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2008 - 2011

2011 - 2015

Public Administration Reform Strategy
Vision of modern PA - "The PA we want"

2015 -2020

Croatian Government Programme
To increase investment in improving
the quality of public services

Public Administration Development
Strategy (and Plan)

, 1o manage the quality of public

| administration services, it is important that
the management and all employees in the
public administration introduce, accept and
use a set of tools and mechanisms
according to existing quality management
standards and instruments.”

Based on a conducted analysis and
specificities of Croatian PA:
CAF (Common Assessment Framework)

Operational Programme under the

2023 —

Guidelines for Quality Management in PA

LAppointed Heads of Quality Management
in PABS acquire the necessary
competencies and use of digital tool
(repository) eSUK (https://kvaliteta.gov.hr)

,Investment for Growth and Jobs“ goal (EU , in the implementation, maintenance and

2020 Strategy) for Croatia:

,Basic elements of the QMS presented in the
PA Strategy by tackling particular areas of
public administration; still current framework
is underdeveloped and in order to become an
effective PA tool, needs to be further
upgraded.”

2018 - 2023

improvement of QMS.”

2022 - 2027

Implementation of ESF project
,<Jmplementating Quality Management
System in Croatian PA”

[
»

National Public Administration
Development Plan

LT system eSUK for QM and
implementation methodologies for process
mapping/optimization/standardization will
lead to an optimal process model for the
performance of similar services and tasks of
PABs to achieve costs optimization,
reliability of service provision and,
ultimately, more satisfied users.”
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CAF criterion 2: Strategy and planning/sub-criterion 2.3: Communicate,
implement and review strategies and plans - QMS

I ENABLERS I RESULTS
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INNOVATION AND LEARNING

» CAF 2020 adjusted for Croatian model: ZOP 2020
implemented QMS - Sub-criterion 2.3. Quality Management

System

» ESF project .Implementing Quality Management System in

Croatian PA” (2018 - 2023) as a unique concept/frame never

exist before in Croatian PA:
» defined new methodologies based on CAF 2020:
a) Quality Management Methodology
b) Process Mapping/Optimization/Standardization
Methodology
> developed digital tool (repository) eSUK
» developed trainings on QMS implementing for public

servants (PABs)


https://mpudt.gov.hr/UserDocsImages/dokumenti/Projekti/EU%20projekti/CAF2020_zajednicki%20okvir%20za%20procjenu_HR.pdf
https://mpudt.gov.hr/highlights/projects/eu-projects/projects-archive-27444/introduction-of-a-quality-management-system-in-the-public-administration-of-the-republic-of-croatia/25411
https://mpudt.gov.hr/highlights/projects/eu-projects/projects-archive-27444/introduction-of-a-quality-management-system-in-the-public-administration-of-the-republic-of-croatia/25411
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CAF criterion 4: Partnership and resources/Sub-criterion 4.5. Technology
- digital tool (repository) eSUK

ENABLERS RESULTS

- . — > digital tool (repository) eSUK

—
-
i

« eSUK training environment

(https://kvaliteta-edu.gov.hr/)

« eSUK real/production environment

(https://kvaliteta.gov.hr/)

> environments are identical

-
-

INNOVATION AND LEARNING

» all users have data view/data search permission

(benchlearning/benchmarking)


https://kvaliteta-edu.gov.hr/
https://kvaliteta.gov.hr/
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» digital tool (repository) eSUK homepage (https://kvaliteta.gov.hr/)
> currently digital tool use 164 PABs and some 800 users (public servants)



https://kvaliteta.gov.hr/
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CAF Criterion 4: Partnership and resources/sub-criterion 4.4 Manage
information and knowledge - Reports

ENABLERS RESULTS

P ——— » comparable statistics on mapped/optimized/standardized

processes in this repository and self-assessment results for
Fq Fq all PABs using repository
I I » generated directly in repository by selecting the required

INNOVATION AND LEARNING

parameters
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CAF Criterion 5: Processes

ENABLERS RESULTS
- e ———————————— » CAF 2020 adjusted for Croatian model: ZOP
2020
* Sub-criterion 5.1. Identifying,
documenting, implementing and

maintaining processes

e Sub-criterion 5.2. Monitoring, analyzing

and continuously improving processes

INNOVATION AND LEARNING

e  Sub-criterion 5.3. Work processes
» digital solution for process documentation,
mapping, optimization and standardization in

one place


https://mpudt.gov.hr/UserDocsImages/dokumenti/Projekti/EU%20projekti/CAF2020_zajednicki%20okvir%20za%20procjenu_HR.pdf
https://mpudt.gov.hr/UserDocsImages/dokumenti/Projekti/EU%20projekti/CAF2020_zajednicki%20okvir%20za%20procjenu_HR.pdf
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» list of all PAB’s processes mapped in digital repository eSUK
« currently 2.700 mapped processes in catalogue
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CAF Criterion 4: Partnership and resources/sub-criterion 4.4 Manage
information and knowledge - Documents

ENABLERS RESULTS

-
S—

» documents of PABs uploaded in digital
repository - knowledge management base

» strategies, plans, reports, programmes... on
PAB level

]
——
-

INNOVATION AND LEARNING
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» only authorized users from chosen PAB have editing/changing data permissions
> all users have data view/data search permission (benchlearning/benchmarking)
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> training on how to build data base for their PAB in digital repository (knowledge management)
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Process list

B <z

Name Process type Responsible organizational unit Created Updated Status
= = = =
Resolving requests for acquiring ownership rights to real estate in the territory of the Directorate for CiviL, Co <l and Administrative Law (Real Rights
irectorate for Civil, Commercial and Administrative Law (Real Ri
Republic of Croatia when the acquirers are foreign legal entities and individuals - Making Fundamental T ¢ g 25.05.2021. 26052021 IN WORK
decisions

Human resource management - Conducting training Supporting Civil Service Administration 21.04.2021. 28.04.2021. IN WORK
Human Resources Management - Conducting the Recruitment Process Supporting Civil Service Administration 21.04.2021. 28.04.2021. IN WORK

Risk and compliance management (legality) - Implementation of the register creation ) - - -
- - Managing All sectors 21.04.2021. 15.10.2021. IN WORK

procedurs

> training on process mapping and optimization for their PAB (building of process catalogue in digital repository) in 3 steps:

1 (a&b) editing basic process data directly in repository
2. filling and uploading textual form of process description (in formats .doc/.docx) with subprocesses

3. drawing process using BPMN standard (elements) for process modelling in open source platform Camunda,

integrated in digital repository
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1b

» additional process data
» possibility to link with related processes mapped in digital repository
» tobe - linking with Service and business catalogue, as well as with other government
digital solutions in “state cloud” (interoperability) - i. e. Human Resource Management
platform, Public official documents central catalogue of PA...
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CAF Criterion 9: Key Performance Results/Sub-criterion 9.2: Internal
results - level of efficiency - Self-assessment

» CAF 2020 adjusted for Croatian model: ZOP
EMNABLERS RESULTS

e Sub-criterion 9.1. Monitoring and measuring
external results, i.e. outputs and value created
for the public

e Sub-criterion 9.2. Monitoring and measuring
internal results, i.e. levels of effectiveness and

efficiency

*  Sub-criterion 9.3. Internal assessment of the quality

INNOVATION AND LEARNING

management system
e 20 self-assessments of PAB’s conducted since the end of

the project


https://mpudt.gov.hr/UserDocsImages/dokumenti/Projekti/EU%20projekti/CAF2020_zajednicki%20okvir%20za%20procjenu_HR.pdf
https://mpudt.gov.hr/UserDocsImages/dokumenti/Projekti/EU%20projekti/CAF2020_zajednicki%20okvir%20za%20procjenu_HR.pdf
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» Training on:
* Initiation - starting a new self-assessment
» Assessing - conduct of self-assessment
* Final report — avaliable only for users of PAB

» Assessment results — available for all users of digital repository
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> PDCA
> numerical estimate based on
available evidences
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» Strengths, Parts to improve, Suggestions for improvement
» for evidences on Trends and Target values — numerical estimate
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> visualisation of self-assessment report with criteria and subcriteria (enablers and results):
v if numerical estimate was made
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Digital tool eSUK as an innovation
> representative example of CAF 2020 implementation and QM/PM digitalization of PA

» on the same platform:
* business process mapping
« knowledge management/knowledge sharing (benchmarking/benlearning)
QM self-assessment and coresponding documents

» efficient and free tool developed for implementing QM in PA

> linking with related processes and Service and Business Catalogue:
* result:
v' administrative burden reduction in providing PA services to citizens and business entities

v' more effective decision-making on investment of PA in further digitalization of public
services
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Lessons learned

> implementing new concept (QM/PM) is very challenging, especially in paralel with
introduction of digital solution

» looking back now, it would have been much easier for us if we had:

* legislative framework form start that explicitly imposes obligation for
implementing QM in PA with implementation standards

 due to COVID-19 pandemic, more adjustment time in tackling with digital
competencies of public servants
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Key recommendations

» tohave in mind value-added impacts on the policies on national level and how this solution fits in and
contributes to the “big picture”

> to use of digital tools (i. e. One Drive, Zoom, Teams) for building a network of key stakeholders (users
of QM, line managers, process owners).

> toimplement QMS using digital tool(s) for knowledge management.



