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Resume
This paper is focused on the opportunities for transfer of innovations from the administrations of leading European countries to the Bulgarian administrative system. More particularly it is concerned with the adaptation of well known administrative activity quality management systems such as CAF, EFQM and modifications of ISO by taking into account the specific features of the administrative reform process in Bulgaria.
As a part of the reorientation towards consumers the concept for quality of the administrative activity and public services accomplished by the organizations of the state administration becomes even more important. The concept for quality service can be measured by at least two main criteria – the degree of satisfaction of requirement and needs of citizens who are the customers of public services and the data for the processes through which these services are accomplished
. The directors of the public organizations who possess a desire and a will to undertake changes for quality and results improvement in their organizations should find a balance between the measurement of processes inside the organizations and the opinion of citizens concerning the results from these processes. 

The analysis of the administrative practice in Bulgaria
  shows that in the last two or three years this activity in the Bulgarian administration develops mainly in two directions. One of them is comparably more traditional and is directed towards implementation of quality management systems in regional and municipal administrations based on standards ISO 9001:2000 with the financial assistance of the EU and the methodological support of the Ministry of State Administration and Administrative Reform
. These systems are based on versatile principles and documents for quality management (quality guidebook; quality procedures; operational quality documents), on international standard ISO with an accent on mastering the in-house organization of the administrative activity and together with that – an increase of citizens’ satisfaction from the administrative service.  The second direction which is not as popular as the first one but is probably more perspective is the introduction of EFQM Excellence Model and the formulated on its basis quality management system on the basis of the Common Assessment Framework (CAF)
.

Organized beginning of the certification under ISO of the municipal administrations can be referred to 2006 when the Foundation for Local Government Reform (FLGR) together with Moody International organized special conference
 where around 130 municipalities became acquainted with the ISO standards. The challenges facing the municipal administrations were pointed out, as well as what was expected from the application of the standards results and the changes resulting from the implementation of the quality management system. 

The first steps in this direction show that in order to start implementing the quality management system, a municipality has to give priority to the improvement of citizens’ servicing. There are many municipalities which are in a really bad condition or have other important problems, such as infrastructural and financial problems and thus the improvement in quality of citizens’ servicing is not a priority. The business and the citizens demand quality service which is fast, transparent and clear, without any protraction and attempts for making unregulated decisions. It is obvious that under the pressure of the citizens, business and the media and under the pressure of public expectations, the municipal administrations will be forced to improve substantially the quality of the administrative activity. A wonderful tool for that are the quality standards. 
More than 20 municipalities in Bulgaria are currently certified according to the requirements of the international standard ISO 9001:2000 (among them attention deserve Bercovitsa, Veliko Tarnovo, Burgas, Ihtiman, Kardjali, Lukovit, Novi Pazar, Stara Zagora, Shumen, Sliven, Chepelare, Lovech, Yambol, etc.) and 10 more municipalities are in the process of pre-certification analysis of ISO implementation.
Shumen municipal administration has good experience in putting the stress on the Quality Management (ISO 9001:2000), Environmental Management (ISO 14001) and Occupational Health and Safety Management (ISO 18001:2000). The municipality applies them in the following areas: 

· Delegating government functions and accomplishment of local government reform connected with the administrative-legal and information servicing of physical and juridical persons;
· Regional planning; 
· Urbanization and public services;
· Financial and economic activities and property management; 
· Education, culture, health protection and social activities; 
· Sports and tourism development; 
· Defensive and mobilization alert; 
· Public order and safety protection.
The quality management system in Veliko Tarnovo regional administration is compliant with the requirements to the standards for Quality management ISO 9001:2000. The certification covers administrative servicing of physical persons and organizations, pursuing regional policy for local state management accomplishment and ensuring compliance between national and local interests.
Municipality Kardjali has kept up the international standard ISO 9001:2000 for more than two years. The municipality works according to the requirements of this standard which refers to the activity of the municipality, customer relations, as well as how to communicate with customers, how to give them the information without contradicting to other laws. Municipality Kardjali is the first municipality to offer e-services.
For region Lovech the standards that build up the management systems in the municipality administrations are particularly chosen to ensure Quality servicing of citizens (ISO 9001:2000), Environment protection (ISO 14001:2004), Information security management systems (ISO 27001:2005). 

In Sliven municipality the certification according to the requirements of the standard ISO 9001:2000 involves local government reform, administrative-legal and information servicing of physical and juridical persons.

Burgas municipality was certified in the integrated system for Quality management, Environmental management and Information security management according to the international standards ISO 9001:2000, ISO 14001:2004 and ISO 27001:2005.

The result analysis from the research shows that when the quality systems according to standard ISO 9001:2000 were introduced to the municipalities quite some problems emerged. On the first place we have to mention that the standard is directed towards business administration. Although the new version of ISO 9001:2000 made an attempt to adapt it to the specific features of the public administration, it leaves much to be desired because not everything in the specific character of the administrations was taken into account. For that reason currently about 20 municipalities are certified out of 264 according to data from ‘Club 9000’
. 

Without taking into account the subjective difficulties which are understandable but can easily be overcome, there are some objective difficulties. Some of the more important are the following: 

· The municipal activity is extremely regulated with more than 150 state                                                                                                                                                      specifications which are often out-of-date, contradictory and even mutually incompatible. Together with that the municipal councils and the mayors pass local specifications – regulations, decrees, instructions and decisions, orders. This entire normative base is carefully analyzed because QMS has to be based on it and cannot contradict it. 

· There are a lot of obsolete specifications in the Bulgarian legislation in which the required by ISO procedures cannot be built in. Yet the documents according to the system have to bear legal value because they introduce rules whose violation will be sanctioned. 

· The municipalities have at least three types of customers (according to terminology of the standard) – citizens, state institutions and others (companies, non-profit organizations, sports organizations, culture organizations, parties, etc.) Services done by the Municipality, although with economic logics, are not business processes. The issue of the profit does not exist and the degree of customer’s satisfaction is a notion that is difficult to be measured. The municipalities do at least 150 administrative services to citizens, another 100 to the state, which are closely intertwined with the former ones and the public utilities which are the most expensive services are not personified services to separate citizens (organizations), but are done for the whole community (planting, waste collection and transporting, water supplying, etc.) and are difficult to be measured. 

The introduction of ISO in a municipality is a long and difficult initiative and it really can be said that a transformation of the entire municipal management and administrative activity occurs, but it cannot happen instantly. Even when a quality certificate has been given, it cannot be guaranteed that the municipality has fulfilled all the criteria and requirements of ISO. It rather shows that the municipality is following the right way and not earlier than two years (if it keeps up the system and the certificate is maintained) the positive results can be notices. 

The greatest benefit from the application of the standard is actually in quite different direction. The certificate guarantees that the description and rationalization of the administrative processes in corresponding procedures which are clearly traceable have been done. All this combined with the introduced personal responsibility of every employee for his/her activity greatly facilitates the implementation of the so-called e-municipality which is now only a technical matter. Provided that there are financial resources, on the basis of the already established according to ISO documentation, the implementation of electronic management systems becomes twice easier referring to the amount of work and time. 

However, the analysis of the initial implementation of quality management systems based on ISO in some regional and municipal administrations shows that together with the indisputable advantage, such as mastering the administrative processes and the document flow, these systems are too  much labor consuming and do not take into consideration all the characteristic features of the Bulgarian public sector and the specifics of the particular municipal administration (education and qualification level of the authorities and the office workers, the degree of  formality of the administrative techniques and procedures, the quality of the feedback from citizens, etc.) because its conceptual orientation towards business organizations. As a result their implementation becomes slower and harder to achieve, serious additional efforts are needed by the staff without any guaranties for reaching the desired quality excellence in the administrative sphere. 

Another direction (which is probably more perspective for our present conditions) is the introduction of the developed by the European Institute in Public Administration system ‘Common Assessment Framework’ – CAF
. It is successfully used by the administrations of many EU Member States – Germany, Belgium, Denmark, Italy, Norway, Finland, Portugal, as well as by the administrations of the newly accepted Member States – The Czech Republic, Slovenia, Hungary, etc. 

In its conception the Common Assessment Framework (CAF) is an assessment and self-assessment tool of organizations from the public sector. It was developed under the aegis of EU General Directorate ‘Public Administration’ aiming at supporting the introduction of the idea and principles of Total Quality Management (TQM) in the public sector both within the EU and outside it. 

CAF is based on the concept of EFQM Model and it is a result of co-operation among the EU Ministers responsible for Public Administration.
 European Foundation for Quality Management (EFQM) has worked out and possesses the EFQM Excellence Model. EFQM is a non-profit membership foundation founded in 1988 by leading European companies for implementing strategies to achieve higher performance. Today EFQM’s network encompasses well over 800 organizations from all over Europe from different businesses including Public Administration. 

One of the significant practical benefits of applying the EFQM Excellence Model is the chance to build up practically applicable quality management system on its basis and on the basis of the Common Assessment Framework (CAF).
CAF is a tool for Total Quality Management inspired by the Excellence Model of the European Foundation for Quality Management (EFQM) and the Model of the German University of Administrative Sciences in Speyer, Germany. It is based on the prerequisite that higher performance results of organizations, citizens/users, people and society are achieved by leadership management of strategies and plans, people, partnerships, resources and processes.  Pilot version of the CAF was presented in May 2000 and a first revised version was launched in 2002. A CAF Resource Centre was established at the European Institute of Public Administration (EIPA) in Maastricht following the decision of the Directors General in charge of public service. In a strategic declaration EIPA announced its desire to play the role of European Resource Centre for CAF and announced its aims in this respect. In co-operation with the network of national CAF correspondents facilitated by the European Foundation for Quality Management (EFQM) and the University in Speyer, the CAF Resource Centre probated the implementation of the model in different ways and assessed its use. Nearly 900 European public organizations have used CAF in the period 2000 – 2005 to improve their organizations. 

As it became clear CAF is based on the conception of EFQM’s Model. It uses the self-assessment tools and further develops the functional analysis with a view to rationalizing the activity of the structure but mainly focuses on the processes and results. Corrections were initiated in the criteria and sub-criteria which are typical of the public sector alone. To the present moment without being rejected or denied the EFQM Model, ISO, the so-called CAF is the only tool for quality assessment and improvement developed especially for the needs of Public Administration. What is typical of the EFQM Model and CAF is that the stimuli for organizational productivity increase include initiatives connected with education or the above mentioned benchmarking, i.e. good practices adoption. 

It is known that CAF has four main purposes:

· To introduce public administration to the principles of Total Quality Management and gradually guide them through the use and understanding of self-assessment. From the current ‘Plan-Do’ sequence of activities to a full fledged ‘Plan-Do-Check-Act (PDCA)’ cycle.

· To facilitate the self-assessment of a public organization in order to arrive at a diagnosis and improvement actions.

· To act as a bridge across the various models used in quality management.

· To facilitate bench-learning between public-sector organizations.

 CAF is not a competitor of the other tools, it tries to integrate the most valuable of their mutual elements which are valid for public sector. Thus CAF is especially designed for public-sector organizations, taking into account the characteristics of the mission, functions and organizational and structural medium of Public Administration. 
Self-assessment made through CAF is a less strict process compared with the EFQM Excellence Model or ISO. The advantages in using CAF as an introductory tool are the following: it is comparably easy-to-use assessment tool, it requires shorter introductory time, fewer resources are needed and it uses one and the same language for the organizations that strive to achieve its standards. As a self-assessment tool it includes the employees themselves and facilitates them to present their points of view. 

Self-assessment and improvement of public organizations are very difficult to be done without exchange of reliable information between the different functions in the organization. CAF stimulates public sector organizations to gather and use information but often information is missing during the first self-assessment. CAF points out the areas in which it is important to start the measurement. The better one organization is making a progress in its continuous improvement more internal and external information it will gather and manage.

One of the compulsory elements of CAF is the score system. Although the most important self-assessment results are: finding out the strong points and areas for improvement and the corresponding activities for improvement, the organizations sometimes focus too much on scores. 

As a whole there is a reason to make the conclusion that the use of CAF to improve public services quality is increasing and it is promoted in all EU Member States. For the time being in Bulgaria the tool for quality management is recommended to be used in administration departments; the main reason for the local and central state authorities to support the distribution of CAF is that it is an easy-to-use tool with an opportunities to achieve good practical results in administration quality improvement for Bulgaria. 

It is well-known that since 2002 the Model for Quality Management – CAF is wide spread in more than 1000 organizations in the public sector. During the UK presidency of EU a goal to register 2000 users of CAF by the end of 2010 was set.

In Bulgaria the National Revenue Agency (NRA) was the first administration in the country to start the pilot quality management system - the CAF model on the sector level. The system will be gradually implemented in every regional structure of the agency which is in unison with NRA’s image as a ‘Modern and effective revenue administration’ servicing the society. This model was one of the recommended one by the Ministry of State Administration and Administrative Reform within the frames of the operative program ‘Administrative capacity’
 as a means for finding out the strong points and areas which need to be improved and the main purpose is to achieve improvement in the administrative servicing. 
NRA’s practical experience shows that when developing and implementing the Model for Quality Management CAF it is expedient to include three stages – a preparatory stage, a pilot implementation and a distribution of the model in the entire agency. In the period June – November 2007 NRA implemented a pilot program for introducing the system CAF within the frames of the project ‘Restructuring business processes in NRA’
. The results from the project should help NRA to choose the most suitable system of tools through which to monitor, plan and improve the organizational efficiency of the NRA. This choice is further facilitated by a number of trainings connected with quality management and organizational efficiency improvement. Four pilot departments of NRA took place in the program – Head office – Sofia, NRA’s territorial offices in Kyustendil, Veliko Tarnovo and Stara Zagora.

The teams from the pilot offices presented the results
, which can be grouped in a few directions: NRA’s strong points; Good practices Exchange in NRA; Areas and improvement suggestions; Benchmarking. The self-assessment teams made recommendations which are generalized and submitted to the competent offices at NRA to be reviewed, analyzed and included in the operational plan for 2008 and 2009 according to the priority.  Guidelines for CAF application wеre developed and approved in 2008.
As a result of the pilot implementation of the quality management system in the three NRA’s offices and in the Head office some substantial conclusions have been done, such as:

Over 30 strong points of the agency were identified, the main ones connected with the presence of an active system for strategic and operative planning; an active system for NRA’s continuous personnel training; application of procedures and working instructions; co-operation with the agency’s partners has been developed; e-communication with customers encouraged.

60 areas for improvement were identified, the main ones referred to the necessity of building up management skills in applying the organizational values and principles; performance evaluation; delegated rights and responsibilities; employees’ motivation; rewards; communications.

Out of 48 concrete improvement suggestions 19 were included in the Operative annual plan for 2008, 8 are marked for 2009 and 3 were rejected.

The evaluation process at the NRA was realized with the support of foreign consultants. As a result of the survey from CAF application and based on their long term experience of applying different methods for quality management in both private and public sectors in a number of European countries the consultants gave the following suggestion: further self-assessment to be done through passing from the CAF model to the application of the Excellence Model of the European Foundation in Quality Management (EFQM). 

The EFQM Excellence Model receives special attention and interest by NRA/GTD’s senior officials in view of the complex task and the integration between GTD (General Tax Directorate), NRA (National Revenue Agency) and part of NSSI (National Social Security Institute). An agreement to apply the EFQM’s approach from June 2006 onwards was reached. At the same time the method is not well known in the administration and its direct application would lead to too formal attitude. The pilot use of this method in Silistra Tax Directorate enabled senior officials to find out what the attitude of the people towards the method and its tools is, to see the real roles in the process of its application, the parts that need to be adapted to stand out. All this will facilitate the application of the method in the entire structure of NRA.

The results analysis of the pilot application of the EFQM Excellence Model makes the consultants point out that the use of the full package of the Excellence Model ensures maximum chance for success and employee engagement because of some key arguments:

· Much more clear methodology assessment;

· Much wider opportunities to assess the achievements and compare the processes and the results;

· Greater opportunity for the inside appraisers to become acquainted with the other sectors’ practices;

· The adaptation of the EFQM Excellence Model generates additional material for inside study and maintenance;

· A chance for direct transfer of data from the inside assessment in the formats used by the National and European award and recognition programs.

In addition, according to the consultants, CAF is accepted as a starting point for an organization which wants to make some improvements regarding the quality of its activities since it sets the general language and introduces the main perfection concepts. With the use of CAF the self-assessment is less strict than it is with the EFQM Excellence Model and many organizations discover that after they have used CAF for a short time (1-2 years) the lack of precision hinders the development and progress of improvements. Because of that on a later stage many of them start using the EFQM Excellence Model and apply the levels of the EFQM Excellence program. If the EFQM Excellence Model is introduced at the beginning such a transition will not be necessary and there will be a steady precision in the assessment process, mostly with the results tracing and thence the improvement of the entire organization. 

On the basis of the conclusions and suggestions made by the foreign consultants of the NRA and in accomplishment of the set purposes in the operational plan for 2008 the following activities were fulfilled to the present:

In three of the NRA’s structures (Directorate ‘Complaints and Realization Management’ - Plovdiv, Territorial Tax Directorate of NRA – Plovdiv and Territorial Tax Directorate of NRA - Smolyan) in the period April – May information was gathered on each of the criteria of the Model by the respective specialists responsible for the criteria and in the period June – July the self-assessment was accomplished by the application of the EFQM Excellence Model with the help of NRA’s consultants and representatives from the General Tax Directorate. In the period April – May representatives of 8 more structures of the NRA went through training under the EFQM Excellence Model: Directorate ‘Complaints and Realization Management’ – Varna, TD Rousse, TD Shumen, TD Gabrovo, TD Burgas, TD Blagoevgrad and TD Big taxpayers and insurers. The employees in all these directorates who have been trained will become specialists in the criteria, i.e. these will be the people who by the end of the year have to identify and gather the suitable data and information from the inside of the respective directorate to support each of the Model’s criterion. The assessment of these directorates will be further done by inside assessors from the NRA trained to do this.

The rest of the NRA’s structural units will assess themselves by applying the EFQM Excellence Model in 2009 and 2010.

The NRA is striving to be a modern public administration which constantly increases its organizational effectiveness and it intends to apply one more of the tools for quality management – the Balanced Scorecard. 

By now the only territorial administration to involve the integrated quality management system CAF 2006 – BSС
 is the regional administration Pazardjik. An expression of this is the Concept for strategic management of the regional administration ‘Change through strategic initiatives’. To achieve the set purposes some initiatives have been undertaken:

· Initiative for implementation of the Balanced system for effective indexes (Balanced Scorecard – BSС
)
· Initiative for implementation of the Common Assessment Framework (CAF 2006);

· Regional initiative for management, coordination and control through the Balanced system for effective indexes of the administrative service. 

The results from the first self-assessment in CAF 2006 were reflected through the strategic cards in the planning of the goals, indexes, tasks, initiatives and resources (budgets) in each of the four directions of BSС.

The strategic processes in priority improvement areas are defined by the self-assessment results. Strategic maps are made. A balanced system of indexes (indicators of the key effects according to CAF 2006), for effectiveness (10 - 15) and for result (5 - 8) is defined. With the next self-assessment cycle according to CAF 2006, the data referring to the value and dynamics of the traced in the period of planning indexes (indicators) about effectiveness and result from BSC were used.


The follow-up self-assessment report contains a review of the fulfilled tasks according to the indexes for effectiveness and result, the set goals and the realized initiatives, as well as an opinion concerning the expedience of their choice.

An actualization, and if necessary – a reengineering of the balanced system of indexes for effectiveness (a feedback by studying and innovating of the administration according to CAF 2006) is done.

Practice will show which of the systems (or a combination of them) is the most relevant but in all cases it is beyond dispute that this is the way to have entirely new level of administrative activity in the difficult and complex, but objectively necessary process of transformation of the state management and the administration in Bulgaria. 

As a whole, the analysis shows
 that a very small part (less than 10%) of the administration structures use the opportunities the quality management systems offer. Our point of view is that for the successful implementation of these systems the Ministry of State Administration and Administrative Reform can contribute a lot by working out samples and pilot projects of similar systems and offer them to the territorial and sector organizations which will facilitate their adaptation according to the specifics of the Bulgarian administration. The integration of the Bulgarian administration into the European administrative space requires implementation of similar European standards in all administrations which offer services in order to standardize and guarantee quality. For this purpose it is necessary to make an additional opportunity popularization from the implementation of the quality management systems, as well as making a coordination mechanism concerning the policy of quality management of the administrative activity in Bulgaria It is also necessary to adapt these systems to the Bulgarian reality and to develop additional materials to help administrations with the implementation. Especially topical is the task of engaging these systems in a common territorial administrative network which is one of the main factors for successful accomplishment of the new stage of the administrative reform in Bulgaria in the conditions of Bulgaria’s EU membership. 
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� See PHARE Project BG 2005/017-353.08.03: ‘Developing a system of criteria and tools for organization efficiency evaluation’. The main purpose of the project is strengthening the NRA’s capacity for better performance and introduction of tools for organizational efficiency and effectiveness increase.


� See �HYPERLINK "http://www.nap.bg"�http://www.nap.bg�. ; �HYPERLINK "http://www.mdaar.government.bg"�http://www.mdaar.government.bg� 


� Annual report for NRA’s activity for 2007; �HYPERLINK "http://www.nap.bg"�http://www.nap.bg� 


� See for example Kartalov, Sv. Implementation of the Common Assessment Framework (CAF 2006) in the regional administration Pazardjik, Presentation. 2006, �HYPERLINK "http://www.mdaar.government.bg/"�http://www.mdaar.government.bg�


� Balanced scorecard, BSC�, or the so-called “6 sigma”, or Statistical Process Control – it aims at overcoming reported and realized weaknesses and gaps of the previous management approaches. BSC gives organizations the opportunity to clearly formulate determinants to balance their financial perspectives. BSC is above all a management system, not a measurement system, which allows the organizations to define their image and strategy when put into action. It allows a feedback regarding inside processes and the expected results in order to achieve continuous improvement of the strategic presentation and organization results.


� See Operative program ‘Administrative capacity’, MSAAR, March 2007, p. 50.





