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Foreword

The European Public Administration Network (EUPAN) is an informal network of the Directors-
General responsible for public administration in the Member States of the European Union, the
European Commission (EC) and observer countries. The network works together for high-quality
public services and public administrations in Europe.

The relevance of EUPAN is in its forward-looking and knowledge-sharing role for public
administration challenges at the national and European levels. The Common Assessment
Framework (CAF) is the most visible product of the network, with clear impact on how we assess
and improve the quality of public administrations in Europe. The use of the model has also spread
outside Europe, so the impact is even wider. In 2019 there are about 4.100 registered CAF users in
European and Non-European countries.

The new CAF2020 is the fifth version of the model. The core of the model is based on a proven CAF
model that was launched in 2000. The CAF is the first European quality management tool specifically
tailored for and developed by the public sector itself. It is a general, simple, accessible and easy-to-
use model for all public sector organisations. It deals with all aspects of organisational excellence
and drives for continuous improvement. The CAF model has now been revised and fine-tuned in
order to better respond to the development and evolutions in public management and society. The
updates of this CAF2020 version mainly deal with digitalisation, agility, sustainability and diversity.

This new version is the result of the intensive collaboration between the National CAF
Correspondents of the Member States of the European Union. A core group undertook the main task
of revising the CAF. We take this opportunity to thank especially Austria, Belgium, Finland, Italy,
Poland and Portugal, supported by the European CAF Resource Centre at the European Institute of
Public Administration (EIPA). The process was also strongly promoted by the EU Presidencies of
Estonia, Bulgaria and Romania.

Ultimately, quality public administration and its services are assessed by their impact on the quality
of life for people. The purpose of the CAF model is to guide public organisations to reach the best
possible outcomes.

There is an active community around the CAF model. While the National CAF Correspondents
network is in charge of keeping the model strong and up to date, the wide user network is the one
creating the concrete effects of using the model in their organisations. Their expertise and knowledge
is shared in European CAF Users Events and other occasions where d&-riends of CAF6 meet.
Thousands of organisations have already adopted the model and proved that it works; hundreds of
people gather together in the European events. With this revised version of CAF2020 we warmly
invite everyone to join this CAF community!

The EUPAN 5 Secretariat? November 2019
(Croatia, Finland, Germany, Romania, European Commission)

1 The EUPAN 5 Secretariat operates on a rotating basis and is always formed by the current presidency together with the

previous one, the two following presidencies and the European Commission.
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GENERAL INTRODUCTION

| General i ntroduction

The content of the CAF model

DEFINITION

The Common Assessment Framework (CAF) is a total quality management model for self-assessment
developed by the public sector for the public sector. The CAF is free of charge and available in the public
domain to assist public sector organisations to improve their performance. It has been designed for use
in all parts of the public sector, and it is applicable to national/federal, regional and local levels. Although
the CAF has been developed in a European context, it can be used in any public organisation all around
the world.

The CAF belongs to the family of the total quality management (TQM) models and was originally inspired
by the Excellence Model of the European Foundation for Quality Management (EFQM®). It is a model
for performance management acting as a @ompasséto help managers finding the paths to excellence.
With its graphical representations it explains the cause/effect relation between organisational factors
and performance results.

The CAF is based on the premise that excellent results in organisational performance,
citizens/customers, people and society are achieved through leadership driving strategy and planning,
people, partnerships, resources and processes. It looks at the organisation from different angles at the
same time: the holistic approach to performance analysis.

The CAF Model

- 3. People - —— 7.People Results —
6. Citizen/
1. Leadership | > Strate:gy & - 5. Processes = Customer-oriented = LT TR
Planning S Results
esults
8. Social

| 4. Partnerships & || Responsibility

Resources Results

INNOVATION AND LEARNING

The nine-box structure identifies the main aspects requiring consideration in any organisational analysis.
Criteria 11 5 (the enablers) deal with the managerial practices of an organisation. These determine what
the organisation does and how it approaches its tasks to achieve the desired results. In Criteria 6i 9, the
results achieved in the fields of citizens/customers, people, social responsibility and key performance
are measured by perception and performance measurements.

Each criterion is broken down into a list of subcriteria. 28 subcriteria identify the main issues that need
to be considered when assessing an organisation. They are illustrated by examples that explain the
content of the subcriteria in more detail and suggest possible areas to address, in order to explore how
the administration meets the requirements expressed in the subcriterion.

18.11.19
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GENERAL INTRODUCTION

These examples represent good practices from all over Europe. Not all of them are relevant for every
organisation, but many can be considered as points of attention during self-assessment. Integrating the
conclusions from the assessment of the enablers and results criteria into the managerial practices
constitutes the continuous innovation and learning cycle that accompanies organisations on their way
towards excellence.

Without modifying the structure of the model but simply adapting the examples and the language,

sectorial versions of the model have been defined to make the CAF implementation easier and more

effectivefor every organisation.edAcButiopmpéaexvetsi SnnNGEBEAROI1:
sectors have been developed at national levels (e.g. for justice organisations, universities,

municipalities).

PURPOSE AND BENEFITS

The CAF aims to be a catalyst for a full improvement process within the organisation.
The aim is better services for the citizens, because implementing the CAF helps to increase the quality
of services for the customers and thus citizensésatisfaction.

It supports public administrations to:
1. introduce the culture of excellence;
2. progressively implement the PDCA (PLAN, DO, CHECK, ACT) logic;
3. carry out the self-assessment process in order to obtain a comprehensive organisation check;
4. come up with a diagnosis that shows the strengths and improvement areas helping the definition
of improvement actions.

In addition, the following benefits of the CAF are recognised by many users:

Tailor-made for the public sector: It is the European quality management model developed by public
administrations for public administrations.

Common language: It allows staff and managers to discuss organisational issues together in a
constructive way. It promotes dialogue and benchlearning among public administrations.

People involvement: The self-assessment process is the basis for the systematic involvement of
people in the improvement of the organisation.

Evidence-based improvement: It stimulates public sector organisations to gather and effectively use
information and data.

No external costs: The CAF is available free of charge, promoted by the European CAF Resource
Centre and the network of National CAF Correspondents.

External feedback available: A common procedure was defined by the CAF network in 2009 to provide
recommendations delivered by External Feedback Actors for the further development of the organisation
and to be recognised as an effective CAF user.

Moreover, the European model CAF2020 incorporates the lessons learned and results of the following:
Toolbox i Quality of Public Administration, European Commission, 2018

Embracing Innovation in Governments Global Trends, OECD 2018

OECD Declaration on Public Sector Innovation, 2019

The Principles of Public Administration, SIGMA OECD, 2019

EPSAT European Public Sector Award, EIPA

Observatory of Public Sector Innovation (OPSI), OECD

O 0 OO OO
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GEN ERAL INTRODUCTION

PRINCIPLES OF EXCELLENCE

As a tool of TQM, the CAF subscribes to the fundamental concepts of excellence as initially defined by
the European Foundation for Quality Management. The CAF translates them to the public sector and
aims to improve the performance of public organisations on that basis. The implementation of these
concepts makes the difference between the traditional bureaucratic public organisation and the one
oriented towards the culture of the quality of performance.

Results
orientation
Social Citizen/
responsibillty Customer focus
Partnership PRINCIPLESOF ~_e2dersh
development EXCELLENCE of purpose
Continuous Management
innovation and of processes
improvement Peaple and facts
development and
involvement

The core of the CAF model is the self-assessment of the organisation and thus the starting point for a
comprehensive improvement process. Although the CAF primarily focuses on performance evaluation
and management to make improvement possible, the ultimate goal is to contribute to good governance.
Good governance begins with shared principles/values, which are to be taken into consideration during
the assessment. Definitions and terminology of the values vary in different administrations even if there
are recurring themes but the common European context is an important reference for CAF users taking
into account the common public sector values and principles.

7
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Principle 1: Results orientation

The organisation focuses on results. Results are achieved which please all of the organisation& stakeholders
(authorities, citizens/customers, partners and people working in the organisation) with respect to the targets that
have been set.

Principle 2: Citizen/customer focus

The organisation focuses on the needs of present as well as potential citizens/customers. It involves them in the
development of products and services, and the improvement of its performance.

Principle 3: Leadership and constancy of purpose

This principle couples visionary and inspirational leadership with constancy of purpose in a changing
environment. Leaders establish a clear mission statement, as well as a vision and values; they also create and
maintain the internal environment in which people can become fully involved in achievingt he or ga
objectives.

Principle 4: Management of processes and facts

This principle guides the organisation from the perspective that a desired result is achieved more efficiently when
related resources and activities are managed as a process, and effective decisions are based on the analysis of
data and information.

Principle 5: People development and involvement

People at all levels are the essence of an organisation and their full involvement enables their abilities to be used
for the organisation& benefit. The contribution of employees should be maximised through their development
and involvement, and the creation of a working environment of shared values and a culture of trust, openness,
empowerment and recognition.

Principle 6: Continuous learning, innovation and improvement

Excellence is challenging the status quo and effecting change by continuous learning to create innovation and
improvement opportunities. Continuous improvement should therefore be a permanent objective of the
organisation.

Principle 7: Partnership development

Public sector organisations need others to achieve their targets and should therefore develop and maintain value-
adding partnerships. An organisation and its suppliers are interdependent, and a mutually be neficial relationship
enhances the ability of both to create value.

Principle 8: Social responsibility

Public sector organisations have to assume their social responsibility, respect ecological sustainability and try to
meet the major expectations and requirements of the local and global community.

These Principles of Excellence are integrated into the structure of the CAF and in time, the continuous
improvement of the nine criteria will bring the organisation to a high level of maturity. For each principle, four
levels of maturity have been worked out so that an organisation can have an idea of its way forward towards
excellence.

18.11.19
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WHAT IS NEW IN CAF2020

Due to its proven effectiveness, the framework for the self-assessment has not been changed from the
reference to the eight Principles of Excellence on which it is based. The CAF is still composed of 9
criteria and 28 subcriteria, but some of the subcriteria have been reformulated for better understanding.

Users of previous CAF versions will not find it too difficult to find their way around the new version, as it
is a moderate update. CAF2020 strengthens the focus on digitalisation and pays attention to agility,
sustainability and diversity regarding the connection of the operational with the strategic levels to
support reforms implementation.

Major changes have been introduced at the level of the examples that have all been reviewed,
shortening the descriptions and reducing their number. The glossary has been updated accordingly. In
the Annex there is a table that compares CAF 2013 with the CAF2020 version.

Organisations are free to adapt the implementation of the model to their specific needs and contextual
circumstances. However, the structure of the model with the 9 criteria and the 28 subcriteria, as well as
the use of one of the assessment panels, is strongly recommended, as it is to implement the process
following the given guidelines.

How to implement the CAF model

SELF-ASSESSMENT AND IMPROVEMENT PROCESS

The CAF implementation follows a three-phase plan.

Phase 1: Start of the CAF Journey

The decision for implementing the CAF is the starting signal for a comprehensive improvement and
change process of the organisation. This has to be considered from the beginning and requires clear
responsibilities, commitment and decision of the management to adopt the CAF, and the involvement
of the employees.

Phase 2: CAF Self-Assessment

Here, a joint self-evaluation of the organisation by employees and management is carried out on the
basis of the criteria in order to identify strengths and areas for improvement. The main result of this
phase, in addition to the evaluation, is a catalogue with ideas for improvement for the further
development of the organisation. The expected output is a self-assessment report.

Phase 3: CAF Improvement Plan

On the basis of the ideas for improvement developed in phase 2, a CAF improvement plan is drawn up,
which specifies the implementation of the ideas for improvement. Here, the individual actions are
prioritised, provided with schedules and responsibilities, and assigned the necessary resources.

Now the CAF improvement plan has be implemented within two years. After this, a new CAF self-
assessment process can be started. This loop ensures the continuous improvement process in the
organisation.

The whole process is supported by guidelines covering a ten-step implementation plan.

18.11.19
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THE EXTERNAL FEEDBACK PROCEDURE

To enable public sector organisations applying the CAF to see the results of their efforts, the model
offers the External Feedback Procedure which provides feedback aiming to further support the CAF
user in their journey towards quality.

Between 6 and 12 months after the approval of the self-assessment report, the organisation has the
opportunity to apply this procedure to receive the European label of @ffective CAF userd In case of a
positive evaluation given by external CAF experts the label will confirm that the CAF has been
implemented in an effective way and the organisation has started to install the Principles of Excellence
in its organisational culture.

The delivery of the CAF Effective User Label is the responsibility of the Member States implementing
the procedure. Organisations that wish to apply for the CAF label should enquire beforehand about the
existing possibilities in their country.

How to get support in using CAF2020

In 2001, a network of National CAF Correspondents, as well as the European CAF Resource Centre
(CAF RC) was created following the decision of the Directors-General in charge of public service. The
CAF network is responsible at European level for the development and follow-ups of the CAF. It
periodically discusses new tools and strategies for the promotion of CAF implementation. It organises a
European CAF Users Event every two years, at which national experts and users discuss good practices
and exchange ideas.

In the Member States, the National CAF Correspondents develop appropriate initiatives to stimulate and
support the use of the model in their countries. Activities vary from the creation of national resource
centres to dedicated websites or quality conferences. Joint CAF projects are common, often in the
context of the use of EU funding, that involve two or more European or candidate countries (especially
twinning and TAIEX activities) and countries of other continents too.

The European CAF RC is based at the European Institute of Public Administration (EIPA) in Maastricht
(NL) and is responsible for supporting CAF implementation in Europe. Main tasks are generation of
expert content, coordination of the CAF network meetings, training delivery, surveys on CAF
implementation, management of the CAF website www.eipa.eu/caf with all relevant information about
CAF users and National CAF Correspondents, and all related publications (survey reports and
newsletters).

It also supports on demand from Member States the organisation of CAF Eventsdthat are held every
two years at European level and deliver the common European training scheme for CAF External
Feedback Actors.

In the following chapters you will find information concerning

the CAF2020 assessment framework (Chapter 1)
the scoring system (Chapter IlI)

the self-assessment process (Chapter V)

the external feedback procedure (Chapter V)

the CAF glossary.

O 0 OO O
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WHAT TO EVALUATE: THE ASSESSMENT FRAMEWORK

[ What to evaluate: the assessment framework

The nine-box structure identifies the main aspects requiring consideration in any organisational analysis.

The CAF Model

— 3. People — —— 7.People Results —
6. Citizen/
1. Leadership 2 Strate:gy & - 5. Processes — CUstomer-oriented = e
Planning Results Results
esu
. 8. Social
|| 4. Partnerships & | —  Responsibility _
Resources Results

A

INNOVATION AND LEARNING

The five enablers boost the organisation to perform at its best.

C Above all is the leadership (1), which sets the strategic direction of the organisation and
creates the organisational foundations.
C Good leadership uses instruments of strategy and planning (2) as well as human resources

management (3), cooperates with partners and manages resources (4) such as budget,
knowledge and IT.

C On these bases, the organisation defines and documents the internal processes (5) and
develops these permanently.
C If the organisation is well placed to boost the enablers, it will also deliver excellent results for

their customers, stakeholders, employees, citizens and society. The CAF defines four criteria
which measure the results of the organisations work.

During the self-assessment process a distinction should be made between the causei effect
relationship between the enablers (causes) and the results (effects), and the holistic relationship
between the causes (enablers).

The causei effect relationship between the enablers (causes) and the results (effects) have to be
taken into account. The organisation should always check for consistency between a given result and
the 6evidenced collected on the relevant criteria on

11
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WHAT TO EVALUATE: THE ASSESSMENT FRAMEWORK

The following are some examples of this connection:

C Customer/citizens results T e.g. how satisfied are the citizens with the work of the organisation
(the ministry, the municipality, the school, etc.)? How is the telephone accessibility seen?
What are the opening hours of the citizen service centre?

C People® results 1 e.g. how satisfied are the employees with their work in the organisation?
How is the performance of peoples work? Which training courses are attended?

C Social responsibility results i e.g. how much recycled paper is used? How many
transparency/open data initiatives are supported?

C Key performance results i e.g. what output and outcome impacts does the organisation

achieve with its work (for public transport, police security, environmental protection, social
services, quality of the laws, etc.)?

Such consistency is sometimes difficult to verify because the different causes (enablers) interact with
each other when producing results. In any case, the existence of appropriate feedback from results
appearing on the right-hand side to the appropriate criteria on the left-hand side should be checked in
the assessment.

12
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WHAT TO EVALUATE: THE ASSESSMENT FRAMEWORK

Enablers Criteria

Criteria 1i 5 deal with the managerial practices of an organisation, the so-called enablers. These
determine what the organisation does and how it approaches its tasks to achieve the desired results.
The assessment of actions relating to the enablers should be based on the enablers panel (see chapter
dow to evaluate: the scoring systemg.

13
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Criterion 1: Leadership

Subcriterion 1.1

Provide direction for the organisation
by developing its mission, vision and
values

Subcriterion 1.2

Manage the organisation, its
performance and its continuous
improvement

Subcriterion 1.3

Inspire, motivate and support

people in the organisation and act as
a role model

Subcriterion 1.4
Manage effective relations
with political authorities and

other stakeholders

In a representative democratic system, elected politicians make the strategic choices and
define the goals they want to achieve in different policy areas. The leadership of public
sector organisations assists political authorities in formulating public policies by giving
advice based on its expertise in the field. It is responsible for the implementation and
achievement of the public policies. The CAF makes a clear distinction between the role of
the political leadership and that of the leaders/managers of the public organisations, while
emphasising the importance of good collaboration between both actors in order to achieve
the policy results.

Criterion 1 focuses on the behaviour of the people in charge of the organisation: the
leadership. Their job is complex. As good leaders, they should create clarity and unity of
purpose for the organisation. As managers, they establish an environment in which the
organisation and its people can excel, and they ensure the functioning of an appropriate
steering mechanism. As facilitators, they support the people in their organisation and
assure effective relationships with all stakeholders, in particular with the political hierarchy.

18.11.19




WHAT TO EVA LUATE: THE ASSESSMENT FRAMEWORK

Assessment

Consider what the organisation@ leadership is doing to
achieve the following.

Subcriterion 1.1 Provide direction for the organisation by developing its mission, vision and

values

The leadership ensures that the organisation is
driven by a clear mission, vision and core
values. This means they develop the mission
(why do we exist / what is our mandate?), the
vision (where do we want to go / what is our
ambition?) and the values (what steers our

behaviour?) required A

term success. They communicate them and
ensure their achievement. Every public
organisation needs values that build the
framework for all activities of the organisation 1
values in line with its mission and vision.

Public sector organisations actively have to
uphold values such as democracy, rule of law,
citizen focus, diversity and gender equity, fair
working environment, embedded corruption
prevention, social responsibility and anti-
discrimination: values that at the same time
provide a role model for the whole of society.
Leadership creates the conditions to embody
these values.

Leadership should ensure organisational agility
and be aware of the challenges and
opportunities posed by digitalisation.

Examples

a.Set a clear direction for the organisation by
developing the mission, vision and values,
involving relevant  stakeholders and
employees.

b.Ensure that European public sector principles
and values such as integrity, transparency,
innovation, social responsibility and inclusion,
sustainability, diversity and gender aspects
are in the mainstream of the organisation®
strategies and activities.

c.Ensure that mission, vision and values are in
line with local, national, international and
supranational strategies taking into account
digitalisation, public sector reforms and
common European agendas (e.g. SDGs,
EU2020, better regulation).

d.Ensure the wider communication and dialogue
about the mission, vision, values, strategic and
operational objectives to all employees in the
organisation and to other stakeholders.

e.Ensure organisational agility by periodically
reviewing the mission, vision, values and
strategies reflecting changes in the external
environment (e.g. digitalisation, climate
change, public sector reforms, demographic
developments, impact of smart technologies
and social media, data protection, political and
economical changes, social divisions,
customersadifferentiated needs and views).

f. Prepare the organisation for the challenges
and changes of digital transformation (e.g.
digitalisation strategy, training, guidelines for
data protection, appointment of DPO).

[Award a score using the enablers panel]

15
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Subcriterion 1.2 Manage the organisation, its performance and its continuous improvement

Leaders develop, implement, and monitor the
organi sationés
appropriate organisational structure with clear
responsibilities for all levels of staff, as well as
defined management, support and core pro-
cesses, should guarantee the efficient
achievement o f the organisa
outputs and outcomes. The performance
management is based on defined measurable
targets reflecting outputs and outcomes of the
organi sati onos acti vi
mance management systems combine outputs
and outcomes with resources to enable
guidance based on rational evidence. It allows
regular reviewing of performance and results.

Leaders are responsible for improving perfor-
mance. They prepare for the future by
organising the changes necessary to deliver the
mission. The initiation of a continuous improve-
ment process is a core target of quality
management. Leaders prepare the ground for
continuous improvement by ensuring an open
culture for innovation, learning and ethical
behaviour.

manage

Examples
a.Define appropriate managerial structures,
processes, functions, responsibilities and

competencies ensuring the organisation®
agility.

b.St eer the i mprovement
management system and performance in

accordance with the expectations of
stakehol der s and cus
needs.

c.Define the management information system
with input from the internal control and risk
management system.

d.Set targets and use a balanced set of results
and outcomes to measure and evaluate the
performance and impact of the organisation,

prioritising customersé and citizensé
differentiated needs.
e.Ensure good internal and external

communication in the whole organisation and
use new means of communication including
social media.

f. Develop a management system that prevents
corruption and unethical behaviour, but also
supports employees by providing compliance
guidelines.

[Award a score using the enablers panel]

18.11.19
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Subcriterion 1.3 Inspire, motivate and support people in the organisation and act as arole

model

Through their personal behaviour and their
human resource management leaders inspire,
motivate and support the employees. Acting as
role models, the leaders reflect the established
objectives and values, encouraging employees
to act in the same way. Employees are
supported by the leaders to reach their targets
by carrying out their duties. A transparent style
of leadership based on mutual feedback, trust
and open communication motivates people to
contribute to the orga

Besides these issues of personal behaviour,
central factors for motivation and support of
employees can also be found in the
organi sationos |l eader
system. Delegation of competences and
responsibilities, including accountability, is the
main managerial basis for motivating people.
Equal opportunities for personal development
and learning as well as recognition and
rewarding systems are also motivating factors.

Examples

a.lnspire  through an innovation-driven
leadership culture based on mutual trust and
openness.

b.Lead by example, thus personally acting in
accordance with established objectives and
values (e.g. integrity, sense-making, respect-
fulness, participation, innovation, empower-
ment, precision, accountability, agility).

c.Promote a culture of mutual trust between
leaders and employees with proactive
measures to counter any kind of discrimi-
nation, encouraging equal opportunities and
addressing individual needs and personal
circumstances of employees.

d.Inform and consult employees regularly on key
issues related to the organisation.

e.Empower and support employees providing
them with timely feedbacks in order to improve
their performance.

f. Promote a learning culture, stimulate
employees to develop their competences and
to adjust to new requirements (by preparing for
the unexpected and by learning quickly).

[Award a score using the enablers panel]

17
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Subcriterion 1.4 Manage effective relations with political authorities and other stakeholders

Leaders are responsible for managing relation-
ships with all relevant stakeholders who have an
interest in the organisation or its activities.
Therefore, the public managers lead a focused
dialogue with political authorities and the other
stakeholders. In the public sector, leadership is
the interface between the organisation and the
political authorities. This subcriterion describes
one of the main differences between public
sector and private organisations. Public sector
organisations have to focus on relations with
political authorities from different perspectives.

On the one hand, individual politicians can have
a leadership function as they i together with the
public sector organisation leaders i formulate
targets. In this way, public sector organisations
act as managing bodies of the political
authorities. On the other hand, political
authorities can occur as a specific group of
stakeholders to be dealt with.

Examples

a.Analyse and monitor the stakeholderséneeds
and expectations including relevant political
authorities.

b.Assist the relevant political authorities in
defining the public policies related to the
organisation.

c.Align the organisation® performance to public
policies and political decisions.

d.Maintain proactive relations with the political
authorities from the appropriate executive and
legislative areas.

e.Manage  partnerships  with important
stakeholders (citizens, non-governmental
organisations, interest groups and

professional associations, other

public authorities, etc.).

industry,

f. Raise public awareness, reputation and
recognition of the organisation, and develop a
concept of marketing focused on stakeholdersd
needs.

[Award a score using the enablers panel]
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Criterion 2: Strategy and Planning

Subcriterion 2.1

Identify the needs and
expectations of the stakeholders,
the external environment and the
relevant management
information

Subcriterion 2.2
Develop strategies and plans
based on gathered information

Subcriterion 2.3
Communicate, implement
and review strategies and plans

Subcriterion 2.4

Manage change and innovation
to ensure the agility and
resilience of the organisation

Implementing the mission and vision of a public organisation requires a clear strategy.
Setting strategic objectives includes identifying the needs and expectations of the
stakeholders, making choices, setting priorities based on the public policies and objectives,

A

and the other stakehol der sd6 neeedosrges.t aki ng

The strategy defines the outputs (products and services) and outcomes (impact) it wants to
obtain and the way it wants to measure progress, while taking into account relevant critical
success factors.

The strategy needs to be translated into plans, programmes, operational objectives and
measurable targets so it can be successfully executed. Monitoring and steering should be
part of the planning, as well as being attentive to the need for modernisation and innovation,
which supports the organisation in improving its functioning. Critically monitoring the
implementation of the strategy and planning should lead to updating and adapting them
whenever necessary.
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Assessment

Consider what the organisation is doing to achieve the

following.

Subcriterion 2.1 Identify the needs and expectations of the stakeholders, the external
environment and the relevant management information

PDCA (PLAN, DO, CHECK, ACT) cycle plays
an important role in developing and imple-
menting strategy and planning in a public
organisation. The definition of the strategy starts
by gathering reliable information on the present
and future needs of all relevant stakeholders,
and on the internal performance and capabilities
of the organisation in the external environment,
including public sector reforms at national and
European level. The setting of goals and
identifying of conditions that must be fulfilled to
achieve strategic goals 7 based on a sound risk
analysis and management i plays a crucial part
in ensuring an effective implementation and
follow up.

This information is indispensable to support the
strategic and operational planning process. It is
also fundamental to steer planned improve-
ments in organisational performance.

According to the PDCA approach, regular
reviews should be conducted jointly with the
stakeholders to monitor their changing needs
and their satisfaction. The quality of this
information and systematic analysis of feedback
from stakeholders is a prerequisite for the
quality of the intended results.

Examples

a. Observe and analyse the external environment
regularly including legal, political, demographic
change and digitalisation, as well as global
factors like climate change as inputs for
strategies and plans.

b. Identify all relevant stakeholders and analyse
information about their current and future needs,
expectations and satisfaction.

c. Analyse public sector reforms, at national and
European level, to define and review effective
strategies.

d. Analyse the performance and capability of the
organisation, focusing on internal strengths,
weaknesses, opportunities and threats/risks.

[Award a score using the enablers panel]
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Subcriterion 2.2 Develop strategies and plans based on gathered information

Developing the strategy means defining
strategic objectives for the public organisation in
line with the public policies, the needs of the
relevant stakeholders and the vision of the
leaders, including the available management
information, as well as information on develop-
ments in the external environment.

Strategic priorities and decisions taken by the
top management should ensure clear objectives
on outputs and outcomes, and the resources to
achieve them. The social responsibility of public
sector organisations should be reflected in their
strategy.

Planning involves a conscious and methodical
approach that will guide the organisation at all
levels to achieve the strategic goals. Indicators
and result-monitoring systems used in the
subsequent execution phase should be defined
during the planning. It is the work-through on
strategies and action plans that creates a
framework for the measurement of the results to
be assessed in the criteria on citizen/customers
(Criterion 6), people (Criterion 7), social
responsibility (Criterion 8) and key performance
(Criterion 9).

Examples

a.Develop the strategy by defining long- and
short-term priorities and goals in line with the
vision and the national and European
strategies.

b.Involve stakeholders and use information
about their differentiated needs and views to
develop strategies and plans.

c.Integrate aspects of sustainability, social
responsibility, diversity and gender
mainstreaming in the strategies and plans of
the organisation.

d.Develop plans by defining priorities, objectives
and outputs (the products and services
provided) and outcomes in line with the
mission and public sector reform.

e.Ensure the availability of resources for an
effective implementation of the plan.

[Award a score using the enablers panel]
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Subcriterion 2.3 Communicate, implement and review strategies and plans

The capacity of the organisation to deploy its
strategy depends on the quality of the plans and
programmes detailing the targets and results
expected from each organisational level, as well
as from the employees. Relevant stakeholders
and employees at the different organisational
levels should thus be well informed of the goals
and targets related to them to guarantee an
effective and uniform implementation of the
strategy.

The organisation has to deploy the strategy at
each level. The management should ensure that
the right processes, project and programme
management, and organisational structures are
put into place to ensure an effective and timely
implementation.

Organisations should consistently and critically
monitor the implementation of their strategy and
planning, adjust practices and processes when
necessary, or update them if needed. The
strategy and planning have to be communicated
to all the relevant stakeholders.

Examples

a.Translate the strategies of the organisation
into relevant plans, tasks and targets for units
and individuals.

b.Develop plans and programmes with targets
and results for each organisational unit with
indicators for the expected results.

c.Communicate strategies, performance plans
and intended/achieved results of the
organisation internally and to all relevant
stakeholders.

d.Monitor and evaluate the performance of the
organisation at regular intervals at all levels
(departments, functions, organisational chart)
to control efficiency, effectiveness and the
strategiesGimplementation levels.

[Award a score using the enablers panel]
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organisation

Subcriterion 2.4 Manage change and innovation to ensure the agility and resilience of the

An effective public sector needs to ensure agility
and resilience to be able to innovate and change
practices to deal with new expectations from
citizens/customers, to enhance the quality of the
service and to reduce costs. Innovation can
occur in several ways:

C by implementing innovative methods
and processes for providing services
or goods;

C with new methods of managing work
programmes;

C by introducing innovative services or

goods that have a higher added value

for citizens and customers.
The design phase is crucial: for later decisions,
for the operational delivery of services and for
the evaluation of the innovations themselves. A
prime responsibility of the management is
therefore to create and communicate an open,
supportive attitude towards suggestions for
improvement wherever they come from.

Examples

a.ldentify needs and drivers for innovation
considering the opportunities and pressure of
digital transformation.

b.Communicate the organisation® innovation
policy and results to all relevant stakeholders

¢.Build an innovation-driven culture and create
scope and space for cross-organisational
development.

d.Manage change effectively and inform and
involve employees and stakeholders at an
early stage.

e.Implement systems for generating creative
ideas and encourage innovative proposals
from employees and stakeholders at all levels
supporting exploration and testing.

[Award a score using the enablers panel]
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Criterion 3: People

Subcriterion 3.1

Manage and improve human
resources to support the strategy
of the organisation

Subcriterion 3.2
Develop and manage
competencies of people

Subcriterion 3.3
Involve and empower the people
and support their well-being

Peopl e ar e t he organi sationés mo st i mp

management allows the organisation to accomplish its strategic objectives, and to take
advantage of the strengths and ability of people. Successful human resource management
promotes peoplebdbs engagement, motivation
has to manage the competences and full potential of its people at individual levels to ensure
organisational agility.

Improving leadership development, talent management and strategic workforce planning
are critical since peopl evestmeat. t he or gani

Respect and fairness, open dialogue, empowerment, political neutrality, reward and
recognition, care and providing a safe and healthy environment are fundamental to build
the commitment and participation of people to the organisational journey towards
excellence.

It is important to realise that only satisfied people can bring the organisation towards
satisfied customers.

q

3
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Assessment

Consider what the organisation is doing to achieve the

following.

Subcriterion 3.1 Manage and improve human resources to support the strategy of the

organisation

A comprehensive approach to managing people,
the workplace culture and environment is a key
part of strategic planning in an organisation.
Effective human resources management
enables people to contribute effectively and
productively t o t he
mission, vision and the accomplishment of the
organisations objectives.

The subcriterion assesses whether the organi-
sation aligns its strategic objectives with its
human resources so that they are identified,
developed, deployed and improved
transparently, and taken into account to achieve
optimum success. It questions how the
organisation succeeds in attracting and retaining
people capable of delivering services and
products, reflecting cust omer s 6
expectations. It involves regular analyses of
current and future human resources needs and
the development and implementation of a
human resources management policy with
objective criteria regarding recruitment, career
development, promotion, remuneration,
rewards, merit and the assignment of
managerial functions.

Examples

a.Analyse current and future human resource
needs in line with the strategy of the
organisation.

b.Develop and implement a transparent HR

policy based on objective criteria for
recruitment, promotion, remuneration,
development, delegation, responsibilities,

rewards and the assignment of managerial
functions, in  accordance with the
organisation® HR principles.

c.Implement the principles of fairness, political
neutrality, merit based, equal opportunities,
diversity, social responsibility and worki life
balance in the HR policy and review the
necessity for promot.
develop plans accordingly.

d.Ensure the necessary competences and
capabilities to achieve the mission, vision and
values of the organisation are in place,
especially focusing on social skills, agile
mindset, and digital and innovation skills.

e.Support a performance culture by defining
performance goals shared with the people and
monitoring the performance systematically,
and conduct performance dialogues with the
people.

[Award a score using the enablers panel]
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Subcriterion 3.2 Develop and manage competencies of people

The identification, development and
management o f peopl e
crucial for the success of an organisation.
Individual competence development plans and
regular performance dialogues prepare the
ground for supporting staff to assume greater
responsibility and to take more initiative to
continually  develop  the  organisation&
competencies.

When this is in line with its strategic goals, it
fosters people® performance and supports a
dynamic working culture also by promoting
innovative training methods (e.g. e-learning,

multimedia approach, design thinking
approach).
Furthermore, this is needed in a highly

competitive job market to attract young and
talented people in order to achieve the
organisation& goals.

Examples

a.Implement a human resource development
strategy/plan based on identified current and
future competence, skills and performance
requirements of people.

b.Attract and develop the talents necessary to
achieve the mission, vision and objectives.

c.Enable new and innovative forms of learning to
develop competencies (design thinking,
teamwork, labs, experiments, e-learning, on-
the-job learning).

d.Establish individual competence development
plans including personal skills (e.g. openness
for innovation) as part of the regular
performance interview (employee development
interview), which provides a forum for mutual
feedback and matching expectations.

e.Create specific programmes and training for
leadership development including public
management instruments.

f. Guide new people by means of mentoring,
coaching and individual counselling.

g.Develop and promote modern training methods
(e.g. multimedia approach, on-the-job training,
e-learning, using social media).

h.Assess the impacts of training and
development programmes on the organi-
sational goals and transfer of content to
colleagues.

[Award a score using the enablers panel]
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Subcriterion 3.3 Involve and empower the people and support their well-being

People involvement is creating an
environment in which people have an impact
on decisions and actions that affect their jobs.
Management and employees actively
cooperate in developing the organisation,
breaking down organisational silos by creating
dialogue, making room for creativity,
innovation and suggestions for improving
performance. People should be assisted in
order to achieve their full potential.

The proper execution of people policies
depends upon all leaders and managers
throughout the organisation demonstrating
that they care about people issues and well-
being, and that they actively promote a culture
of open communication and transparency.

People commitment can be attained through
formal forums such as consultative
committees and through daily dialogue (e.g.
about ideas for improvements). Staff surveys
and leader assessments are relevant to obtain
more information about the climate at work
and to use the results to make improvements.

Examples
a.Promote a culture of open communication and
dialogue, and encourage teamwork.

b.Involve employees and their representatives
(e.g. trade unions) in the development of plans,
strategies, goals, the design of processes, and
in the identification and implementation of
improvement and innovation activities.

c.Develop systems for gathering ideas and

suggestions from employees.

d.Regularly conduct staff surveys, publish and
give feedback on the results, their analysis and
on the derived improvement actions.

e.Ensure good environmental working conditions
throughout the organisation including taking into
account all health and safety requirements.

f. Ensure that conditions are conducive to
achieving a reasonable worki life balance for
employees (e.g. the possibility to adapt working
hours, part-time working, people on maternity or
paternity leave).

g.Pay particular attention to the needs of socially
disadvantaged employees and people with
disabilities.

h.Provide adapted schemes and methods for
rewarding people in a non-financial way, (e.g. by
panni ng and reviewing
supporting social, cultural and sport activities
focused on peopl ddng). he

[Award a score using the enablers panel]
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Criterion 4: Partnerships and
Resources

Subcriterion 4.1
Develop and manage partnerships
with relevant organisations

Subcriterion 4.2
Collaborate with citizens and civil

society organisations *
Subcriterion 4.3
Manage finances

Subcriterion 4.4
Manage information and knowledge

Subcriterion 4.5 T —
Manage technology

Subcriterion 4.6
Manage facilities

i

Public sector organisations need resources of different kinds to support the implementation
of strategy and planning, and the effective operation of its processes. Resources can be of
a material or non-material nature and have to be managed carefully.

Partners of different types e.g. other public organisations, NGOs, education organisations,
private providers of services bring necessary expertise to the organisation and stimulate its
external focus.

The collaboration with citizens and civil society organisations is a kind of partnership which
is more and more relevant for public sector organisations. Public organisations are
increasingly seen as part of a chain of organisations that all together are working towards
specific outcomes for citizens (e.g. in the area of security or health).

Besides partnerships, organisations need to manage relevant resources i such as
finances, knowledge, technology, facilities i to assure their effective functioning.

Efficient, innovative and transparent resource management is essential for public
organisations to ensure accountability towards the different stakeholders on the legitimate
use of available resources.
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Assessment

Consider what the organisation is doing to achieve the

following.

Subcriterion 4.1 Develop and manage partnerships with relevant organisations

In our constantly changing society of growing
complexity, public organisations are required to
manage relations with other organisations in
order to achieve their strategic objectives. These
can be private, non-governmental and public
partners.

Organisations should thus define who their key
partners are and develop agreements with them.
For the success of a public policies chain, the
collaboration between different institutional
levels is crucial.

Examples

a.ldentify key partners (e.g. purchaser-provider,
supplier,  co-production, complementary/
substitution product provider, owner, founder)
from the private and public sector and civil
society to build sustainable relationships
based on trust, dialogue and openness.

b.Manage partnership agreements taking into
account the potential of different partners to
achieve mutual benefit and to support one
another with expertise, resources and
knowledge.

c. Define each partner® role and responsibilities
including controls, evaluations and reviews;
monitor results and impacts of the
partnerships systematically.

d.Secure the organisation& principles and
values by selecting providers with a socially
responsible profile in the context of public
procurement.

[Award a score using the enablers panel]
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Subcriterion 4.2 Collaborate with citizens and civil society organisations

The involvement of citizens and civil society
organisations is increasingly seen as a
necessary lever for improving the efficiency and
effectiveness of public organisations that have to
support it. The feedback received by way of
complaints, ideas and suggestions is regarded
as an important input towards improving
services and products. Partnerships with civil
society organisations are relevant in the full
policy cycle: co-decision makers, co-designers,
co-producers and co-evaluators.

As co-decision makers, citizens share the
decisions that affect them. As co-designers, they
have an impact on service delivery in response
to their specific needs. As co-producers, they
are involved in the production and/or delivery
cycle of services. As co-evaluators, they assess
the quality of services and public policies.

Examples

a.Ensure transparency by a proactive
information policy, also providing open data of
the organisation.

b.Actively encourage participation and colla-
boration with citizens:

- co-design and co-decision: via consultation
groups, surveys, opinion polls and quality
circles;
- co-production: taking over roles in service
delivery;
- co-evaluation.

c.Actively seek ideas, suggestions and
complaints of citizens/customers, collecting
them by appropriate means (e.g. surveys,
consultation groups, questionnaires, com-
plaints boxes, opinion polls).

[Award a score using the enablers panel]
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Subcriterion 4.3 Manage finances

Carefully preparing the budgets is the first step
in cost-effective, sustainable and accountable
financial management, integrating financial and
non-financial objectives. Detailed accountancy
systems and internal control are necessary to
continuously monitor the effectiveness of the
financial decisions in achieving the defined
goals.

The need to generate additional financial
resources is increasingly relevant, in spite of the
freedom to allocate or reallocate the funds being
frequently limited.

Examples

a.Ensure financial resilience through long-term
budget planning, risk analysis of financial
decisions and a balanced budget.

b.Implement performance budgeting (integrate
performance data in budget documents).

c.Use effective financial cost accounting and
controlling, and evaluation systems (e.g.
spending reviews).

d.Monitor the effects of budgeting on diversity
and gender mainstreaming.

e.Delegate and decentralise financial respon-
sibilities and balance them with central
controlling.

f. Ensure budgetary and financial transparency
and publish the budget information in an easily
understood way.

[Award a score using the enablers panel]
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Subcriterion 4.4 Manage information and knowledge

The main strength of an organisation lies in its
knowledge, skills and competences. A major
goal of any organisation aims at providing
people with the right information at the right time
and to empower them to use their gained
knowledge. This includes an open and
communicative organisational culture, based on
learning, where sharing and retaining of
knowledge are key factors.

Successful  public  organisations  define
frameworks for knowledge, using the power of
digitalisation to acquire it and make it available
to all employees and stakeholders.

Examples

a.Create a learning organisation providing
systems and processes for managing, storing,
and assessing information and knowledge to
safeguard the resilience and flexibility of the
organisation.

b.Use the opportunity of digital transformation to
increase the knowledge of the organisation
and empower digital skills.

c. Establish learning and collaboration networks
to acquire relevant external information and
also to gain creative inputs.

dMoni tor t he organi s at
knowledge, ensuring its relevance,
correctness, reliability and security.

e.Develop internal channels to ensure that all
employees have access to the relevant
information and knowledge.

f. Promote knowledge transfer between people
in the organisation.

g.Ensure access to and exchange of relevant
information and open data with all external
stakeholders in user-friendly way, taking into
account the specific needs.

h.Ensure that key (explicit and implicit)
knowledge of employees who are leaving is
retained within the organisation.

[Award a score using the enablers panel]
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Subcriterion 4.5 Manage technology

ICT and other technological policies of the
organisation need to be managed so they
support the strategic and operational goals of
the organisation in a sustainable way.

A clear vision followed by a viable strategy of
where and how to use ICT for which processes
and services is fundamental. To achieve the
best performance for customers, citizens and
employees, their needs, abilities, expectations
and suggestions should be integrated into the
organisation® strategy.

Additionally, the balance between open data
provision and data protection has to be ensured.

Examples

a.Design technology management in
accordance with the strategic and operational
objectives, and monitor its effect, cost-
effectiveness and impact systematically.

b.Identify and use new technologies (big data,
automatisation, robotics, Al, data analytics,
etc.) relevant for the organisation,
implementing open data and open source
application whenever appropriate.

c.Use technology to support creativity,
innovation, collaboration (using cloud services
or tools) and participation.

d.Define how ICT can improve internal and
external services and provide online services
in an intelligent way to meet stakeholdersd
needs and expectations.

e.Take actions to provide effective data
protection and cyber security implementing
the General Data Protection Regulation.

f. Take into account the socio-economic and
environmental impact of ICT, e.g. waste
management of cartridges, reduced
accessibility by non-electronic users.

[Award a score using the enablers panel]
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Subcriterion 4.6 Manage facilities

Public organisations have to evaluate at regular
intervals the state of the infrastructure they have
at their disposal. The infrastructure available
needs to be managed in an efficient, cost-
effective and sustainable way so that it serves
the needs of the customers and supports the
working conditions of the staff.

Safe and healthy working conditions are an
important requirement for the performance of
the organisation. Equally relevant is the aspect
of sustainability, including a life cycle policy of
buildings, rooms and equipment.

Examples

a.Ensure effective, efficient and sustainable
provision and maintenance of all facilities
(buildings, offices, facilities, energy supply,
equipment, means of transport and materials).

b.Provide safe and effective working conditions
and use facilities, including barrier-free access
in order to meet customerséneeds.

c.Apply a life cycle policy in an integrated facility
management system (buildings, technical
equipment, etc.), including their safe re-use,
recycling or disposal.

d.Ensure that the facilities of the organisation
provide an added public value, (by putting
them at disposal of the local community, for
example).

[Award a score using the enablers panel]
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Criterion 5: Processes

Subcriterion 5.1 :r
Design and manage processes 4

to increase value for citizens and &
customers

Subcriterion 5.2 o

Deliver products and services for .

customers, citizens, stakeholders P ‘

and society “ 5
Subcriterion 5.3 -
Coordinate processes across the 'y
organisation and with other -
relevant organisations

Each organisation is run by many processes, each process being an organised set of
interrelated activities that transform resources or inputs in an efficient way into services
(outputs) and impact on society (outcomes). A distinction can be made between three types
of processes that make an organisation function effectively, depending on their quality and
the quality of their interactivity:

C core processes, achieving the mission and strategy of the institution and thus critical
to the delivery of products or services;

C management processes, steering the organisation;

C support processes, delivering the necessary resources.

The Common Assessment Framework focuses on the key processes among these three
types of processes, namely those that contribute effectively to achieving the mission and
strategy of the organisation. Criterion 5 deals in particular with the core processes of the
organisation, while Criteria 1 and 2 handle the management processes, and Criteria 3 and
4 the support processes. For horizontal units such as the strategic unit, the HR and financial
departments, their management or support activities are of course part of their core
processes. An effective and efficient organisation identifies its core processes, which it
performs in order to deliver its services (outputs) and impact (outcomes), considering the
expectations of the citizens/customers and other stakeholders, in line with its mission and
strategy.

The nature of the core processes in public service organisations may vary greatly, from
relatively abstract activities such as support for policy development or regulation of
economic activities, to very concrete activities of service provision. The need to generate
increasing value for its citizens/customers and other stakeholders and to raise efficiency
are two of the main drivers in process development and innovation. The increasing
involvement of the citizen/customer stimulates organisations to continuously improve their
processes, taking advantage of the changing environment in many areas such as
technology/digitalisation, economy population and environment.
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Assessment

Consider what the organisation is doing to achieve the

following.

Subcriterion 5.1 Designh and manage processes to increase value for citizens and customers

This subcriterion examines how the processes
support the strategic and operational goals of
the organisation and how they are identified,
designed, managed and innovated to increase
value for the organisation. How managers and
people of the organisation as well as the
different external stakeholders are involved in
the processes of design, management and
innovation is very relevant for the quality of the
service/product delivered.

Designing processes around the customersé
needs demands an agile organisation, a
systematic analysis of customer/citizen needs
and regularly assessing the efficiency and
effectiveness of the processes through
approaches such as lean methodology.

Examples

a.Design lean processes around customer
needs and views to ensure an agile
organisational  structure. Identify  and
document the processes on an ongoing basis.

b.Match the processes on a regular basis to the
needs and expectations of employees and
relevant stakeholders.

c.Design and implement a system for managing
processes exploiting the opportunities from
digitalisation, data-drivenness and open
standards.

d.Ensure that the processes support the
strategic goals and are planned and managed,
allocating the needed resources to achieve the
targets established.

e.ldentify process owners (the people who
control all the steps in the process) and assign
responsibilities and competences to them.

f. Analyse and evaluate processes, risks and
critical success factors regularly, taking into
consideration the changing environment.

g.Simplify the processes on a regular basis,
proposing changes in the legal requirements if
necessary.

h.Drive process innovation and optimisation
forward by paying attention to national and
international good practices, involving relevant
stakeholders.

i. Review and improve the processes to ensure
the protection of personal data (General Data
Protection Regulation, GDPR).

[Award a score using the enablers panel]
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Subcriterion 5.2 Deliver products and services for customers, citizens, stakeholders and

society

This subcriterion assesses how organisations
develop and deliver their services/products in
order to satisfy the needs of the
citizens/customers by involving them.

Drawing on the expertise and creativity of
citizens and civil society will foster an efficient,
effective and innovative public sector, delivering
innovative services and products at a fair cost
and a focus on the once-only principle. In order
to enhance the quality of services and products,
the role of citizens/customers at three levels can
be very beneficial considering co-design, co-
decision and co-production: Co-producing
services increases the sustainability of quality
because the production becomes co-owned and
because the way of producing becomes more
transparent, more understandable and therefore
more legitimate and satisfying.

Examples

a.ldentify and design the products and services
of the organisation and actively manage the
full life cycle including recycling and re-use.

b.Use innovative methods for developing
customer-oriented and demand-driven public
services and focus on the once-only principle.

c.Apply diversity and gender management to
identify and meet needs and expectations.

d.Involve  citizens/customers and  other
stakeholders in the design and delivery of
products and services, and in the
development of quality standards.

e.Promote the products and services of the
organisation and ensure  appropriate
information to assist citizens and customers.

f. Promote accessibility to products and services
of the organisation (e.g. online accessibility of
services, flexible opening hours, documents in
a variety of formats e.g. on paper as well as an
electronic version, appropriate languages,
posters, brochures, Braille and audio notice
boards).

g.Use customer surveys, complaint manage-
ment procedures and other forms of feedback
to identify potentials for optimising processes,
products and services.

[Award a score using the enablers panel]
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Subcriterion 5.3 Coordinate processes across the organisation and with other relevant

organisations

This subcriterion assesses how well the
processes are coordinated within the
organisation and with the processes of other
organisations functioning within the same
service chain.

The effectiveness of public organisations often
largely depends on the way they collaborate with
the other public, private and third-sector
organisations, even from other governmental
levels, with whom they form partnerships in a
service delivery chain, oriented to a common
outcome.

Cross-functional processes are common in
public administration. It is vital to successfully
integrate the management of such processes,
since the effectiveness and efficiency of
processes greatly depend on shifting from a
Gilod culture to a collaborative and integrative
approach of the processes in adding value for
the citizens/customers.

Examples

a.Create a culture for working across borders in
the process management, getting out of a silo
mentality.

b.Define the organisation& service delivery
chains and its relevant partners.

c.Agree on common standards, facilitate data
exchange and shared services to coordinate
processes of the same delivery chain across
the organisation and with key partners in the
private, NGO and public sectors.

d.Involve employees, customers and
stakeholders in cross-border design and
collaboration.

e.Use partnerships at different government
levels (municipalities, regions, state and the
public companies) to enable the delivery of
coordinated services.

f. Build in incentives (and conditions) for
management and employees to create cross-
organisational processes (e.g. shared
services and common process development
between different units).

[Award a score using the enablers panel]
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Results Criteria

From Criterion 6 onwards, the focus of the assessment shifts from enablers to results. In the first three
results criteria we measure perceptions: what our people, citizens/customers and society think of us.
We also have internal performance indicators that show how well we are doing against the targets we
may have set for ourselves i the outcomes. The assessment of results requires a different set of
responses, so the responses from this point onwards are based on the results assessment panel (see
chapter d¢How to evaluate: the scoring systemd.
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Criterion 6: Citizen/Customer-
oriented Results

Subcriterion 6.1
Perception measurements

Subcriterion 6.2
Performance measurements

The term citizen/customer reflects the complex relationship between the administration and
its public. The person to whom the services are addressed has to be considered as a
citizen, a member of a democratic society with rights and duties (e.g. tax payer, political
actor). The person should also be considered as a customer, not only in the context of
service delivery where they adopt the position of a beneficiary/user of services, but also in
a context where they have to fulfil duties (payment of fines), where they have the right to
be treated with fairness and courtesy without neglecting the interests of the organisation.
Since the two cases are not always clearly separable, this complex relationship will be
described as a citizen/customer relationship. Citizens/customers are the recipients or
beneficiaries of the activity, products or services of the public sector organisations.
Citizens/customers need to be defined, but not necessarily restricted to only the primary
users of the services provided.

Criterion 6 describes the results the organisation is achieving in relation to the satisfaction
of its citizens/customers with the organisation and the products or services it provides. The
CAF distinguishes between perception and performance results. It is important for all kinds
of public sector organisations to directly measure the satisfaction of their citizens/customers
(perception results). Furthermore, performance results have to be measured. Here,
addi tional i nformati on ab o usatisfactiore is colletted zbg
measuring performance indicators. Working on increasing the results of performance
indicators should lead to higher satisfaction of the customers/citizens.
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Assessment

Consider what the organisation has achieved to meet
the needs and expectations of customers and citizens
through the results of the following.

Subcriterion 6.1 Perception measurements

The direct measurement of the satisfaction or
perception of the citizens and customers is of
great importance. Measuring the perception of
citizens and customers means directly asking
them and getting direct feedback and
information on different aspects of the
organisation& performance. In most cases this
is done by customer or citizen surveys.
Complementary tools such as focus groups or
users panels are also used.

This subcriterion assesses whether the
organisation performs these measurements and
shows the results of these measurements in
several areas such as the image of the
organisation, accessibility, performance of the
staff, participation of citizens/customers,
transparency of the information, quality and
specifications of products and services, and the
innovation, agility and digitalisation skills of the
organisation.

Examples
General perception of the organisation

a.The overall image of the organisation and the
public reputation;

b.The accessibility of the organisation;
c. The citizen/customer orientation of the staff;

d.The involvement and participation of the
citizen/customer including e-participation;

e.The transparency, openness and information
provided by the organisation;

Perception of the services and products

f. The accessibility of physical
services;

and digital

g.The quality of products and services;

h. Differentiation of services taking into account
customer needs;

i. The capabilities for innovation of the

organisation;
j- The agility of the organisation;
k. The digitalisation in the organisation;

I. The integrity of the organisation and the
general trust of the customers/citizens.

[Award a score using the enablers panel]
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Subcriterion 6.2 Performance measurements

Besides the direct measurement of citizen and
customer perception, the quality of services
delivered to citizens and customers can be
measured by performance management
indicators. Here, measurable results of
management indicators (e.g. processing time,
waiting time, number of complaints) are used.

Lessons can be learned based on these
measurements about the quality of products and
service delivery, the transparency and
accessibility, and stakeholder involvement and
innovation. The CAF gives an overview of
examples for internal indicators which measure
the performance in order to fulfil the needs and
expectations of customers and citizens.

Examples
Results regarding the quality of products
and services

a.Waiting time (handling/processing time of
service delivery);

b.Number and processing time of complaints
and corrective actions implemented;

c.Results of evaluation measures regarding
errors and compliance with Q-standards;

d.Adherence to published service standards;

Results regarding transparency,
ibility and integrity

access-

e.Number of information and communication
channels, including social media;

f. Availability and accuracy of the information;

g.Availability of performance goals and results
of the organisation;

h.Extent of open data delivery;

Results regarding stakeholder involvement

and innovation

i. Extent of involvement of stakeholders in the
design and the delivery of services and

products and/or decision-making processes;
j- Number of received and

implemented;

suggestions

Results regarding usage of digitalisation and
e-government procedures

k.Extent of evaluation activities jointly with the
stakeholders to monitor their changing needs
and the degree to which they are satisfied;

I. Opening hours of the different services
(departments);

m. Cost price of the services;

n. Availability of information concerning
management responsibilities of the different
services.

[Award a score using the results panel]
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Criterion 7: People Results

Subcriterion 7.1 / <

Perception measurements \

~—

(

. . 1
Subcriterion 7.2 (
Performance measurements

-~

People results are the results the organisation is achieving in relation to the competence,
motivation, satisfaction, perception and performance of its people.

The criterion distinguishes two kinds of people results: on the one hand, the general
perception of the organisation where people are asked directly (e.g. via questionnaires,
surveys, focus groups, appraisals, interviews, consultation with staff representatives) and
on the otherhand,pe opl e 6 s g e usedrbgthe organsatidntitself to monitor and
improve people satisfaction and performance results.
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Assessment

Consider what the organisation has achieved to
meet the needs and expectations of its people
through the results of the following.

Subcriterion 7.1 Perception measurements (1)

The subcriterion assesses whether people
perceive the organisation as an attractive
workplace and whether they are motivated in
their everyday work to do their best for the
organisation. It is important for all public sector
organisations to systematically measure
peopl edbs perception of
quality and services the organisation provides to
them.

Examples

General perception of the organisation

a.The image and the overall performance of the
organisation;

b.Peopl eds involvement [
decision-making process and improvement
activities;

of
ethical

cPeopl e6s awareness
interest and the importance of
behaviour and integrity;

d.The mechanism of feedback, consultation,
dialogue and systematic staff surveys;

eThe organisationds; s oc

f.The organi sationds ope
innovation;

g.The impact of digitalisation on the
organisation;

h.The agility of the organisation;

Perception of the management and

management systems

i. Th e management 0s abi

organisation and to communicate about it;

j- The design and management of the different
processes of the organisation;

k.The division of tasks and the evaluation
system regarding people;

I. The management of knowledge;

m. The internal communication and information
measures;

n.The extent and the quality to which individual
and team efforts are recognised;

c

18.11.19



WHAT TO EVALUATE: THE ASSESSMEN T FRAMEWORK

Subcriterion 7.1 Perception measurements (2)

Perception of the working conditions

0. The working atmosphere and the
organi sati;onds cul tur

p. The approach to social issues (e.g. flexibility
of working hours, worki life balance, health
protection);

g. The handling of equal opportunities, and
fairness of treatment and behaviour in the
organisation;

r. The working facilities;

Perception of the career and skills

development

s.Systematic career and competency develop-
ment;

t. The access to and quality of training and
professional development.

[Award a score using the results panel]
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Subcriterion 7.2 Performance measurements

Performance measurements are composed of
internal people-related performance indicators
that enable the organisation to measure the
resul ts achieved rega
behaviour, their performance, the development
of skills, their motivation and their level of
involvement in the organisation.

Such results typically include internal
measurements of the behaviour people display
in practice (e.g. sick leave, staff turnover,
number of staff complaints, number of proposals
for innovation, etc.).

Examples
General peopled results

a.Indi cator s
loyalty and motivation;

regarding

b. The level of involvement in improvement
activities;

c. The number of ethical dilemmas (e.g.
possible conflicts of interest) reported;

d. The frequency of voluntary participation in
the context of activities related to social
responsibility;

e.Indi cators regarding
respond to citizens@dcustomersoneeds;

Results regarding
and capacities

individual performance

f. Indicators regarding individual performance;

g. Indicators regarding the use of digital infor-
mation and communication tools;

h. Indicators regarding skills development and
training;

i. The frequency of recognising individuals and
teams.

[Award a score using the results panel]
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Criterion 8: Social Responsibility
Results

Subcriterion 8.1
Perception measurements

Subcriterion 8.2
Performance measurements

The main mission of a public organisation is always dedicated to satisfying a category of
needs and expectations of society. Beyond its main mission, a public organisation should
adopt responsible behaviour in order to contribute to sustainable development in its
economic, social and environmental components, related to the local, regional, national
and international communities. Thi s may i nclude t he o]
contribution to quality of life, protection of the environment, preservation of global
resources, equal employment opportunities, ethical behaviour, involvement with
communities and the contribution to local development.

The main feature of social responsibility translates the will of the organisation, on the one
hand, to integrate social and environmental aspects in its decision-making considerations
(Criterion 2), and on the other hand, to be able to respond to the impact of its decisions and
activities on society and the environment. Social responsibility should be an integral part of
the strategy of the organisation. Strategic objectives should be checked in terms of social
responsibility in order to avoid unintended consequences.

The performance of an organisation towards the community in which it operates (local,
regional, national or international) and its impact on the environment have become a critical
component of the measurement of its overall performance.

An organisation working on its social responsibility will:

1. improve its reputation and image to the citizens as a whole;

2. improve its ability to attract, motivate, commit and retain its staff;

3. improve its relations with companies, other public organisations, the media, suppliers,
citizens/customers and the community in which it exists.

The measures cover both qualitative/quantitative measures of perception (8.1) and
gquantitative indicators (8.2). They can be related to: ethical, democratic and participative
behaviour of the organisation; environmental sustainability; quality of life; economic
impacts as effects of organisational behaviours.
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Assessment

Consider what the organisation is achieving regarding its
social responsibility, through the results of the following.

Subcriterion 8.1 Perception measurements

Perception measurements focus on the
perception by the community of the
or g ani sparformannetos a local, regional,
national or international level. This perception
can be obtained through different sources

including surveys, reports, public press
meetings, NGOs, CSOs (civil society
organisations), direct feedback from

stakeholders and the neighbourhood.

The perception gives an indication of the
effectiveness of the social and environmental
strategies. It includes the view on transparency,
the impact on the quality of life and quality of
demaocracy, the view about ethical behaviour to
support the citizens, and the approach and
results on environmental issues.

Examples

a.The impact of the organisation on the quality
of citizensd/ customer s
institutional mission;

b.The reputation of the organisation as a
contributor to local/global society;

c.The organisation&®
development;

impact on economic

d.The organisation® impact on environmental
sustainability, including climate change;

e.The organisation& impact on the quality of
democracy, transparency, ethical behaviour,
the rule of law, openness and integrity.

[Award a score using the results panel]
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Subcriterion 8.2 Performance measurements

Performance measurements focus on the
measures used by the organisation to monitor,
understand, predict and improve the
performance regarding its social responsibility. It
should give a clear indication of the
effectiveness of the approaches of the
organisation on societal issues. They can
consider the ethical behaviour, the initiatives and
results of prevention of health risks, the
initiatives to exchange knowledge, the initiatives
to preserve resources and reduce the
environmental impact, etc.

Examples
a.Theor gani sati onods
sustain resources;

acti

b.The frequency of the relationship with relevant
authorities, groups and community
representatives;

c.The amount and importance of positive and
negative media coverage;

d.Support dedicated to socially disadvantaged
and underprivileged citizens;

e.Support as an employer for a policy on
diversity and on integration and acceptance of

ethnic minorities and disadvantaged people;
f. Support for international

projects;

development

g.Shared knowledge, information and data with
all interested stakeholders;

h.Programmes to prevent health risks and
accidents for citizens/customers.

[Award a score using the results panel]
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Criterion 9: Key Performance
Results

Subcriterion 9.1
External results: outputs and
public value

Subcriterion 9.2
Internal results: level of efficiency

Key performance results relate to whatever the organisation has determined as essential,
the measurable achievements that demonstrate the success of the organisation in the short
and long term.

They represent the capacity of policies and processes to reach goals and objectives as
defined in the institutionds mission, Vi

Key performance results can be divided into:

C External results: outputs and outcomes to goals, focusing on the link with the
mission and vision (Criterion 1), strategy and planning (Criterion 2), products and
services (Criterion 5), and the achieved results for external stakeholders.

C Internal results: level of efficiency, focusing on the link with people (Criterion 3),
partnerships and resources (Criterion 4) and processes (Criterion 5), and the
achieved results in building up the organisation towards excellence.

q

<
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Assessment

Consider the results being achieved by the organisation, in

relationto the following.

Subcriterion 9.1 External results: output and public value

The external results are the measures of the
ef fectiveness of the

terms of capacity to satisfy the expectations of
the external stakeholders and to produce public
value, in line with the or gani sati o
vision and public sector reforms. Any public
sector organisation should assess to what
extent its key goals are achieved as defined in
the strategic plan in terms of outputs 1 services
and products i and outcome i impact of the
organi sati onds cor e ac
stakeholders and on society, in order to be able
to improve its performance in an effective way.

Examples

a.Outputs i quantity and quality of services and
products;

b.Outcomes i effects of the services and
products on the target group;

c.The degree of achievement of
contracts/agreements between authorities and
the organisation;

d.Results of external inspections and
performance audits;
e.Results of benchmarking (comparative

analysis) in terms of outputs and outcomes;

f. Results of sector reforms

implementation.

public

[Award a score using the results panel]
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Subcriterion 9.2 Internal results: level of efficiency

The internal results are related to the efficiency,
the effectiveness of internal processes and the
financial measures of the functioning of the
organisation. They can include the results of its
process management (e.g. productivity, cost-
effectiveness, defectiveness), financial
performance (e.g. effective use of financial
resources, conformity of financial results to
budget), the effective use of resources (e.g.
partnerships, information, technology, facilities),
and can consider the results of performance
evaluations (internal inspections and audits,
certifications, participation in competitions and
awards).ty

Examples

a.The efficiency of the organisation in managing
the available resources including people,
knowledge and facilities;

b.Results of improvements and innovations of
processes;

c.Results  of
analysis);

benchmarking (comparative

d.Results of joint activities and partnership
agreements;

e.The impact of digitalisation on the
performance of the organisation;

f. Results of internal inspections and audits;

g.Results of participation in competitions, quality
awards and the quality management system
certification;

h.Results of fulfilment of budgets and financial
targets;

i. Cnost-effectiveness i achieving outcomes at
the lowest possible costs.

[Award a score using the results panel]
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How to evaluate: the scoring system

Why scoring?

Allocating a score to each subcriterion and criterion of the CAF model has four main aims:

1. To provide information and give an indication of the direction and priorities to follow for improvement
activities;

2. To measure your own progress, if you carry out CAF assessments regularly; every two years is
considered to be good practice according to most quality approaches;

3. To identify good practices as indicated by high scoring for enablers and results;

4. To help to find valid partners to learn from benchlearning (what we learn from each other).

The main aim of benchlearning is to compare the different ways of managing the enablers and achieving
results. With regard to benchlearning however, it should be noted that comparing CAF scores carries a
risk, particularly if it is done without validating the scores in a homogeneous way in different public
organisations.

How to score?

The CAF provides two ways of scoring: classical scoring and fine-tuned scoring. As regards the enablers,
the PDCA cycle is the fundament of both.

The O6classical é6 CAF scoring gives a global appreci at
phase ofthesubcriteri-boned@beCAFiseoring reflectmmirdhe anal )
detail. It allows you to score i for each subcriterion i all phases of the PDCA (PLAN, DO, CHECK, ACT)

cycle simultaneously and independently.

To compare the performance with others by means of benchmarking and benchlearning is at the highest
level of both assessment panels.

1 CAF classical scoring

This cumulative way of scoring helps the organisation to become more acquainted with the PDCA cycle
and directs it more positively towards a quality approach.

C In the enablers assessment panel, the organisation is effectively improving its performance
when the PDCA cycle is completely in place, on the basis of learning from its reviews and from
external comparison.

C In the results assessment panel, the trend of the results and the achievement of the targets are
both taken into consideration. The organisation is in a continuous improvement cycle when
excellent and sustainable results are achieved, all relevant targets are met and positive
comparison with relevant organisations for the key results are made.
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ENABLERS PANEL i CLASSICAL SCORING

m ENABLERS PANEL - CLASSICAL SCORING SCORE
We are not active in this field, we have no information or very anecdotal. 0-10

PLAN We have a plan to do this. 11-30
DO We are implementing / doing this. 31-50

Instructions

¢

Find evidence of strengths and weaknesses and choose the level that you have reached among
the phases. This way of scoring is cumulative: you need to have accomplished a phase (e.g.
CHECK) before reaching the next phase (e.g. ACT).

Give a score between 0 and 100 according to the chosen phase. The scale of 100 allows you
to specify the degree of deployment and implementation of the approach.

L Q)

RESULTS PANEL i CLASSICAL SCORING

RESULTS PANEL - CLASSICAL SCORING SCORE
No results are measured and/or no information is available. 0-10
Results are measured and show negative trends and/or results do not meet relevant targets. 11-30
Results show flat trends and/or some relevant targets are met. 31-50
Results show improving trends and/or most of the relevant targets are met. 51-70
Results show substantial progress and/or all the relevant targets are met. 71-90
Excellent and sustained results are achieved. All the relevant targets are met. 91-100
Positive comparisons with relevant organisations for all the key results are made.
Instructions
C Give a score between 0 and 100 on a scale divided into six levels. Each level takes into account

both the trend and the achievement of the target simultaneously.
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2 CAF fine-tuned scoring

The fine-tuned scoring is a way of scoring closer to the reality where, for example, many public

organisations are doing things (DO) but sometimes without a clear planning phase (PLAN) or without

any following check concerning the achievement. This way of scoring gives more information on the
areas were improvement is mostly needed.

C In the enablers panel, the emphasis lies on PDCA as a cycle (PLAN, DO, CHECK and ACT)
and progress is represented as a spiral where in each turn of the circle improvement could
take place in each of the phases.

C In the results panel a distinction is made between the trend of the results and the achievement
of the targets. This distinction clearly shows if you have to accelerate the trend or focus on the
targets achievement.

ENABLERS PANEL i FINE-TUNED SCORING

ENMABLERS PANEL - FINE-TUNED SCORING

SCALE 0-10 11-320 31-50 51-70 7190 91-100 Tot
EVIDENCE No S5ome Some Strong Very Excellent
evidence  weak good avidence strong avidence,
or just evidence, evidence related evidence compared
PHASE some related related to to most related to with c:lmer
ideas to some relevant areas all areas onganiss-
areas areas tions,
related to
all areas
Planning is based on stakeholders’
needs and expectations. Planning
PLAN is deployed throughout the
relevant parts of the organisation
on a regular basis.

Instructions

Read the definition of each phase (PLAN, DO, CHECK and ACT).

Consider the evidence collected related to each phase, which can be illustrated by some of
the examples.

Give a score for each phase.

Calculate a global score by considering the average of the scores of each phase.

OO0 00
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RESULTS PANEL i FINE-TUNED SCORING

RESULTS PANEL - FINE-TUMED SCORING

SCALE 0-10 11-30 31-50 51-70 71-90 91-100
TRENDS No Negative Flat trend Sustained Substantial Positive
measurement  trend or modest progress progress comparison
progress with relevant

I A i

SCORE
TARGETS Noor Results do Few targets Some Most of All the targets
anecdotal not meet are met relevant the relevant  are met
information targets targets targets are
are met met
SCORE
Instructions
C Consider separately the trend of your results for three years and the targets achieved in the last
year.
C Give a score for the trend between 0 and 100 on a scale divided into six levels.
C Give a score for the achievement of targets for the last year between 0 and 100 on a scale
divided into six levels.
C Calculate a global score by considering the average of the scores of trends and targets.
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Example 1: How to apply the fine-tuned scoring to enablers i Subcriterion 3.3

Here you have possible evidence from self-assessment for Subcriterion 3.3. They are related to the
examples of the model; for each one there is an indication of the PDCA phase and if it is a strength (+)
or a weakness (7).

Example Subcriterion 3.3: Involve and empower people and support their well-being

3.3.a. The organisation maintains constant attention to the internal communication in the different directions:
top-down, bottom-up and horizontal. It takes advantage of an open environment and use of different modes
and tools: annual and quarterly meetings with the entire staff, use of digital tools like intranet, e-mails and social
media.

So far there is no approach to verify the effectiveness of the communication and the perception of staff about
their involvement. PLAN +, DO +, CHECK 1

3.3.b. The teamwork and one-to-one dialogue are other ways to improve the internal dialogue and the exchange
of expertise: teams and individuals are involved in the cascading of the strategic objectives in function/group
targets, and teamwork Is a standard approach to improvement projects. This approach is positively appreciated
in staff surveys. However for the moment teamwork and improvement groups are limited to the core processes.

PLAN +, DO +1, CHECK +
3.3.c. Moreover, no approaches are defined to collect ideas and suggestions. PLAN 1

3.3.d. The organisation conducts biennial staff surveys through an approach defined six years ago and not
completely adequate to the recent structural and operative changes. PLAN +, DO +, CHECK 1, ACT i

3.3.e., 3.3.f. There is a strong attention by the management to the well-being of people, in particular creating
good working conditions and taking care of the worki life balance. The initiatives were defined after a
benchlearning with some important public and private organisations and staff consultation; last year some new
projects were put in place, such as open-space offices and a daycare centre. PLAN +, DO +, ACT +

3.3.9. From many years the organisation has addressed the problems of people with disabilities, and the
buildings and facilities are designed for that. In the last year, a project was developed to facilitate distance
working and flexitime. PLAN +, DO +, ACT +

3.3.h No initiatives are currently in place to support social and cultural initiatives or other non-financial rewards
for staff, or whether there is any mechanism to ask for this. So far there is no approach to verify the effectiveness
of the communication and the perception of staff about their involvement. PLAN T, DO 1

The above findings have been placed in the enablers matrix below, to help elaborate a global scoring
for the subcriterion. The boxes of the matrix are used as a memo pad, to pass from the evidence
collected during the subcriterion assessment to a global subcriterion scoring, and to guide the discussion
in the consensus meeting.
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ENABLERS PANEL - FINE-TUNED SCORING

SCALE 0-%0 "3 150 s 71490 #1390 Tot
EVIDENCE o Fowre Somw o Very [T
dence sk Quoxt ooders oy dewe
" jus viderve riderve el vl . e )
R nlatet 1natled Y vt relatend 4 -t e
PHASE ideas 10 Jorme Il g ardd e of arwns ceparess
e srest o,
ot T
ol wen
. It o M k) (3.3.9
PLAN mmmg-m  (33h) (33.4)
felevant parts of the organisation (336,334
on 2 regutar basis. (339

o S

(3.3.0)
(3.3.63.3)
(339

i
"

Remarks about the scoring assigned

PLAN: A positive situation for internal communication and teamwork, staff surveys, well-being and worki
life balance. Nothing planned for ideas collection and support of socio-cultural initiatives. So the
assessment can be placed in the &ome good evidence related to relevant areasg but on the right of the
column: 50 points.

DO: A positive situation for internal communication, staff surveys, well-being and worki life balance. For
teamwork the implementation is not overall, because it covers only core processes. Nothing in place for
socio-cultural initiatives. So the assessment can be placed in the Gome good evidence related to relevant
areasq but on the right of the column: 50 points.

CHECK: In general there is weak evidence of CHECK for all the points. In particular, the organisation
understands that the staff survey approach needs verification to adapt it to the changes in the organisation,
but nothing is in place for that. Nevertheless, there were some relevant projects in the area of well-being
and worki life balance, even if without an explicit connection with the check phase. So the assessment can
be placed in the &ome weak evidence related to some areas0 25 points.

ACT: There is evidence of some relevant improvements for well-being, worki life balance, and people with
disabilities, but they are not clearly linked to the results of a CHECK activity. So the assessment can be
placed in the &ome good evidence, related to relevant areas@ on the right of the column: 30 points.
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Example 2: How to apply the fine-tuned scoring to results i subcriterion 7.2

Here you have possible evidence from a self-assessment of an organisation for subcriterion 7.2. The
evidence is summarised for the two subtitles d&eneral resultsdand dndividual performance and skill
developmentd According to the scoring panel, there is indication of trends and targets and for each one,
whether it is a strength (+) or a weakness (1).

Example subcriterion 7.2: Performance measurements

Synthesis of the evidence emerged from self-assessment

The organisation measures a large set of indicators for the people performance, summarised on the dashboard
in the quarterly and annual report. We can summarise the 2018 results as follows, following the scheme of the
CAF model; for more details refer to the 2018 Annual Report.

General results

The indicators refer to: absenteeism, sickness, involvement in improvement activities, complaints (number and
response time) and voluntary participation in social activities and initiatives. For more than 60% of them we can
see a positive trend in the last three years, while only the participation in social activities shows a small decrease
in 2018.

No targets are defined for the indicators. TREND + TARGET 1
Individual performance and skill development

We measure hours of training for person, percentage of individual/group target achieved and overall
competence gap. For all the indicators, specific targets are defined usually with at least 10% of increase year
on year. Overall, 70% of indicators show a positive trend, while there is a small decrease of the competence
coverage (increase of gap). For the targets, less than 50% are reached; training indicators and in particular
competence gap did not reach targets. TREND +TARGET 1

The above findings have been transformed into a score placed in the results matrix below, to help
elaborate a global scoring for the subcriterion to be discussed during the consensus meeting.

RESULTS PANEL - FINE-TUNED SCORING

SCALE o010 1130 350 517 7190 91100
TRENDS No Noatve Flat trend Sustained Subrut ant il Pondtine
measurement  trend or modest progress progress comparison
progress with rebevant
> - AW ceganisations
3 for all resules
SCORE 60
TARGETS Noor Results do Few targets Some Most of All the targets
anecdotal not meet are met relevant the relevernt are met
Information targets argets targets are
are met met
SCORE 25

Remarks about the scoring assigned

TRENDS: A large part of the results shows sustained progress. Only two indicators show a negative
trend (in particular competence coverage). Both the assessments of general results and individual
performance can be placed in the column &ustained progresséwith an overall 60 points.

TARGETS: There are no targets for general results indicators (column dNo or anecdotal informationd, and
individual performance reached less than 50% of targets (column d-ew targets are metd with an overall 25

points.
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Guideline s for improving an organisation using the CAF

The process of continuous improvement can be designed and carried out in a number of ways. The size
of the organisation, the culture and prior experience with total quality management tools are some of the
parameters that help to determine what the most appropriate way of launching the TQM approach will
be.

In this chapter we have identified a ten-step process of continuous improvement with the CAF that may
be considered relevant to most organisations. It is important to emphasise that the advice given here is
based on the experience of the many organisations that have used the CAF. However, each
improvement process is unique and therefore this description should be seen as an inspiration for the
people responsible for the process of self-assessment rather than as a precise manual for the process.

PHASE 1: THE START OF THE CAF JOURNEY

Step1l Step 2
Decide how to organise and Communicate the
planthe self-assessment self-assessment project

PHASE 2: SELF-ASSESSMENT PROCESS

Step 3 Step 4 Step 5 Step 6
Compose one or more Organise Undertake the Draw up a report describing
self-assessment groups training self-assessment the results of self-assessment

PHASE 3: IMPROVEMENT PLAN/PRIORITISATION

Step 7 Draft an improvement Step 8 Step 9 Step 10
plan, based on the accepted Communicate the Implementthe Plan next
self-assessment report improvementplan improvement plan self-assessment

After the process of applying the CAF and launching improvement actions, CAF users can apply for the
label d@ffective CAF userb The process of applying the CAF plays an important role in this feedback
procedure. Common guidelines for the CAF External Feedback Procedure can be found at the CAF
website https://www.eipa.eu/portfolio/european-caf-resource-centre/.
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