and implement changes as necessary
o Foster a growth mindset that continuously invests in learning from complaints

Develop an Auditing Framework

Developing an effective audit framework for a CMS involves using a clear approach to evaluate
efficiency, effectiveness and compliance of the system. The framework should be so robust in
checking that all aspects of the complaints management system are monitored, assessed and
improved continuously. An effective audit framework can consider the following:

1.

Clear Objectives -The main objectives for the audit of a CMS should be defined including the
evaluation of its compliance with the documented policies, opportunities for improvement,
adherence to timely resolution of complaints and evaluating it against the overall customer
satisfaction.

2. Scope - the extent to which the specific components is to be audited e.g., intake process, response
time, resolution time, etc
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3. Audit Criteria — The standards, policies, regulations and guidelines, etc, should be listed to check
for adherence and compliance
4. Develop Audit Plan
i. Audit Schedule - The audit schedule should be established for conducting timely audits. This
should be shared with all personnel involved and it is recommended that it be done quarterly,
annually, biennially, etc
ii. Audit Team - A team of qualified auditors with the knowledge of the complaints management
system and auditing expertise.
iii. Resources — The necessary resources should be allocated including personnel and tools, to
conduct the audit activity
5. Audit Process:
i. Preparation for Audit process:
a. Review of documentation — Compile and review documentation, including complaint logs,
resolution information, policies and historical audit reports
b. Define metrics - Develop key performance indicators (KPIs) such as response times,
resolution times, customer satisfaction (CSAT) scores and compliance rates
ii. Data collection:
a. Interviews - It is critical to interview the personnel involved in the complaints handling to
better understand their roles and responsibilities
b. Surveys - These should be administered to the Customers to garner feedback on their
experiences
c. Observation — Review carefully the complaints handling process in real-time to identify
potential issues and inefficiencies
d. Document review - Review the complaints records, emails and other correspondences to
assess conformance and performance
iii. Analysis:
a. Performance Assessment - Evaluate the effectiveness of the CMS against defined KPlIs
b. Gap Analysis — The Auditors should seek to identify gaps between current performance and
desired standards / best practices
6. Reporting
i. Audit Report - The detailed findings, strengths, deficiencies and opportunities for improvement
should be tabled.
ii. Recommendations - A clear action plan including recommendations to address identified issues
and to improve the complaints management system
iii. Presentation of report - The audit report including its recommendations should be presented
to all relevant stakeholders including the top management and staff involved in the complaints
handling process
7. Follow-up and Monitoring - The progress of the action plan should be followed-up and monitored
with a review of the pace of the implementation of the corrective actions.
i. Planned re-audits — Conduct follow-up audit activities to determine the efficacy of the changes in
the system
8. Continuous Improvement:
i. Quality Loop - Establish a feedback loop to include learnings derived from each audit into the
complaints management system
ii. System Updates - The CMS should be regularly updated based on the audit results, customer
feedback and emerging best practice
iii. Engage in external audit assessments -It is recommended that the entity participate in external
audits, assessments, or certifications related to complaints management, such as ISO 10001
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certification or customer service excellence awards, to validate the effectiveness of the
complaints management system.

Recommended Key Performance Indicators (KPIs) for auditing a CMS:

e Response Time - Time taken to acknowledge a complaint

e Resolution Time - Time taken to resolve satisfactorily a complaint. Achieving faster resolution
times show a higher satisfaction amongst customers

e First-Contact Resolution Rate — Measure the percentage of complaints resolved satisfactorily
during the first contact with the customer. A high percentage indicates an efficient and
effective complaints-handling process

e Customer satisfaction - Customer Satisfaction (CSAT) scores from Complainants. This measure
shows customer satisfaction with the complaints resolution process. Usually done in post-
interaction surveys where customers rate their experience.

e Repeat complaints — The number of repeat complaints from the same Customers
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APPENDIX 1: Complainant follow-up Form Template (Informative)

The sample form (for internal use only) contains the principal information which can help
the organisation in following up on a complaint.

Details of complaint receipt

Date of complaint

Time of complaint

Name of recipient

Medium of complaint Telephone [J Email [] Website [J Personal [ Postal Mail [(J
Other

Ticket #/ldentifier Code e.g. #C103

1. Details of Complainant
See form for complainant
Reference number of complaint (See Appendix 1/# 2)
Related data on complaint

Complaint referred by:

2. Problem encountered/Issue
Dateof problem __ /[

Recurrent problem Yes[] No O
Problem category: Please indicate by a v/ for the relevant issue/problem encountered

Service not provided [ Service incomplete [J Poor Service [ Incorrect
information

Additional details on complaint

3. Complaint assessment
{Evaluate the scope and severity, complexity and impact of the actual and potential effects of
the complaint using the ranking order 1 — Least to 5-Most }
Severity []
Description of Complaint
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Complexity [

Impact

O

4. Complaint resolution {The entity may add additional actions as applicable.}

Remedy requested Yes [

Action to be taken

No

O Delivery of the product/service

I Price rebate in the amount of: $

action:

O

Correction of information

Other corrective

5. Complaint tracking {Capture relevant data on the Complaint handling process here}

Ticket # Name of Date | Complaint Complaint Investigation | Resolution/ | Correction/resolution
Customer acknowledged assessment | of Complaint | correction verified
Care to Complainant of
Manager/ complaint
Officer
e.g.Ci03

Table 1 showing the Complaint tracking within an organisation

Date Complaint closed:

Name:
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APPENDIX 2: Overview of Online Customer Complaints Steps (Informative)

Contact the
Ministry and
make the
Complaint
directly to
them.

Find out who
can handle

your
complaint.

Prepare your Start your The Ministry The Ministry
complaint. complaint on will assess the will send a
the online Customer confirmation
page for complaint. email with the
complaints- copy of the
handling. complaint.

{The entity should provide these guidelines for the Customer to make complaints online}

Step 1. Contact the Ministry and make the Complaint directly to them

Step 2. Find out who can handle your complaint.

Step 3. Prepare your complaint.

Step 4. Start your complaint on the online page for complaints-handling

Step 5. The Ministry will assess the Customer complaint.

Step 6. The Ministry will send a confirmation email with the copy of the complaint
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APPENDIX 3: Complaints Management Self-Audit Checklist/template process (Informative)

= The following checklist assists public sector entities to evaluate strengths and weaknesses of
their existing complaints management and acts as a template that sets out ten good
practice principles for complaint handling. When using the checklist, consider the
type of system that will meet your organisation’s needs. Not all components of the
checklist will apply to your organisation. They are prompts to guide your decision
making in designing the right type of system for your organisation. Some aspects of the
principles may be more relevant to your organisation than others and different
agencies may be able to meet the complaint handling principles in different ways. Also,
note that several sensitization and training sessions may be designed for your staff
using these focus areas.

Customerfocus
Good practice principle: The organisation is committed to effective complaint handling and
values feedback from complaints.
O Do you have customer service standards and a complaints process that is valued,
supported and followed by management?
o Is your organisation open to feedback from clients, including through complaints?

O Are the benefits of complaints and the complaints process communicated to staff,
including new staff at their induction?

Visibility
Good practice principle: Information about how and where to complain is well publicized to
clients, staff and other interested parties.
o Isinformation about how to make a complaint and how it will be handled readily available,
for example on your website and at your reception or front counter?
O Are the contact details for making complaints prominently displayed, for example in
leaflets, on your website or on posters?

O Are front line staff aware of the complaints process and the contact details for your
Manager, Customer Care?

O Does your complaints process identify alternative external parties the complainant can go
to with a complaint?

Accessibility
Good practice principle: The complaints process is easy for complainants to access and
understand.
O Are complaints handled at no charge to the complainant and is this information clear in
publications about how to make a complaint?
a Can complaints be made in several different ways, verbally and in writing using different
methods of communication?

O Is the process for making a complaint accessible and easy to use by people from different
cultural backgrounds, children and young people, and people with disabilities?

Responsiveness

Good practice principle: Complaints are acknowledged in a timely manner, addressed
promptly and according to order of urgency, and the complainant is kept informed
throughout the process.
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Do you provide guidelines for staff on how to respond to and prioritize complaints, which

cover:

- who will be responsible for handling complaints;

- how to assess complaints to decide what can be resolved easily and what requires
review;

- how and when the complainant will be kept informed during the process?

Is each complaint acknowledged promptly and is the complainant kept

informed throughout the process?

Arecomplaints addressed promptly andinorder of urgency and do

you have performance targets which set out the timeframe for resolving complaints?

Are front line staff empowered to resolve certain complaints at the earliest point of

contact with the complainant?

Objectivity and fairness

Good practice principle: Complaints are dealt with in an equitable, objective and unbiased
manner, and the complaint handling process is fair and reasonable. Unreasonable
complainant conduct is not allowed to become a burden.

O

Do you ensure that your staff are aware of, and given guidance on, conflict of interest
requirements and how to make declarations where required?

Are relevant staff given guidance or training in:

- complaint resolution;

- evidence based investigation techniques;

- managing unreasonable complainant conduct?

Is the complainant (and any person who is the subject of the complaint) given:

- sufficient opportunity to present their position;

- the opportunity to comment on any adverse findings

- reasons for the decisions made about the complaint

Where appropriate, is there a process in place for a “second person check” or approval of the
outcome of the complaint?

Confidentiality
Good practice principle: Personal information relating to complaints is kept confidential.

O Do you advise staff about confidentiality requirements when handling or involved in
complaints?
] Are the personal details of the complainant kept confidential and only used for the
purposes of addressing the complaint?
O Are the personal details of any people who are the subject of the complaint kept confidential
and only used for the purposes of addressing the complaint and any follow-up actions?
Remedy
Good practice principle: If a complaint is upheld, the organisation can provide an appropriate
remedy.
] Do you support and give guidance to staff on providing remedies when complaints are
upheld?
O Are responsibilities for providing remedies clearly defined and at the appropriate level in the
organisation, for example are front line staff empowered to provide appropriate remedies?
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] Do you give guidance to staff on the appropriate use of remedies?

O Are the reasons for decisions relating to remedies provided to the complainant?

] Feedback questionnaires to be sent out randomly to complaints the same day the matter is
resolved

O Process to identify a particular office/department/staff member where complaints are
frequent and address it by training or other intervention.

O Introduce a Quality Assurance mark for Institutions based on their best performance

O Learn from every compliant

Review

Good practice principle: There are opportunities for internal and external review and/or
appeal about the organisation’s response to the complaint, and complainants are informed
about these avenues.

O

Do you provide complainants with access to an independent internal review of the
handling of their complaint by someone who was not involved in dealing with the complaint?
Do you provide the complainant with information about external review or appeal options,
such as the Office of the Public Defender/Consumer Affairs Commission, at the conclusion of
the complaints process?

Accountability

Good practice principle: Accountability for complaint handling is clearly established, and
complaints and responses to them are monitored and reported to management and
stakeholders.

O

O

Are staff aware of their responsibilities for handling complaints and the responsibilities of
specific nominated Director/Manager, Customer Care?

Are reasons for complaint decisions and remedies recorded?

Are any remedial actions and proposed practice improvements acted on, followed up and
reported to senior management?

Do you have a “fit for purpose” information system for recording and tracking complaints?
Do you ensure that all correspondence relating to feedback and complaints is managed in
accordance with the organisation’s record keeping policies and procedures?

Is standardized and consistent data from complaints reported to senior management
along with proposed or actual improvements to your organisation’s practices?

Is the effectiveness of complaint handling monitored through appropriate quality assurance
and reported to senior management along with any recommended improvements to the
complaints process?

Continuous improvement
Good practice principle: Complaints are a source of improvement for the organisation.

O

Do you analyze feedback and complaints data to identify:

- recurring themes that may highlight systemic issues;

- service, process and information inadequacies;

- opportunities for improvement?

Is the analysis of feedback and complaints data reported to senior management and used to
identify and implement practice improvements?
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APPENDIX 4: Complaint Handling Process

SUPPORT

COMPLAINT
. MANAGEMENT
SYSTEM [ CUSTOMER'S J

interest in product or service

INTERACTION

SERVICE DELIVERY
STANDARDS

FEEDBACK

LEADERSHIP

COMMITTMENT TO

COMPLAINT HANDLING COMPLAINT

MADE?

END OF
INTERACTION

SCOPE,
ROLES & RESPONSIBILITIES, COMPLAINT HANDLING

TRAINING +
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YES
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OBJECTIVES
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3
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SUPPORT
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DISPUTE RESOLUTION
PROCESS
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Figure 5.1: Complaints-Handling Process Flowchart illustrates the organisation’s processes related to the GoJ
Service Excellence Policy, complaint handling done against service delivery standards, leadership of
the organisation, external dispute resolution and customer satisfaction monitoring and measuring
including feedback loops, etc.

FEEDBACK

FRAMEWORK for MONITORING and MEASURING of CUSTOMER SATISFACTION

Procedures &
Objectives
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APPENDIX 5: GLOSSARY OF TERMS (Informative)

ADR: (Alternate Dispute Resolution) refers to the different ways people can resolve disputes without
a trial

Checklist: List of items required, things to be done, or points to be considered, used as a reminder
Complaint: Expression of dissatisfaction made to an organisation, related to its product or service, or
the complaints-handling process itself, where a response or resolution is explicitly or implicitly
expected complaint®.

Complainant: A person, group, or company that makes a complaint, as in a legal action or proceeding
Complaints database: A database kept electronically or manually on closed Customer complaints filed
against the entity and has achieved resolution

Complaints handling: the process of attending to and resolving complaints including ongoing
interaction with complainants. It is expected that this process meets certain minimum standards.
Complaints Management System: A system that allows customers to register their dissatisfaction
with the organisation. It allows organisations to obtain feedback on how to improve their services and
to decrease the likelihood of problems with the customer base

Complaints Policy: A document that specifies the organisation’s overall direction and objectives
concerning its treatment of complaints done by its Customers.

Contactability: Able to communicate with, especially by email, mobile number, home number, office
number etc.

Controllable: Capable of being controlled or kept within safe limits. If something is controllable you
can control or influence it.

Customer: Person or organisation that could or does receive a product or a service that is intended for
or required by this person or organisation (ISO 9000:2015).

Customer Care Manager: Person tasked with managing the operations of the Customer Care,
specifically, Complaints Management, Help Desk Services, Access to Information, etc

Customer Care Officer: Person reports immediately to Customer Care Manager is also tasked with the
Customer Care function within the GoJ entity

Customer Satisfaction: Customer’s perception of the degree to which the customer’s expectations
have been fulfilled (ISO 9000:2015).

Customer Service Unit/Branch: Structure within the Ministry which primary responsibility is to provide
support and assistance to Customers before, during and after a transaction. The Branch’s role includes
resolving customer complaints and inquiries with the support of Customer service representatives
who are trained to handle customer complaints and inquiries.

Customer satisfaction code of conduct code: the promises made to commitment by an organisation
concerning its service delivery, behaviour, that are aimed at enhanced customer satisfaction and
related provisions

Dispute: disagreement, arising from a complaint submitted to the DRP-provider

Dispute resolver: individual person assigned by a DRP-provider to assist the parties in resolving a
dispute

DRP-provider: dispute resolution process (DRP) provider is a person of organisation that supplies and
operates an external dispute resolution process

Note: a DRP-provider is a legal entity, separate from the organisation or person as induvial as the
Complainant. A separate unit may be established within the organisation to handle unresolved
complaints. The attributes of fairness and independence are critical here.

1S0O 90001:2015
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Emergency Call: A telephone request or text message request for service which requires immediate
action to prevent loss of life, reduce bodily injury, prevent, or reduce loss of property and respond to
other emergency situations determined by local policy.

Feedback: Opinions, comments and expressions of interest in a product, a service or a service

Formal Complaints: A complaint made by an employee, representative of employees, or relative of an
employee who has provided their written signature for the complaint.

Infrastructure: System of facilities, equipment and services needed for the operation of an
organisation (1ISO 9000:2015).

Interested party: Person or organisation that can affect, be affected by, or perceive itself to be
affected by a decision or activity. Examples include Customers, owners, people in an organisation,
providers, bankers, regulators, unions, partners or society that can include Competitors or opposing
pressure groups.

Non-formal Complaints: Complaints made anonymously, by former employees, or by individuals who
did not provide their written signature for the complaint.

Organisation: Person or group of people that has its own functions with responsibilities, authorities
and relationships to achieve its objectives

Performance Monitoring: the measurement of performance over time against indicators of
performance or key performance indicators

Performance Planning: The process of identifying the goals of an individual or organisation and
planning the best ways to achieve them. It focuses on underpinning the growth of employees and
helping their career development.

Procedure: Specified way to carry out an activity or a process (ISO 9000:2015).

Quality: Degree to which a set of inherent characteristics of an object fulfills requirements (ISO
9000:2015).

Quality Control: is a procedure or set of procedures intended to ensure that a manufactured product
or performed service adheres to a defined set of quality criteria or meets the requirements of the client
or customer. Quality Control is related, but not identical with, quality assurance (QA).

Quality Manual: Specification for the quality management system of an organisation (ISO 9000:2015).
Record keeping: The activity or occupation of keeping records or accounts

Service: Output of an organisation with at least one activity necessarily performed between the
organisation and the customer (ISO 9000:2015).

Service Failure: An unplanned failure and interruption to the provision of the services against the
standards of the organisation, reduction in the quality of the provision of the services or event which
could affect the provision of the services in the future.

Service Recovery: An organisation’s resolution of problems from dissatisfied customers to a state of
satisfaction with an organisation/service.

Service Standards: Benchmarks for the delivery of service by the organisation to help to define what
a customer can expect from a service provider, e.g. in terms of quality, process, timeliness, cost,
accuracy and suitability

Stakeholder: Person or organisation that can affect, be affected by, or perceive itself, to be affected
by a decision or activity (ISO 9000:2015).
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APPENDIX 6: POLICY CONSIDERATIONS TO SUPPORT A COMPLAINTS-HANDLING FRAMEWORK
(Informative)

1. Clear and concise performance standards/procedures are documented and
communicated for complaint resolution, including response times.

2. Capture the complaints and determine the level of the complaint and how soon it will
be dealt via several ways, such as in person, over the phone, by letter, website, social
media, Instagram, Whatsapp, Fbook, etc or email. These are the details that should be
captured/logged manually or by a computerized system:

a. Contact details of the person making the complaint

b. Issues raised in the complaint, including a clear description of the service deficiency
identified by the person raising the complaint by date/time

c. Complaint informally any additional support the person making the complaint may
need, such as access to a Supervisor, etc.

d. The complaints, whether formal or non-formal, should be assigned to a Customer
Care Manager/Officer

3. Staff are skilled and empowered to welcome complaints and to remedy problems
quickly. Staff must be empowered and encouraged to resolve complaints at the first
instance they are received, as this increases the likelihood to obtain resolution and
prevent escalation of the complaint to higher levels in the organisation, saving significant
staff time and resources. [Policy]

4. Staff are required to receive training related to active listening, problem solving and
conflict resolution

5. All customer complaints via emails/website should be acknowledged initially by a
return email or telephone call within 24 hours or one (1) business day

6. All customer complaints via written correspondence should be acknowledged by five
(5) working days and a minimum standard is that Customer complaints should be
resolved within 10-15 working days as the likelihood is that the matter must be escalated
and investigated prior satisfactory resolution and closure is achieved.

7. A reference number should be assigned to the complaint and used for tracking same
complaint until its fully resolved

8. There should be a dedicated telephone number,e.g., Whatsapp or email, to receive and
monitor complaints

9. The organisation’s complaints policy should be clearly outlined and the types of
complaints that are to be addressed within each tier

10. Make special considerations for persons with Special Needs/disabilities and train staff
specifically in the treatment of such persons. Here are some considerations

11. Service recovery is best executed by swift handling from a courteous and caring
employee as research? has proven that this is when customer satisfaction is maximized.

12. Ensure offices are accessible to wheelchairs and to people with mobility impairment.

13. Provide a text telephone service for people with a hearing impairment.

14. Make websites accessible to people using screen readers and, if necessary, make
publications and correspondence available in Braille, large print or audio formats for
people with sight impairment.

7Hocutt et al (2006). The art of service recovery: fact or fiction? Journal of Services Marketing
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15. Ask people if they have any special requirements for access or communications.

16. Help complainants with reading or writing difficulties to formulate and lodge complaints.

17. Accept complaints on behalf of people with intellectual impairment from
representatives.

18. Ministries, Departments and Agencies (MDAs), as they provide a public service, usually
receive complaints whether fairly or not. It is typical that some may regard
them as unwelcoming and unnecessary, or view complaints as only negative
criticism of the organisation’s acts or actions that they must defend.

= According to the Section 21 of the Data Protection Act 2020(Jamaica),

= “1)It shall be the duty of a data controller to comply with the data protection standards in
relation to all personal data with respect to which that data controller is the data
controller.

= 2) A data controller who processes personal data in contravention of any of the data
protection standards or any of the provisions of this Part, or fails to make a report or
notification required under subsection (3) or(5), commits anoffence and shall beliable upon

= Summary conviction in Parish Couttoa finenat exceeding two million dollars or to imprisonment
fora tem not exceeding twoyears; or

= Conviction on indictment in a Circuit Court, to a fine, or to imprisonment for a term not
exceeding seven years.”

When organisations receive numerous complaints, it is typically a sign of a systemic problem
that requires attention and action by the organisation. The purpose of keeping good records
is to assist organisations to monitor trends and analyze in reviewing the subject matter and
subsequent outcome of complaints they receive so that the entity can then make
improvements to their systems, services and procedures.

A. Addressing vulnerable and at-risk groups
Under the People Engagement pillar, the vulnerable and hard-to-reach groups require
segmentation and targeting to cater to the needs of this special group. This group will have
varying needs, attitudes and motivations. Customer segmentation includes defining the
requirements of the customer and then meeting and exceeding their needs with the
resources available. The vulnerable and hard-to-reach groups may include:

- Older people

- Business or people based overseas

- People with mental health or substance abuse issues

- People who areill, injured or highly dependent on medical care

- Victims of violence or abuse

- Humanitarian entrants / refugees

- Mature-aged workers

- llliterate or semi-literate persons

- Youth or children

- Technologically excluded or under-served

- Persons with disabilities

- Suicide ideation tendencies

- HIV Seropositives
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B. Example: information for the public about an organisation’s complaints process:
Have a query or complaint?
= While we always try to get it right sometimes this is not the case. So, if you have
questions or a complaint about the service you have received, you can contact us.
We will investigate your concerns and get back to you.

What should I do first?
= As a first step, contact the staff member you have been dealing with and explain your
concerns. That staff member will try to resolve the matter straight away. If they
can’t, they may refer your concerns to our complaints team to consider. You can also
contact our complaints team yourself.

What do I do if | have a question?
= If you have a query, you can contact us and we will discuss this with you.

How do I send a complaint?
= You can write to us with the details of your complaint, email, or contact our complaints team
to discuss your concerns. Contact us:
By post: [insert postal address]
By email: [insert email address]
By phone: [insert telephone number]
= Please also provide a short, clear description of the reasons for your complaint together with
any relevant supporting documents.
L]
Next steps
= If you have sent us a complaint and given us an email address, we will send acknowledge you
viaemail within 1-3 business days to confirmwe have received your
complaint. Otherwise, we will write to you acknowledging your complaint.

= We will investigate your complaint and contact you to work through the issue. You should
expect a response to the resolution from us within 10 - 15 business days. If we need
to take longer because, for example, we need to get additional information or it is a
detailed matter, we will let you know. Your feedback is valuable to us, so let us hear
from you.

What should I do if | am not satisfied with the outcome of the complaint?
[insert details of, or reference to, any rights of review or appeal that may be available]
You have the right to raise your concerns with the Consumer Affairs Commission:
Consumer Affairs Commission
Switchboard: 876-906-5425
info@cac.gov.jm
34 Trafalgar Road
Kingston.
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The Consumer Affairs Commission (CAC) can consider complaints about the
administrative acts and decisions of ministries, departments, and
agencies. The CAC will ask you if you have first tried to resolve the matter with us
directly and will also consider whether you have any other remedy available. The
CAC may investigate your complaint and make a recommendation to us regarding the
concern you have raised.

The Office of the Public Defender will in agreement with the principles of natural justice
and the Jamaican Constitution investigate brought by any member of the public against
the state seeking redress Constitutional and Administrative justice and provide where
necessary and possible the attorney’s fees needed to pursue Constitutional remedies in
court.
<Finally, you may refer the matter to the Office of the Public Defender. They can be contacted
at the addresses listed below:

Office of the Public Defender

78 Harbour Street

Kingston

Tel: (876) 922—7089

Fax: (876) 922—9830

Please note, however, that the Public Defender would have expected you to have gone through
all the channels in the grievance process before accepting complaints to their respective
offices.>

Conducting a fair review process
= Any review that is undertaken must be fair. To ensure a fair process, the Customer Care
Manager/Officer should:
= Address complaints on their merits;
= Act independently and have an open mind;
= Take measures to address any actual or perceived conflict of interest;
= Consider all information and evidence carefully;
= Ensure confidentiality with the complainant information as far as possible, with the
complaint considered in private and information only disclosed if necessary to
properly review the matter of concernand
= Act regularly and with immediacy
L]
= The Complainant, and if applicable, any staff member who is the subject of the complaint,
must also be given a fair chance to:
Present their position on the matter
Be advised and comment as early as possible of any adverse findings against them;
Check if the organisation has the correct facts; and
Identify any major issues that may be of concern to the person and which they may seek to
challenge later if they are not carefully addressed.

Facilitative method (adopted from 1SO 10003:2018)
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In the facilitative method, after the organisation communicates its initial position, the
organisation should be prepared to receive an offer or counter-offer to settle the matter. The
organisation can receive such offers either  directly from the complainant or through the
efforts of the dispute resolver. If the organisation receives a proposal for settlement, it should
inform appropriate personnel of the complainant’s position. The organisation can conduct
additional evaluation and obtain additional input regarding the proposed settlement. The
organisation should inform the complainant and/or the dispute resolver in a manner that is
consistent with the provider’s procedures. If accepted, the organisation should refer the
matter to appropriate personnel, such as a legal advisor and those involved with carrying out
the resolution.

If a resolution is not agreed upon at this stage, the organisation should determine what
further dispute-resolution methods, if any, are appropriate and applicable to the dispute, and
inform the provided of its understanding in this respect.

Advisory and determinative methods (adopted from ISO 10003:2018)
If an advisory or determinative method is to be used, the organisation should schedule and
prepare for its participation in the process in an effective and efficient manner. Examples of
steps it should take include:

- Assigning a case administrator

- Determining the preferred manner of participation consistent with the dispute-

resolution procedures (e.g. In-person, via telephone, written material, etc)

- Conducting further investigation, if needed

- Compiling and organizing the evidence

- ldentifying potential witnesses and documentary evidence

- ldentifying arange of resolutions to the dispute that are acceptable to the organisation

- Determining who has settlement authority in the matter

- Developing an oral and /or written presentation, as appropriate

- Assessing the potential for reaching a settlement before the process concludes

- Participating in the process

= Characteristics/Attributes of Customer Care Managers/Officers:

= Always act sensitively and be impartial

= Facilitate training for staff to receive and address complaints about the organisation.

= Facilitate access to staff at all levels of the organisation so that complaints can be resolved
promptly

= Designate levels of authority to act to resolve a complaint or to refer the matter to the
appropriate authority levels

= Always strive to be competent, objective and efficient

Table 3.1 — Comparison of survey methods (adopted from 1SO 10004:2018)

| Method | Advantages Limitations |
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Face-to-face

- Contact and personal attention

- Takes more time, therefore slower

intervi
interview - Possibility of complex and directed questions - More costly, especially if interviewees are geo
- Flexibility in conducting interview graphically dispersed
- Immediate availability of information - Risk of possible distortion introduced by
-Ability to verify information interviewer
Telephone - Lower cost than face-to-face interview - Non-verbal responses be observed (no visual
intervie
v - Flexibility contact)
- Ability to verify information - Risk of distortion by the interviewer
- Greater speed of execution - Information limited by relatively short duration of
- Immediate availability of information interview
- Customer reluctance to participate
Discussion - Lower cost than individual interviews - Requires experienced facilitator and related
group - Partially structured questions equipment
-Spontaneous responses resulting from group | - Outcome depends on participant’s familiarity
interaction with technique
- Difficult if customers are dispersed over wide
region
Mail survey - Low cost -Low response rate
- Can reach a widely dispersed geographic group - Self-selection of respondents might result in
- No distortion by the interviewer skewed sample that does not reflect the
opulation
- High level of standardization/comparativeness pop!
. -Possible difficulty with unclear questions
- Fast execution
. - Lack of behaviour
- Easy evaluation
Online survey | | 4w cost -Low response rate
(Internet)

- Previously prepared questions

- No distortion by interviewer

- High level of standardization/comparativeness
- Fast execution

- Fast evaluation

- Lack of behaviour control in answers

- Delay in availability of data

- High probability of interruption in case of unclear
questions

-Assumes customer has the equipment and is
familiar with the technology

Note: If the data-gathering activity is being conducted by the organisation the assumptions may

hold true.

Resolving complaints satisfactorily

= Action to resolve a complaint may be required where it has been identified that:
= There was an unreasonable delay
= Inadequate advice, explanation or reasons were provided

= Organisation policies or procedures were not followed correctly

= There was an inadequate or unfair process followed

= There was a factual or legal error
= There was unprofessional behaviour or misconduct by an official

* In resolving a complaint, any remedy should be fair and reasonable, and should aim, as far
as possible, to restore the complainant to their original position.

Concerns about legal liability

= In some cases, a complainant may have a legal entitlement to redress. There may be concerns
about legal liability in this situation. If so, the organisation should still offer a
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resolution where possible, as that may remove the need for the complainant to
pursue their legal remedies.
= Agencies have a duty to rectify problems for which they are responsible. However, where
necessary a resolution can be offered with an explicit statement that there is no
admission of liability.
* In such a case, legal advice as to how any offer of resolution should be worded should be
obtained. According to Section 35 of the Consumer Protection Act (amended in 2013),
“upon conviction of a provider of an offence the Court may order that provider
a) to make to the consumer, restitution of any deposit made by the consumer
b) to pay to the consumer a sum representing the costs incurred by that consumer as a result of the
offence and
¢) topay tothe Commission such sum as represents the costs incurred in relation to the prosecution
of the offence”

Reporting on the review

Areview of how a complaint was handled may be necessary for the following factors:

= - The review should follow the action plan that has been prepared.

= - Customer satisfaction data should be monitored by the organisation at scheduled intervals
and by the appropriate management level.

- Gather all relevant information and evidence and assess all the matters of concern including
the strengths and weaknesses of the organisation’s services, processes, practices or
personnel

= - The most appropriate action should be taken after a thorough assessment is conducted
including monitoring the execution of actions undertaken, as well as the outcome of
actions on customer response related to specific features or on the overall measure of
customer satisfaction

= - The status of the complaint should be tracked throughout the complaints-handling process
as this aids timely resolution.

= The review of complaints detect trends and the identification of patterns/issues that help in
revealing root causes and ultimately the change required to result in improvements in
services and/or processes.

= - Customer feedback should be encouraged and monitored. Actions that are taken to improve
the service delivery should be monitored for the improvement of customer satisfaction
in subsequent feedback.

*- The action being taken should be assessed for effectiveness. For example, if customer
satisfaction is showing a positive trend, it should be reflected in related business
indicators, such as increased customer traffic, increased revenues, increased customer
traffic accessing flexible options for service, additional opening hours for business, etc.

® - The organisation should conduct scheduled audit checks on its processes for monitoring and
measuring customer satisfaction that yields information that is current, appropriate
and valuable

*- Ensuring that the process for capturing customer expectations is current and thorough in
scope and includes authentication where possible with the customer

* - Ensuring that methods and processes for direct measurement of satisfaction reflect changing
customer circumstances and business objectives

*- Reviewing complaints ensure that the organisation remains compliant with relevant
regulations.

= - The organisation should prepare a report for submission to the management team and any
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other relevant bodies that require the information. The report should include the
following:

=~ Actions in the report that can be taken to resolve the complaint if it has been identified
that something has “gone wrong”

= - Provide a remedy for the complainant

= Review changes to policies, procedures or practices as necessary

= Review the risks and opportunities related to customer satisfaction measuring and monitoring

= Highlight success stories and lessons learned from complaints that were resolved satisfactorily

= Determine the most optimal process for communication of customer satisfaction information
to relevant functions is functioning and successful

= Reviewing complaints in a CMS is necessary for maintaining customer satisfaction, enhancing
internal processes, and guaranteeing regulatory compliance.

L]

]Roles of Government Advocates such as the Consumer Affairs Commission (CAC) and the Office
of the Public Defender |

The Consumer Affairs Commission was established to inform, educate and empower consumers
to protect themselves in the marketplace. The CAC supports Consumers in making
informed decisions within a market driven economy and to be their main advocate if there is a
report of service failure.

The CAC seeks to resolve disputes between customers and private institutions regarding their
provision of consumer goods and services. The Public Defender has the specific function of
protecting and enforcing the rights of citizens against state institutions and is a supervisory body
of the executive branch. The Office of the Public Defender is not a government organisation or
department but is a Commission of Parliament and as such, the Office is independent of the
government or any of its Ministries.

It reports directly to Parliament to maintain a straight line of impartiality and accountability in any

action it takes against government administration which it oversees. In conclusion, the Public
Defender was established, under the Public Defender (Interim) Act, to address the complaints
against inefficient services provided by state institutions and the CAC does not have the
jurisdiction within the Commission of Parliament to do so.

SE COMPLAINTS MANAGEMENT SYSTEM GUIDELINE DRAFT V 0.13 PAGE | 52
22NP MAY, 2024



APPENDIX 7: CONSULTATIONS CONDUCTED WITH THE FOLLOWING ENTITIES

15t SEPTEMBER, 2021

ORGANISATION

National Housing Trust

Consumer Affairs Commission

Ministry of Labour Social Security

Ministry of Justice

Jamaica School of Etiquette/Symposium Events
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APPENDIX 8: GoJ Complaints Management Service Recovery Policy Statement

Government of Jamaica (GoJ) Policy Statement on
Complaints Management & Service Recovery
(INFORMATIVE)

The Government of Jamaica (GoJ) recognizes the importance of effective complaints management and
service recovery to ensuring customer satisfaction. This Policy Statement on complaints management
and service recovery, aligned to the Service Excellence (SE) Policy, reinforces the commitment of the GoJ
to achieving service excellence.

The Jamaican Public Sector remains committed to consistently delivering reliable services that meet the
needs of our customers. However, despite our best efforts, service failures may occur. Such service
failures have the potential to negatively impact our customers’ experiences and, in some instances, their
well-being and that of their families. It is, therefore, the responsibility of all public sector entities to
address and rectify with efficiency and care all customer complaints and service failures that come to their
attention.

Acknowledging this, the senior leadership of all public sector entities will implement mechanisms to
facilitate customers in communicating service failures and ensure that such failures are effectively
resolved to the satisfaction of their customers. However, even as they ensure effective service recovery,
public sector entities will continue to proactively identify and mitigate potential service issues before they
adversely affect their customers.

In keeping with the GoJ Service Excellence Policy, the GoJ Service Delivery Minimum Standards, and our
collective commitment to effective service recovery, all public sector entities will establish and effectively
manage the implementation of an entity-specific Complaints Management and Service Recovery Policy.
This policy will establish clear roles, responsibilities, and authority for operating an organisation-wide
complaints management and service recovery system.

This GoJ Complaints Management and Service Recovery Policy Statement, along with the guidelines
which follow, must be used by senior leaders in public sector entities to support them in developing their
own entity-specific complaints management and service recovery systems. Such systems will reflect the
public sector’s commitment to service excellence and provide a transparent and structured approach to
capturing customer complaints and addressing those complaints with efficiency and care.

In developing and managing their entity-specific Complaints Management and Service Recovery Policy,
each public sector entity commits to:
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e Using clear and simple language in all communications related to complaints management,
making processes understandable and accessible to everyone.

e Maximising the use of digital platforms and mobile applications to streamline the complaints
management process, enhancing accessibility, efficiency, and transparency.

e Regularly reviewing service delivery processes to identify and rectify potential service failures
before they impact customers, demonstrating a proactive commitment to service quality.

¢ Encouraging all forms of customer feedback, positive and negative, and this feedback to identify
strengths and best practices within their services.

e Fostering a constructive and positive approach to service delivery challenges and cultivating an
organisational culture that understands and responds to complaints as opportunities for
learning and improvement.

The way the public sector responds to service failures can have a significant impact on customer
satisfaction and well-being. Therefore, even as we work towards the seamless delivery of our services, all
public sector entities will design and operate a complaints management and service recovery system in
which:

e Customers are facilitated to provide feedback on service failure and this feedback is used to
identify the root causes of service failures, whether they stem from process inadequacies or
service design flaws.

e Customer complaints are acknowledged as soon as they are received.
e Customers are advised on how the complaint will be addressed.

e The name and contact information of the officer responsible for addressing their complaint is
shared with customers.

e Customers are engaged in the resolution process and are provided with clear, timely
information on the steps being taken to resolve their complaint.

e Complaints are addressed as quickly, respectfully, and efficiently as possible, making every
attempt to minimize customer inconvenience.

e Customer satisfaction with the provided resolution is actively verified, with customers asked to
confirm whether the recovery efforts have effectively addressed their concerns.

¢ Complaints are used to provide insights into needed systemic changes, going beyond the
resolution of specific issues and addressing organisational processes and service design issues,
to enhance service quality and address the potential for future occurrences.

To ensure a standardised approach to complaints management across the public sector, Complaints
Management and Service Recovery Guidelines follow this policy statement. Underscoring the
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government’s commitment to international best practices, the guidelines have been aligned with the
International Standards Organisation (ISO) 10002:2014 complaints handling process.

All Ministries must ensure that the public sector entities within their portfolio develop and implement
entity-specific complaints management and service recovery policies and processes that embody the
principles and guidelines outlined in this document.

In keeping with the institutional framework established under the Service Excellence Policy:

e The Management Institute for National Development (MIND) will ensure that training for
complaints management and effective service recovery is available public sector wide.

e Each Ministry will establish processes for monitoring and reporting on the entities within their
portfolio against the requirements of this Complaints Management and Service Recovery Policy
Statement and guidelines.

Each public sector entity must report to their respective Permanent Secretary on the administration of
their complaints management and service recovery systems. The Ministry with responsibility for public
sector modernisation will hold each Permanent Secretary accountable for ensuring the establishment and
effectiveness of the systems of complaints management and service recovery established across the
entities under their portfolio.

Where customers remain dissatisfied with the quality-of-service recovery efforts, or where public sector
entities do not fulfil their responsibilities to establish and sustain an effective complaints management
and service recovery system, customers will be facilitated to submit a report to the Permanent Secretary
of the responsible Ministry. Where, after escalation to the responsible Permanent Secretary, the matter
remains unresolved, customers will be further facilitated to bring the matter to the attention of the
Permanent Secretary in the Ministry with responsibility for public sector modernisation, who will be
responsible for escalating the matter to resolution.

The GoJ Service Excellence Policy commits all public sector leaders to enhancing public confidence and
satisfaction with Jamaica’s public sector services. The adoption of this Complaints Management and
Service Recovery Policy Statement reinforces the dedication of the Jamaican public sector to achieving
service excellence. By treating complaints not merely as challenges to be managed, but as valuable inputs
for continuous improvement, public sector entities are encouraged to adopt a constructive, transparent
and proactive approach in addressing and learning from service failures.
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Enquiries

Any submissions, comments or enquiries regarding this Document should be directed to the

following:

Postal Address:

Public Sector Modernisation Division
The Ministry of Finance & Public Service
c/o Office of the Cabinet

1 Devon Road

Kingston 1o

Telephone: (876) 929-8880-5

Email: psmdcommunications@mof.gov.jm
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