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Introduction

Intro duction

Improving the functioning of the public sector and enhancihng governance are highly ral
enlargement agenda. A sufficient level of good governance, in line with international and European governance

standards and EU practice, is therefore a condition for a (potential) candidate country to make progress in the

accession process. Good governance and Public Administration Reform (PAR) need to be addressed early in

the process. Quality Management is a complementary requirement to both PAR and economic governance, two

of the pillars of the EU Enlargement Strategy 2014-2015, putting emphasis on increase in quality of public
services provided to citizens and bintheée 206EslaagementStsategye | | as
the EC strengthens this importance. fA continued commitment to the principle of "fundamentals first" remains

essential for the enlargement countries. The Commission will continue to focus efforts on the rule of law,

including security, fundamental rights, democratic institutions and public administration reform, as well as on

economic development and competitiveness. These remain the fundamentals for meeting the Copenhagen and

Madrid membership criteria. A stronger role for civil society and stakeholders more broadly remains crucial. 2 fi

The SIGMA Principles of Public Administration® are referring to the structural reform of the public administration
for the EU-Neighbouring Countries, where the principles relate to following chapters: strategic framework of
public administration reform, drafting and coordination of policies, civil service and human resources
management, accountability, providing services and financial management in public sector. These principles
also include 19 key requirements out of which supervenes the total of 48 principles, stressing the importance of
good quality of public services particularly in Principle 3 under the Service Delivery chapter, which requires that
fmechanisms for ensuring the quality of public services are in place. 8ut, besides of this pointing out of the
quality and mechanisms related to the public services, all mentioned chapters can be approached through
systematic or specific use of quality management tools, giving it full perspective of an holistic approach towards
sustainable, well-planned, monitored and evaluated results. The SIGMA baseline measurement reports 2015
and 2016 give an indication of the lack of knowledge available and/or the low take i up of quality assurance tools
and techniques till date*.

Improving the quality of public services is also one of the actions foreseen within the cross-cutting Good
Governance aspect of the Governance for Growth Pillar of the South-East Europe 2020 Strategy i SEE2020,
namely the Effective Public Services dimension of Governance for Growth Pillar. In times of Euroscepticism and
political instability in some of the Western Balkans region, there are still important and high-level initiatives to
bring the region closer to the EU. The Berlin Process is encompassing the importance of EU integration of the
Western Balkans region, which can be utilized by quality management systems and tools: n ghis process aims to
reaffirm the region's EU perspective by improving cooperation and economic stability within it. Connectivity is an
important aspect of this process, with investment in infrastructure being seen as a means for creating jobs,
business opportunities and other benefits. Creating high-level political connections, reconciling societies by
stimulating youth exchange and education projects, and resolving outstanding bilateral disputes, while ensuring
civil society participation in the whole process, are other significant aspects of this initiative. The Berlin process
enjoys the support of the region and the EU alike, as an initiative bringing a new perspective and impetus to the
enlargement process. It has brought a positive momentum for regional cooperation, notably through its projects
which are expected to have an economic and social impact that will complement the EU membership ambitions
of the individual countries®0 .

1 Communication from the Commission to the European Parliament, the Council, the European Economic and
Social Committee and the Committee of the Regions: Enlargement Strategy and Main Challenges 2014-15.
European Commission, Brussels 8 October 2014. COM(2014) 700 final. p.1

2 European Commission, DGNEAR (2016), Enlargement strategy 2016, p.2

3 SIGMA Public Administration Principles.

4 http://www.sigmaweb.org/publications/public-governance-baseline-measurement-reports.htm

5 http://www.europarl.europa.eu/thinktank/en/document.html?reference=EPRS _BRI(2016)586602. Link active on
16.8.2017
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Introduction

The principles of quality management, regardless of 1ISO, EFQM or CAF are shaped around almost the same
core values which drive sustainable success and lead to economic, societal and financial sustainability when
used in systematic way. A short overview of the main principles of ISO, EFQM and CAF will serve to
demonstrate the level of similarities between the systems, unlike the differences which are too often stressed in
professional cycles:

ISO Principles EFQM Principles CAF Principles

1. Customer focus 1. Adding value for customers 1. Results orientation
2. Leadership 2. Creating a sustainable Future 2. Citizen/Customer focus
3. Involvement of people 3. Developing organisational capability 3. Leadership & constancy of purpose
4. Process approach 4. Harngssm_g crga_thlt)_/ & |r_m0_vat|on 4. Management of processes & facts
5. Systems approach to 5. Leading with vision, inspiration &
management integrity 5. Involyement. of people
6. Improvement 6. Managing with agility 6.  Continuous improvement &
7. Factual approach to decision 7. Succeeding through the talent of innovation
making people 7. Mutually beneficial partnerships
8. Mutually beneficial supplier 8. Sustaining Outstanding Results 8.  Corporate social responsibility

relationships

ReSPA has responded to these expectations and demands via several recent initiatives and activities.

By the establishment of the ReSPA expert Working Group on Quality of Public Administration and Public
Services (WG QPAS) in July 2015, the topic of Quality Management and Quality of Public Services has been put
firmly on the agenda. This expert working group triggered the sequence of several ReSPA initiatives in the area.

In November 2016, ReSPA Technical assistance project and Bosnian partners (PARCO & GIZ) have organized
a two-day regional conference on quality management in Sarajevo - BiH where numerous examples have been
presented highlighting the trends in use of Quality management systems and tools. First steps towards a
common initiative on regional level was initiated. Following consultations and expressed interest of the ReSPA
Members it has been decided that ReSPA should contribute significantly towards improvement of quality
management in public administration in the Western Balkan region.® The conference was attended by more than
250 participants, with a satisfaction rate of 4,7 out of 5 points (organization, contents, location). In December
2016, the joint event organized by KDZ from Austria, Council of Europe and RESPA has been organized in
Vienna, Austria devoted to the topic in subject (QPAS). The workshop meeting included RESPA QPAS working
group members and Governing Board members at senior level and event outcome was confirmation to conduct
the feasibility study on ReSPA Quality Management Centre.

ReSPA has been successful in negotiating the participation of ReSPA& member states representatives as

potential EU candidates on the European Public Sector Quality Conference in Malta (organized by the Maltese

Presidency of the Council of the EU, the EUPAN network and EIPA). On 15-16 May a ReSPA delegation, with
representatives from the various member countries participated at the 9th European Public Sector Quality
Conference. During the 20 parallel sessions and the in-depth working sessions, 300 participants from all over
Europe, speakers from 20 countries discussadnmhgFRmedtandhar ed
Breaking Silos towards a Better Per fBackad-badgtothis confedramael usi ve
a focus group discussion was organized with the ReSPA delegation as a kick-off for this feasibility study.

In order to have a first overall helicopter perspective on the status on Quality Management a general baseline
study was conduc tieldne 20D7%. Gresrsthdy resulfed if a regional analysis devoted to Quality
Management in the Western Balkans, particularly focusing on the organizational aspects of central government.

A high-level conference devoted to Service Delivery (Tirana-Albania) as a comprehensive component of the
PAR was organized on 18 and 19 May 2017. The conference aimed to present the current state of affairs of
modernizing service delivery in WB region, with a particular emphasis on the Albanian model being currently
implemented, through which a comprehensive panorama will be presented, as well as based on further analysis
of the components of the Service delivery reform. As a result of the conference ReSPA will launch a comparative
study on service delivery in the second half of 2017. A session on the specific topic of Quality Management was
held on day 2.

6 ReSPA, Quality Management in Public Administration - Market Research, ReSPA, 07 October 2015



Introduction

In the context of quality service delivery and high interest and motivation to work with quality management
tools/systems such as CAF and ISO, and based on the well-established cooperation with various actors being
active in the field of quality management, ReSPA has declared its willingness to provide further support to co-
operation in implementation of quality management initiatives, concepts, methods and techniques in public
sector organizations. On the basis of previous initiatives from members countries, ReSPA decided to carry out a
Feasibility study (April i September 2017) of the proposed establishment of a regional Quality Management
Centre in ReSPA. This feasibility study aims to identify the needs and expectations from the QPAS group via
focus group and questionnaire. On the other hand, the study launched a regional wide large scale questionnaire
identifying the state of play (detailed baseline), needs and expectations and potential role of ReSPA. In order to
decide and design the Centre, the needs and expectations are linked to the required capacity and competences
(as is and to be) of such a centre.

To fulfil the aims, the underlying report contains 9 distinctive parts.

Part 1 briefly describes the applied methodology and the work plan followed to execute this feasibility study.

Libraries have been filled with books and articles on Quality Management and its implementation, added value
and obstacles in the Public Sector. The aim of this study however was not to do a theoretical study on Public
Sector Quality Management in the Western Balkans. Therefore part 2 presents only a brief overview of the raise
of Quality Management and the growing importance of Quality Management as thriving force for an effective
Public Administration (Reform).

The following parts 3, 4 and 5 are the core parts of the study. These parts are based upon the inputs from the
different countries and an ambitious online survey that has been executed within the public administration of the
various countries (see part 1 methodology and work plan for more details). As a start, part 3 presents the
fistatuso of Quality Management in the Western Bal
strategic attention to it? How lively is it in the public administrations? What is the maturity in terms of usage of
Quality Management systems and concrete instruments and tools? Part 4 describes the Quality Management
landscape and capacity in the different countries, both on country and organisational level. What is the perceived
capacity to support the Quality Management dynamic, by training, promotion, and implementation? Finally, part
5 deals with the question how does this relate to the role played and to be played by ReSPA in this regard.
What is the potential and expectations towards a regional Quality Management Centre in ReSPA?

Part 6, highlights some interesting examples of Quality Management Centres as source(s) of inspiration for
ReSPA and its member countries.

Part 7, translates all of the above into a draft profile of a regional Quality Management Centre in ReSPA and
reference is made to the capacity (current and future) in part 8.

Part 9 elaborates on the importance of the Quality Management thinking and practice on the "managerial
accountability" discours. Managerial accountability is deemed as highly important in the PAR dynamics. Too
often managerial accountabilty is resticted to (financial) controling and too less to organisational development. In
this way quality management systems and techniques could be a missing link in PAR.

Part 10 presents some brief conclusions and future lines that are translated in part 11 into a budgetary and cost
estimat

kans.



Part 1. Methodology and Work plan

1. Methodology & work plan

The study was launched in April 2017 and was due to be concluded in September 2017. Because of the sharp
timeframe a sound methodology and detailed work plan were elaborated upfront by the lead and regional expert
together with the responsible ReSPA Programme Manager. Throughout the execution of the work the team was
in close contact with the ReSPA Programme Manager.

In order to define the interest for, role and scope of a potential Regional QM Centre in ReSPA, several
components needed to be taken into account.

Component 1 (in purple) are the elements that contribute to the general context of a potential Regional QM
Centre in ReSPA. These are the pressure towards QM from different angles. The most pressing one being the
accession progress and the demands issued in this regard by the European Commission. Second element
defining the context of such a centre is the current state of affairs. The state of affairs regarding the experience
with QM in Western Balkan public administration, the maturity in using QM in the public administration of the
different countries on the one hand. But also the capacity within the different ReSPA member states to
undertake activities (training, promotion, implementation support, evaluatoné) on a country
potential ReSPA centre might be inspired by other, but similar examples and experiences.

Component 2 (in
blue) are the
expectations and
demands towards a
potential centre.
These expectations
and demands are
looked at from the
side of the different
guality management
topics  (e.g. QM
systems like CAF and
ISO. Techniques like
satisfaction

measurement,
ReSPA ReSPA process
— capacity mandate

also from the

approach to be followed (e.g. capacity development-training, networking, establishment of QM databasesé ) .
order to receive a sound understanding on the needs and expectations, 2 target groups were envisaged:

- the ReSPA countries (Albania, Bosnia & Herzegovina, Kosovo*, Macedonia, Montenegro and Serbia)
via their respective contact points and members of the QM working group (QPAS).

- the final beneficiaries, these are individual public sector organizations in these 6 countries
The European Commission (DGNear), as key stakeholder was identified.

evel

managementé ) and

The 3¢ component (in green) reflectsthe ReSPA capaci ty ( 0)dostheestablistment of & temire,b e 6

following the directions and conclusions drawn from the previous components.

In order to organise the feedback and input from the different actors different methodologies and approaches
were used.

Desk top and document analysis were applied to get an insight in the QM literature and most important
documents illustrating the QM place and role in the PAR agenda.

* This designation is without prejudice to positions on the status, and is in line with UNSCR 1244 and the ICJ
Opinion on the Kosovo declaration of independence



Part 1: Methodology and Work plan

At the start of the project, a focus group discussion (with members from the QPAS working group and/or
national coordinators) was organized in the mid of May. All ReSPA member countries (with the exception of
Kosovo) participated to this focus group. This focus group was organized with the aim of gathering valuable
input, ideas, concept proposals and opinions from the group participants related to the establishment of a
potential ReSPA QM Centre. The focus group, in addition to other forms of surveys (see below) was perceived
as key to deepen the insights on the views, needs and expectations of the ReSPA QM centre. The design and
proposed methodology and work plan were presented and discussed. In this way in important buy-in for the
future stages of the study was assured.

A second source of input are the results gathered from the online questionnaire run in second half of June
2017. This questionnaire (see Annex 1) focused on the input from the QPAS work group members and ReSPA
country coordinators. Per member country only 1 answer was expected (so if more actors were working on
quality management they have consulted with each other and consolidated their answers). All 6 countries:
Albania (AL), Bosnia and Herzegovina (BA), Kosovo (K*), Macedonia (MK), Montenegro (ME), Serbia (SR)
participated in the questionnaire and provided their input by 29th June.

The third source is t he ffinad dbdneficibiriesd e c diov e dt hfiars @omimeafr tploes e
questionnaire has been developed (see Annex 2) and ran in June 2017. The questionnaire has been translated

in the local languages and the ReSPA contact points have spread the invitation in their countries. Overall 1048

invitations have been sent and 454 organisations have replied. For an online questionnaire a 45% response rate

is more than satisfactory. In this, Serbia is represented with the highest number of 226 organisations.
Furthermore the other countries are equally represented. The biggest group of respondents (55%) are to be

situated on central government level. But also the local level is well represented with nearly 32%. Spread over

the different countries the below graph presents the full overview.

Level of government

80%
70%
60%
50% [
40% (FB— = = Central
30% [B— I =

20% B — I I ——
10% FE— — BN =-0—8— = i

0%

u Regional (sub-national)

Local

m Other

Also sorted by different sectors, a wide variety of sectors/policy areas are represented.



Part 1. Methodology and Work plan

Respondents by sector

Local administration

General policies and coordination (prime..
Public sector management (PA, civil service..

Postand communication

Home affaires

Foreign affairs

Economy, agriculture, fisheries, trade
Transport, infrastructure, public works, utilities
Social services and social security
Police and security

Health

Environment

Education

Culture

Customs, Taxes and Finances

Justice and law

29 4% 6% 8% 10% 12% 14% 16%

After the data collection phase, the ReSPA National Coordinators and QM focal points were provided with the
data and analysis for their own country, to be used as baseline data for future planning/benchmarking,
monitoring and evaluation purposes.

The final report was presented and discussed with DGNear and ReSPA to get feedback on the proposed
scope/role of the Centre and the relation to the capacity (needed and available).

The overall work plan and timing is presented below.

1

2

S

. Design work plan

. Fine-tune online questionnaire
. Focus group

. Desk work regarding baseline
. Run online questionnaire

. Run questionnaire ReSPA QM members
. Analyse (online) questionnaires results

. Comparative study

9. Interview with DGNear & ReSPA

10. Scenario writing

11. Deliver feasibility study




Part 2: The importance of QM as dtiving force for effective PAR

2. The importance of QM as a thriving force for effective PAR

2.1. A brief history on public sector Quality Management

The history of quality thinking has its roots in post-war industrialisation and the rise of mass production.” The
emphasis with respect to quality inspection and control was originally related to output and had a strong product
focus. Attention gradually shifted from the processes and the guarantee of quality during the course of this
process (quality assurance) to Total Quality Management (TQM). A greater focus was placed on the user and
the effects that the products and services had on that user.® Satisfaction became a key concept.® TQM is
characterized by the permanent mobilization of all the resources (especially the people) to improve in a
continuous way: all the aspects of an organisation, the quality of goods and services delivered, the satisfaction of
its stakeholders and its integration into the environment. The first and final goal of TQM is to meet customer
expectations. Therefore active commitment of all employees, as well as comprehensive information systems that
collect and process information with regard to customers, suppliers, corporate-wide processes are required.?
TQM is usually used synonymously with continues quality improvement (CQI), stressing TQM involves cultural
change.!!
Figure: Evolutiorof quality management

TQM was originally developed
in the US, was then widely A
applied to Japanese
manufacturing industry and was COPSHmeT 7

ocus
subsequently re-exported to the QM P <
West, during the late 1970s and
early 1980s. It percolated from I:[
manufacturing to the Assurance
commercial services and P
eventually to the public services I:[
in the late 1980s. -

-~
-
-

Control

-~

TQM was officially embraced by U
the US Federal Civil Service P

and in the UK a number of Inspection/ <
TQM-pilots were launched in the

National Health Service.'? Many producer P D

of the ideas and methods were focus -~

developed and used in the >
private sector before being Product
introduced in the public sector.1?

The concern about public sector

Process Organization

"Ovreveit, J. (2005) O6Publ i tynrsle and.iPollgt, Cq(edsa.); The @xfoidmpr ove ment 6
handbook of public management. Oxford : Oxford university press, 789 p.

8 Bouckaert. & N. Thijs (2003), Quality Management in Public Administration, Academia Press, 505p.
Parasuraman A., Zeithaml V. an de-terBsalerfor mdasuring do®s8n&) 6 Ser v gu
percepti ons of JosrealofRewikng,d,pm 12i40 vy 6 ,

10| gffler, E.(2002) 6 Def i ni ng and measuring qua Caddyy. ahdnM. Yintab (edsg a d mi n
Building better quality administration for the public, Slovakia, NISPACee, pp.15-37

11 Beckford, J. (1998) Quality. A critical introduction. Routledge, London, 351 p.
12 pollitt C. & G. Bouckaert (Eds.) (1995), Quality improvement in European public services: concepts, cases and
commentary, Sage Publications, London, p 4.
13 pollitt, C. (1990) "Doing business in the Temple? Managers and quality assurance in the public sector", Public
Administration, 2 (4), pp. 435-452
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Part 2: The importance of QM as dtiving force for effective PAR

quality and using methods in the European public sector emerged in the late 1980s and particularly the early
1990s."* Research carried out by the European Commission stated that quality improvement was on top of the
list in many European countries in the mid-1990s.

Initially, the public sector quality movementwas based on userl9® 1c HCrittarze.nsTHehart e
Users

T h eChadéte des services publicsé o f 1992 in FrlenHamvest nad dei Gebruk&® 3[ téh e
Charter] in Belgium, later followed by a number of other countries.'® In the late 1990s, many TQM inspired
models and techniques (e.g. 1ISO, Balanced Scorecard, EFQM and CAF) found their way into the European
public sector.'® We mention the quality systems based on I1SO 9000 (www.iso.org). The International
Organization for Standardization (ISO) is a worldwide federation of national standards bodies from more than
140 countries, one from each country. The most widely known standards in a public service context are 1SO
9000. | SO standards and a management system buil't
assuranceo. Thi s appr oa ahte what you bheutdrdo, doeas you writeeverite sihen you
donodot da7190t9000 hag in tecent years incorporated TQM ideas including process improvement. 1ISO
9000 certificates have become highly popular in the private sector and have also found their way into the public
sector).*® The revision of ISO 9001 which was made in 2015 brings several changes to the system. Not only that
the requirements are slightly adapted to the public services, also the wording and the concept of risk
management assessment is more user-friendly for the PA.

Another widely spread instrument is the Balanced Scorecard (BSC) (www.balancedscorecard.org). The BSC is
developed by Kaplan and Norton.' It is a management system (not only a measurement system) that enables
organizations to clarify their vision and strategy and translate them into action. It provides feedback around both
the internal business processes and external outcomes in order to continuously improve strategic performance
and results. The balanced scorecard suggests that the organization must be viewed from four perspectives:
customers, finance, process, and innovation and learning. Metrics must be developed, data collected and
analysed relative to each of these perspectives.

The third most widely used TQM-based method is the EFQM model i the European version of the Baldridge
Framework (www.efgm.org). The European Foundation for Quality Management (EFQM) was founded at the
end of the 1980s by 14 major European companies and started to focus on the public sector during its evolution.
In 1992 EFQM launched its model for self-assessment. This model is based on 9 criteria. EFQM changed its
model slightly in April 1999, trying to make it more compatible to the public sector by including an innovation and
learning perspective. The nine dimensions of the model are: leadership, people, policy and strategy,
partnerships and resources, processes, people results, customer results, society results, and key performance
results. The EFQM-model is increasingly used in European public services.?° These same dimensions can be
found in the Common Assessment framework (CAF) (www.eipa.eu/CAF). Since its origin beginning 2000, the
Common Assessment Framework has been increasingly used in public sector over the years.?* For a more

14 Ferlie, E., Ashburne, L., Fitzferald, L. and Pettigrew, A. (1996) The new public management in action. Oxford:
Oxford University Press

15 van de Walle, S., Thijs, N. & Bouckaert, G. (2005). A tale of two charters: Political crisis, political realignment
and administrative reform in Belgium. Public Management Review, 7 (3): 367-390.

16 van Dooren, W., Thijs, N., & Bouckaert, G. (2004). Quality management and management of quality in the
European public administrations. In: Loffler, E., & Vintar, M. (Eds.). Improving the quality of East and Western
European public services. Hampshire: Ashgate. pp. 91-106.

upon

1

"Ovreveit, J. (2005) O6Publ i tynnsle andiPollét, Cq(eda.); The @xfoidmpr ove ment

handbook of public management. Oxford : Oxford university press, p549.

18 Engel, C. (2003). Quality management tools in CEE candidate countries. Maastricht: Eipa, 104 p.

WKaplan and Norton, (1992) 6The Bal anced BHavard Busiaessd , Me a
Review. January-February 1992, pp.71-79.
2Q0vreveit, J. (2005) 6Publ i c Lysre L.vand. éollitty «a (eds.}; Whe iOxfgydkr o v e me r

handbook of public management. Oxford : Oxford university press, p 549.
21 Staes P., Thijs N. & D. Claessens (2016), CAF Improvement identification, prioritisation and implementation. A

study of inspiring practices installed in 20 Public Sector organisations throughout Europe and the methodologies
for prioritisation. Study for the Slovak EU Presidency, 235 p.
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elaborate description of the CAF and its use in the public sector we refer to part 6 of this study, in which the
European CAF Resource Centre is presented as potential inspiring example for ReSPA in this context.

Table: Focus of gualitx management models

- Immediate
Activity Output Outcome

X
X
X
X

X
X
X

Quality management ideas and techniques are widely spread across Europe. In recent times, public sector
quality improvements have also appeared on the agenda of Eastern European countries.?? The fnewo EU
member states in particular are very active in promoting quality tools.?® Quality approaches among the different
countries differed for a long time.

2.2, The rise of Public Sector Quality management

Over the years, public administration reform has become an increasingly important matter for the EU member

states. Different countries have responded to the challenges in different ways. Nevertheless, these reforms are
characterised by the introduction of new principles and common grounds: a growing focus on efficiency and
effectiveness, attention to transparency and accountability, awareness of public service delivery and the role and

place of the citizen/customer?* I n 2010 the EU formulated its new fAEurope
to enable the Union to emerge stronger from the crisis, and to turn its economy towards smart, sustainable and

inclusive growth. Modernising public administration and the quality of public administration are seen as key

areas in defining the performance of the member states towards the five headline targets of Europe 2020.

Governments have to be more responsive t oorgausatiorstapds nee
being reformed in order to provide better, faster and more services. The public sector needs to increase its own

capacity and on the other hand needs to have an outward looking focus, to know what the citizen/user is thinking

about the services and the way they are delivered. However, quality, quantity and speed are not the only new
competences that society requires from its government. Since the pace of societal change is accelerating,
governments should equally be able to respond to changing demands by offering new solutions. Quality,

satisfaction and continuous improvement become central elements in the reforms and ways to enhance the

institutional capacity and improve the efficiency (and effectiveness) of the public administration.

The topic of quality of public services and quality management thinking has undergone significant development,
as illustrated above. The real rise of public sector quality thinking
at a wider sscalad lionwitnlge gQ&«déntral tgrm in our doresnponaey public administration
reform rhetorico?® The public sector needs to increase its own capacity and on the other hand needs to have an
outward looking focus, to know what the citizen/user is thinking about the services and the way they are
delivered. Quality, satisfaction and continuous improvement became central elements in the reforms in many EU
countries and ways to enhance the institutional capacity and improve the efficiency (and effectiveness) of the
public administration. The 2008 comparative study on Quality Management in Public Administrations of the EU
Member States, carried out by the Slovenian Presidency of the EU, give a detailed insight and overview of the
state of the art of quality dynamics and the use of various instruments and techniques in public sector
organisations across Europe.?®In the same way the study argues that various of these private sector quality
management instruments, are far from the public sector reality and difficult to implement in this context specific
setting.

22Engel, C. (2003Ruality management tools in CEE candidate countkiemstricht: Eipa, 104 p.

23| offler E. & M.Vintar (2004) , The current quality agenda of East and West European public servicesr ia. L&l
+AYUFN 0SRADOTI GLYLINBGAYI G(GKS ljdz t AGe BA.9Fal +FyR 28ad 9
24Doherty, L. and Horne, T. (2002anaging public serviceRoutledge, London, 559 p.

25Pollitt, C. & G. Bouckaert(Eds.) (1995Quality improvement in European public services: concepts, cases and

commentary, Sage Publications, Londomp. 3

2%67urga G. (2008), Quality Management in Public Administrations of the EU Member States, Slovenian

Presidency of the EU, 200 p.
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Figure: Quality management tradition in the EU
1980s \ Denmark, France, Spain, United Kingdom
1990s Early \ Belgium, Cyprus, Italy, the Netherlands, Poland, Portugal, Sweden

Austria, Czech Republic, Finland, Germany, Greece, Hungary, Ireland, Latvia,
Malta, Slovenia

Bulgaria, Estonia, Lithuania, Luxembourg, Slovak Republic, Romania

With the increased attention to quality management, the focus on the citizen/user orientation has also increased.
The first insight is that a high focus on the internal processes, qualities and efficiency oriented towards the
producer must be complemented by the perspective of the user or of the party involved, with respect to the
efficiency, results, effects and satisfaction. A second major insight is related to the changing relations towards
the citizen/user. Public sector organisations are developing from the relations traditionally dominated by the state
of law to a relationship dominated by the action of the parties involved. Citizen/users are involved in the process
of consultation, decision-making, implementation and evaluation, based on their interests.

2.3. QMas a cornerstone for efficient and effective PAR

This changing dynamics are also affecting the WB. To s u mm athei pabéic,adnfinistration of the countries of
the WB should be more open to the citizens and businesses while delivering public services. Overall, the
process of civil service reform in the Western Balkans provides a mixed picture of achievements and persisting
weaknesses. The main weakness of civil service systems is the low degree of rule effectiveness combined with
a low degree of reform sustainability. Even if formal civil service rules exist and even if they are routinely
implemented, they often fail to achieve the outcomes that they are meant to achieve. The lack of rule
effectiveness is particularly pertinent in the domains of senior civil service management, integrity management
and performance management. Similar deficiencies exist in the areas of recruitment and civil service training,
albeit to a lesser extent. 26

Although not formally part of the acquis, improving the functioning of the public sector and enhancing
governance are highly ranked on sehdePAREdINS at pudting irtorplacethe nt  age
overall institutional framework (central reform body, central civil service body, ombudsman, supreme audit

institution, anti-c or r upti on agencyé) and | egi s ladntnistsave grocemumss law,r k ( c i
access to i nf or meduis"pragéired for ¢he transposi@on and implementation of the acquis. A

sufficient level of good governance, in line with international and European governance standards and EU

practice, is therefore a condition for a (potential) candidate country to make progress in the accession process.

Good governance and PAR need to be addressed early in the process.

QM is a complementary to both PAR and economic governance, two of the pillars of the EU Enlargement
Strategy 2014-2015,28 putting emphasis on increase in quality of public services provided to citizens and
businesses, as well as quality of citizenso6 I|ife.

Furthermore, the importance of good quality of public services is stressed in the SIGMA Principles of Public
Administration: Principle 3 under the Service Delivery chapter r
of public ser v? dhesSIGlA mseline mepsuranteet reports 2015 give an indication of the lack

of knowledge available and/or the low take i up of quality assurance tools and techniques till date 3°

2"Meyer-Sahling, J. (2012), Civil Service Professionalisation in the Western Balkans, Sigma paper 48, pp.6-7.

28 Communication from the Commission to the European Parliament, the Council, the European Economic and
Social Committee and the Committee of the Regions: Enlargement Strategy and Main Challenges 2014-15.
European Commission, Brussels 8 October 2014. COM(2014) 700 final. p.1

29 SIGMA Public Administration Principles, Chapter 5: Service Delivery. p.69.

30 http://www.sigmaweb.org/publications/public-governance-baseline-measurement-reports.htm
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Albania Not available
Proportion of institutions using ;
quality assurance tools and BiH 11.5%
techniques (e.g. European FYROM 49 1%
Foundation for Quality -
Management, Common Kosovo 0.8%
Assessment Framework and
other international standards). Montenegro Notavallable
Serbia Not available

Improving the quality of public services is also one of the actions foreseen within the cross-cutting Good
Governance aspect of the Governance for Growth Pillar of the South-East Europe 2020 Strategy 1 SEE2020,
namely the Effective Public Services dimension of Governance for Growth Pillar.

The new Instrument for Pre-accession Assistance (2014 i 2020), IPA II, underlines from the very beginning the

importance of public administration reform and administrative capacity.3! Strengthening democratic institutions

and the rule of law, public administration reform and good governance will remain a key focus of future
(pre)accession assistance in all beneficiary countries, as well as the fight against corruption and organised

crime, development of civil society and promoting and protecting human rights and fundamental freedoms. As a

coroll ary of the O6new approacho nrge-terommatye ofreferms2p@rsuedrind 2 4  a |
these areas and the need to build-up track-records of implementation before accession, IPA |l assistance will

address the requirements of the beneficiary countries in these domains from an early stage.®3?

By taking the challenge to explore the possibility for a regional QM centre, ReSPA (and its member countries)
proves that it recognises the importance of introducing/improving the QM systems and/or practices in public
administrations of WB countries. Furthermore, through the work of the Quality of Public Administrations and
Services (hereafter: QPAS) working group,3® ReSPA makes additional efforts to achieve these targets and gain
necessary commitment of regional PAs to take part in this process, which should contribute to important
developments in this area in the region.

During previous years ReSPA has created the QPAS Group, comprised of pivotal actors dealing with public
sector Quality Management i n Re S P Acliet evante onbtteertopic af qualityr i e s
management and service provision in public administration have been agreed on and successfully implemented,
synergies with other important stakeholders in the region and EU have been created and networking channels
successfully used for further dissemination of best practices, techniques and products in the field of QM. As for
the feasibility study for a regional Quality Management Centre at ReSPA, it will be of outmost importance to
focus on the needs and expectations of (senior) public professionals working in this relatively new field, their
capacities, capacities that need to be developed in future, implementation methods of CAF, ISO, EFQM and
institutional, managerial and financial aspects of the service provision.

Furthermore, the data collected in this feasibility study on QM centre will provide relevant data on QM state of
play in the region, where it will be of high importance to continue using relevant data for purposes of strategical
plans, policies, benchmarking, capacities and know-how in the region. The strength of the QM initiatives and
high motivation of ReSPA member countries have the capacities to develop a fruitful regional cooperation,
supporting SIGMA principles for the EU-accession path.

32DG Enlargement, Enlargement Strategy and Main Challenges 2012-2013, (COM (2012) 600 final), p.20.
33 Link to: http://www.respaweb.eu/0/events/53/working-group-on-guality-of-public-administrations-and-services-

gpas
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3. Quality ManagementStatusin the countries

For this and the following parts of the report, the results from the online questionnaires (the 6 QPAS/country
correspondents on the one hand and the 457 individual public sector organisations on the other hand) will be
presented and discussed.

3.1.Importanceof Quality Management

Most countries
report the &
importance of the
QM topic on the 4
PAR agenda rather
high  (with  the | g
exception of
Serbia). This 2
relative importance
is reflected in the | q
fact that all

countries have |
gur;\lifyh oreds Medium High Very high High Low High

. Importance [[mportance|lmportance |Importance |importance |Importance
Management topic

in the official PAR
agenda/strategy/pol
icy in one way or the other.

1  Montenegro: fStrategy for public administration reform 2016-20200

1 Albania: fPAR Strategyo ,

1 BiH: fRevised Action Plan 1 of the PAR Strategyo ,

1 Macedonia: fStrategy for Public administration Reform (2010-2015)0 and fnew Strategy for Public
Administration Reformo(2017-2022, in preparation),
Serbia: fAction Plan for the Implementation of Public Administration Reform Strategy, 2015-20170

Kosovo: fPAR strategic frameworko and fBetter Regulation Strategyo specifically, in terms of
simplification of procedures and reduction of red-tape.

Montenegro| Albania |Bosniaand | Macedonia| Serbia Kosovo

= =4

Nonet heless several count ri dask of pdiKical inkefestd SaR9 trlregpomapdr t i
encountered in the spread of Quality Management techniques. Ot her di f f i clacK of interest omthee t he f
QM topic from institutionsd  ( ME )lack of finamciafiresources0 ( AL, B Alack & capacity ih suppirting

public sector organisationso(MK)

This general importance estimation is also reflected on organizational level, where a growing importance of the

QM topic is reported. Over 45% of organisations have indicated the importance of the QM topic has been
growing (39%) and even rapidly increased (7,5%) over the past 5 years.
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QM trend in the organisations over the past 5 years
45% B The importance of QM has rapidly
40% increased
B The importance of QM has been
35% growing
30% @ The importance of QM is relatively
the same as in previous times
25% B The importance of QM is decreasing
20%
EThe importance of QM is rapidly
15% decreasing
10% BQM has not at all been on the agenda
o inmy organization
5% mIdon’t know
0%

On the other hand there is still a high rate of organisations where QM is not yet on the agenda (13%) and 15% of
respondents indicating they fAdonét knowd. This knowl edge
that returns throughout the report and potentially might be an area in which a QM centre can play a significant

role.

A second interesting observation
from the final beneficiary
respondents is the future role for
QM. In all the countries respondents
wish for a bigger role for QM on the
PAR agenda. On How e
important QM is currently on the
PAR agenda and how important it

should beo, respo
significant higher score (on a 1-10
scale) for the future role, compared Hasis HEtohe

to the current role.

The most interesting i and striking- figures however are related to the knowledge on the PAR strategies and the
link or integration with the QM area. Where all countries have indicated above they have QM anchored in one
way or another into a strategic document, the picture from the organisational side looks quite different. In all
countries, over 70% of the

0% organisations (except
80% BYES Macedonia where it is 51%, but
70% here the fidonodot know
60% nearly 45%) indicate  no
50% strategic documents on QM in
40% B No strategic the country are developed.
30% documentsonQMin | Again this knowledge gap is
20% my country are significant in the QM dynamic in
10% developed the region. This is also reflected
0% by the perception on

r
OIdon't know or awareness initi

Spread over all countries, most
respondents are not aware of
the initiatives taken (if any at
all).
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60%
B Yes, there have been some in
the past

50%

B Yes, some activities are
currently active / taking place

40%

30%

@ Yes, with trends to be
systematically used in future

B No

20%

10%

0% H No, but they are planned for the

near future

B don't know

It seems that - in a context in which the importance and interest in QM is growing - the general level of

awareness raising, promotion and spreading of the culture of public sector quality management is still in need of

big efforts, both on (within) the country level as on the level of the WB region as a whole. This awareness

raising is needed on various levels (and via various means) starting from the political and senior administrative

levels, via leading civil servants towards executive and operational staff in public sector organisations. It is
demonstrated from our results that initiatives are need
(subnational and local) to install a quality management shift throughout the entire public sector.

3.2. Quality Management maturity

In this context of a (growing) importance and interest for the topic, that definitely needs to be stimulated and
triggered further, the status (on the use) of quality management and service delivery / user orientation is rather
low. Although the maturity at central level is judged a bit higher compared to the local level by the
QPAS/coordinators, in fact little difference is noticed between the different countries and the levels of
government in this regard.
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10 QM Maturity
9
8
7
6
3 Montenegro
5 7 o Albania
4 @ Bosniaand Herzegovina
3 - B Macedonia
5 | M Serbia
o Kosovo
1 -
0 -

Central level Sub-national level Local level
How would yourate the maturity of your country in terms of the
use/knowledge/capacity on the QM field (1 very low maturity — 10

very high maturity)

The fAhigherd sacmrtehd oage ntlrbalnilaevel mi ght be expdtzh-ned by
oriented policy for service delivery is in place and applied. Whereas in other countries (ME, MK) fthe policy is in

place, but institutions on the ground are not sufficiently supported with the implementationd . I'n thSR, case ¢
B A, thke*olidy is currently being developedo .

This overall A@Ai mplementation gapo is well illustrated in
already wused,i nihtiesd 0i swaiyn &ahds ef excellemeed e( @amr eath ,Wheretheusep i | ot s)
of a particular tool/instrument was upon the initiative on organizational level. One exception seems to be the

provision of e-services.

Nousedaan  SIhdmiuberol Wiy sresd nthe ALt

CAF ME, SR AL, BA, K*, MK / /
1ISO / AL, BA, ME, SR K*, MK /
EFQM BA, K*, MK, ME, SR AL / /
Balanced Scorecard BA, K*, MK, ME, SR AL / /
Client Relatiors Management BA, K*, ME MK, SR AL /
Client satisfaction surveys / BA, K*, MK, ME, SR AL /
Employee satisfaction surveys ME, SR AL, K*, MK, BA / /
One-Stop-Shops / BA, K*, MK, ME, SR AL /
Mystery shopping BA, K*, ME AL, K*, MK, SR / /
Process reengineeng/redesign BA, K* ME, MK, SR AL /
Analysis of the user needs SR AL, BA, K*, ME MK /
fjg(i:r:r?:rz;r: ;(?:esigned based upon SR BA, K*, MK, ME AL /
E-services are provided / BA, MK, ME AL, K*, SR /
G sr B, 1, i, e " /
Measurement of Customer satisfaction SR BA, K*, MK, ME AL /
Standards of service delivery are set out for

the main public services delivered (service SR BA, K*, MK, ME AL /
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These general findings on country level provided by the ReSPA contact points/QPAS members are confirmed by
the individual organisations. 1ISO seems to be the most widespread QM system in the WB region. Certainly

Macedonia is scoring high in this regard. CAF is indeed used in a limited way in all countries.

Senior (28%) and

middle (29%) 80%

management were
. 709
indicated as the %o

most important 60%
actors in initiating 50%

the QM initiative in

the  organisations 40%

that . have started 30%
working on QM,

both in favour of 20% -
dedicated  quality 10% -
managers (26%)

and elected 0% -
politicians (17%). &fa & {\{zr Q§o @@ <©
= : %)b & & & QS'-"%O
The above v & Q{as‘ &
i o
mentioned Q

ii mpl ement

®ISO
5 CAF
3 EFQM

[ dont know

gapo tilsstrated byl the organisations in terms of the use of more specific approaches. Client satisfaction
surveys, CRM and one-stop-shops are fimost widelyd s p r e a d , thisasl still retativg (see below graph on

ficustomer focuso).

Specific QM tools used

NONE

PROCESS REENGINEERING/RE-DESIGN
CITIZEN CHARTERS

ONE-STOP-SHOPS

EMPLOYEE SATISFACTION SURVEYS

CLIENT SATISFACTION SURVEYS  [® - '

CLIENT RELATIONS MANAGEMENT .
[ |
BALANCED SCORECARD | | |

0% 10% 20% 30% 40%

® Kosovo

= Serbia

m Montenegro
Macedonia

# Bosnia-Herz

= Albania

50% 60%

Managing customer satisfaction is indispensable for public organisations, to see if they are doing the right things
and if they are doing things right. In being a public service, this is not always the easiest thing to do, due to the

nature of tohenfidithet omer hand and the nature

of public

Nevertheless public sector organisations evolve from a closed, self-centred service providers to open networking
organisation which the public can trust. This occurs through transparent processes and accountability; through

19



Part 3: Quality Management status in the countries

democratic dialogue from an internal (resources and activities) focus to an external (output and outcome) focus;
and from a classical-design-decision-production-evaluation cycle to an involvement of stakeholders in general,
and citizens (as users) in particular at each and every stage of this cycle. Citizens/customers become co-
designers, co-deciders, co-producers and co-evaluators. In the service delivery cycle the following steps could
be tracked accordingly.

- Analysing and understanding of the users and their needs

- (re-) design services based upon customer needs

- Provision of E-services

- Monitoring and assessing processes taking into account user feedback
- Measurement of customer satisfaction

All the organisations (regardless of the country) give a quite low score on the maturity in relation to the different
aspects in the service delivery cycle. A lot of work in terms of awareness raising, training, development of
instruments and use of instruments on this important element of QM seems to be necessary.

Customer focus

MEASUREMENT OF CUSTOMER SATISFACTION , :

PROCESSES ARE REGULAR MONITORING AND

ASSESSED TAKING INTO ACCOUNT USER FEEDBACK &8

PROVISION E-SERVICES ARE PROVIDED

SERVICES ARE RE-DESIGNED BASED UPON
CUSTOMER NEEDS

ANALYSIS OF THE USER NEEDS p

® Albania w Bosnia-Herz Macedonia m Montenegro = Serbia m Kosovo

The good news is that many organisations indicate well established cooperation and interaction with the Civil
Society (Organisations).

Although the limited 70%
experience and level of
maturity, there is a positive
appreciation towards the | 50%
use of QM. 36% of the 40%

60%

B Yes, the cooperation
with the CSO is very
active

o EYes
organisations found the 30%
use of the QM approach
. 0,
fvery useful and continue 20% mNo

using them in a systematic 10%
wayo . 38% rated it as 0%
ilusef ul woulda usel
them againd 26% found it
fi @mewhat usefulo . I
organi zati orot

B Don’tknow
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useful, and would not use them againo .
As most important reasons for the use of the quality management approach:

1. the increase of the performance of the organization,
2. the identification of strengths and areas for improvement,
3. and the increased sensitivity of staff to quality,

are indicated.

Reasons for using the Quality Management system (QMS)

Because other administrations in the national or
European context also used it

Explicit demand from those politically
responsible for the organisation to start an...

Participation in a national /regional / local
programme /project

Participation in a national quality award or
conference

Explicit citizen or customer demands for
improvement

Because the organisation is suffering financial
stress

To increase the performance of the organisation

Because the top management wanted it

Intention to involve staff in managing the
organisation and to motivate them

The organisation wanted to identify strengths
and areas for improvement

Increased sensitivity of staff to quality

Lack of finances and lack of HR have been indicated by the organizations not using QM approaches as the most
important reasons.
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Reasons for not using QM tools

OTHER

LACK OF POLICY FRAMEWORK IN WHICH THE.. 18,19%
LACK OF SUPPORT PROVIDED IN..
LACK OF FINANCES
LACK OF HUMAN RESOURCES

INSUFFICIENT INTEREST BY THE..

THERE ARE PLANS TO START USING QUALITY... 18,09%
] ]

0% 5% 10% 15% 20% 25% 30% 35%

On a scale from 1 (lowest) to 10 (highest) the following factors were considered as major obstacles in general by
the organisations for a successful and systematic Quality Management implementation/maintenance.

d Lack of human resources
Kosovo

@ Lack of finances

Serhia

d Insufficient
knowledge/capacities of QM by
the management

Montenegro

@ Insufficient motivation of the

d Insufficient motivation of the
staff

Bosnia-Herz

@ Noexternal support/consultancy

R EUERT
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4 QM Landscape & Capacity in the Countries

The QM landscape looks quite similar in the different countries. On the one hand an institution (being it a
Ministry or Agency), close to or belonging to the Centre of Government act as the overall coordinating body in
terms of QM policy development/coordination. Whereas the other tasks, including training (which makes sense),
implementation support and awareness raising are taken-up by HR/training actors.

QM policy making/coordinate
the work on public sector QM

Training on QM

Supporting public sector
organisations in implementing

Awareness raising and
marketing on QM issues

QM
VAT Ministry for public Human Resources Human Resources Human Resources
9 administration Management Authority Management Authority Management Authority
Line Ministries as policy
f drafters and the Prime
Albania Minister's Office as ASPA and ADISA ADISA ADISA
coordinator and facilitator
Bosnia and Different institutions, but
PARCO coordinates activities Civil service agencies ResPA, different donors Via trainings

Herzegovina

Macedonia

Kosovo

at state level of BiH

Ministry of Information
Society and Administration

Ministry of Public

Administration and Ministry of

European Integration

Ministry of Information
Society and Administration

Human Resources
Management Service
(occasionally through the
training program for
Managers)

Kosovo Institute for Public
Administration

Ministry of Information
Society and Administration

Kosovo Institute for Public
Administration

Ministry of Information
Society and Administration

Kosovo Institute for Public
Administration

BiH (PARCO), Macedonia (MISA) and Kosovo (KIPA) have recently established (or are in the process of setting it up) a
CAF Resource Centre. All centres report the lack of capacity (in numbers, finances and skills) to be more active on the

ground.

However the different countries received substantial support in the area of QM over the past 5 years - Albania (UNDP
ISDA Program, CCSD WB project), BiH (GlZ, KDZ Austria), Macedonia (British Embassy, GIZ and OSCE Mission to
Skopje), Serbia (Sigma), Kosovo (GIZ and UNDP supported training in CAF) -, the lack of finances was mentioned as
an important obstacles for a successful and systematic QM implementation/maintenance on an organizational level.
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B Lack of HR resources

B [nsufficient motivation

Kosovo*
# Lack of finances
Serbia
@ Insufficient knowledge /capacities
of QM by the management Macedonia

of the

management Bosniaand Herzegovina
# [nsufficient motivation of the staff
Albania
H No external support/consultancy
Montenegro
While lack of financesis r eported as an i mportant obstacle, several

identified (and potential areas of work for a regional QM Centre at ReSPA). An obvious one, in the core area of

ReSPAOs mi s si

on

i s

t he

t r a iledge.nHgre then membeh @untries cepoet @ hegge o f

shortcoming. Besides Kosovo, training possibilities are reported by the nation coordinators/QPAS members to
be non-existing or limited.

Montenegro

Albania

Bosnia and Herzegovina

Macedonia

Serbia
Kosovo

The organisations indicate

Which statement would you find most valid related to QM training in gur
country

No training on QM provided

Limited training possibilities to attend training on QM

Limited training possibilities to attend training on QM

Limited training possibilities to attend training on QM

Limited training possibilities to attend training on QM
Interested people have easy access to QM training

# Peopletrained
(per year) on QM?

None

| don't know

50-100

50-100

10-50
100

that the

organized training offer is indeed
limited or at least many organisations
do not know about the training offer.

24

k nc



