CAF and Europe

Public administrations face similar challenges in all parts of the world due to need to innovate and improve their effectiveness and efficiency. Modernization of administration does not only require changes in their strategies and structures but in the behavioral traits. The process from bureaucratic towards the action oriented administration is the process of organizational learning only applicable through changes in the culture itself. Therefore, it was noticed that the role of employees is enormous in the whole reformation process. Beside this, there is a growing number of different quality management systems in recent years (ISO 9000:2000), European Foundation for quality management model, the excellence model, etc) which offer support and drive public organizations/managements to constantly question their relations with clients and to pursue improvements. CAF
 represents one of the tools which is becoming more and more used for the quality support within organizations and for building a background for one of the quality systems with the full inclusion of employees. 

CAF is a common framework for raising the quality in public organizations in Europe, and it was represented as a tool for self evaluation. It was developed in 1998 by the Group for innovations of public service, which is a non formal working group backed by EU General Directorate, aiming to promote practices exchange and cooperation for innovative ways to modernize and deliver administrative and public services. It is based on the quality concept of the European Foundation for the quality management (EFQM model)
 and it represents a significant step towards the quality improvements within public organizations (especially in local governances). CAF, or the Common Framework for (self) evaluation, represents the initiative of the European Institute for public administration to institutionalize the need for constant improvements within public administration work. It also represents a kind of a transitory solution for those organizations which have not yet applied some of the quality management systems and a control mechanism for organizations applying some of the quality management systems (e.g. ISO 9001:2000).

All public organizations, local governments as well, do not naturally have many motives to change. The profit, which is a driving force in the business world, does not play a big role in administrative organizations, thus the changes which lead to extra profit have not been a matter of their interest. However, the concept of good governance is changing a focus in administrations in recent decades and requires new ways of thinking. Creation of good governance is a concept to create trust, cooperation and mutual attitude change of all parties. Public sector should be oriented to satisfy the citizens’ needs in efficient, transparent and accountable way. Civil society and private sector should develop awareness and accountability towards public affairs.

Application of the good governance model is one of the key goals of public governance reform for any country. It implies core changes and new characteristics of values: user-oriented contrary to bureaucratic, openness and transparency instead of denying access, discreet protocol and confidentiality, rule of law instead of exercising the autocracy in dealing with public works, and it gives new meanings to effectiveness and efficiency.

The topmost ideal of this model is a constant comparing with the best (related to practices and achievements) aiming to implement the best solutions within the organization. Organizations which adopt this model do not perceive themselves any more as a “black box” in which changes are not possible but as a subject who becomes aware of its good and bad sides and which is planning to execute certain changes in accordance with interest of all stakeholders. This is certainly a distinctive approach to introducing changes then the existing one within various projects that advocate certain solutions or higher levels who strive to make a “magic potion” for all and thus create the governance on their own terms.

CAF has four purposes:

1) to determine unique characteristic typical for each administration

2) to serve as a tool for those who wish to improve the performances of their organizations

3) to serve as a cohesive factor between different models in quality management

4) to promote benchmarking
 within local governances 

Additionally, the CAF lobbyists claim that it is offering: 

· Evaluation based on experience,

· A tool that enables the consistency of the chosen path and a consensus on needs that are to be fulfilled in order to reach improvements,

· Evaluation according to the criteria that are widely accepted in Europe,

· The mean to measure the progress in time through periodical self evaluation,

· The connection between the goals and strategies and the processes through which they are achieved,

· A tool that is used for focusing on those improvement activities which are most important in governance,

· The chance for promotion and mutual exchange of good practices, within one governance structure and among different ones,

· A tool for creating enthusiasm among employees by involving them in the processes of improvements introduction,

· Chances for identification of the progress and levels of achievements

· A tool that is integrating various initiatives for quality issues into the usual activities

CAF – Benchmarking approach

One of the previous issues portrayed the benchmarking concept in local governance as an alternative solution for further reform and introduction of the good governance concept at the local level. And while in the past the solutions for lower levels were created at the higher levels as a rule, today, that practice is being discarded  from the modern day solutions standpoint.
 

The common opinion is that there is no single model applicable in all governances but that there are enough analytical and mutually applicable mechanisms which could be, upon need, applied in local governances unless they strive “to reinvent the wheel” i.e. to make same mistakes others have made while developing and implementing the methods in question.  The reform of values systems and behavioral modes in local governance is primarily perceived as a learning process and not something that is being done in one sweep. And while the process itself is constantly being modified and undergoes an evolution, local governances are still looking for a framework which will place basic principles for every element of their transformation, and that is possible by using benchmarking. Its biggest advantage is, of course, the possibility to upgrade the positive results of the reform processes and to apply them on larger number of governances.

There are numerous definitions of benchmarking but primarily they include learning, exchange of information and adoption of best practices aiming to gradual improvements in performances.

Most simply, benchmarking represents: “Personal improvement based on the learning from others”. In practice, it encompasses: identifying differences in performances, searching adequate solutions for improvement, implementation of solutions and monitoring processes along the benefit analysis. In a broader sense, benchmarking represents comparative grading of performances. In a narrow sense it is a process of identification and application the best practices in order to improve the performances. 

Successful benchmarking, in whose process the bad performances are being improved, results in significant palpable benefits which are necessary, as:

· Gradual changes in the functioning itself and in attitudes towards innovations

· Quality and productivity improvements

· Improvements in the manner for measuring the performances

Benchmarking can also positively influence the aspects necessary to support continues improvements, as:

· strengthening the awareness on performances and larger openness in relation with relative strengths and weaknesses;

· learning from others and higher trust in development and application of new approaches;

· higher involvement and motivation of staff in change management;

· increased readiness to exchange solutions of common problems and to reach an agreement on what is necessary to introduce those changes;

· better understanding of a broader picture and gaining wider perspective of mutual actions factors (or actors) that enable implementation of good practice;

· better cooperation and understanding of interaction within and among governances and

· an increase in citizen satisfaction related to administrative and public services.

CAF methodology is one kind of benchmarking, or of its continuous application in public organizations. And while its usage is still in the early stage in the local governance units in BiH, its results are indisputable from the standpoint of its application in other countries like in Great Britain, Scotland, Netherlands, etc.

It should be certainly noted that CAF is not the only instrument which promotes benchmarking in local governance in BiH. There are projects like the Best practices, conducted by Open Society Found and Municipal Development Project (MDP) Doboj, the program Beacon Scheme, implemented by entities associations of municipalities and cities under the protection of Council of Europe. The feature that certainly distinguishes CAF from the two other approaches is that within it, it is possible to make comparison in continuity with previous situation and with other administrations who implement self evaluation. By applying this model, the benchmarking becomes an internal thing within organization which is constantly generating improvements and not only an activity that has its date of expiring and very often depends on external consultants. 

CAF and MDP

Municipal Development Project has started its activities in municipalities in Doboj region in November 2001. MDP is financed by Swiss government, and implemented by Swiss NGO for development and cooperation “Intercooperation”. Currently a second phase of MDP is underway (2004-2007) involving seven partner municipalities: Doboj, Doboj Istok, Doboj Jug, Maglaj, Usora, Petrovo and Gracanica.

The project goal clearly express MDP intention to offer support to development processes which contribute to better efficiency, effectiveness, transparency, accountability and participation within municipal structures in accordance with the rule of law. The goal thus defined is coherent with the on going reform processes in public governance in BiH. Up to now, reform processes have meant the introduction of new technologies and methods in local governance work. Huge number of those technologies was  ”imported” in BiH from Western countries after they were tested there. Characteristic examples of such processes are the systems for quality management. In the local self governance units in BiH the best known quality system is ISO standard, and CAF model for self evaluation is yet to bloom after the first steps were undertaken. 

In accordance with the specific goals of MDP there are two basic reasons for support to introduction of CAF methodology that was previously described:

1. At the organizational level, MDP has supported introduction of CAF into the certain number of pilot municipalities in BiH (MDP partner municipalities are among them), since CAF contributes to the strengthening of such values which make  local governance a good example. 

2. MDP is supporting benchmarking approach at the level of the region it covers and at the state level since one of the specific MDP objectives is to support a horizontal exchange of experiences and learning processes among municipalities. In that sense, CAF contributes directly to the realization of this specific objective of MDP. 

Lessons learned in MDP partner municipalities

CAF model concept in MDP partner municipalities was presented on the IMAG meeting, comprised of all Mayors of partner municipalities in May 2005. CAF was promoted as an easy to apply tool, especially useful for quick assessment of state of affairs within one organization. After the presentation all Mayors expressed an interest to introduce CAF into their respective municipalities, except Gracanica municipality which is currently introducing ISO standard. In future, Gracanica will reconsider the possibility to apply CAF methodology in order to monitor established ISO procedures, while other partner municipalities will create good prerequisites for introduction of ISO standard or some other quality system thanks to CAF. 

All municipalities have created CAF teams for self evaluation; the teams were given the guidelines for practical use of the methodology. The process of self evaluation on the level of one municipality offers an analysis of strengths and weaknesses as a result, which in addition enables the defining of activities that are directed towards the improvement of the governance work. Those activities are being placed into the so called Improvement Plan. 

Doboj region municipalities have achieved certain results in the sense of performing the training of CAF teams’ members and elaboration of action plans. A short evolution of performed activities was done in September, and it has identified the main problems CAF teams have faced:

· lack of time and staff motivation for the self evaluation process and design of the Improvement Plan

· after the municipal leadership has expressed the initial interest the leadership has not been participating in the implementation of the methodology, so the team members feel that their contribution and results will not be used in future for introducing improvements

· insufficient informing of staff on the methodology in the whole administration

· subjective approach in the grading process

· abstract questions in the questionnaires for self evaluation

Some municipalities have successfully solved the lack of disposable time and an intensive engagement of resources by applying the methodology on the part of the organization, for example within some of the municipal departments and services. That concept is applied within organizations in other European countries. 

All MDP partner municipalities have expressed readiness and intention to continue with CAF application and to use results of the self evaluation as guidelines for the activities for improvement of governance work. Considering that CAF methodology is relatively new even in developed European countries, MDP is ready to continually support CAF teams to use the methodology in two ways:

1 –as a tool for monitor the processes in local governance (municipal monitoring system) 

2 –as a tool for improving the quality of administrative services through implementation of the Improvement Plan

Lessons learned while working with municipalities

The experiences in working with municipalities gathered so far indicate that the methodology is completely in line with their needs and priorities. However, results attained on the basis of self evaluation are not being fully used for action planning in order to improve municipal administration work, although these results are very valuable as a starting point for leadership in the process of decision making. The reasons for this kind of attitude can be found in their insufficient participation in the application of the methodology itself due to various reasons (lack of interest, lack of knowledge, etc). It certainly does not diminish results that were achieved by CAF teams.

Municipal representatives from municipalities that were applying CAF methodology have said that it is fully compatible with many other projects aiming to introduce the good governance principles into their work. It is especially significant that municipalities applying quality management system ISO standard 9001:2000 have regarded CAF as fully compatible mechanism for their further upgrading. Additionally, municipal clerk have listed the creation of the values system and organizational culture as one of the most important results. Generally, all municipalities had a positive attitude on introducing CAF methodology, for which they did not need many resources (human and material).

Based on the CAF application experience in the Doboj region municipalities, following key factors for sustainable application of the methodology can be defined:

· expressed interest and support of the municipal leadership

· adequate choice of members of CAF teams in the sense of achieving variety and quality of their professional experience and their motivation to work on self evaluation

· good relation between the leadership and CAF team members

· regular information flow (internal communication) of all employees within the governance about the application of CAF model, process and results of self evaluation and on the projects intended to bring about the positive changes

· time that CAF team members need to invest into the self evaluation needs to be well planned so they can adjust it with their working assignments

· integration of the projects from the Improvement Plan into the strategic planning on the level of municipality

· adequate adaptation of the methodology, primarily formulated for self evaluation into the specific context at the level of local governances

It should be also noted that the cases of spontaneous expressions of interest or use of CAF in BiH are rare. Up to now it was mostly the pursuit of agency EDA from Banjaluka and MDP who have been trying to explain the concept, methodology and approach to certain municipal governance groups and to create preconditions for the further operations throughout BiH. 

The sustainability of the methodology is not only the matter of its institutionalization within local governance units in BiH but an issue of a pending decentralization which is being announced by many.  The basic question here is whether the decentralization can be conducted or is it possible to transfer the jurisdictions and responsibilities for certain affairs to those who do not show a lot of interest for their organizational upgrading, bearing in mind all the difficulties that municipal governance face. Certainly, everybody agrees that municipal governances dispose with meager founds for all their jurisdictions at the moment (scaling from the aid for vulnerable population to creating preconditions for balanced socio-economic and local development). However it should be noted that this attitude perceives the local governance as a black box in which all internal processes of possible improvements are an unknown area. In order to bring about the changes and improvements we need to start with ourselves. An analysis of organization involving the process of determining the strengths and weaknesses and key results important for functioning is surely a good start for further transformation of local governance units and for upcoming decentralization. 
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� An acronym, in English: Common Assessment Framework


� The concept itself is a modified version of the business model of excellence, developed by the European Foundation for quality management which is representing a basis of many successful companies


� Benchmarking (eng) is a mechanism which includes learning, distribution of information and acceptance of best practices for doing certain activities in order to improve performances.. Simply said, it is “an improvement based on others examples”
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