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Foreword

At the end of the 1990s, quality
management became an
important issue for the public
sector in the European Union.
In order to coordinate their
efforts and to start up a common
European learning process, the EU
Ministers responsible for public administration invited
their Directors-General (DG) to promote exchanges
and cooperation between the EU Member States and
to develop common instruments in the field of quality
management. It was clear that there was a great need
for European initiatives of this kind.

A first product of the cooperation among EU national
experts was presented: the Common Assessment
Framework (CAF), a real common European quality
management instrument for the public sector,
developed by the public sector.

The CAF is a total quality management tool developed
by the public sector for the public sector, inspired by
the Excellence Model of the European Foundation
for Quality Management (EFQM°®). It 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
organisation performance analysis.

Public organisations invested a lot of efforts in using
the CAF and many of them wanted to know if they
were doing well, and wanted to learn about their
CAF practice. They started to look for feedback, for
recognition. Was their process of self-assessment done
well? Did their improvement plan effectively reflect
the conclusions of the self-assessment and had they
taken the first steps on their journey for total quality
management? How could they show this internally and
externally?

Based upon their demand, reflection began on an
external feedback scheme for CAF Users. As for the
CAF itself, this was done in the spirit of European
collaboration and developed in consensus between
the different Member States. The core of the CAF
External feedback Procedure is the feedback given by

peers or experts on three main issues (later called the
‘pillars’): the self-assessment process; the improvement
planning; and the start of the journey amongst the 8
principles of excellence, the guiding principles towards
an excellent organisation. This feedback constitutes
the real added value of the CAF External Feedback
Procedure. The peers and experts - called External
Feedback Actors — will enter into dialogue with the
different stakeholders of the organisation regarding the
implementation of CAF give comments and formulate
advice for the future. They will motivate the CAF Users
to continue their efforts to further develop quality in all
its aspects. To conclude their remarks, they will at the
end of the procedure decide if the organisation has
used CAF in an effective way and whether it deserves
the Effective CAF User Label for the coming two years.

Many actual and potential CAF users have already
shown their interest in the CAF External Feedback
and the ‘CAF Label’. Both these new CAF related
instruments constitute an extra stimulus to start using
the CAF or to continue its use as part of the strategy for
continuous improvement. A new impetus for the use
of CAF is given and a growing number of CAF Users is
expected for the future. Each Member State will have
the responsibility to put the new system into practice,
taking into account its own specificities. Yet, as they
will follow common European guidelines, the Effective
CAF User Label will have a clear European dimension. It
creates an additional way to bring European CAF Users
together, to exchange their practices and to raise the
level of quality development once again.

The new CAF External Feedback Procedure was
elaborated based upon the results of a number of pilot
processes and in strong collaboration between the CAF
National Correspondents Network within IPSG. Special
thanks go in particular to the project group working
on the procedure, composed of Belgium (Jean-Marc
Dochot), Denmark (Mads Biering Sorensen & Hanne
Dorthe Sorensen), ltaly (Sabina Bellotti, Massimo
Tronci & ltalo Benedini), Slovenia (Gordana Zurga)
and the European Institute of Public Administration
— EIPA (Patrick Staes, Nick Thijs & Ann Stoffels), and
supported by EFQM (Samuli Pruikkonen, Celal Seckin,
Carla Guerra). They all worked together in the spirit
of the common European interest and the conviction
that their work will constitute a next step in the further
development of a qualitative public sector in Europe.






Executive Summary

The CAF External Feedback Procedure - which
provides external feedback on the assessment that
has taken place with CAF - aims to further support
CAF users in their journey towards quality.

1. The CAF External Feedback Procedure

To enable public sector organisations applying
CAF to see the results of their efforts and to obtain
feedback, the CAF External Feedback Procedure
provides external feedback on the introduction of
total quality management with CAF. This feedback
relates not only to the self assessment process, but
also to the way forward chosen by organisations
in order to attain excellence in the long run, and is
based upon the principles of excellence.

The objectives of the CAF External Feedback Procedure
The CAF External Feedback aims to achieve the
following objectives:

1. Support the quality of the CAF implementation
and its impact on the organisation.

2. Find out if the organisation is installing TQM
values as the result of the CAF application.

3. Support and renew enthusiasm in the
organisation for continuous improvement.

4. Promote peer review and bench learning.

5. Reward organisations that have started the
journey towards continuous improvement to
achieve excellence in an effective way, without
judging their obtained level of excellence.

6. Facilitate the participation of CAF users in the
EFQM® Levels of Excellence.

To that end, the CAF External Feedback Procedure is
built upon three pillars.

CAF External Feedback

Pillar 1 Pillar 2 Pillar 3
The process of

self-assessment

The TQM
Maturity of the
organisation

The process of
improvement actions

Steps 1-6 in the
10 step plan

Steps 7-9 in the
10 step plan

Questionnaire 1
(Appendix 1.1)

Questionnaire 3
(Appendix 1.3)

Questionnaire 2
(Appendix 1.2)

Pillar 1: The process of self-assessment
1 The quality of the self-assessment
serves as a basis for the success of future
improvements. In the first pillar of the CAF
External Feedback, the quality of the self assessment
process is central. The CAF External Feedback Actors
will look at the ability of the organisation to make an
effective and well-planned self-assessment and will not
be looking at the validation of the scores given in the

CAF self assessment.
2 The next important element in an
effective  CAF  implementation is
acting upon the results from the self assessment.
Suggestions for improvement need to be prioritised
and translated into an improvement plan that will
be carried out within a maximum timeframe of
two years. In this second pillar of the CAF External
Feedback Procedure, the Actors will look into the
planning procedures adopted and the process
followed for the implementation but they will not
assess the results of the improvement actions.

Pillar 2: The process of improvement
actions



Pillar 3: The TQM maturity of the
3 organisation (the broader scope of
excellence)

One of the aims of the CAF model is to
guide public sector organisations closer towards the
important values of Total Quality Management. By
applying the CAF model, these values should - over
time — become part of the culture of the organisation.
The questionnaire for TQM Assessment Maturity is
therefore based on the eight fundamental Principles
of Excellence. The evaluation concerns the maturity
level achieved by the organisation as a result of the
self-assessment and the improvement process.

2. The functioning of the CAF External Feedback
Procedure

2.1 Implementation of CAF External Feedback of
national level

The CAF ‘National Organiser’ is appointed at national
level to be in charge of the implementation of the
CAF External Feedback in the country. The National
Organiser selects a core group of CAF External
Feedback Actors (the evaluators). The underlying
principle of the CAF External Feedback is that
organisations can make use of it at minimum costs.

General common guidelines for the CAF External
Feedback are described in this brochure. By following
these guidelines, Member States will be able to
guarantee that the CAF External Feedback processes
are organised in a qualitative way and that - as a
consequence - the ‘Effective CAF User’ label enjoys
a high standard across the European Union.

2.2.The role of the European CAF Resource Centre
Besides managing the CAF database, the European
CAF Resource Centre in EIPA Maastricht supports the
Member States in the implementation of the CAF
External Feedback Procedure through a number of
initiatives: promoting the CAF External Feedback
at European level, introducing the National CAF
Correspondents to this procedure, offering a
common European training scheme for CAF External
Feedback Actors, coordinating support for Member
States that do not have a National Organiser and
organising the CAF External Feedback Procedure for
non EU members and European institutions.

Executive Summary

2.3 Application by CAF users

Each public organisation using CAF can apply for

the CAF External Feedback under the following two

conditions:

1. The application should be made between 6 and 12
months after the CAF self-assessment has taken
place and the self-assessment report has been
concluded and delivered.

2. The organisation registers, or is registered, as a
CAF user in the online European Database of CAF
users, hosted by EIPA.

The applicant organisation will then go through
the different phases of the CAF External Feedback
Procedure:

Phase 1: the application

Phase 2: the process of providing feedback

Phase 3: the final decision and awarding of the
Effective CAF User label

3. Roles, tasks and profile of the CAF External
Feedback Actors

The CAF External Feedback Actors play a crucial role
in the CAF External Feedback Procedure. The main
tasks of the CAF External Feedback Actors are to:

1. analyse the implementation of CAF through
a process of self-assessment and improvement
actions and analyse whether the organisation is
implementing TQM values;

2. provide feedback and suggestions on strengths
and areas of improvement regarding the process
of CAF implementation;

3. support and renew enthusiasm in the organisation
to work with holistic quality development and
self assessment with the CAF Model.

A CAF External Feedback Actor requires a balance
of personal and professional skills, coupled with a
commitment to timely and appropriate conduct.
The CAF External Feedback Actor must have
participated in the European or national training
course to become a CAF External Feedback Actor.

Conclusion

The CAF External Feedback Procedure adds value
to the use of the CAF and to its users. Public sector
organisations will want to see the results of all their
efforts and they require feedback about their efforts.
This CAF External Feedback by peers and experts
will help organisations take the next steps on their
quality management journey towards making their
efforts visible both internally and externally.



PART 1:
The CAF External Feedback

1. Effective use of the CAF model

The use of the CAF model provides an organisation
with a powerful framework to initiate a process of
continuous improvement. The CAF provides:

« an assessment based on evidence, against a set
of criteria which has become widely accepted
across the public sector in Europe;

« opportunities to identify progress and
outstanding levels of achievement;

+ ameans to achieve consistency of direction and
consensus on what needs to be done to improve
an organisation;

+ alink between the different results to be achieved
and supportive practices or enablers;

« ameans to create enthusiasm among employees
by involving them in the improvement process;

« opportunities to promote and share good
practice within different areas of an organisation
and with other organisations;

+ a means to integrate various quality initiatives
into normal business operations;

« ameans of measuring progress over time through
periodic self-assessment.

The CAF External Feedback has been created to

further support organisations in using the CAF

most effectively in their future quality management
journey and to exploit to the maximum the features
as described above. The three main reasons why it is
important to use the CAF effectively and to receive
feedback on this are the following:

Reason 1: Success of the CAF depends on the way
in which itis applied

As described in the CAF brochure, the guidelines
for implementing the CAF in an organisation are
not strict rules and regulations to be followed, but
are to be regarded as recommended steps based
on experience and successful applications during
10 years of working with the CAF. A successful
implementation of the CAF strongly depends
on the way in which the CAF model is used in an
organisation. It can be useful for organisations
receiving feedback on its usage to further improve
their effectiveness in the future.

Reason 2: Working with CAF also means launching
improvement actions

Applying the CAF model in an effective way not
only means carrying out a self-assessment, but also
involves creating an improvement plan and carrying
outtheactionsinthis plan.Receiving feedback on this



plan and how it has been implemented can be one
important way in which the CAF External Feedback
Procedure can provide added value. Another
important reason is the motivational aspect. As
experience in many projects has shown, motivation
and dynamics are usually quite high in organisations
when starting the improvement plan. The challenge,
however, is to continue these efforts. The external
feedback can therefore help organisations keep up
the momentum and avoid losing their motivation or
dynamics.

Reason 3: Excellence is the beginning and the end
of the CAF

The eight principles of excellence form the basis of
the CAF model (as described in the previous part).
Organisations that are starting to implement the
CAF have the ambition to grow towards excellence in
their performance and have introduced this culture
of excellence in the organisation. Effective use of the
CAF should, in time, lead to the further development
of this type of culture and thinking within the
organisation. Receiving feedback on this can help
organisations develop this culture in future.

These three reasons form the drivers behind the CAF
External Feedback Procedure.

The background and main features of the CAF
External Feedback Procedure, its aims, objectives
and underlying principles, will be described in this
brochure.

2. The demand for external feedback

Public Sector organisations, which implement the
CAF quality management system, will want to see
the results of all their efforts and look for external
feedback. This external feedback by peers and
experts in TQM would provide such organisations
with a clearer insight into what had been done, as
well as opening up new perspectives for work on
quality in the future. Furthermore, to make their
successful efforts visible internally and externally, a
Label of ‘Effective CAF User’ will be awarded to those
organisations who use the CAF effectively.

PART 1: The CAF External Feedback

3. The objectives of the CAF External Feedback

The CAF External Feedback has several important
objectives:

+ Support the quality of the CAF implementation
and its impact on the organisation.
The CAF model was launched as an instrument
for  self-assessment and  organisational
development. The CAF External Feedback
provides organisations with the possibility to
receive feedback on their CAF application and
the quality journey launched in the organisation.

« Find out if the organisation is installing TQM
values as the result of the CAF application.
The CAF is based on a number of TQM values.
Application of the CAF model should enable
these values to become part of the organisation’s
culture. Working with the CAF forces organisations
to focus on certain important elements of
TQM and makes them aware of the necessity to
incorporate these values into the day to day
running of the organisation.

« Support and renew enthusiasm in the
organisation for continuous improvement.
One important element in a good CAF self-
assessment is the creation and implementation of
an improvement plan. It is difficult for
organisations to maintain the pace of change
over a longer period of time. Many organisations
pay less attention and lose track after a while.
To keep their attention focused on improvements,
the organisation receives external feedback at a
perfect time to see if the organisation is still
working on its improvements as planned.

« Promote peer review and bench learning.

One of the primary aims of the CAF is to help
organisations learn from one another. The CAF
External Feedback provides a new opportunity
to learn from other organisations and to receive
useful feedback from experienced users,
colleagues and peers who have been through the
same process and faced the same difficulties.

+ Reward organisations that have started the
journey towards continuous improvement to
achieve excellence in an effective way, without
judging their obtained level of excellence.

The CAF provides many organisations with a
starting point for working on quality in a
structured manner. The CAF External Feedback
aims at stimulating organisations who have taken
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this path towards quality. The procedure recognises
the attempts the organisation makes, the direction
it has chosen and the way in which this is
undertaken.

Facilitate the participation of CAF users in the
EFQM® Levels of Excellence, thus providing a
bridge to the Committed to Excellence
programme, since organisations that have been
awarded the ECU label can demonstrate that
they have carried out a reliable self-assessment
and that they possess an effective action plan.
(The feedback report which confirms the effective
use of CAF will mention the possibility of applying
for EFQM © Levels of Excellence, including R4E).

The principles of the CAF External Feedback
Procedure

The six general principles underpinning the CAF
External Feedback Procedure are:

1.

The CAF External Feedback Procedure is a
common  European framework, to be
implemented according to the national contexts
on a voluntary basis.

The CAF External Feedback Procedure promotes
feedback of the implementation of CAF and its
effects on the organisation.

3. This feedback is given by peers and/or external
experts.

4. The CAF External Feedback Procedure leads to
the label of Effective CAF User which will be valid
for two years.

5. The CAF External Feedback Procedure is built
upon three pillars:

- the process of self-assessment

- the process of improvement actions

+ the TQM maturity of the organisation
(the broader scope of excellence)

6. The decision and responsibility for implementing
the CAF External Feedback Procedure at a national
level belongs to each Member State. The national
CAF correspondents are invited to cooperate
with the European CAF Resource Centre at EIPA
and the national EFQM contacts if needed.

5. The three pillars of the CAF External Feedback:
ambitions and philosophy

The CAF External Feedback is built upon three pillars.
These pillars are elaborated in detail in the next part of
this brochure and also in the various questionnaires
and scoring guides contained in the appendix.

The main features of the pillars are described below.

CAF External Feedback
Pillar 1 Pillar 2 Pillar 3
The process of The process of The TOM
self-assessment improvement actions Maturity of the
organisation
Steps 1-6 in the Steps 7-9in the
10 step plan 10 step plan
Questionnaire 1 Questionnaire 2 Questionnaire 3

(Appendix 1.1) (Appendix 1.2) (Appendix 1.3)



Pillar 1: The process of self-assessment

1 The quality of the self-assessment

serves as a basis for the success of future
improvements. In the first pillar of the CAF External
Feedback, the quality of the self-assessment process
is central. In order to obtain an in-depth look at the
quality of the process, steps 1-6 of the 10-step process
(as described in the CAF 2013 guidelines) will be
analysed. A questionnaire has been developed for the
assessment of these different steps. The questionnaire
covers the six steps and is not meant for validating the
scores given in the CAF self-assessment.

All these steps are translated into specific actions.
Here we present the different actions defined for
step 1 of the self-assessment process. For a detailed
description of all the steps, see Appendix 1.1
The self-assessment process questionnaire.

Self-assessment process Pillar 1

Step 1:
Decide how to organise and plan the self-assessment
(SA).

1.1 Assure the commitment and ownership of the
management for launching the process.

1.2 Assure a clear management decision regarding
completion of the SA in consultation with the
organisation, the scope of the SA (SA covers
the whole organisation or only parts/units/
departments...) and the overall objective of the SA.

1.3 Define the framework for SA process and the
following actions, and plan the SA activities.

Appoint an SA process leader with a high level
of knowledge of the organisation or form an SA
Committee headed by the SA process leader.

1.5 Define the scoring panel to be used.

1.6 Allocate resources for SA and define how to
prioritise the distribution of resources.

The CAF Model >> Enablers >> Criterion 1: Leadership

Steps in Pillar 1

Step 1: Decide how to organise and plan the
self-assessment (SA).

Step 2: Communicate the self-assessment project.

Step 3: Create a self-assessment group or groups.

Step 4: Organise training.

Step 5:  Perform the self-assessment.

Step 6: Prepare a report describing the results of

self-assessment.

Scoring of the organisation is based on clear and
simple evaluation scales.

The scheme recognises the ability to make an
effective and well-planned self-assessment that
increases the organisation’s understanding of
the fundamental principles required to become
excellent. The evaluation scale has five levels:

1 The activities have been carried out in a very limited
way.
The activities have been carried out in a limited way.

3 The activities have been carried out in an acceptable
way.

4 The activities have been carried out in a satisfying
(satisfactory) way.

5 The activities have been carried out in an
outstanding way.

This evaluation scale has been detailed for each
action in phrases, defining the interpretation of the
real situation of the organisation with regard to the
specific theme.

For a further explanation of the scoring and its use,
please refer to the Scoring Guide (Appendix 2, sections
2.1 and 3.1).

Step 1: Decide how to organise and plan the self-assessment (SA).

Action 1.1 Assure commitment and ownership of the management for launching the process.

1 2 3

There is no
evidence of
commitment and
ownership of the
management.

There is some
evidence of
commitment of
the management
for launching

the process, but
limited to some
of the managers
involved.

of commitment

for launching the
process.

There is evidence

and ownership of
the management

4 5

There is clear evidence of
commitment and ownership
of the management for
launching the process,
acting as guide and sponsor,
and communicating the
targets and advantages.

There is strong evidence of
commitment and ownership
of all the management
involved for launching the
process, acting as guide and
sponsor, communicating the
objectives and advantages
and participating in the
project definition.



The CAF Model >> Enablers >> Criterion 1: Leadership

Pillar 2: The process of improvement

2 actions

A self-assessment and a good diagnosis based on
the CAF is one thing, but another important element
of an effective CAF implementation relates to doing
something with the results of the self-assessment.
Conclusions have to be prioritised and translated
into an improvement plan covering a (limited) list of
well-chosen actions to be carried out in a maximum
timeframe of two years. This second pillar of the CAF
External Feedback procedure focuses on this phase
of the CAF implementation and covers steps 7-9
of the 10-step process mentioned in the CAF 2013
guidelines. The steps all provide a detailed insight into
the improvement plan, the quality of this plan, and
how it is created, communicated and monitored.

The CAF External Feedback covers the planning and
the process of improvement and is not meant for
assessing the results of the improvement actions.

Steps in Pillar 2

Step 7: Draft an improvement plan, based on
the accepted self-assessment report.

Step 8 Communicate the improvement plan.

Step9: Implement the improvement plan.

Asin Pillar 1, all these steps are translated into specific
actions and are evaluated against the same five point
evaluation scale presented above. For a detailed
presentation of the different actions in all the steps
of Pillar 2, see Appendix 1.2 The improvement plan
questionnaire and the Scoring Guide (Appendix 2,
sections 2.1 and 3.1) for an in-depth explanation of
the scoring on this pillar.

Pillar 3: The TQM maturity of the
3 organisation (the broader scope of
excellence)

The third pillar of the CAF External Feedback focuses
on the eight Principles of Excellence and a shift in
focus towards these principles after applying the
CAF model.

The questionnaire for TQM Assessment Maturity is
based on these eight Principles of Excellence. All
eight principles must be checked by the organisation
as a first step in order to gain an understanding of
the TQM maturity within the organisation.

During the site visit, two Principles - as chosen by the
applicant - will be assessed in depth (one of which
must either be Results orientation or Customer
focus).

The evaluation team assesses the maturity level
achieved by the organisation as a result of the
self-assessment and action plan. Evaluation of
the TQM Maturity determines the extent to which
the organisation has succeeded in implementing
holistic quality development values through the
self-assessment and improvement process. The
aim is therefore not to assess the real results of the
improvement activities and the quality of these, but
to assess whether the self-assessment has stimulated
the introduction and development of a culture of
excellence within the organisation.

The evaluation scale has four levels:

0 = Initiation level has not been achieved
| = Initiation level
R = Realisation level

M = Maturity level

These different maturity levels are illustrated with
concrete statements for all eight principles. Here we
present criteria 3 on ‘Leadership and constancy of
purpose’ as an example. For a full description of all
the principles see Appendix 1.3 The TQM Maturity
questionnaire and the Scoring Guide (Appendix 2,
parts 2.2 and 3.2).



8. Social
responsibillty

7. Partnership
development

PART 1: The CAF External Feedback

1. Results
orientation

2. Citizen/
Customer focus

3. Leadership
and constancy

PRINCIPLES OF
EXCELLENCE

of purpose
6. Continuous 4. Management
innovation and of processes
improvement 5. People and facts
development and
involvement
Principle of excellence | 0 | = Initiation R = Realisation M = Maturity

3. Leadership and
constancy of purpose

Definition Initiation level | Leaders establish Leaders establish vision | Leaders demonstrate
has not been a clear mission and values. They drive | the capability to keep a
achieved. statement. and inspire people constancy of purpose in
towards excellence. a changing environment.
Examples Leaders provide the Leaders provide the Stakeholders are confident

organisation with a
well-defined mission
according to legislation
and regulation
requirements, whilst
taking into account
the stakeholders’
expectations.

organisation with the
definition of a mission,
vision and values and
share it with the people
in the organisation.

Managers at all

levels are focused on
bringing the mission,
vision and values into
practice.

about the constancy of
purpose and steadiness of
management.

Managers are perceived to
be role models.

The quality of
management has been
measured e.g. through
management assessment
or job satisfaction
measurements.




PART 2:
How the CAF External Feedback works

1. Implementation of CAF External Feedback at
national level

The Member States will consider and follow the general
common guidelines for the CAF External Feedback as
described in further detail in this part. By following
these guidelines, Member States will guarantee that
the CAF External Feedback Procedure is organised in
a qualitative way and that - as a consequence - the
‘Effective CAF User’ label enjoys a high standard across
the European Union. The concrete implementation of
the CAF External Feedback Procedure in the different
EU Member States will be their own responsibility and
depending on national circumstances.

The ‘National Organiser’ (NO) is appointed at national
level to be in charge of the implementation of the CAF
External Feedback in the country. The organisation in
charge depends on the national context and can be a
separate organisational unit at the ministry in charge
of public administration or at another organisation,
a separate organisation or others. Irrespective of
a concrete organisational solution, the National
Organiser must be recognisable and promoted as such.

The National Organiser selects a core group of CAF
External Feedback Actors (the evaluators providing
external feedback), organises training for them
at national and/or European level, distributes
the workload amongst them and evaluates their
functioning at regular times. The National Organiser
awards the Effective CAF User label, based on the
recommendations of the CAF External Feedback
Actors and informs the European CAF RC of the labels
awarded so that this information can be incorporated
in the European database. The underlying principle of
the CAF External Feedback is that organisations can
make use of it at minimum cost.

2. Therole of the European CAF Resource Centre

Besides managing the CAF database, the European
CAF Resource Centre at the European Institute of
Public Administration (EIPA) in Maastricht supports
the Member States in implementing the CAF External
Feedback Procedure through a number of initiatives:
promoting the CAF External Feedback at European
level, introducing the National CAF Correspondents
to this procedure and offering a common European



training scheme for CAF External Feedback Actors,
coordinating support for Member States that do not
have a National Organiser and organising the CAF
External Feedback Procedure for non EU members
and European institutions.

The network of National CAF Correspondents
regularly reports to the Directors-General of the
European Public Administration Network (EUPAN),
through the Innovative Public Services Group. In
order to play its coordinating role, the CAF Resource
Centre receives information from the Member
States about the National Organiser in the different
Member States.

3. Requirements to apply for the ‘Effective CAF
User’Label

Every public organisation using CAF - no matter
how many times it has undertaken a self-assessment
using the model - can apply for the CAF External
Feedback.

CAF User organisations that believe they have
done a good job in accordance with the model
and require expert feedback on the quality of their
CAF implementation within the organisation and
its effects on the organisation can apply for the
‘Effective CAF User label.

The eligibility criteria for an organisation to apply are:

1. The application should be made not before the

elapse of 6 months but not exceeding the
12 months after the CAF self-assessment has
taken place and the self-assessment report has
been concluded and delivered.
Working with the CAF implies carrying out a self-
assessment and launching concrete improvement
actions. In order to receive sufficient feedback
on this second part, the organisation needs time
to set up these improvements. Immediately after
the self-assessment, motivation and dynamics
are high resulting in the organisation to be willing
to implement any proposals put forward during
the self-assessment.

After a few months, some organisations could
enter a phase of reduced enthusiasm. This might
be a good moment for CAF External Feedback
Actors to come in and help maintain enthusiasm.

2. The second requirement is that the organisation
must register or be registered as a CAF User in
the online European database of CAF Users,
which is hosted by EIPA at caf.eipa.eu.

PART 2: How the CAF External Feedback works

The organisation can register itself or be registered
through a registration process at national level,
incorporated by the national CAF Correspondent
in the European database, depending on the
situation at national level. On the website of
the European CAF Resource Centre at EIPA
(www.eipa.eu/caf), the organisation can find the
location of the person or organisation responsible
for the CAF in their country.

Organisations meeting these two requirements may
apply for the Effective CAF User label.

The CAF External Feedback Procedure consists of
three phases to be undertaken by the organisation:
Phase 1: the application

Phase 2: the process of providing feedback

Phase 3: the final decision and awarding of the
Effective CAF User label

These phases are described in detail below.

4. The phases in the CAF External Feedback
Procedure

1 Phase 1: Application for the Effective
CAF User Label

In this first phase, preparations are made for the
actual feedback process. In this phase, the actors are
the applicant organisation on the one hand and the
National Organiser on the other hand.

Four different steps need to be taken in this phase.

Applicant PHASE 1 National
Organisation Organiser
STEP 1
Request > S o i package
52

Fill in documents -&)Check documents

| STEP 4
Start
Phase 2
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STEP 1 The candidate public organisation contacts
the National Organiser (NO) to request CAF External
Feedback. To that end, it submits the statement (see
Appendix 4) confirming its fulfilment of the two
requirements.

STEP 2 The National Organiser while confirming

receipt of application, will send a complete

information package and invites the applicant to

submit:

+ ashort presentation of the organisation;

« a brief description of the CAF self-assessment
process;

- the last self-assessment report(s) presented to
the management;

- the action plan(s) for implementation of
improvements.

STEP 3 The applicant completes the requested
information and returns it to the National Organiser
in order to proceed towards the actual CAF External
Feedback (Phase 2).

STEP 4 Once the required documents have been
received by the National Organiser, the applicant
organisation will receive a written acknowledgement,
thereby signalling that the feedback procedure
(Phase 2) could start.

2

Phase 2: Providing the Feedback

National PHASE 2 CAF Feedback
Organiser Actors
STEP 1
Designation of * = Emsmsssssssnnas )
CAF Feedback . Applicant
Acrors B .>
STEP 2
Send 3 _>
Questionaires
. Fill in STEP3 Analyse

Check h Questionaires ) Questionnares

documents
STEP 4
Prepare
site visit
STEP 5

Site visit (_’ Oral

Feedback
Start
Phase3) <&
STEP 6

Feedback
report & Recom-
mondation

After the applicant organisation has fulfilled all the
requirements in the first phase, the actual feedback
procedure is launched in Phase 2.

This phase consists of six major steps and involves
three different actors:

« the applicant organisation;

« the National Organiser; and

- the CAF External Feedback Actors.

These CAF External Feedback Actors are the persons
who will judge the CAF assessment and itsimpact on
the organisation and provide the organisation with
useful feedback.

STEP 1 The National Organiser will designate two
or more CAF External Feedback Actors which team
number depend on the type, size and complexity of
the applicant organisation.

The different aspects of the CAF External Feedback
Actors’'role are described in the next part.

STEP 2 The National Organiser informs the applicant
organisation of the CAF External Feedback Actors in
charge and sends the three CAF External Feedback
questionnaires. The applicant organisation is invited
to complete the three questionnaires based on its
own judgement and to submit them to the CAF
External Feedback Actors designated and/or to the
National Organiser (based on national context/
arrangements):

1. Questionnaire on the CAF self-assessment process;
2. Questionnaire on the improvement process;

3. Questionnaire on TQM Maturity.

STEP 3 The CAF External Feedback Actors will analyse
the questionnaires submitted by the organisation.

STEP 4 Preparation of site visit: The CAF External
Feedback Actors inform the organisation through
an introductory meeting, common seminars or
multimedia contacts on the main purpose of the
site visit, in order to align expectations and decide
upon the amount of documentation necessary and
which persons, institutions and groups the CAF
External Feedback Actors wish to have participate in
interviews and workshops during the site visit. Part
of this communication is to discuss the main themes
and challenges of particular importance during the
actual site visit. All participants in the CAF External
Feedback should be aware of what they need to do
to prepare for the site visit.

STEP 5 The site visit lasts a maximum of two days,
depending on the type, size and complexity of the
applicant organisation. The CAF External Feedback
Actors examine whether the organisation has
implemented the CAF model effectively:



1. They analyse the quality of the self-assessment
process, using the answers to the process
questionnaire as a starting point for discussions
(Steps 1 to 6 of the CAF guidelines) with different
participants of the SA process than the person(s)
who completed the questionnaire.

2. They then discuss the drafting, communication
and implementation of the improvement process,
based on the answers to the improvement plan
questionnaire (Steps 7 to 9 of the CAF guidelines),
with a number of people involved in this process.

3. In order to evaluate the extent to which a TQM
culture has been installed, different stakeholders
will beinterviewed, based upon the questionnaire
on TQM Maturity.

4. The CAF External Feedback Actors provide the
organisation with an initial verbal impression of
their findings.

STEP 6 Based on all the information gathered before
and during the site visit, the CAF External Feedback
Actors prepare a feedback report within one month.
The CAF External Feedback Actors submit this
report to the National Organiser together with a
recommendation as to whether or not the applicant
organisation qualifies for the label of an ‘Effective
CAF User’ (a template of the feedback report is shown
in Appendix 3).

3 Phase 3: Decision/Designation of the
CAF Label

Organiser

Step 1 final
decision

Applicant
Organisation

Send feedback
report
STEP 2

Send decision

.« Yes No STEP >

Send label

STep 4

Informs
the CAF
Resource
Centre

PART 2: How the CAF External Feedback works

STEP 1 The National Organiser makes the final
decision based on the report/recommendation of
the CAF External Feedback Actors.

STEP 2 The National Organiser will send the feedback
report together with the decision to the applicant
organisation.

The organisation cannot appeal against the decision.

STEP 3 In the case of a positive decision, the applicant
organisation receives the label ‘Effective CAF User’
in a timely manner.

STEP 4 The National Organiser informs the EIPA
CAF Resource Centre when an organisation has
been awarded the label. The CAF Resource Centre
publishes the information (receipt of the label and
date) in the online European database of CAF Users.

|Mame Organisation]

s EFFECTIVE

USER

Effective CAF User

EIPA Jok EUPAN

EFOME”

Remark 1:

The ‘Effective CAF User’ label expires after two years
and may be renewed after a new self-assessment
based on CAF, followed by a new application for the
label.

Remark 2:

If the organisation is not awarded the label of
‘Effective CAF user, it may apply again after
completing a new self assessment based on CAF.



PART 3:

The CAF External Feedback Actors

The CAF External Feedback Actors play a crucial role
in the CAF External Feedback. This part describes their
role and tasks. In addition, the required competences;
training; and Code of Conduct and behaviour are
explained.

1. Roles, tasks and profile

The main task of the CAF External Feedback Actors

in the Procedure is to:

« analyse the implementation of CAF through
the process of self-assessment and improvement
actions and analyse whether the organisation is
implementing TQM values;

« provide feedback and suggestions on strengths
and areas of improvement regarding the CAF
implementation process;

« supportandrenewenthusiasmintheorganisation
to work with holistic quality development and
self assessment with the CAF Model.

One of the goals of the CAF External Feedback is to
promote peer review and bench learning within the
European public administration. It is for this reason
that the CAF External Feedback Actors are peers from
within the public sector.

Being a CAF External Feedback Actor requires a
balance of personal and professional skills coupled
with a commitment to timely and appropriate
conduct. In order to conduct the CAF External
Feedback process competently, the CAF External
Feedback Actor needs to have a broad knowledge
and experience of management processes and
development and change processes within public
sector organisations. The CAF External Feedback
Actors can obtain the necessary competencies from
a variety of sources including work experience (e.g.
EFQM assessor), education and specialized training.

The CAF External Feedback Actor does not need to
have been a manager and trained as an EFQM asses-
sor or validator. The competencies achieved by such
training are however highly useful in the feedback
process. Instead, the CAF External Feedback Actor must
have participated in the European or national training
course required to become a CAF External Feedback
Actor (acknowledged by the National CAF Correspond-
ent). Highly experienced CAF Users in the public sec-
tor are part of the target group for participation in
the training courses for External Feedback Actors; this
promotes exchange between organisations and
increases knowledge within the organisations.



2. Competences needed to conduct the CAF
External Feedback

In order to fulfil the role described, CAF External
Feedback Actors need to possess some general
competences. Such competencies are:

Knowledge of

B ielie 2 e the CAF model

Social and CAF External

comminication TQM values

& principles

Feedback Actor
skills Competences

Practical CAF
experience

Public sector
knowledge

+ Understand the CAF Model and its internal
linkages.
This includes understanding the structure and
content of the CAF Model and the linkages
between and within results and enablers.

- Practical experience with CAF and/or other TQM
models as a framework for self-assessment and
quality improvements. The CAF External
Feedback Actor must have experience with
implementation of the CAF model and/or other
TQM models.

+ Understanding of the fundamental TQM
principles and values.
The CAF External Feedback Actor must have
a good understanding of the fundamental
values of TQM and how the values and principles
can be applied in practical quality development
in organisations.

- Demonstrate an understanding of different

public sector organisations and their varying
demands and needs.
The CAF External Feedback Actor must be able to
understand the different demands and needs
with regard to implementation of the self-
assessment process and the improvement
actions. The CAF External Feedback Actor does
not use the examples and procedures contained
within the CAF External Feedback material as a
checklist, but understands that the approaches
that are effective and appropriate in one
organisation can be insufficient in other public
organisations due to different values, leadership,
people and internal processes.

PART 3:The CAF External Feedback Actors

« Practice good interpersonal skills and effective
communication.
The main task of the CAF External Feedback Actor
is to provide precise and motivating feedback that
supports the organisation’s continuing dedication
to holistic and systematic quality development
through self-assessment.
The CAF External Feedback Actor should have
skills and competences to ensure that the CAF
External Feedback process is conducted in a way
which supports learning, collaboration and
dialogue. He/she must therefore be able to
communicate effectively in the context of the
specific type of institution and use non-abusive
language.

« Able to work in a team.
When approaching and working with the
applicant organisation within the context of
the CAF External Feedback, the CAF External
Feedback Actor must act in a collegial way,
sharing the workload and acting in a
complementary manner.

3. Training required

As the CAF External Feedback is a common European
initiative, the CAF External Feedback Actors need to
share the most important principles, aims, values
and methodologies of the Procedure. Training is
therefore provided at national level by the National
Organiser and/or the organisations responsible,
and at European level by the European CAF
Resource Centre at the European Institute of Public
Administration (EIPA) in Maastricht. A minimum
common core has been defined for this training. This
two-day training course consists of five parts, each of
them serving particular aims.

Part 1: The Common Assessment Framework
Goals: Presentation of the main features of the
Common Assessment Framework and the process of
its implementation.

Results: The CAF External Feedback Actors need to
know the specificities of the CAF model, the context
of public sector organisation and the different steps
for applying the CAF model as described in the CAF
guidelines.

Part 2: The CAF External Feedback: Philosophy and
System

Goals: The main features and pillars of the CAF
External Feedback Procedure are presented.
Results: The participants need to know the
background behind the need for a CAF External
Feedback Procedure, have an in-depth insight into
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the philosophy and ambitions of the system and
be able to translate these, via the main features and
pillars, to applicant organisations.

Part 3: How to Evaluate (applying the CAF External
Feedback)

Goals: Presentation of the detailed steps in the CAF
External Feedback Procedure.

Results: The participants know, understand and are
able to work with the different questionnaires and
scoring guides (theory). They know how to carry out
a sound document analysis and conduct the site visit.

Part 4: Code of Conduct and behaviour

Goals: Presentation of the Code of Conduct and
behaviour for the CAF External Feedback Actors.
Results: The Actors know their role as well as what to
do and how to behave.

Part 5: Reporting and giving feedback

Goals: Presentation on how to report and give
feedback.

Results: The CAF External Feedback actors are able
to provide feedback (orally and written) and report
in a professional and satisfying manner.

4. Code of Conduct and behaviour for the CAF
External Feedback Actors

The Code of Conduct is a common framework which
states the values and principles of the CAF External
Feedback and the requirements set for the conduct
of the CAF External Feedback Actors. At national level,
the national CAF Correspondent (and/or the National
Organiser) may describe additional principles and
requirements for the conduct of the CAF External
Feedback Actors.

The CAF External Feedback Actors must maintain
high standards of ethical behaviour, which means
that he/she must maintain independence, conduct
themselves in a courteous and respectful fashion,
perform their duties diligently, competently and in
a timely manner and maintain a personal position
which is free from conflicts of interest.

+ Independence
They must maintain sufficient independence
and always give appropriate, effective and correct
feedback to the applicant organisation. This
includes maintaining impartiality and guarding
against bias at all times.

Personal opportunity or gain

They must not have past or future ties (financial
or otherwise) with the applicant organisation,
which could influence the feedback and
validation process.

Conflict of interest

They must identify and avoid any actual, potential
or perceived conflict of interest with the applicant
organisation which may throw doubt about the
independence of the CAF External Feedback
Actors. Any identified conflicts of interest must
be brought to the attention of the National CAF
correspondent or delegated organisation, which
will act on the information.

A conflict of interest could, for example, be
the fact that the CAF External Feedback Actor
has been or is an employee of the organisation
or is employed by an organisation with a
conflicting interest towards that organisation.
Furthermore, a CAF External Feedback
Actor cannot participate in giving feedback to
organisations where he or she has participated in
the implementation of CAF (thereby validating
his/her own work).

Courtesy and respect

They must always conduct themselves in a
courteous and respectful fashion, e.g. by
responding promptly to requests for information,
being punctual and not engaging in activities,
which would bring the CAF External Feedback
Actor, CAF External Feedback process or the CAF
Model into disrepute.

Diligence
They must conduct themselves in a diligent,
competent and timely manner. If the role as CAF
External Feedback Actor cannot be carried out in
such a manner, the assignment should not be
taken on.

Confidentiality

Communication and the information gained
during the CAF External Feedback process is
confidential and may not be discussed or
divulged to third parties (except to the persons/
organisation responsible for awarding the
‘Effective CAF User’ label).

Positive attitude
To support/instil enthusiasm in the organisation.



Appendix 1.1

Questionnaire on Pillar 1
The self-assessment process questionnaire

CAF External Feedback
Pillar 1 Pillar 2 Pillar 3
The process of The process of The TOM
self-assessment improvement actions Maturity of the

Steps 1-6 in the
10 step plan

Questionnaire 1
(Appendix 1.1)

Reference

The reference of the questionnaire is the ‘Ten steps to
improve an organisation with CAF’ as defined. in the
chapter entitled ‘Guidelines to improving organisations
using CAF’ of the CAF 2013. The activities of each
step have been adjusted and expanded to take into
consideration the lessons learned from the relevant
experiences at European level.

The following questionnaire includes questions
relating to the first six steps, which focus on the
planning and implementation of the self-assessment
process.

Steps to be assessed

The questionnaire covers the first six of the ten steps
defined in the ‘Guidelines to improving organisations
using CAF’and is not meant for validating the scores.

Evaluation scale
The evaluation scale has five levels.

Questionnaire 2
(Appendix 1.2)

organisation

Steps 7-9 in the
10 step plan

Questionnaire 3
(Appendix 1.3)

1 The activities have been carried out in a very limited
way.

The activities have been carried out in a limited way.

3 The activities have been carried out in an acceptable
way.

4 The activities have been carried out in a satisfying
(satisfactory) way.

5 The activities have been carried out in an
outstanding way.

This evaluation scale has been detailed for each
activity in phrases defining the interpretation of the
real situation of the organisation with regard to the
specific theme.

Evidence: definition
A various range of tangible and intangible
documents/facts/information delivered before and
during the site visits.
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Appendix 1.2

Questionnaire on Pillar 2
The improvement plan questionnaire

CAF External Feedback

Pillar 1

The process of
self-assessment

Steps 1-6 in the
10 step plan

Questionnaire 1
(Appendix 1.1)

Reference

The reference of the questionnaire is the ‘Ten steps to
improve an organisation with CAF’ as defined in the
chapter on ‘Guidelines to improving organisations
using CAF’ of the CAF 2013. The activities of each
step have been adjusted and expanded to take into
consideration the lessons learned from the relevant
experiences at European level.

The questionnaire covers the steps from seven to
nine.

Steps to be assessed

CAF External Feedback covers the planning and
the process of improvement and is not meant for
assessing the results of the improvement actions.

Evaluation scale
The evaluation scale has five levels.

Pillar 2

The process of
improvement actions

Questionnaire 2
(Appendix 1.2)

Pillar 3

The TQM
Maturity of the
organisation

Steps 7-9 in the
10 step plan

Questionnaire 3
(Appendix 1.3)

1 The activities have been carried out in a very limited
way.

2 The activities have been carried out in a limited way.
The activities have been carried out in an acceptable
way.

4 The activities have been carried out in a satisfying
(satisfactory) way.

5 The activities have been carried out in an
outstanding way.

This evaluation scale has been detailed for each
activity in phrases defining the interpretation of the
real situation of the organisation with regard to the
specific theme.

Evidence: definition
A various range of tangible and intangible
documents/facts/information delivered before and
during the site visits.



|o13u0d pue bujuueld d16a3e43S
91 Jo 1ied se pasijew.oy aJe ue|d
uonoe usnbasuod ayy pue AlAnde
V'S 9Y3 {(213 ‘sI9pea] JO JUSWSA|OA
-Ul 'SM3IA3J pUE SY23Y>2 ‘saA11d3(qo
216918115 9Y) UO SuolIde 3Y3 Jo 1ded
-Ww ‘s921nosal ‘Buiinpayds swil)
uolesiuebio ays jo ueid s16arens
ay3 ou! uejd uonoe ayi jo uonesb
-31Ul JO dUBPIAS Buoiis sI IdY |

(sampiqisuodsas pajejal pue
SMBIADI pUe SHI3YD ‘SaAIII[qo
316918115 9Y) UO SuolIde 3Y3 Jo 1ded
-W1 ‘s324n0saJ ‘Bulinpayds awil)
uonesiuebio ays jo ueld s16azens
93 ojul uejd uoide 3y3 Jo uol
-e631ul JO ADUIPIAS JB3JD S| dIBY L

(san3dafqo
51691e13S Y3 UO SUOIIdE BY} JO
1>edwi ‘s921n0saJ ‘Bulinpayds
awiy) uonesiuebio ay) jo ued

31633e435 9Y3 03Ul Ueld UOIIdR BY}
JO UO[1RIBIIUI JO IUIPIAS SI IBY |

(saAd3(qo d1ba1ens

uo suonde ay} jo edwi Jo/pue
$921n0sai jo bujuueld to/pue Huj|
-NPaYDS SWI3 JO UOIIR[D4I0D P IWl|
Yim Ing) uejd uonoe ay3 jo uol
-e1633U] JO DUIPIAS SWOS S| IdY |

uoinesiuebio

91 jo buiuued s1633en1s ay) pue
ue|d uonoe ay1 UsaM1aq uone|
-9110 JO 3JUIPIAS OU S| dIdY |

*ssod0.d Huiuueld
3163)e43S |[RWLIOU 3Y3} OjUl
ue|d uonde ay) aeibayu| s/

Bupjiewyduaq jeu

-131X3 pue ASUBIDLYD ‘SSDUDAIIDYD
‘Swo21no pue s3ndino Jo swisl ul
S1|nsaJ pue aduewloyad pardadxd
9y Japisuod s1abJe) pue sioiedipul
9y "uollde Yyoes 1oy Aem Juaisis
-uod pue aAlleuenb ‘919|dwod e
ul pauyap ‘suolde Juswanoiduwil
9Y3 JO souIW pue s1abie) ‘siojed
-1pul Jo dUIPIAS Buoals si a9y

awod1no pue syndino

JO WD) Ul S3Nsai paldadxa oy}
J13pisuod s1abue) pue siojedipul
9y "uollde Yyoes Joj Aem Juaisis
-uod pue aAlleyuenb ‘919|dwod e
ul pauyap ‘suolde Juswanoiduwi
9Y3 JO sOuIPW pue s1abiey ‘si0)
-edIpul JO 9JUBPIAS Jed|d Sl aIdY |

SUOI1DE 3] JO S} NSaJ pue dUeW
-1o449d ay1 sunsesw 01 a1enbape
‘sol3vW pue s1abue) ‘siojedipul Jo

UonIUYIP © JO SDUIPIASI S| DY L

(" 'SD1133W JO UOINUYDP JO Xde|
‘syabue) Jo/pue si01ed1pUl JO DE|)
SUOI1de BY3 JO S} NSaJ pue duew
-10419d a1 ainsesw 01 a1enbape

10 919|dwo) J0U INQ ‘SOLIBW JO
s19b.e) ‘s101eD1pUl JO UOIIUYSP
© JO 9JUSPIAS SWOS SI dIdY |

suonoe
jusWwaAoidwl 3Y3 JO ISOW JO ||e 10y
s1I3aW 1o s3ab4e) ‘sioledipul Jo Uo

-1IUYP B JO SDUIPIAS OU S| IdY|

'S} nsal 3y}
pue suonde 3y} jo duewoyd
2y} ainseaw 0} skem ysijqeis3 ¢'Z

dn-mojjoy

pue suone yuswanoidwi Jayuny
JO uonIuyap ayi surejuod uejd ay |
'suol1de 3y jo Juswdo|ansp sy
BuLINp smalAa1 pue s)d3yd ay}
‘seaJe 196Je] By J0j SUOIDE By}

J0 uawAo|dap ayi ‘yoeosdde sy
1oy Bulnpayds pajielap e sallAnde
pue saseyd aj6uis ay3 410} buluysp
‘suolde Juswanoidwi pa1da|es
9y1 Joj uejd uoide paindnils

e JO 9duUdpIAS Buos sI aIsy |

suolde sy} jo Juswdoansp

91 Buunp smainai pue s)dayd ay)
‘suolde sy jo Juswkoldap sy
‘yoeoudde ay3 10j Buinpayds ay3
Buluyap ‘suoiide Juswanoidwi
Pa109]3s ay3 Joj ued uonde painy
-JNJ1S B JO SJUSPIAS Je3|d S| IdY |

(suonoe

JusWaA0IdWI JBYLINY ‘SMIIADI pue
3P9yd “quawkojdap ‘yoeoidde)
9124 ¥DAd 2y uo paseq ‘suoide
1usWwaAoidw Pa1d3|3S Y} 40§
ue|d uol1de UR JO IDUIPIAD S| IBY |

(SuoIde JUBWAA

-oidwil J2YLINJ 'SMIIADI pUB }I3Yd
“quawko|dap ‘yoeosdde) a|pA>
VvOdd dY3 uo paseq jou e saseyd
pauyap ulew ay) Ing ‘ueld uolide
ue JO 9OUIPIAS SWOS S| IdY |

(719

(S)29YD Jeuy ‘syayd d1eIpawIaiul
‘S911IA11DE JO saseyd ‘1ie)s) SaIIALL
->e 3y} Jo saseyd ulew sy} auyap
jouued ue|d uonde ayy Jo ueld
UOI1E UE JO 9DUIPIAD OU S| IdY |

‘(12y-123Y3-0Q-ueld) 324
VDdd 3Y3 uo paseq suolde Jusw
-anoidwi pa1dajas ay) Joj ueid
uol1de PaJnIdNAS e dUYSQ €'/

suonoe 3y} Jo Alljiqised) ayy

pue ‘uonesiuebio ayi Jo saANR[qo
pue ABa3eu3s uo 1oedwi ay3 Jo uon
-en|eAs paziuenb e uojlelapIsuod
olul bupjey ‘pajuswndop ale
SuUOI3eN|eAD 3Y) pUE BLISYIID UOH}
-esijuond ayy ‘suonoe a|qissod jo
sisAjeue ay| "ela31Id JUSIIYOD pue
pauyap Jo siseq ayj uo ‘suonde
juswanoidwi 3y3 jo uopesnioud
40 dUSPIAS Buoils sI 213y |

suol1de 3y}
40 A)j1q1sea) 3y} pue ‘uonesjuebio
91 Jo saA1da(qo pue ABajens

uo 1oedwi 9Y) UOIIRISPISUOD OUI
Bunjey ‘pauswNI0p aie _LSIID
uonesniioud ay] "9l JU3I3Y0d
pue pauyap jJo siseq 3y} uo ‘suoly
-de jJuswaroidwi 3y} Jo uopesn
-11o1d JO 3DUIPIAS Je3d SI BIBY L

e}
1USI3Y0D pue PaUYIP JO SIseq Ay}

Uo ‘suolde Juswanoidwi 3y} Jo
uonesiuoud Jo 9UBPIAS S| dIBY |

1U3J3Y0D 10 Je3|d
10U aJe eld1LID 3yl Ing ‘suonoe
1udWaA0IdWI 3Y3 JO UONESIIO

-11d JO 9OUSPIAS BWIOS S| dI3Y |

ela1d uonesnuoud Jo
9sn Jo suolde Juswanosdwi Jo uo
-13esiod Jo 3UIPIAS ou S| YL

*A31]1q1Sea) pue SSAUDAINIYD
119Y3 03 spaebai Yy3im suonde
juswanosdwi asnoud 'L

PaAjoAUl
uol1dUNy Yded UIYHM VS dY3 Jo
s1|nsal ay1 ||e Jo (19 ‘sbunaswi)
sis|eue pajuswnd0p pue pa|ielsp
e uo paseq aie sjesodoud ay] ysS
93 bulnp paje|nwiioy seapl ayy
uoleISPISUOD 01Ul Bulyel pue wouy
buryiels ‘Aem |ewioy e ul ‘suonde
JuswaAosdwil 40y sjesodoud Jo
UOI1329|[0D JO SJUIPIAS S| dIdY |

VS 943 Jo synsai
91 |[e Jo sisAjeue 219|dwiod e woly
paAlISp aJe sjesodoid ay] 'yS ay3
Bulnp pale|nwioy sespi ay3 uon
-eJ9pISuU0d ojul Buiyel pue wouy
Bunuels ‘kem jewoy e uj ‘suonduny
P3AJOAUL BY} || WOJ ‘suoiide
1uswaoidwi 1oy sjesodoud jo uon
-33]|02 JO SDUSPIAS Je3|d S| dIdY |

'¥S a1 buunp palejnwioy

Seapl 8yl UOIIeIaPISUOD olul buisey
'\YS 9Y1 JO S1nsal a1 [|e Joj pue
SUOI12UNJ POA|OAUI B3 WOU4 ‘'SUOI}
- JuswaAosdwil 10y sjesodoid

JO UO1D3]|0D JO SOUBPIAD SI dIdY |

VS 941 Jo synsai
9y3 Jo sisAjeue 213|dwod e JnoyUM
J1o/pue suoduNy PalsaIalul 9yl

JO JUSWA|OAUL 3Y) INOYLM INq
“quawanoidwi 1oy sjesodoud jo uon
39|02 JO SJUSPIAS SWIOS S dIdY |

SUOI1DE JUSWAA
-oidwi 10y sjesodoud pue seapl Jo
UOI1329][03 JO SJUSPIAS OU S| dIdY |

‘vS

aYy1 buunp pajejnw.oy seapl ay
Buipnpul quswanoidwi Joj suon
-de 10} sjesodoud |je 139)10D L

suomy

[4

L

s|ans]

110dau Judwissasse-4|3s paydadde ay) uo paseq ‘ue|d Juswanoidwi ue yeiq ;£ dois




pa1eD1uNWWod
pue pajuswndop ‘palebIIsaAUl die SDUIL
-9dxa 3y} pua1xa 03 saunyoddo ayy

pue pauJea| suossa| ay] ‘ue|d Jusawarosdwii
ay3 Jo saseyd JueAS|ai Y1 ||e J0j ‘'S9duUSL
-9dxa pue suollen|eas ‘ssaiboid ‘saninnode
JO SN1E1S 31 UO SI9P|OYNe1s 3y ||e 0}
UOI1_WIOJUI JO DDUBPIAS BUOIIS SI DI3Y L

‘ue|d JuswaA

-oidwi ay3 Jo saseyd juens|al sy
|| 40} ‘s9duUaIRdX3 pue suonen|eAs
‘ssa1bo.d ‘sa1lIAIDe JO Snies dy)
UO SI9p|Oya3els Y1 ||e 01 uoliew
-10JUl JO DIUBPIAS Jed|d S| IBY |

(" ‘sniAnoe Jo

pus ‘pess se ‘saseyd awos A|uo) s1sp
-|oyaXe1s JUeAS|D4 JSY10 JO) PaLIWI|
pue uonesiuebio ayi jo ajdoad ay3 01
Al4ejnba1 papinoad s| uonewojul sy
's9oURIAAXD pue suollen|eAs paje|al
pue ssaiboud ‘snyeis ay3 jo ajdoad sy
0] UOIJWLIOJUI JO DDUDPIAS SI 213y

s1apjoyayels
M3} 01 payiwil| Jo ‘ssaiboid

pue snje1s 8y} 03 payiwl|

s1 10 ‘Ajeinbas papinoid
JOU S| UoI_WIOJUI BY3 INQ
‘soousliadxa pue suonen|
-eAd paiejal pue ssaiboid
‘snjejs Y1 uo uolew.lojul
JO SDUIPIAS SWIOS S| IBY |

s9duaadXd

pue suonenjeAs pajeja.l pue ssaiboid
‘Sn1e}s Y1 UO SI9P|oyadels Jueas|al
104 UOIJRUWLIOJUT JO SOUSPIAS OU S| IBY |

*sduaRdxa pue
suonenjeas buipnppul
‘ssaib0i1d pue snieys
9y3 uo - uonesiuebio
9y} jo sjdoad ayy
Ajjenadss - Apejnbas
SI9p|oyaels Juend|al
941 Wioju] e’

pa1usawindop Aj|ny si

uonejyuswsa|dwi ay] ‘paroidw pue payLIsA
ua3q sey (eipaw aeudoidde yum pue
uolewlojul eudoidde yum ‘sispjoyayels
1USJRYIP 01) UOIIEDIUNWIWIOD 3Y] JO SSDUIALL
-J3J9 3y pue ‘ue|d uolIEDIUNWWOD 3y} JO
uonejusws|dwi JO SDUIPIAS Je3JD S| UYL

pa1uswWNd0p S| uole}
-usws|dwi ay] ‘pauueld se ‘ejpaw
91endosdde yum pue uonewojul
91eidosdde yum ‘siapjoyssels
1UJ9YIp 01 passaippe ueld uon
-e2]UNWWOD 3Y} JO UOIIRIUSW
-3|dwi1 JO 9DUIPIAS Je3)D S dIBY

suolnedyipow paywWi| Yim Jo pau
-ue|d se ‘eipaw aleudoidde yyum pue
uolewlojul eudoidde yum ‘sisp
-|Oya>|e1s JUBIYIP dY) 01 passaippe
ue|d uoe3IUNWWO 3y} JO uol}
-elUSaW|dWI JO ADUBPIAS SI Y|

(pa1>adsai

U3 10U sey saseyd Jual
-9JJIp 01 pue sIap|oyaye1s
9Y3 0} JUSIX3 dY3 Jo Jied
ul paidde usaq sey 1eys
ue|d uoedIUNWWOD 3Y3)
ueld uoredlUNWWOD &

Jo uoneudWI|dw Jo
9DUIPIAS DWIOS S 3IdY |

ue|d uonedIUNWWOD e JO
uoleuaWI|dwi JO SDUIPIAS OU S| dIBY L

‘uejd uonEdIUNWIWOD
sy uawsajdwi ‘z'g

S911IA11DE JusWaA0IdWI Y3

Jo saseyd juaiayip 9y} [je siapisuod ueid
uonesuNwWwWod ay| "sdnoib 1a61e1 Juaisy
-JIp 9y3 Joj eipaw a1endosdde sy Jo asn
SU1 YUM pUB UOI1BWIOJUI SAISUSIXS YUM
‘sI9p|oyajels 9y} ||e 01 passaippe ‘pajiersp
pue 913|dwod s1 uejd ays :uejd uonediu
-NWWOD B JO 9dUIPIAS Buoils I a1ay L

salIANDe

juswanoidwi 3y} Jo saseyd urew
9Y1 $J9pIsu0d uejd uoledIUNWWOD
9y "eipaw a1eudoidde jo asn sy
UM pue uonewJojul sieridosdde
Y1IM ‘SI9p|OYa3elS DY) ||e 01
passaippe ‘uejd uoedIUNWWOD

© JO 9DUIPIAD Je3JD S| dI3Y |

S91HARDe JusWaAoidwi 3y} Jo saseyd
M3} B SI9pISU0d ue|d uonesIuNWWod
9y ‘eipaw eudosdde pue uonew
-lojui a1eudoidde yum ‘siapjoyayels
ulew ay3 0} passaippe ‘uejd uoned
-lUNWWOD B JO DUIPIAS S| 1YL

(UorewIOul PAYWI|
lo/pue siapjoyayels ulew
9y} 0} Passalppe Jou Ing)
ue|d uoiEdIUNWWOD € JO

9DUIPIAS DWIOS S| 313y L

uornew.ojul aeudoidde
UMM Jo/pue s1apjoyasiels ulew Joy ueid
UOI3EDIUNWIWOD B JO 3JUIPIAS OU S| I3y |

‘suoloe
juswanoidwi 3y jJo

- s19p|oydyjels oyl ||e
0} passaippe ‘dnoib
196.e) 3jeridosdde ayy
0} eipaw derdosdde
3yl yum uonewojul
9endoidde ays -

uejd uonesunw

-wod eauyaq-L'g

suondy

L

s|ana

ue|d Juswanoidwi ay) 1ed1IUNWWO) :g dois




synsal jeuy
pue S1eIpawlalul pue ssaiboid

Uo ¥2eq-pasy paledIuNWWod pue
|ewo} YlIM pue sispjoysyels
urew sy} bulAjoAul ‘suofide JusW
-9n0idwi Jo uoneyuswa|dwi 3y}
Jo saseyd juensjal ayl |[e Jo buuoy
-luow Jo 3dU3PIAS Buons si a1y

S)|nsal [euy pue alelpaw
-131u] pue ssaib0o.d uo yoeq-pasy
|ewo) yim ‘suolyde Juswanoidwi
40 uonejusws|dwi sy} jo saseyd
JueA3|J 3Y3 |[e Jo BuLiojuow

JO 9JUSPIAS Jes|d sl vy |

(7213 S3nNsai Jo sA3AINS ‘s133foad

J0 pua ‘sda)s ajeIpawLIiul ulew)
‘suol1de Juswanoidwi ay3 Jo uoiey
-uswia|dwi ay1 Jo saseyd urew ayy
J0 BuLI0}JUOW JO SOUSPIAS S| IBY |

(s3nsai Jo sAanuns ‘sydafoid

J0 pua ‘sda)s a1eIpaWLIIUl Ulew)
ssad0.d 3y} Jo saseyd ulew ay} Jo
Buriojuow s91uesenb Jou sa0p
111ng ‘suonoe usawaAoidwi 3yl
J0 uoneswsa|dwi jo buuoyuow
JO 9JUSPIAS SWOS S 313y

suoloe yuswanoidwi
91 Jo uonejuswa|dwi jo buu
-0}/UOW JO DUSPIAS OU S| 3IdY |

‘suoi3de Jusawanoidwi
9y1 jo uonejuswa|dwi ay)
siseq Je|nba1 e uo JOMUOW S'6

slapjoyasjels ulew
ay1 buiajoaul pue sanijiqisuodsai
a3 buruyap ‘sa13Ande 3y} Jo
saseyd ulew ayj ||e Joj yoeoudde
1US1SISUOD pue Je3|d B YIIMm ‘Aem
pasijewloy pue pauysp e ui ‘uejd
Juswanoidwi sy buissasse pue
Burioyuow Jo IDUIPIAS SI UYL

EETHMINIBLEET
Jo saseyd urew ay} 1oy yoeosdde
1US1SISUOD pue Je3d B YIIMm ‘Aem
pasijewloy pue pauysp e ui ‘uejd
Juswanoidwi sy buissasse pue
Bulioluow Jo DUIPIAS S| UYL

Aem Jua3sisuod e ul

pauyap si yoeoisdde ayy pue ‘ue|d
1uawaoidwi sy buissasse pue
Bulioliuow Jo UIPIAS S| YL

1US15ISUOD 10 Jed|d
10U s| yoeosdde ay3 1nq ‘uejd Jusaw

-anosdwi ay3 buissasse pue buil
-0}JUOW JO SJUSPIAS SWOS S| IdY |

ue|d yuswanoidwi sy buissasse
pue bunioliuow Joj yoeoidde
P3UyYsp e JO DUIPIAS OU S| I3y |

‘suoide Juswanoidwi
33 Buissasse pue Hulioyuow 10y
yoeoidde juaisisuod e suyaq +°'6

sanl|iqisuodsas pue saAnds(qo
“quawko|dap ‘dn-moj|oy oy suejd
‘sa114ed 1UIBYIP JO S9|0J pUE JUSW
-3AJOAUL JO UOINUYIP YIIM ‘UOIIeSIU
-ebJo ay3 3noybnoiy3 s1d3foid ayy
Joydue 03 passalppe A|1ea)d os|e
1nq ‘s303foid ayy Jo uonesijeal o}
panwi| Jou ‘suoiide Juawaroidwi
9Y3 ul s99£0|dw3 JO JUSWSA|OAUI
40 3dUdPIAG Buouys si a1y L

dn-moj|o4

9y3 i sanJed 1uaJIaYIp JO s9j01 pue
JUSWAAJOAUL JO UOIULIP YIM
‘uonesiueblo ayy Inoybnoayy s323(
-oid 3y} Joydue 03 pasijeuy osje
1nq ‘s103foid 3yy Jo uonesijeal o}
paiwi| Jou ‘suoiide Juawarosdwi
9Y3 Ul s99£0|dWw3 JO JUSWSA|OAUI
JO 9JUBPIAS Jedd I IdY |

uojesjuebio 3y

1noybnoiys s1dafoid ay3 Joydue 0y
pasijeuy os|e Inq ‘sy>afoid ays jo
uoljes|[eas 03 pajwi| Jou ‘suopde
1uswanoidwi 3y} ul saakojdwa jo
JUSWISAJOAUL JO DOUSPIAD SI dI3Y L

uolNIsul 3y3 Inoybnoiyy
s329(0id ay3 Joydue 03 yoeoidde
ue Jo pue suolde Juswanoidwi
9Y3 Ul s99£0|dWw3 JO JUSWSA|OAUI
JO 9IUSPIAS SWOS SI 3IdY |

SUOI1DE JUSWAA
-oidwi 9y} ul saakojdwa Jo Juaw
-9AJOAUL JO SDUSPIAS OU S| IdY |

‘uonnsul

9y Inoybnoiyy sy>afoid Juswan
-oidwi 3y} jo Hunioydue ainsud
0] suollde Judwarodwi JUSIYPIP
9Y1 ul soakojdwd anjoAu| £°6

(39 BurloyUOW S|0JIUOD ‘UBW
-Aojdap jo 1u31X3 ‘sanIAne 3Yy) Jo
ssaud39|dwod) saAlIR[qo 3|qissod
159 9Y1 JO JUSWUIeLIe Y] INSse
03 pue buiinpayds ay3 anoidwi

01 pasijeuy Al1ea|d aJe pue ‘paj
-uswindop pue paskjeue aJe ued
P3INPaYDS Y1 WOJ SUOIILIASP YL
"|013u0d painydNJls e yum ‘ueid
1uswanoidwil 31 Jo uoneuswW
-9]dwi Jo 95uapIAS Buols SIaIBY L

paleAjow pue
pajuawndop ‘paskjeue ale A3y}
‘Burioyuow 40 sjo1u0d ‘yuswkold
-3pP JO 1UIXS ‘ssaua13|dwod sy}
95NpaJ Jou Op pue pajwi| aJe uejd
P3INPaYDS Y1 WOJ) SUOIIRIASP 3y
"|o13u0d painydNJls e yum ‘ueid
1uswanoidwi 33 Jo uoneuswW
-3|dwi Jo 9dUBPIAS Je3)D SI dIBY |

219 sanuoud

0} sabueypd 1o S2IN0S3l JO 3jde|

0} anp buluue|d ay3 03 sabueyd
‘Buioyuow ‘sj013u0d uawAo|dap
JO 1U91X3 ‘s59U13|dWOD JO SWIS
Ul JUSPIAS 3B SIIDUBIDYIP JUBAS[DI
ON "P1BAIIOW PUE PIUSWNI0P
ale ueld pa|npayds ay1 wouy
suonelasp sy ‘buinpayds ayx

0} Juswubije |erueIsgns e Yam
‘ue|d yuswanoidwi 3y} JO uolel
-uawa|dwli JO UIPIAS SI IdY |

"213 sanuold o) ssbueyd

10 s921n0s31 JO 3jde| 01 ANp Bulu
-ue|d ayj 03 sabueypd ‘burioyuow
‘sjos3u0d ‘quawAo|dap Jo JuL1Xd
'sS9U3139|dW0D JO SWISY Ul JUIPIAS
9Je S9DUIIdYIP JueAd|D Inq ‘ueld
1uswanoidwi 341 Jo uoneusw
-3|dwii JO 3DUIPIAS BWOS S| DY

ue|d JuswaAoidwi 3y} Jo uolel
-uswa|dwi JO 3UIPIAS OU S| DY

‘pajnpayps se uejd
juswanoadwi 3y Juswsjdwi z'6

uoneloge||od
pue JU3WA|O0AUI 910woid 01 pue
Aouasedsuesy sajuesenb oy siopjoy
-3Ye1s paIsalaluUl dY) ||e 0} paled
-lUNWWOD pue pauyap Ajjew.oy si
sa1jIqIsuodsal Jo uonebajap ay
"pasijeal 3q 01 S9NIAIDE 3Y3 UM
1U3I3Y0d pue |3A3] dielidoidde je
‘salyAnDe pue spafoad 3jbuls ayy
1oy pue weiboud Juswanoidwi
2113U3 3Y1 40} dIYSISUMO JO UonIU
-U3p Jo 92UdPIAS Buolls SI 313y

Aouasedsuesy aajuesenbd o) pay
-e2IUNWWOD pue pauyap Ajjew.oy
sI saniqisuodsai jo uonebajap
9y "pasi|eal 3q 0} Sa11IAIDE B3
YIIM JUDI3L0D 3Je SISUMO dY3 JO
$9]0J 9y} pue a1enbape si sanl|iq
-Isuodsal paubisse Jo [9A3] Y|
's129foud ayy pue weiboid Jusaw
-anoidwi ay1 4oy diysisumo jo uo
-11ULDP JO SIUSPIAS Jedd S| IdY |

pasijeal aq
01 S311IAIIDR dY1 YUM JUDI3Y0D e
SI9UMO 39U} JO S9|0J 3Y) pue alenb
-ape si sanljiqisuodsal paubisse Jo
19A9] 3y "uonebajap Ayjigisuodsal
pue A>uasedsuely buunsus ‘pay
-es|unwwod si diysiaumo ay |
*s129(01d oy 104 pue weiboud
1uswanoidwi 3y} Joj diysiaumo
JO UOIHULDP JO SDUIPIAS S| dIdY |

uonebajap Ayjiqisuodsai pue
Aouaiedsuel) Jo 3UIPIAS paIWIT]
pa1eJISUOWSP 10U e
sanjIqisuodsal paubisse ay) 1oy
$9]|0J 91 JO 9DUSISYOD 3Y1 IO [9AI]
9y11nq ‘s109foud sy 40} 10/pue
sweiboid ay3 Joy diysiaumo Jo uo
-11UYDP JO SIUSPIAS SWOS SI dIdY |

s133foid ayy
pue weiboid ay) jo diysiaumo jo
UOoIIUYSP JO SDUIPIAS OU S| I3y

‘uoneba|ap

Ayjiqisuodsal pue yse} ui Aoud
-1edsueus) ainsus pue ‘sy>afoid
9y3 pue weiboid Juswanoidwi
a3 jo diyssaumo 4eapd auyaq L'6

suondy

L

s|ans

uejd yuswanoidwi 3y Juswsjdwj :6 daas




Appendix 1.3

Questionnaire on Pillar 3
The TQM Maturity questionnaire

CAF External Feedback

Pillar 1

The process of
self-assessment

Steps 1-6 in the
10 step plan

Questionnaire 1
(Appendix 1.1)

Reference

The questionnaire for TQM Assessment Maturity is
based on the eight EFQM® Fundamental Concepts
of Excellence as formulated in the Excellence model
version 2003. In the context of the CAF External
Feedback Procedure, these principles of excellence
were translated into four maturity levels adapted to
the public sector environment.

Areas of assessment

All eight principles are to be checked by the
organisation as a first step, in order to gain an
understanding of the TQM maturity within the
organisation. During the site visit, two principles - as
chosen by the applicant - will be assessed in depth
(one of which must either be Result orientation or
Customer focus).

Pillar 2

The process of
improvement actions

Steps 7-9 in the
10 step plan

Questionnaire 2
(Appendix 1.2)

Pillar 3

The TOM
Maturity of the
organisation

Questionnaire 3
(Appendix 1.3)

Assessment procedure

The evaluation relates to the maturity level achieved
by the organisation as a result of the self-assessment
and the action plan. The evaluation scale has four
levels:

0 = Initiation level has not been achieved
| = Initiation level

R = Realisation level
M

= Maturity level
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Appendix 2

The CAF External Feedback Scoring Guide

Background

The purpose of the guide is to act as a guide for
the CAF External Feedback Actor with regards to
assessing the level of achievement reached in the
CAF External Feedback and whether an applicant
organisation is qualified to receive the label ‘Effective
CAF User".

The scoring guide describes the basic principles for
an assessment by the CAF External Feedback Actor
and scoring of the organisations working with CAF.

The scope of the assessment comprises three pillars:

- Assessment of the self-assessment process, which
covers the first six steps of the ten steps defined
in the ‘Guidelines to improving organisations
using CAF’(not an assessment of the scores given
in the self-assessment process).

« Assessment of the planning and the process of
improvement, which covers the steps from seven
to nine defined in the ‘Guidelines to improving
organisations using CAF’ (not an assessment of
the results of the improvement actions).

« Assessment of the TQM maturity of the
organisation by examining the maturity level it
has attained as a result of the self-assessment
and the action plan that is installed. The
assessment of maturity with regard to TQM
values is based on the eight Principles of
Excellence (the broader scope of excellence).

The questionnaires completed by the applicant cover
these pillars and serve as the main frame of reference
for an assessment by the CAF External Feedback
Actor. Each of the pillars will be scored through the
appropriate evaluation scale (see further below),
and the pillars have specific scoring profiles (profiles
which must be met to obtain the label - see further
below).The first section on Scoring methodology will
outline the basic principles with regard to scoring by
the CAF External Feedback Actor.

1. Scoring methodology

The main purpose of the procedure is to serve as a
framework for the provision of systematic external
feedback to CAF users requiring it. The assessment
process and the examination during the site visit
must therefore be provided in an open and respectful
manner, which supports learning and dialogue. The
CAF External Feedback Actor should behave in such
a manner that the site visit is not perceived as a one-
way gathering of evidence, but as a possibility for
discussion and feedback.

The CAF External Feedback must be flexible enough
to handle many types of organisations in terms
of complexity and size. The actions described in
all three pillars, and their correlation to the scores,
should therefore not be used as a checklist, but as
a guide. In addition to the actions described here,
other actions not included may also be appropriate
for certain organisations. This means that the scoring
should not be perceived as a mechanical exercise,
but should be based on both the overall impression
of the organisation when the site visit has been
concluded, as well as the various evidence gathered
with regard to specific steps, actions and changes.

1.1 Evidence

The questionnaires completed by the applicant serve
as the main frame of reference for the CAF External
Feedback Actor. Evidence gathered at the site visit
and through written accounts should determine
whether the self-description in the questionnaires
gives a correct assessment of the organisations
working with CAF. Evidence will be gathered through
interviews and workshops with all (internal) relevant
stakeholders from the organisation, and through
various existing written accounts.

Written documents include self-assessment report(s),
improvement plans and other relevant documents.



It is important to stress that ‘evidence’ does not have
to be materialised in written form, but can take the
form of interviews and opinions of the stakeholders,
and a comparison of these statements between the
different groups. Secondly, the organisation is not
supposed to prepare a lot of new written accounts
in the process of the External Feedback scheme; the
examination should, where possible, use materials
that are already available.

1.2 Scoring

Organisations are scored on the basis of evaluation
scales (see part 2 of this scoring guide). A
sophisticated scoring tool — such as Radar in the
Excellence recognition scheme - has not been
developed because the CAF External Feedback
scheme is for CAF users who are just starting their
journey towards holistic and systematic quality
development. At this level, most organisations will
not have written accounts that support this more
sophisticated type of assessment.

The scheme recognises the ability of an organisation
to make an effective and well-planned self-assessment
that increases its understanding of the fundamental
principles needed to become excellent. A more
sophisticated scoring tool at this level would risk
shifting the focus from a dialogue between the
CAF External Feedback Actor and the organisation
regarding important discussions and lessons learned,
to a more one-sided gathering of facts to support an
assessment.

Scoring of the self-assessment process and
improvement actions (Pillars 1-2)
Instead of a scoring tool, some basic principles are
available to guide the CAF External Feedback Actor.
In order to make the decision as to whether a step
should be assessed as acceptable (3) or satisfactory
(4), for example, the CAF External Feedback Actor
should use the PDCA as a guideline For each step,
the CAF External Feedback Actor considers whether
the organisation has planned, developed, checked
and adjusted the actions, where reasonable, in an
effective way. Important questions could be:

« Has the applicant organisation planned the
step effectively and included relevant issues and
contingencies?

- Has the step been developed and implemented
according to the plan? If not, were changes to
the implementation reasonable and based on
solid arguments?

« Has the organisation, if appropriate for the step,
checked whether the chosen approach has
achieved the intended results?

« And finally, did the organisation adjust actions
during the process or plans in order to change
the approach in the next self-assessment, based
on checks and lessons learned?

The PDCA should not be used as a scoring tool, but
as a framework for reflection with regard to the
planning and implementation of the self-assessment
and improvement actions. The CAF External Feedback
Actor should therefore not provide a mechanical
assessment of the individual activities for all aspects
of PDCA (e g by judging an otherwise satisfactory
activity as merely acceptable just because checks (C)
and adjustment (A) are missing). In other words, not
all activities will require checks and adjustment, for
example, to receive the assessment ‘satisfactory’.

The questionnaires completed by the applicant serve
as the main frame of reference for the CAF External
Feedback Actor when scoring. The first two pillars
(self-assessment process and improvement plan)
are scored at the level of the nine steps and not the
35 underlying actions. The CAF External Feedback
Actors are thus invited to use the questionnaires
as a framework for scoring by giving the individual
actions a rating and examining what the ratings add
up to on the level of the nine steps (see Part 3 of this
scoring guide).

Scoring of TQM values (Pillar 3)

To support the scoring of maturity, the questionnaire
provides a range of examples that indicate which
possible actions constitute different levels of
maturity (see Part 3 of this scoring guide). Again,
the examples serve as a guide only and the context
and type of organisation can impact which and how
many actions are appropriate for reaching different
levels of maturity.

To achieve the label of ‘Effective CAF User, the
organisation must reach initiation level in all eight
principles of Excellence. It is not possible to discuss all
eight principles in depth during the site visit. During
the site visit, the CAF External Feedback Actor will focus
on the two principles chosen by the organisation for a
more in-depth examination and feedback.

The questionnaire on TQM values completed by
the applicant serves as the main frame of reference
for the CAF External Feedback Actor. In addition to
the Pillar 3 document, the CAF External Feedback
Actors examine the self-assessment report(s) and
the improvement plan(s) in order to make an overall
assessment of the level of maturity reached for all
eight principles. The aim is to decide whether the
report(s) and the improvement plan(s) show that



actions are either in place or under development,
making it reasonable to judge that the first level of
maturity has been reached. The CAF External Feedback
Actors may also include other principles during the site
visit interviews if there is any doubt as to which level of
maturity the organisation has reached.

2. Evaluation scales

2.1 Evaluation scales for the self-assessment
process and the improvement actions (Pillars 1-2)
The self-assessment process and the improvement
actions are assessed through the same evaluation
scale from 1-5 points: The assessment does not look
at the scores generated during the self-assessment
(i.e. PDCA-evaluation of actions performed under
each sub-criterion in the CAF model), nor does the
assessment examine the actual proven results of the
improvement actions. What is examined is the way the
self-assessment and the improvement process have
been planned, developed, checked and adjusted.

1 The activities have been carried out in a very limited
way.
The activities have been carried out in a limited way.
The activities have been carried out in an acceptable
way.

4 The activities have been carried out in a satisfying
(satisfactory) way.

5 The activities have been carried out in an
outstanding way.

All steps in both pillars (steps 1-9) must be assessed
by the CAF External Feedback Actor

2.2 Evaluation scales for the TQM values

The assessment of the TQM values relates to the
maturity level achieved by the organisation as a
result of the work with the self-assessment and the
improvement process. The TQM values consist of the
eight Principles of Excellence.

The evaluation scale has four levels:

0 = Initiation level has not been achieved
| = Initiation level

R = Realisation level

M = Maturity level

The evaluation of the TQM Maturity determines the
extent to which the organisation has succeeded in
implementing holistic quality development values
through the self assessment and improvement process.
The aim is therefore not to assess the real results of the
improvement activities and the quality of these, but

to assess whether the self-assessment has changed
basic values with regard to quality development in
the organisation. The applicant chooses two concepts
from the eight Principles of Excellence to be assessed
in depth during the site visit (one of which must either
be Customer Focus or Result Orientation).

3. Scoring profiles

3.1 Scoring profile for the self-assessment process

and the improvement actions (Pillars 1-2)

These scoring profiles cover:

« Assessment of the process of self-assessment
which covers the first six of the ten steps as
defined in the ‘Guidelines to improving
organisations using CAF’ (not an assessment of
the scores given in the self assessment process)

« Assessment of the planning and the process of
improvement which covers the steps from seven
to nine as defined in the ‘Guidelines to improving
organisations using CAF’ (not an assessment
of the results of the improvement actions).

The assessment made by the CAF External Feedback
Actor will be based on evidence gathered by
interviewing different groups in the workplace and
the self-assessment report(s), the improvement plan
and other relevant documents. A score from 1 to 5 is
given for each of the nine steps globally.

To obtain the label, the minimum requirements are

as follows:

« The total overall score of the assessment of Pillars
1 and 2 must be at least 28 points.

«  Steps 1, 5 and 9 must be deemed to be at least
satisfactory (score of 4) i.e. a minimum score of
four must be achieved.

All steps must be assessed by the CAF External
Feedback Actor.

The CAF External Feedback Actor can choose to use
the questionnaire as a framework for scoring by giving
the individual actions a rating and examining whether
the actions add up to the score given on the level of
the nine steps. The final decision as to whether the
organisation obtains the label is based on the scoring
profile for the nine steps, not the individual actions.

The scoring profile is marked with grey for steps 1, 5
and 9, where a minimum of 4 is deemed necessary.
The score is given for the nine steps (marked with a
red border in the questionnaire), not the individual
activities of which the step is comprised.

The total overall score for the assessment of the nine
steps in Pillars 1 and 2 must be at least 28 points.



Scoring profile Pillar 1

Step 1: Decide how to organise and plan the self-assessment (SA).

Step 2: Communicate the self-assessment project.

Step 3: Create a self-assessment group(s).

Step 4: Organise training.

Step 5: Perform the self-assessment.

Step 6: Prepare a report describing the results of self-assessment.

Scoring profile Pillar 2

Step 7: Draft an improvement plan, based on the accepted self-assessment report.

Step 8: Communicate the improvement plan.

Step 9: Implement the improvement plan.

Minimum score needed (incl. three steps with 4) = 28

Self-assessment process Pillar 1

Step 1: Decide how to organise and plan the self-assessment (SA).

1.1 Assure the commitment and ownership of the management for launching the process.

1.2 Assure a clear management decision with regard to carrying out the SA in consultation with
the organisation, the scope of the SA (SA covers the whole organisation or only parts/units/
departments....) and the overall objective of the SA

1.3 Define a framework for the SA process and the subsequent actions, plan the SA activities

1.4 Appoint an SA process leader with a high level of knowledge of the organisation or constitute
an SA Committee headed by the SA process leader

1.5 Define the scoring panel to be used

1.6 Allocate resources for SA and define how to prioritise the distribution of resources

Self-assessment process - Overall score - Step 1:

Step 2: Communicate the self-assessment project.

2.1 Define a communication plan, to include the expected benefits, the goal and the activities of SA

2.2 Implement the communication plan using different tools

2.3 Communicate to all relevant stakeholders during the different phases of the SA process and
stimulate involvement of the top and middle managers, staff and employees in SA

Self-assessment process - Overall score - Step 2:

Step 3: Create a self-assessment group(s).

3.1 Decide whether it is necessary to create one or more SA groups, define their number, create
them, choose their chair, assign responsibilities to each member as needed

3.2 Decide whether the manager(s) should be part of the SA group(s)

3.3 Select the participants of the SA group(s) on the basis of specified criteria, such as their
knowledge of the organisation , their personal skills and their representativeness

Self-assessment process - Overall score - Step 3:

Step 4: Organise training.

4.1 Organise information/training activities for leaders and managers (top and middle) to
promote ownership and commitment

4.2 Prepare a plan for all the training activities of SA group(s)

4.3 Organise training for the members of the self-assessment group(s)

Self-assessment process - Overall score - Step 4:




Step 5: Perform the self-assessment.

5.1 Relevant documents and information for SA are collected and made available for all the SA
groups

5.2 The members of the SA group(s) compile a list of strengths and areas of improvement and
provide a score for each sub-criterion of CAF.

5.3 The chair collects the individual inputs and prepares the consensus meeting, assuring all
conditions for its success

5.4 The SA group reaches consensus on strengths, areas for improvement and scoring for each
sub-criterion.

Self-assessment process - Overall score - Step 5:

Step 6: Prepare a report describing the results of self-assessment.

6.1 Prepare a final report containing at least the following elements for each sub-criterion:
- strengths,
- areas for improvement and
- score

6.2 Present the final report to the Senior Management of the organisation

6.3 Communicate the main results to people in the organisation and other relevant stakeholders

Self-assessment process - Overall score - Step 6:

Improvement plan (Pillar 2)

otz 3 s

Step 7: Draft an improvement plan, based on the accepted self-assessment report.

7.1 Collect all proposals for actions for improvement (including the ideas formulated during the SA)

7.2 Prioritise improvement actions with regards to their effectiveness and feasibility

7.3 Define a structured action plan for the selected improvement actions based on the PDCA
Cycle (Plan-Do-Check-Act)

7.4 Establish ways to measure the performance of the actions and the results

7.5 Incorporate the action plan into the normal strategic planning process

Self-assessment process - Overall score - Step 7:

Step 8: Communicate the improvement plan.

8.1 Define a communication plan - the appropriate information with the appropriate media to
the appropriate target group, addressed to all stakeholders - for the improvement actions

8.2 Implement the communication plan

8.3 Regularly inform the relevant stakeholders- especially the people of the organisation -
on the status and progress, including evaluations and experiences

Self-assessment process - Overall score - Step 8:

Step 9: Implement the improvement plan.

9.1 Define clear ownership of the improvement programme and the projects, and ensure
transparency in task and responsibility delegation.

9.2 Implement the improvement plan as scheduled

9.3 Involve employees in the different improvement actions to ensure anchoring of the
improvement projects throughout the institution

9.4 Define a consistent approach for monitoring and assessing the improvement actions

9.5 Monitor implementation of the improvement actions on a regular basis

Self-assessment process - Overall score - Step 9:




3.2. Scoring profile TQM values (Pillar 3)

These scoring profiles cover:

« Assessment of the TQM maturity of the
organisation by examining the maturity level it
has attained as a result of the self-assessment
and the action plan that is installed. The
assessment of maturity with regard to TQM
values is based on the eight Principles of
Excellence (the broader scope of excellence).

« All of the eight principles will be examined
briefly. Two principles chosen by the applicant
will be systematically assessed in depth during
the site visit (one of which must either be
Customer Focus or Result Orientation).

All of the eight Principles of Excellence will be
examined briefly. Two concepts chosen by the
applicant will be systematically assessed in depth
(one of which must either be Customer Focus or
Result Orientation).

To support the self-assessment and the examination
by the CAF External Feedback Actor of the eight
Principles of Excellence, examples describing the
level have been included in the questionnaire.
The examples should be seen as a guideline for
the CAF External Feedback Actor’s examination of
the eight principles. For a detailed description of the
principles, please refer to Appendix 1.3 ‘The TQM
Maturity questionnaire’.

A score signifying the level of TQM maturity
(initiation, realisation and maturity) is
given for each of the eight Principles of

8. Principles of Excellence

Maturity level
(o} | R M

Excellence. To obtain the label, the minimum

1. Result orientation

requirements are as follows:

2. Citizen/Customer focus

« All eight principles must reach the level

3. Leadership and constancy of purpose

of Initiation (I).

4. Management of processes and facts

5. People development and involvement

The assessment by the CAF External
Feedback Actor will be based on evidence

6. Continuous innovation and improvement

gathered by interviewing different

7. Partnership development

groups in the workplace. The interviews

8. Social responsibility

examine whether and to what degree the
self-assessment has resulted in positive
changes, and the maturity level that has
been achieved with regards to the eight
Principles of Excellence.



Appendix 3

Format of the CAF External Feedback Report

" Resource

SSSSSSSSSSSSSSSS
RRRRRRRRR

Feedback report
Effective CAF User

[Name of organisation]
[Date]

CAF External Feedback Actors
[Name of Actor], [Organisation]
[Name of Actor], [Organisation]



Feedback report

Name of the organisation:

Address:

Contact person:

Telephone:

Fax:

E-mail:

Date:

Team of CAF External Feedback Actors:




Section 1: General comments

Main themes in the report
[Insert V> page describing the main themes in the feedback report].

Identified key strengths
« [Insert 3-4 findings on key strengths].

Key areas of improvement
+ [Insert 3-4 findings on key areas of improvement].

Main recommendations
[Insert ¥2-1 page on main recommendations].

Label has been obtained: O Label has not been obtained:



Section 2: Feedback on the self-assessment process

General comments about the self-assessment process:

Step 1: Decide how to organise and plan the self-assessment (SA).
Strengths « [Insert strengths]

Areas for improvement « [Insert areas for improvement]
The activities have been carried out in a:
very limited way [ ' limited way [0  acceptable way [  satisfying way [

Step 2: Communicate the self-assessment project.
Strengths « [Insert strengths]

Areas of improvement - [Insert areas of improvement]
The activities have been carried out in a:
very limited way [ ' limited way [0  acceptable way [  satisfying way [

Step 3: Create a self-assessment group(s).
Strengths « [Insert strengths]

Areas of improvement - [Insert areas of improvement]
The activities have been carried out in a:
very limited way [1  limited way [1  acceptable way [ satisfying way [1

Step 4: Organise training.
Strengths « [Insert strengths]

Areas of improvement - [Insert areas of improvement]
The activities have been carried out in a:
very limited way [0 ' limited way [0  acceptable way [  satisfying way [

Step 5: Perform the self-assessment.
Strengths « [Insert strengths]

Areas of improvement - [Insert areas of improvement]
The activities have been carried out in a:
very limited way O] ' limited way [1  acceptable way [  satisfying way [

Step 6: Prepare a report describing the results of self-assessment.
Strengths « [Insert strengths]

Areas of improvement - [Insert areas of improvement]
The activities have been carried out in a:
very limited way [1  limited way [1 acceptable way [ satisfying way [1

outstanding way [

outstanding way [

outstanding way [

outstanding way [

outstanding way [

outstanding way [



Section 3: Feedback on the improvement plan

General comments about the improvement plan:

Step 7: Draft an improvement plan, based on the accepted self-assessment report.

Strengths -« [Insert strengths]

Areas for improvement « [Insert areas for improvement]
The activities have been carried out in a:
very limited way [J ' limited way [J  acceptable way [J ' satisfying way [J

Step 8: Communicate the improvement plan.
Strengths « [Insert strengths]

Areas of improvement - [Insert areas of improvement]
The activities have been carried out in a:
very limited way [J ' limited way [J  acceptable way [J  satisfying way [

Step 9: Implement the improvement plan.
Strengths « [Insert strengths]

Areas of improvement - [Insert areas of improvement]
The activities have been carried out in a:
very limited way [ ' limited way [  acceptable way [ satisfying way [

outstanding way [

outstanding way [

outstanding way [



Section 4: Feedback on TQM values

General comments about the TQM values:
[Insert first chosen Principle of Excellence]

Strengths « [Insert 2-4 strengths]

Areas of improvement - [Insert 2-4 areas of improvement]

The organisation: has not reached the ' has reached the | has reached the has reached the
Initiation level [ initiation level [  realisation level [0 | maturity level [

General comments about the TQM values:
[Insert second chosen Principle of Excellence]

Strengths « [Insert 2-4 strengths]

Areas of improvement - [Insert 2-4 areas of improvement]

The organisation: has not reached the has reached the | hasreached the has reached the
initiation level [J initiation level I ' realisation level (1 ' maturity level [



Section 5: Scoring profile

Scoring profile Pillar 1

Scoring profile Pillar 2

Minimum score needed (incl. three steps with 4) = 28

1. Result orientation

2. Citizen/Customer focus

3. Leadership and constancy of purpose

4. Management by processes and facts

5. People development and involvement

6. Continuous innovation and improvement

7. Partnership development

8. Social responsibility

All eight principles must reach at least Initiation level (I)

Label has been obtained: O

Label has not been obtained:

Score = [Insert score]




Appendix 4

Form for Applicant Organisation

Contact details
Applicant

Name of the organisation:
Address:

Contact person:

Telephone:

Fax:

E-mail:

Date:

The CAF has been applied in 20___ (year)
O CAF has been implemented in the organisation as a whole
O CAF has been implemented in part of the organisation, namely:

The CAF self-assessment report was concluded and delivered to the management of the organisation on
(dd/mm/yyyy)

Please note that the application should be completed between 6 and 12 months after the CAF self-assessment has taken
place and the self-assessment report has been concluded and delivered.

O Registration as a CAF User
The organisation (or department) is registered as a CAF User in the European online database of CAF Users (caf.eipa.eu)

Signature by the management of the organisation (e.g. General Director)

Name: Title:
Place: Date:
Signature:

This signature confirms that the information provided is correct and that you agree to the conditions for applying.

The application must be sent to:
[Adress of the CAF National Organiser]



Appendix 5

National Organiser Fact sheet

Name Name of National Organiser in the Member State
Logo Logo used by the National Organiser

Person responsible | Person responsible within the organisation

Address Full postal address
E-mail E-mail address
URL URL address
Phone

Fax

The fact sheets of the Member States will be published on the CAF website (www.eipa.eu/caf).



Appendix 6

Effective CAF User label example

[Name Organisation]

is awarded

EFFECTIVE

(]

USER
Effective CAF User
Date
EIPA fommmmseatnoiciomunmon ARk EUPAN

EFQM = * [national fogo]
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The Common Assessment Framework (CAF) is a result of the co-operation
among the EU Ministers responsible for Public Administration.

The CAF is offered as a common tool to assist public sector organisations
to use quality management techniques in public administration. It provides
a general, simple, easy-to-use framework, which is suitable for a self-
assessment of public sector organisations and their development towards
Excellence!

European CAF Resource Centre
Patrick Staes, Head of the European CAF Resource Centre

European Institute of Public Administration
P.O. Box 1229

6201 BE Maastricht

The Netherlands

Tel:+31433296317

Fax: + 31433296 296

E-mail: caf@eipa.eu

www.eipa.eu/CAF
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