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COMPARATIVE ANALYSIS OF THE CAF MODEL AND THE
INFLUENCE ON PUBLIC SERVICE QUALITY
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Abstract: Nowadays public administration is not efficient enough to respond to a political, economical and
social challenges. Quantity and information transfer rate clear former boundaries within the public
administration was effective. Until recent the relation between citizen as a consumer versus state as a provider
was in favor of the state. Today this relation is changing and government has to create services and its supply
considering customers need. Accordingly, public administration has to grow constantly and develop towards
citizen need satisfaction by providing quality service on time. Public administration has to strive toward
excellence. To manage that, government has to introduce mechanisms which will monitor realization of defined
goals. This paper gives an comparative analysis of the CAF self assessment model(Common Assessment
Framework) in public service. Analysis represents the version of the model and its characteristics from 2006
and new upgraded version of CAF 2013. The use of this model brings to a better public administration activity
through a self assessment process and leads toward business excellence. The model itself uses total quality
principles and the tendency is to create new public administration culture including stakeholder participation.
This new culture is quality oriented and can respond to market challenges and create effective and efficient
administrative service.

Keywords: public administration, efficiency and effectiveness, self-assessment framework, CAF model, business
excellence

1. INTRODUCTION

The concept of business excellence in the public administration begins in a year 2000. At that time the
1™ European quality conference in Portugal was held and the creators have intensively thought how to
effectively reallocate scarce recourses and satisfy all stakeholders. At that same Conference the CAF
model (Common Assessment Framework) was represented for the first time. Since then the model was
upgraded in a way to facilitate its implementation and use regardless in which public organization it is
used and how it is organized. The model consists of nine criteria divided into so called “enablers” and
“results”. They represent the whole organization and are interconnected. Enablers with its performance
affect final results which are manifested through organization employees, citizens and society in
general. Those criteria are divided into sub-criteria and with their implementation in every segment of
the organization bring better public organization quality and its society .

With the use of model and big effort of European research center for CAF and many CAF experts the
CAF today is a widely used model in many EU members and countries outside EU.
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2. CAF MODEL APPLICATION

The intensity of using CAF model in practice is shown in the 2011 research done by European CAF
Resource Centre at the European Institute of Public Administration (EIPA).

Before that there were done two researches in year 2003 and 2005. The contribution of this research is
that it gives a valuable information about the countries that have been using the model for years. By
this research it’s easy to see the popularity of the model in EU countries and the stagnancy in some.
The Expert team group was handling the research and the main goals were*:

1. To collect information on the use of CAF and the dissemination and support in the

Member States.
2. To analyse whether there is a need to improve the CAF model itself.
3. To look for new opportunities to further spread its use.

The best indicator of successful CAF model application is a continuous growing number of its usage.
As shown in pictures 1 and 2 in past five years the number of CAF users has grown up from 228 in
2005 to 2066 in year 2010. This enormous increase of CAF usage is a proof of its growing popularity.

In picture No. 2 in the upper left corner it can be seen a Dominican Republic as an example of a new
CAF user from 2010 outside the EU member countries. The CAF model is developed for the European
market but there is also an interest from countries outside the EU to use it.
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‘ Picture 1: 228 registered CAF Users in Februarjr
2005°

“ European Institute of Public Administration, Staes,P., Thijs,N., Stoffels, A. and Geldof, S.: Five years of CAF
2006: From Adolescence to Maturity- What Next, pg.19.
5 European Institute of Public Administration, Staes,P., Thijs,N., Stoffels, A. and Geldof, S.: Five years of CAF
2006: From Adolescence to Maturity- What Next, pg. 16.
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Picture 2: 2066 registeredCAF Users in September
2010°

Until the end of 2011 the registered CAF user base counted 2382 registered CAF users inside and out
of the EU boardes.

From this research it can be seen, that for example, Italy uses CAF model in the whole State. Italy has
introduced the model in 2006 and today implications are that the culture is changing in public
administration toward the excellence in public sector.

Graph 1 gives a list of countries and the information about the advancement and the stagnancy of CAF
usage in 2003, 2005 and 2011. The big step ahead is done by Hungary that started using CAF in 2003.
And in 2005 had less than ten organization using the model. But in 2011 Hungary grew to 88
registered public administrations using CAF. The research also showed some countries have
abandoned using CAF model such as Estonia, France, Ireland, Luxemburg and Malta. To detect the
problem why those countries stopped using the CAF model needs to be enclosed by another research.

Some countries indicate tendency of lesser CAF model usage due to observed year and others show
significant progression. It’s interesting that CAF model is developed for EU members public
administration but the practice shows its popularity in countries outside the EU such as Bosnia and
Herzegovina, Dominican Republic, Norway and Switzerland (Graph 1).

® Ibid, pg. 16.
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Graph 1: Comparison of the presence of the countries between the CAF studies 2003, 2005 and 20117

This research includes 27 countries. Graph 2 shows the number of public organizations per country
that have completed survey. Hungary gave feedback from 88 public organization using CAF. This is
the biggest response per country. In Poland 61 public organization completed survey, Italy 44 and
United Kingdom only one public organization. Croatia has implemented CAF model in the city of
Vukovar and is the only example of public organization using the model.

7 European Institute of Public Administration, Staes,P., Thijs,N., Stoffels, A. and Geldof, S.: Five years of CAF
2006: From Adolescence to Maturity- What Next, pg. 54.
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Graph 2: Replies per country for the CAF study 2011°

Due to organization structure, CAF model is most often used in public organization on the local and
central level of government while lesser on regional level and nonprofit sector. Graph 3 shows the
type of organization and its level in which the model is most often used.
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Graph 3: Level of govemment”

Analysing the type of administration 47.4% of local or regional organization use CAF model and then
territorial units of a ministry/department and other state authorities.

8 European Institute of Public Administration, Staes,P., Thijs,N., Stoffels, A. and Geldof, S.: Five
years of CAF 2006: From Adolescence to Maturity- What Next, pg. 57
° European Institute of Public Administration, Staes,P., Thijs,N., Stoffels, A. and Geldof, S.: Five
years of CAF 2006: From Adolescence to Maturity- What Next, pg. 58
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Graph 4: Type of administration™’

The conducted reaserch shows possibility of using CAF model, besides in public administration, also
in diverse sectors like education, taxes and customs, police and other (Graph 5).
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Graph 5: Sector of activity"

Concerning the question of initiative to use the CAF model in more than 70% of organization, top
management took this initiative. A devastating fact is revealed that in 54% of organization elected
representatives (politicians) consider using CAF unnecessary (graph 6).

This information can be interconnected with the next question if the implementation of CAF model is
mandatory in some countries (graph 7). Only in 3.9% of organization using the CAF model was
mandatory by law. In over than 50% the use of CAF was mandatory by top management decision.
Only 4.9% of organization said that implementation was a political decision.

 Jbid, pg. 59
" Ibid, pg. 60
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Graph 6: Who took the initiative to use the CAF or TQM"?
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Graph 7: CAF is mandatory by...”’
In 66% of the organization told the main reason for implementing the self-assessment process an

aspiration for identifying organization strengths and areas of improvement (graph 8). Around 50%
emphasized increase in organization performance.

2 Ibid, pg. 66
B1bid, pg. 65
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Graph 8: Reasons for using the CAF"?
All information collected with conducted research give a clear picture of model popularity and show a
need for its use and expansion. Using the model in one public organization cannot impact on changing
the culture. Therefore model must be used in more than one or two public organization to start a
process of changing toward excellence.

3. COMPARATIVE ANALYSE OF CAF MODEL REVISIONS

CAF model of excellence in public sector has few revisions since the its launching day. The most
important revision was done in 2006 and the last revision was done this year. The last one brought
smaller changes regarding CAF 2006.

Main model preferences remained the same as 2006. The version of CAF model 2006 was improved
in certain areas. The main attribution of CAF 2013 was better defining and clarification of certain
criteria and sub-criteria. The biggest improvement was done regarding the fifth “Enablers” criterion
concerning organization processes. Two criteria from 2006 model where joined together and one new
criterion was implemented.

First sub-criterion in CAF 2006 explains the need for identification, designing, managing and
improvement of processes. This criterion was upgraded in CAF 2013 in a way that the continuous
improvement concept was replaced with the continuous innovation process including stakeholders in
the whole process (Figure 1).

This is an logical upgrade of CAF model if we give a look this from the side of theory X and theory Y.
According to theory X the employees are persons who are interested only for their paycheck,
unreliable and not enough devoted. According to theory Y the view on the employees is totally
opposite, they are responsible grown-ups willing to work, continuously develop and contribute to the
organization.

Taking into consideration a demand for process innovation, public organization need people defined in
theory Y and theory X is unacceptable. Changing the working culture in public organization today is
not optional it is highly needed to make progress. Among majority employees working in public sector
it is generally accepted the mentality of inertia, not coming to work on time, high rate of sick-leave
and other because of the attitude: “I can, [ work in a public service.” This has to change and this
change will be hard and graduate. According to Covey, 21* Century is the period of intellectual

“ Ibid, Pg.67
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worker so a new trend toward new economy has started. The change must start today and it is needed
to assure our society competitive strengths in a highly competitive market.
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'’ European Institute of Public Administration (2013) CAF 2013 Improving Public Organisations through Self-

Assessment, pg. 77-78
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The next significant change was done at the eight result criterion regarding its definition. CAF 2013
makes a clear definition of this criterion that is significant to public sector. In CAF 2006 the eight
criterion was called Society results and it was more past oriented. This criterion looked what society
has already accomplished without thinking what really wants to achieve in the future. There was no
clear vision of this criterion in the future, but with the CAF 2013 this has significantly changed. The
same criterion was called “Social responsibility results” and its more future oriented looking what the
organization is achieving (continuously) today to influence changes in society tomorrow. Sub-criterion
8.1 and 8.2 are oriented on measurement perception and performance. Eight and sixth criterion is
interconnected with the External Feedback Procedure created in 2010. This procedure measures the
level of organization maturity and was built on a demand of organization about the aspiration to see
how well are they doing in a sense of effectiveness and efficiency. With this feedback organization
discover where they really are, what have they done till today and what more is left to be done on a
way toward business excellence. This procedure is significantly stressed in CAF 2013. The research in
2011 showed that few organization use this Procedure in certain countries.. This procedure is expected
to be used more often in the future which can be seen in graph 9. “Graph 9 shows the interest in using
External Feedback Procedure scoring form 1 (not interested at all) to 7 (much interested). The score is
3,29 out of 7 which means that CAF users have not yet shown interest in the Procedure.”'® This can be
explained with the short period of new procedure existence that was created in 2010 and the research
was done just a year later. Also some countries are using the CAF model for a very short period so the
model is still in a phase of implementation and feedback cannot be measured.
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Graph 9: Interest for the CAF External Feedback Procedure in member States’’

1 European Institute of Public Administration, Staes,P., Thijs,N., Stoffels, A. and Geldof, S.: Five years of CAF
2006: From Adolescence to Maturity- What Next, pg. 46
17 .

Ibid, pg. 46
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Figure 2: Analysis of CAF 2006 structure versus CAF 2013 structure toward ,,Results“ critera i sub-criteria'®

4. CONCLUSION

Government that invests into efficiency and effectiveness of administrative machinery, produces
competitive employees that bring new value to public organization and overall productivity of the state
and its citizens. The vision of every government should be building an competitive administrative
machinery which can respond to current and future market demand and provide attractive
surroundings for its citizens.

The CAF model research from 2011 has shown that public organizations who really use this model are
beginning its transformation toward excellence. The change of business culture has started and they
build competitive service in which the final user (citizen) is satisfied. This is a two way relationship in
which public administration delivers its values to citizens and carry out its purpose and citizens have
benefits from service quality. In order for the model to be successful the organization has to have a
strong leadership oriented toward goal realization. At the same time stakeholders need to have a good
will to see the model in a holistic way and manage public organization to realize quality that leads to a
business excellence.
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