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Abstract
This paper has been prepared as part of the session of Eurostat on Governance and Quality Management in the Enlargement and ENP Countries. The ICBS will present the process of implementing the excellence model, the opportunities and challenges involved in it, and future plans for adopting the Code of Practice (CoP). Ten years ago, the ICBS decided to apply the European Foundation for Quality Management (EFQM) model as a quality framework. The EFQM has been implemented gradually in most ICBS departments, and is used to organize the production of statistics. The excellence model was used as a self-assessment management tool that emphasizes strengths and weaknesses to be addressed. The main challenge relates to motivating people to implement improvements, and to turning weaknesses into opportunity. The added value is the encouragement of cooperation, collaboration, and innovation in the organization. Among the noteworthy results of this experience are projects in the field of knowledge management, such as establishing a bank of questions for the benefit of various surveys, developing guidelines for planning new surveys, and coordinating procedures for the Bureau. The ICBS has decided to implement the European Statistics Code of Practice as part of its quality strategy, where the EFQM model and the CoP along with the QAF (Quality Assurance Framework) will serve as a comprehensive framework for quality management.
Introduction

Promotion of quality and excellence in the public service is one of the important national objectives that the State of Israel seeks to achieve. Institutional measures to promote high-quality management in the public service began about two decades ago. These measures have included: the implementation of government's decisions (in 1993); the establishment of a Department of Quality and Excellence at the Civil Service Commission; and the introduction of a new section in the Regulations for Government Employees in Israel entitled "Quality and Excellence in the Civil Service", which includes a set of rules for high-quality management of government ministries and units.

In 2001, the Civil Service Commission in Israel decided to adopt, with necessary adaptations, the model of excellence developed by the European Foundation for Quality Management (EFQM), which has been implemented in the public sector in many European countries.

The Model of Excellence that the Civil Service Commission decided to adopt is essentially a general system for organizational excellence, which provides a basis for conducting periodic evaluations of the state of quality management in any organization. This enables the organization to decide on priorities for improvements, to conduct periodic assessments in order to ensure that the improvements have been achieved, and eventually to consider requesting a more objective external inspection.

The vision underlying the initiative to implement this model in the Israeli civil service was that more units in the public sector would undertake to implement the general model of organizational excellence, evaluate themselves, adopt an organizational culture of constant improvement, request external evaluations, and eventually apply for the National Prize for Quality in the Public Sector.

The agreement signed by the Civil Service Commission stipulates that the assessments must be conducted in accordance with the EFQM model, and can only be conducted by certified consultants who were trained by the EFQM.


The present article aims to describe the process of implementing the EFQM model at the Israel Central Bureau of Statistics. It includes a description of the challenges faced in implementing the process, as well as the outcomes of the process. The article will review the activities conducted at the ICBS over the past decade, as well as the current situation with regard to implementing the model within the public sector. In addition, the future plans of the ICBS will be mentioned as part of the policy of quality assurance.
The EFQM Model


The European Foundation for Quality Management (EFQM) model represents a strategic perspective of management, and provides strong leverage for promoting quality and excellence in organizations. The model is used by many organizations throughout the world to implement periodic organizational self-assessments. This self-assessment lays the foundation for organizations to engage in systemic, integrative identification of organizational strengths and areas that need improvement in the organization. Accordingly, these organizations formulate annual and multi-annual program plans for improvement. The model provides a basis for integrating and assimilating balanced processes of organizational development at the behavioral as well as at the organizational-task level.

The system consists of two parts, each of which includes several components of management:

The first part includes five components of "inputs" that any organization aspiring to achieve excellence needs to invest in, and which should be used as a basis for evaluating the organization's investments. These components are known as enablers, and relate to the following aspects:

· Leadership

· Strategy

· People

· Partnerships and resources

· Processes, products, and services
The second part of the system includes four components of results, which any organization aspiring to achieve excellence should use as a basis for evaluating its achievements:
· People results

· Customer results 
· Society results

· Business results
The EFQM model derived from longitudinal studies of the factors that affect the success of organizations, and that build an organizational culture of excellence. The studies have revealed that successful organizations share eight factors in common that create organizational excellence:
· Achieving outstanding results

· Adding value for customers

· Leadership with vision, inspiration, and integrity
· Managing with agility
· Succeeding through the talent of people
· Harnessing creativity and innovation
· Developing organizational capability

· Creating a sustainable future

The extent to which an organization has met criteria for excellence and has made progress towards excellence is measured on the basis of the Results Approach Deployment and Assessment Review (RADAR), which is a special tool developed for this purpose. RADAR ensures that results will be defined, and that a relevant approach will be chosen and properly implemented. This approach will lead to a continuous cycle of conducting evaluations and learning lessons.
The Process of implementing the EFQM Model at the ICBS

At the Israel Central Bureau of Statistics there is a steering committee for quality and excellence. The steering committee includes representatives of all of the departments, who serve as quality coordinators in addition to their regular positions at the ICBS. Most of the committee members hold senior positions at the ICBS, and they have the ability to influence and lead processes of change. Each of the quality coordinators is responsible for promoting quality and excellence in their department, and is trained for this by the Civil Service Commission.

The steering committee is headed by a senior administration member and is coordinated by the director of the Quality and Excellence Sector, who receives professional supervision from the Department of Quality and Excellence at the Civil Service Commission. The steering committee meets once every two months. The meetings include brainstorming and study sessions, through exposure to projects for promotion of quality and excellence that exist in the various departments.

About a decade ago, the Israel Central Bureau of Statistics decided to adopt the EFQM model, in accordance with the guidelines of the Civil Service Commission. For the purpose of implementing the model, it was decided that each department would be defined as an organizational unit, and would carry out a self-assessment. Additionally, it was decided that each year another department would join the process. From the time the department joins the process, the self-assessment will be repeated approximately every two years. Altogether, nine departments (out of 12) have joined the process so far. Some of the departments have already conducted four cycles of self-assessment. The following is a list of the units at the ICBS that have joined the process: Macro-Economics, Methodology, Surveys, the Chief Scientist, Consumer Price Index, Infrastructure, Education, Technological Systems, and Business Statistics.

As per the requirements of the Civil Service Commission, the process was accompanied by certified consultants.


The process of implementing the model in each department consisted of the following stages:

· Presenting the model to the staff of the department

· Conducting a self-assessment of the management of the department (focusing on the criteria of leadership and strategic policy)
· Selecting the department staff members who will conduct the self-assessment 

· Training the people who conduct the self-assessment, and conducting a self-assessment among those who implement the assessment
· Expanding the scope of the self-assessment among additional staff members in the department (to be undertaken by those who implement the self-assessment)

· Processing the findings by establishing a consensus (strengths, and points that need improvement)

· Presenting the findings of the self-assessment to the management of the department (by those who carry out the self-assessment)

· Holding executive meetings to prioritize the issues that need improvement (issues to be dealt with in the short-term and the long-term)
· Designing a work program to introduce the changes and improvements

· Implementation of the program

· Presentation of the process undertaken in the department to the forum of the Steering Committee for Quality and Excellence

· Presentation of the process in the forum of an ICBS seminar that will include the members of the senior administration, as well as staff members and directors of the organization as a whole

· Preparation for an additional self-assessment

As a result of this process, many improvements have been introduced in the different units and implemented in the organization as a whole. Some of the improvements could be implemented immediately, and others called for the establishment of special teams to formulate practicable solutions. The "improvement teams" included workers and managers who held meetings at predetermined intervals. Each team received a letter of appointment from the administration, which defined the goals of the team and the time frame for the team to finish working and submit its recommendations. The teams defined the problem, examined the causes of the problem, tested the feasibility of various alternatives for solving the problem, and recommended the ultimate solution. Some of the teams even received a Prize for Improvement in recognition of their contribution to the organization.
 
The following are some examples of improvement teams that were established as part of this program:

· A team that compiled a corpus of questions for the ICBS, in order to formulate uniform questions on topics of study that recur in various surveys, and in an attempt to achieve standardization and comparability of the data collected in different surveys.
· A team that engaged in defining a structured process for planning a new survey at the ICBS. The process includes all of the stages and parties involved in conducting the survey, from the stage of initiating the survey to the stage of implementing it and producing results.

· A team that designed a process of producing MUC (Microdata Under Contract) files, which are provided for the researchers in order to simplify a complex, bureaucratic process.
· A team that compiled and organized all of the written work procedures at the ICBS in a way that they can be retrieved from the Internet. The team also designed a format and rules for writing and managing the procedures.

· A team that engaged in turning the ICBS into a green organization, by providing practical recommendations for effective management of organizational resources such as electricity, water, paper, waste, and recycling.
The Main Benefits and Improvements that Have Been Implemented as a Result of the EFQM Evaluations at the ICBS
· Service Level Agreement (SLA): Service Level Agreements were developed for the service units, which include: The Human Resources Department, the Training Sector, the Acquisitions and Logistics Sector, and the Technological systems Department.
· Vision: Formulating a vision and a strategy in most of the units.

· Departmental websites: Setting up departmental websites on the internal computer network for the purpose of sharing knowledge and making information accessible to workers.
· Satisfaction surveys: Conducting customer surveys and satisfaction surveys among employees in order for the purpose of constant examination and improvement in light of the survey findings.

· Documentation: Encouraging documentation of work processes in the units, in order to maintain continuity when a worker is absent (e.g., due to army reserve duty, maternity leave, or retirement). This also facilitates the process of integrating new employees in the unit. In some departments, the tasks of documenting work processes have been introduced as part of the departmental work plan.

· Sharing knowledge: In departments where the issue of sharing knowledge and transparency has been defined as needing improvement, it was decided to hold regular staff meetings, write minutes, and distribute the minutes to all of the workers in the department. In some departments, it was decided to organize departmental seminars for the purpose of sharing knowledge and collaborative learning among the employees.
· Integration of new employees: In departments where new employees reported negative experiences in the process of integration, it was decided to design an organized mentoring system, which would facilitate the social and professional integration of new employees in those units.

· Recognition of employees: In departments where the issue of recognizing employees has been defined as needing improvement, it was decided to hold a quarterly ceremony for outstanding employees in the department and give them a certificate of recognition and a small gift, in addition to the annual ceremony for outstanding employees at the ICBS.
· Contribution to the community and environment: Mobilization of workers to participate in activities for the benefit of the community and environment. These activities include: assistance to people with disabilities or assistance to needy people, planting trees and caring for forests, finding creative solutions for recycling of disposal material, etc.

· Improvement teams: Establishing improvement teams in different departments, in an attempt to find solutions to complex issues such as: cleaning computer drives and dealing with double files, establishing a process of transferring individual files from one unit to another, and mentoring for new employees. In addition, when the same problems were identified in several departments, they were handled by improvement teams with representatives from every department in the ICBS, such as the teams mentioned above.
Challenges and Difficulties Encountered in the Process

· Even though the management decided to implement the model of excellence in the ICBS, participation in the process was voluntary. Thus, three departments have not yet implemented the process, and some of the departments that engaged in self-assessment have not held additional self-assessment sessions.
· At the present stage, the process of assessment and the plan for improvements have focused on organizational aspects (e.g., strengthening collaboration and transparency), whereas less emphasis has been placed on statistical quality.

· In most cases, implementation of the process separately in each department resulted in the provision of responses focusing on issues that need improvement in specific departments. However, in some cases the same problems were found in most of the units, and it may have been preferable to provide a systemic solution. For example, following the self-assessment, some of the units decided to set up an internal website for the department in response to the need for sharing knowledge and transparency. It is possible that setting up an organizational portal would provide a response to this need for the entire ICBS.
· The obligation to conduct this process with a licensed external consultant entails a financial outlay. After conducting the process a few times, it is possible that internal staff members would be able to carry out the repeat assessments.
Responses to Implementation of the Process in Various Government Ministries

An opinion survey conducted by the Civil Service Commission among a sample of 44 government ministries that assimilated the EFQM model of excellence revealed the following findings:
· 75% of the respondents were satisfied with the decision to implement the model;

· 73% of the respondents indicated that they would recommend that others implement the model;

· 64% were willing to lead their unit in another self-assessment cycle.

In light of the survey findings, it was decided to simplify the process, both in terms of preparations and in terms of designing a more user-friendly assessment tool (e.g., responses to statements rather than responses to a questionnaire).
The following are several responses of directors who used the EFQM model of excellence in different government ministries.

· "The assessment obtained through the EFQM model provides a comprehensive picture of the situation, highlighting strengths and weaknesses. The model enables gradual evaluation, and provides endless possibilities for implementing improvements, many of which do not require a budget. Adoption of the model has a positive impact."
· "Use of the EFQM model as a holistic system for organizational learning provides a comprehensive picture of all the components in the organization and portrays the relationships between them at different levels of resolution. It also provides an overall picture of the nature of the problems."

· "At the end of the first year, we can conclude that the process was not easy, because all of the management and organization were being scrutinized, and it required a considerable investment of effort. However, we found the benefits were greater than we expected. The self-assessment process revealed important information about the department that could be utilized for improvements. The improvements that were introduced had a beneficial impact on the performance of work, which was already evident in the short-term. They enhanced the workers' sense of involvement and increased their motivation."
· "Employees in the units that assimilated the EFQM model of excellence feel pride in their unit."
Conclusions and Recommendations for the Future

In 2013, the Standards Institution of Israel acquired the rights to disseminate the EFQM model in Israel, in order to assimilate it in organizations as well as in commercial companies. Concomitantly, the Civil Service Commission decided on a reform in the management of human capital, with the primary goal of adapting skills acquired in the civil service to the changing needs of the Israeli population. As part of this process, effective recommendations were formulated, and a headquarters was established to implement the recommendations over a period of three years. Meanwhile the process of implementing the EFQM model in the public sector has slowed.

The Israel Central Bureau of Statistics is currently making preparations to adopt the principles of the European Statistics Code of Practice along with the Quality Assurance Framework. The combination of the EFQM model and the principles of the CoP might provide a more appropriate response to the pursuit of constant improvement, both in the dimension of administration and in the dimension of statistical quality. In my view, this process is similar to the model implemented at the Statistics Bureau in the Netherlands (the Object-oriented Quality Management model – OQM), which relies on several models of quality including the EFQM and some principles of the CoP.

In sum, assimilation of the ECQM model of excellence in Israel has led to many changes and improvements in the organizational culture as well as in the products of the ICBS. Nonetheless, there are several recommendations that are worthwhile taking into account if the model is going to continue being implemented.

· The various units should enter the process in an organized way and not on a voluntary basis, as part of a strategic plan of the ICBS and as part of the yearly work plan of each department.

· Every unit that joins the process should also be committed to performance outcomes. This can be enforced through compulsory progress reports to the senior management on the process and on attainment of goals.
· In departments that conduct repeat assessments, I recommend that internal staff such as the director of the quality and excellence sector or departmental quality coordinators be allowed to implement the process without the intervention of an external consultant.
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