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Abstract

Since few years, the Public administrations change in order to be more efficient, more powerful and more citizen-oriented. Thus, the tendency consists in OECD countries (Chemla-Lafay and al. 2006) of a generalized reform in the public sector (New Public Management, Management by objectives…). In 2006, the Ministry of Civil Service and Administrative Reform started a continuous improvement program in the public administration to reach high efficiency in the public sector. Thus, in collaboration with the Public Research Centre Henri Tudor, different methodologies were designed such as Citizen Charter, Customer Satisfaction Management and Common Assessment Framework.
In 2009, one public administration deployed a Citizen Charter. This Charter, gets its origin through a European reflection, it is based on six criterions similar to the Citizen Charter implemented in UK in 90’s. The objective of this charter is to focus on the citizen in order to improve the quality of relationship between the administration and citizen. Also, their expectations and satisfaction management are aimed.

One year after the implementation of Citizen Charter, what is its impact on the quality of public services? How the implementation of the Charter was assumed by the citizens? Are the commitments respected? The paper will have the objective to propose an implementation method for Citizen Charter.

First of all, we will explain the situation management and the sensemaking theory and we will show you the deployment of the analysis matrix based on these elements. In the second part we will illustrate the analysis matrix though the Luxembourg Citizen Charter. 
The Charter improves the service quality proposing six types of criterion. Enclosed in these six criterions, the administration introduces several number of commitments based on the different tools outcomes such as survey, self assessment and action plan. Then, we will show the whole implementation part of the process and the involved actors. And at the end, we will present our study case at the light of the analysis matrix.

I. Introduction
Public administrations change in order to be more efficient, powerful and citizen-oriented. In 2006, the Ministry of Civil Service and Administrative Reform in Luxembourg started a continuous improvement program dedicated to Luxembourgish public administration. The design of a Citizen Charter in Luxembourg is integrated in the continuous improvement program. The first charter was deployed in 2010. Its objective was to focus on the citizen in order to improve the quality of relationship between them and the administration. One year later, we have designed a matrix to study the impact of the charter. This matrix is based on two main elements; the concept of management situation designed by Girin (1990) and the sensemaking theory of Weick’s work. 

This paper is divided in two parts. The first one is dedicated to the theory and presents the matrix that we designed to study the charter’s impact. The first section explains the concept of situation and more especially the concept of management situation defined by Girin (1990). The second deals about the “engagement process for an action” (Vandangeon & Autissier, 2006) based on the Sensemaking theory. The second part of the paper, deals about the deployment of the Citizen Charter in one Luxembourgish administration and the implementation of the matrix. Finally, we present the limit and the opportunity of the matrix in conclusion of the paper.
II. change management in the organizations: the management situation and sensemaking concepts
The concept of management situation constitutes a main element in the framework of our research. Indeed, the management situation engages actors in an action that is produced by different reasons and is undertaken in different context (Girin, 1990). Due to the involvement of different actors, this has the consequence that actors have their own representation of the situation. Next to the management situation presentation, we explore the sensemaking theory defined by Weick that is the creation of common sense to reach a common action. In the change perspective, we highlight the engagement process towards action, according to Vandangeon & Autissier (2006).
2.1. The concept of management situation in the research 
Although the concept of management situation was few studied in the management science, it seems interesting to be studied it in the managerial context. This concept refers to the private situation as well as enterprise situation. Its emergence can be unexpected or expected due to environment changes or to the will of the direction.  The management situation is defined like the idea that “participants must, within a given period, carry out a collective action that will lead to a result subjected to external judgment” (Girin, 1990).  In this definition, three main elements are highlighted in reference to the management situation “participants, spatial extension and temporal extension” (Girin, 1990).  Participants can be some internal agents who participate to the action for different reasons and will be affected by the judgment. Also external actor can participate in the situation, but they will not be affected by the judgment. They participate to the situation in order to facilitate or to complicate the process. Another element to explore in the Girin’s definition is the action. Although numerous reasons are the source of the action, the main one is the obligation to reach an action, within a given period. In parallel to this reason, each participant integrates the action to satisfy other personal needs.

 “Situation is not something we enter into, nor does it exist independent of inquiry. It is a dialectical event of which we are participants, not spectators. We change a problematic situation and are changed in turn through our actions” (Dewey, 1938/1993). In this perspective, the situation suggests the interaction between events, participants and objects. The notion of the situation in the framework of organizational analysis refers to the pragmatic theory and to the interactionist sociology due to the interest for sensemaking with the practical. The notion of situation has an important place since Goffman underlined its interest in his works in 1964.   Goffman (1987/1991) suggests that “situation concerns all material area in any point of which two people or more are conjointly within eye and ear range”. Thus, Goffman explains the collective nature and the communicational character of the situation. The interactionist approach highlights the interaction between the owned knowledge and the new knowledge irruption produced by the exchange between actors. Indeed, each actor has his own representation of the situation and mobilizes the preexisting framework that evolves during the interaction to produce new interpretation framework. The set of these elements underline the complexity of the management situation and thus, the uncertainty notion. Indeed, the interaction between numerous actors generates this complexity and conduct to the necessary representation of the situation. In the sense of Goffman, the situation is linked to the subjective actor’s point of view. In the framework of the management situation, a sensemaking is an engagement process that brings into play the confrontation of subjective interpretation of actors that are engaged in the situation. In this perspective, the interpretation conflicts and the framing of actors are inherent in the management situation. As explained before, the interaction between participants refers to the problem of the interpretation and thus, to the sensemaking concept. In this way, the next part explores the sensemaking theory and the engagement process for an action.
2.2. An engagement process for an action
Each actor that intervenes in the management situation interacts in the specific environment. This statement conducts to the fact that each participant has his own representation that will have an effect in the management situation. In the framework of an organization, the process change conducts some participants to interact in order to lead an action and to build together a common sense to insure the success of the action. Weick (1969) refers to sensemaking as “making sense of uncertainties in environments through interaction”. He applies this theory to demonstrate how the members of the organizations make choices (or are forced to make choices) when uncertainties arise. Weick (1995) argues that sensemaking examines the critical issues of organizational behavior and also the meanings that are constructed with/within organizations. The organization is an “organizing process”. Weick considers that one organization is a permanent constructing and deconstructing organization where the people are in interaction. For him, “to organize, this is to make sense together within and by common activities”. The sensemaking is a process where seven distinguishing characteristics can be underlined (Weick, 1995): grounded in identity construction, retrospective, enactive of sensible environments, social, ongoing, focused on and by extracted cues, driven by plausibility rather than accuracy. Weick explains that the intensity of the sensemaking process is function of novelty and change degree of known solutions. More the solution is new and more the sensemaking process will be important in the person investments as well as the sturdiness of the established sense. The organization functioning requires a process that it is constantly necessary to replace by creation of sense. This creation of sense is “realized by involved actors in the social interaction in order to raise the resilience of the collective system” (Weick, 1993). The resilience can be defined as the capacity to maintain an organized actions system facing to the unusual situations. The organization must be able to act facing to an unpredictable situation in finding an adapted solution. Weick (1993) identified four sources of resilience: improvisation and “bricolage”; [image: image4.png]Ambiguity Interaction Enactment Communication Plau:
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virtual system; attitude of wisdom and respectful. At the light of the Weick theory, Vandangeon and Autissier draw up a model of engagement process towards action (figure 1).
Figure 1 – The engagement process towards action (Vandangeon and Autissier, 2006)

Before explaining our matrix, we present the different steps of the engagement process.

· Ambiguity / Equivocality: Weick (1979, 1995) explains that the notions of uncertainty and ambiguity constitute the main stimulation for the sensemaking. Some have argued that ambiguity is more about unclear meaning and “equivocality” is more about the confusion created from two or more meaning  (Weick 1979, 1995). Thus, this phase constitutes the starting point to engage the organization in this process and in the research of solutions.
· Interaction / Organizing: In the engagement process, the interaction phase constitutes the time where the actors exchange and build a representation of their environment. But also, the actors decide at this phase to engage it in different actions in mobilizing resources of the structure. In the sense of Wiley (1988), the interaction is optimal when it allows actors to communicate and to transform their point of view and to build a subjective shared knowledge. Organizing is defined like the resolving of “equivocality” in an enacted environment by means of interlocked behaviors embedded in conditionally related process (Weick, 1969). 
· Enactment / Reification: Weick (1988) describes the term enactment like the notion where people act, they bring structures and event into existence and set them in action. Thus, each actor refers to its own experience in order to exploit it in collective action. The enactment process conducts to the reality construction, objective and independence in the future step.
· Communication/ Arrangement: The interaction is the main characteristic of the sensemaking theory. The interaction allows person to be aware that he acts in an environment, and to have ideas and knowledge. Thus, in the communication phase, the actors interact to exchange about their representation in order to conduct to the necessary actions that have to be undertaken. 
· Plausibility / Engagement: In an extensive amount of information and complex relationships, it is necessary to simplify reality in order to act in the good way. The plausibility underlines the necessary coherence and reasonableness for the person involved himself in this process. 
· Bricolage / Action: Weick’s (1993) defines the “bricolage” notion as a capacity to change the usual use of idea, object, or institution. And their use in different way to reach an action or a new aim. In this phase, the idea is to have some actions in order to encourage the person in the change. Some authors speak about improvisation rather than “bricolage”. The improvisation refers to the creation and invention of the idea and not only to the composition of the idea.
Next to the presentation of these two theoretical concepts, we propose a matrix (table one) in reference to the definition of management situation of Girin (1990) and to the different step of “engagement process towards action” (Vandangeon and Autissier, 2006).
2.3. MAtrix
	
	Step 1

Ambiguity/ Equivocality
	Step 2
Interaction / Organizing
	Step 3  
Enactment / Reification
	Step 4
Communication / Arrangement
	Step 5
Plausibility / Engagement
	Step 6
Bricolage/ Action

	The participants must…
	
	
	
	
	
	

	Within a given time period…
	
	
	
	
	
	

	Carry out a collective action…
	
	
	
	
	
	

	That will lead to a result…
	
	
	
	
	
	

	Subjected to external judgment
	
	
	
	
	
	


Table 1 – Matrix
The next paragraph presents a specific case study which the objective was to define a Citizen Charter in a public administration in order to improve the quality services to citizens. To define this Citizen Charter, several workshops were organized; the working group was composed of researcher team and the different members representing the organization. Also, a process was defined to reach this action. Thus, we propose to analyze this project at the light of this matrix after the presentation of the case study.
III. Citizen Charter implementation method

3.1. Citizen Charters in Europe
The Citizen Charters are seen as a powerful tools for improving standards of public service, as instruments for achieving greater accountability and transparency of service delivery and as a means of reinforcing democratic principles an “empowering the citizen” (Gavin Drewry, 2005). Citizen Charter is a tool of management as well as communication tool for an administration. This tool aims a transparence, standards and quality. It is a document written and addressed to consumers. It takes into account of citizen’s needs and describes the initiatives taken to offer a quality service. We could say that it is a tool for good governance. It is adopted by the government for public services in order to reach better services, to raise consumer’s satisfaction, to have strong relationship with citizens and to be more “people-oriented”. As citizens establish public services, either directly or indirectly, they have the right to expect a particular quality of service that is responsive to their needs and which is provided efficiently at a reasonable cost. “In other words, a Citizen’s Charter is an expression of understanding between the citizen and the service provider about the nature of services that the latter is obliged to provide ” (Handbook, “Citizens’ charter”, 2008). The main part of a Citizen Charter are the commitments that an administration has to implement and respect in order to provide a quality services regarding consumers’ needs. They are developed following specific guidelines. These commitments are communicated to citizen through the Charter. 

	“Service standards are effectively the backbone of the Charter. It is, therefore, extremely important that they are developed according to the following guidelines:

1. They must be developed in consultation with citizens. Otherwise the standards set may not relate to aspects of service that citizens prioritize, or as per expected levels;

2. They must be developed in collaboration with planning and performance departments so that other performance indicators are aligned with service standards published in the Charter; 

3. Standards must conform to TRAMS i.e. they must be Time bound, Realistic, Achievable, Measurable and Specific. For example, the standards should not say that officers will ‘do their utmost,’ a statement that is neither specific nor measurable.” (Handbook, “Citizens’ charter”, 2008)


Encart 1: Guideline for Citizen Charter (Handbook, “Citizens’ charter”, 2008)

Each public service has different type of commitments. In the process of setting standards, important choice has to be made respecting consumers’ needs and the maturity of the organization. Citizen Charters can be seen as a contract between citizens and administrations. They affirm that the public service is engaged to provide service responding to consumers needs. Nowadays, government tries to provide better services to citizens. They want to improve the quality and legitimate their relations. “Citizen Charters (CCs) are public agreements between citizens and service delivery providers that clearly codify expectations and standards in the realm of service delivery.” (Citizen Charters: Enhancing Service Delivery through Accountability, GAC in projects, 2011). Some researchers say that this movement comes slowly from private to public sector. “The service-providers in the private sector enter into a ‘contract’ with the citizens, ensuring them quicker and higher quality service. Following the footsteps of the private sector, government also has started feeling earnestly that it, too, should have ‘customer-like’ relations with the citizens” (Handbook, “Citizens’ charter”, 2008). The Charter proclaims six principles of public service. These principles are as following: standards, information and openness, choice and consultation, courtesy and helpfulness, putting things right, and value for money. The principles are constant for the European charter model.  Three aspects of these principles are particularly within the context of the feedback mechanisms described in the charter program: 

· evaluation – though an inspection system, satisfaction measurement and surveys of users;

· complaints – the complaints procedures and types of compensation; 

· information – communication of results, which permits comparison between different public sectors. 

“The three areas of interest are basic to all the charter principles and are the main avenues to which users are permitted access in order to voice opinions on existing public services” (Jonathan Tritter, 1994). After explaining the principals and the objectives of a Citizen Charter, we present some experience of the countries in the charter implementation. Thus, we dive into the literature and introduce existing charters in different countries. How, when and where has this improvement program started?   

“Many countries have launched charter initiatives to encourage those responsible for the delivery of such services to raise their standards of performance, to operate in a more transparent way, to be more responsive to the needs and expectations of their “customers” and to improve their complaints procedures” (Gavin Drewry, 2005). “The concept of Citizens’ Charter enshrines the trust between the service provider and its users.  The concept was first articulated and implemented in the United Kingdom by the Conservative Government of John Major in 1991 as a national programme with a simple aim: to continuously improve the quality of public services for the people of the country so that these services respond to the needs and wishes of the users” (Handbook, “Citizens’ charter”, 2008). John Major has said "To make public services answer much better to the wishes of their use and to raise quality overall, have been ambition of mind, I was a councollor in Lambeth over 20 years ago …I want the citizen's charter to be one of the Central theme of public life of the 1990's" (Dr. Pratibha Rajgopal, 2010). “The Citizen Charter initiative was launched as a ten-year programme aiming at improving the quality of the services delivered by the public sector. The basic idea was to set quality standards, measure performance against them, and raise the standards through the pressure that users can expert on the service providers, as a result of openness, information on the standards and on actual quality levels” (Luca Lo Schiavo, 1999). The programme was re-launched in 1998 by the Labour Government of Tony Blair which rechristened it “Services First” (The citizens’ charter: Indian experience, date). Nine new principles of service delivery were further built in and expended to the already existing (Dr. Pratibha Rajgopal, 2010). After the Charter’s initiative has been launched in UK many other countries have followed it. The Charter aroused interest around the world. In each country the Charter has adopted a significant name. We are showing a few examples in the table below (OECD, 1996)
	Country
	Citizen Charter’s name

	Australia
	Service Charter (1997)

	Belgium
	Public Service Users’ Charter (1992)

	Canada
	Service Standards Initiative (1995)

	France
	Service Charter (1992)

	India
	Citizens’ Charter (1997)

	Jamaica
	Citizens’ Charter (1994)

	Malaysia
	Client Charter (1993)

	Portugal
	The Quality Charter in Public Services (1993)

	Spain
	The Quality Observatory (1992) 


Table 2 – Charter’ name in different country (OECD, 1996)

Some of these initiatives are very similar to the UK model. “The Citizen’s Charter can also be viewed as reflecting a series of innovations within government designed to bring the rhetoric of contracts to beat on the provision of public services. Many of these changes resemble the Total Quality Management (TQM) approach favoured, at least in the past, by management consultants and the private sector. The Citizen’s Charter initiative provides the opportunity to put in place a market system within the public service sector in the guise of empowering citizens. The change in attitude towards governments, local government, executive agencies and public utilities has been apparent for the past fifteen years as, increasingly, autonomy and responsibility for financial management has been devolved” (Jonathan Tritter, 1994). Under the Slovenian Presidency in 2008, General Directors of European public administrations (EUPAN) adopted the document "Seven Steps to a Citizen Charter" guidelines produced under the auspices of Netherlands, which provides a detailed description of a Charter development within one public administration and which lists a multitude of good practices.
	“As Mahatma Gandhi said, ‘A consumer is the most important visitor to our premises. He is not dependent ones. We are dependent on him. He is not an interruption in work, but he is the purpose of it. He is not an outsider to our business, but he is a part of it. We are not doing him favor by serving him. He is doing us a favor by giving us an opportunity to do so’. From these words of Mahatma Gandhi, we can very well understand the importance of the consumer, and for the government citizens are its consumers. A charter is a statement of the right of those who are attached by organizational activity, especially of the client for whom organisations seek to provide goods and services. A charter can be defined an organisation’s services and standards that it will provide and how the users can contribute to setting them. In other words, this is a document that ensures the trust between the service provider and its user. Trust on the part of the user – that the service provider will supply the service according to the commitment” (Pratibha Rajgopal, 2010). 


Encart 2 – Charter’ definition by Mahatma Gandhi (Pratibha Rajgopal, 2010)

The next part of our paper explores how the Citizen Charter initiative was implemented in Luxembourg and the definition process through the case study. 

3.2. Citizen Charter in Luxembourg
In 2006 the Ministry of Civil Servant and Administrative Reform has launched new national plan of the administrative reform. The government continued the movement of administrative reform and started the modernization of public administrations. They knew this process in an action that requires the collaboration of all stakeholders including service consumers. The target was to promote different methods of quality management and performance, best suited to different administrative contexts (EFQM, CIF, CAF, customer satisfaction management). Common assessment framework (CAF) was introduced into the administrations as a self-assessment tool that helps public organizations to use the techniques of quality management to improve the performance. It stimulates and supports the authorities in their improvement initiatives that aimed at increasing user satisfaction. CAF is promoting two cultures, one is the evaluation on the basis of facts and evidence, the other is measurement starting with the results. The CAF experience has covered over twenty public administrations in Luxembourg. We found common problems through the different CAF reports for each administration. One statement is that there is a strong lack of communication between the administration and citizens. The Ministry of Civil Servant and Administrative Reform in collaboration with Public Research Centre Henri Tudor have developed a quality approach which objective is to increase citizen’s satisfaction, propose better services and be more transparent (figure 2). Finally, the Charter is perfectly integrated in a quality approach. It can be a major element arising from a self-assessment by CAF. But it is also possible for an administration, not involved in the CAF program, to enroll in the Charter project. 
[image: image1.png]



Figure 2 – Quality approach in Luxembourg’ administrations
The quality approach (figure 2) is a loop with multiple entries. No input has priority over others, and therefore it is open to each administration to engage in a quality approach according to its needs, its resources and its objectives, whether short, medium or long term. It shows what is the functioning of the different steps of the quality management’s model and the relationship between citizens and administration. The needs of citizens are raised to the administration on one side by using the "Customer Satisfaction Management" and on other side the Citizen Charter propose the commitments. The Charter project was promoted to public organizations on the Luxembourg Quality Day in 2008. A detailed presentation introduced the Charter’s objectives. Luxembourg has based its method on the UK experience and more exactly on the “seven steps to a Citizen Charter” Guidelines. One Luxembourgish public administration raised its interest after the charter’s presentation in 2008. They were ready to start the charter program and had big expectation about the results. This administration will be our study case. It is a part of the social sector in Luxembourg, with around forty-five employees. Our approach includes four phases (figure 3).
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Figure 3 – Citizen Charter’ process in Luxembourg
 The figure 3 highlights the Citizen Charter and the relationship between citizens and one administration. In this project, the communication is introduced in a first step by pulling up the needs of the citizens to administration. The Luxembourgish Charter consists of six criteria with different commitments each of it. The criteria are: easy access to our services; an attentive reception and courteous; an understandable response to the request within announced time; a systematic request to complaints and suggestions; measurement of citizen’s satisfaction and a continuous improvement approach. In the framework of our demarche with the Luxemburgish administration, a process has been defined gathering seven steps. The start is a taken decision to introduce Citizen Charter. Then we pass to second step and we make a draft list of commitments. Next stage is to validate the commitments. The fourth phase is the implementation of the charter. Then we edit the model of the Charter. Sixth step consists of monitoring the commitments. And the last one is the integration of the charter in a continuous improvement cycle. To implement the Citizen Charter, the administration had to pass through all of these steps. As we already mentioned in our demarche the decision to start the Charter program was taken during Luxembourg Quality Day in 2008. The project was fully sponsored by the Ministry of Civil Service and Administrative Reform. The Director of the administration has chosen a project leader. The whole implementation process was followed and monitored very closely by the Director and the project leader. Two persons from Public Research Centre Henri Tudor, together with one person from the Ministry of Civil Service and Administrative Reform were supporting the whole process of implementation. A planning for the implementation of the Charter has been developed and followed. The original planning of the project (figure 4) underlines the different step of our Citizen Charter implementation and the role of each actor in its development. Each line presents different resources and each cube, the different task. All the tasks are linked between them and the numbers next to the arrows present the consistency. The last line is the national service of information and press. This organization was in support during the project with all the external and internal communication.
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Figure 4 – Project planning in the « citizens’ charter »

In the next part of our research paper we will illustrate the implementation process of the Citizen Charter in Luxembourg through the matrix explored and detailed earlier. 

3.3. Applying the Matrix at the Citizen Charter
	Citizen Charter
	Within a given time period…
	… the participants must…
	… carry out a collective action…
	… that will lead to a result…
	… subjected to external judgment.

	Equivocality
	After the existence few ambiguities … 
	 … the administration and the citizens …
	… did feel some difficulties to communicate together… 
	… The administration tried to implement the Citizen Charter …
	… and the results are measured by the citizen’s satisfaction.



	Organizing / Reification
	Com. Arrangement
	During a few days spread over one month …


	…  working group of the administration …


	… used the FMECA method …


	… to define a set of commitments to citizens …
	… validated by the  director of the administration

	
	Engagement
	During the following two months, …
	… all the administration …
	… tried to implement the commitments …
	… to assure
 that the charter is realistic and to adapt (if necessary) the commitments.
	… The results are measured by the research centre.

	Bricolage, 
Action 
	Since one year, …
	… all the administration …
	… has integrated all the commitments into the organization …
	… and the services are improved …
	…. The result is regularly measured through client’ surveys.


The matrix shows the whole implementation process of the Citizen Charter. If we take each ling from the table above we will be able to read it as following:

· “After the existence of few ambiguities,… the administration and the citizens… did feel some difficulties to communicate together... The administration tried to implement the Citizen Charter… and the results are measured by the citizen’s satisfaction”. 
· “During a few days spread over one month… working group of the administration… used the FMECA method… to define a set of commitments to citizens... This was validated by the director of the administration”. Seven members of the administration plus the project leader composed a working group. The aim of this group was to list all the possible commitments, respecting citizens as well as employees needs. A measurement system of citizen’s satisfaction was placed in the organization. People were free to fill in questionnaires and some of them were interviewed directly in the administration. The civil servants had also an internal questionnaire. All the answers were collected and delivered to the working group. This was their base to work on. They had to sort them and chose the more pertinent ones. The total of the selected commitments does not have to be more than twenty. The project leader had the mission to schedule three workshops of for hours with the members of the group. Their objective was to obtain a list of commitments which have to be applied in the administration. They have studied the results of satisfaction’s surveys consisting citizen’s needs. They succeed to list about twenty commitments at the end of the three workshops. The researcher’s team helped them to classify all the actions and to choose the more important and pertinent ones, using FMECA (Failure Modes, Effects and Criticality Analysis) method. They prepared a draft list of commitments that was sent to the “public service of information and press” for a validation. It had to check and validate the writing and the property of the text. On other hand the “public service of information and press” proposed different materials for internal communication in order to make the existence of the Citizen Charter real for the staff before introducing it to citizens. Our researcher’s team had to check what the administration needed to make as an effort to place all the commitment and to respect them. During one week our researcher’s team was scanning the actual functioning of the administration. We interviewed civil servants from different services and analyzed what and how much had to be invested in order to apply the commitments. We checked if there will be any internal organizational changes and if in stage these changes will be possible. The results of this detailed study were communicated to the working group. Their role was to check if they are able to pass to the next step of the program. The validation of the list of commitments from the “public service of information and press” was sent to the working group. In a special organized workshop the working group has validated the final list of commitments. 
· “During the following two months… all the administration… tried to implement the commitments... This part has to assure that the Charter is realistic and if necessary to adapt the commitments... The results are measured by the research centre”. This phase is a test of the commitments. The test has been launched by the project leader. In the same day the communication materials, such as binders, gadgets and mugs were distributed to all the employees of the organization. During these two months, the administration worked as the Charter was officially a part of the internal organization. But the Charter program wasn’t communicated to citizens. This is the period where the administration sees whether it is able to respect all the commitments and to improve its services or not. As a result, all the commitments were respected. The director studied the results and gave a green light for the rest of the project. 
· “Since one year… all the administration… has integrated the commitments into the organization... The services are improved... The result is regularly measured through client’s surveys”. Here is the part of the project where we can integrate the Charter in a continuous improvement cycle. The list of commitment can be reviewed and change after certain time adopting new needs and requested changes. With this process the administration enters in the continuous improvement life cycle. It is a key part of the program that keeps turning the innovation into the organization. 
The last part of the program is preparing the communication materials as well as the whole communication program for the general external communication to citizens. This last step of the program is carry out by the “public service of information and press”. The organization and preparation of the event lasted almost one year. The general presentation of the first Citizen Charter of Luxembourg was made in 2010. 

IV. Conclusion

In this paper, we have tried to illustrate a new entry point in the research of science management: the situation management through the sensemaking theory. Widely mobilized in the human sciences (de Formel & Quéré, 1999), this notion is not much used in the management sciences in general and more specifically in the public management. 

In the first part, we have look to characterized the management situation based on the Girin’ definition (1990). So we have asked the question of the common sense design between the actors’ interaction and we have mobilized the engagement process towards action defined by Vandangeon and Autissier (2006). Based on, we have design a matrix to study the charter’s impact.

In the second part, we have presented the history of the Citizen Charters in Europe. We have distinguished the common and specific aspects in the implementation of the charters in different countries. In a second section, we have described the implementation process of the Luxembourgish’ Citizen Charter based on six steps through a specific case. Finally, we had implemented the matrix presented in the first part applying it to the Luxembourgish’ citizen chart.

The management situations are more than a research premise; they can be an entry point to tackle organizations. Complexity in organization is a reality and our research contributions are double:

· The development of new knowledge with the deployment of the analysis matrix to tackle organizations,

·  The proposal of an implementation method for Citizen Charter.
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