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Abstract: Quality of township management is highly related to society, and it reflects the local 

government situation. The paper presents the idea of improving the quality of service in local government 

through the application of TQM. This paper presents two approaches that are commonly used in recent 

years and moved closer to these organizations that the concept of TQM which uses a quality management 

system based on ISO standards 9000 and model self-assessment CAF. This paper describes the 

interactions between these approaches and their possible joint application with a view to the 

implementation of TQM system in local government. 

Within this approach public sector organizations should be interested in improving the quality of their 

services through the implementation of TQM. The process is a long-term and complex one, where the 

client is its key element. Thus, it should be understood by the whole staff  (both  the  management  and  

the  inferiors)  that  a  well  served  citizen  is  the  core  of  the procedure and he/she should always be 

assisted and have even his most complicated problems solved in the institution he/she turns to. 

When   implementing   the   principles   of   TQM,   significant   changes   regarding   the management 

and administration should occur in organizations.   The methods that are helpful in the course of the 

implementation of TQM rules are the management quality systems based on  the  ISO  9001  quality  

standards  and  the  CAF  self-assessment  model,  which  aim  at perfecting the organization 

operations  in order to meet the  clients’  needs and introduce the necessary improvements. 

The public sector organizations in Bosnia and Herzegovina (e.g. state or self-government offices) have 

started applying a certified Quality Management System(QMS) in compliance with the ISO 9001 

standards already  since 2001 (following the reform of the self-government 

administration).  Recently  –  due  to  the  implementation  of  the  CAF  model  in  the  state 

administration offices (in BiH since October 2006) – a significant increase of interest on the  part  of  

the  public  sector  units  in  the  improvement  of  service  quality  by  means  of  this model   of   self-

assessment   can   be   noticed.   The   completion   of   several   programs   that implemented this 

method enabled the application of the model in several hundred offices. 

Quality management systems and the EFQM model (CAF is the EFQM model adjusted to public 

sector) are necessary not only to companies but also to public sector organizations. They are  based  

on  similar  principles  and  they aim  at  the  improvement  of  services  offered. Despite  certain  

differences,  it  seems  that  they  can  complement  one  another  and  be  used simultaneously in an 

organization. 
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Service quality in public administration versus TQM 

 

The concept of Total Quality Management (TQM) consists in the integration of the 

company’s objectives with the ones  of its  customers.  In  this  approach  it  is  crucial  that  the  

operations involve  the  whole organization (a system approach),   the whole staff is engaged 

in the quality issues with the leading role of the managing staff, a process approach of 

management is applied as well as continuous  process  of  improvement,  various  quality  

management  techniques  and  other supporting  methods  that  aim  at  achieving  the  strategic,  

long-term  success  of  the  company. The  success  is  due  to  an  increasing  satisfaction  level  of  

customers  and  results  in  several benefits to all the members of the organization and society. If 

their work is to be efficient, the employees must be highly motivated and  well behaved, be 

ready to work in a team  and to improve  their  qualifications.  Furthermore,  the  managing  

staff  should  act  as  leaders,  plan relevant tasks and then create the right atmosphere to carry 

them out. That is in line with the Oakland’s  approach,  who  says  that  TQM  has  the  

following  strategic  objectives:  customer oriented  quality strategy,  understanding  of  the  fault  

prevention  processes,  people  treated  as subjects, their motivation, team problem solving and 

quality assurance in compliance with the ISO 9000 standards; they all guarantee the customers’ 

demands will be met (Oakland, 1992). Thus, TQM is a vision   that   can   be   achieved   by   

means   of   long-term   planning,   by   carrying   out   and implementing annual quality plans 

that will gradually result in making the vision come true, that will lead to the situation where 

the definition of TQM becomes a reality (J.  Dahlgaard,  K.  Kristesen,  G.  Kanji, 2001). 

 

The use of such approach in the public sector organizations results in several benefits for the 

whole organization members (the achievement of the strategic, long-term success) and the 

members of the society (the increase of customer satisfaction). It should be stressed that the 

concept of TQM is also associated with Deming’s 12 principles, and a similar approach was  

presented  by such  forerunners  of  management  as  Crossby  (in  his  14  stages  of  quality 

improvement) and Juran (in his 10 steps to TQM). 

 

For many years public administration has been   treated in a completely different way than  

private  sector  and  it  has  not  been  applying  the methods  of  management  and  ways  of 

increasing  the  organizational  effectiveness  and  efficiency  as  well  as  high  standards  of 

customer  service  that  have  been  used  in  private  business.  It  seems  that  particularly  public 

sector organizations should devote a lot of time to introduce suitable management methods 

that would improve the efficiency of their operations and the level of their services. However, it 

is the monopolistic character of the services offered by public administration units that they 

have  no  incentives  (these  appear  on  commercial  markets)  to  improve  the  quality  of  the 

service.  Thus, it is not the issue of the public service quality level or its improvement but the 

problem of creating relevant incentives; in other words it is the problem of creating a situation 

where  public  institutions  themselves  will  be  interested  in  improving  the  quality  of  their 

services.   
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Public  administration,  when  offering  services  that  are  in  a  way  monopolistic  in nature, has 

the duty to do it properly and with commitment so that the demands of citizens, who cannot 

take advantage of a competitive organization, should be met. 

 

When considering the issue of improving the service quality in public administration, one  

should  look  more  closely  at  the  notion  of  the  quality  of  such  type  of  services.  The 

definition that is in force now and is included in the EN ISO 9001:2009 standard states that  

“quality  determines  the  degree  to  which  a  set  of  inherent  characteristics  fulfill  the 

requirements”.  If  so,  the  quality  of  services  could  be  defined  as  a  degree  to  which  a 

particular service meets the needs and expectations of customers, and the fact if the condition 

has  been  fulfilled  (or  not)  is  evaluated  every  time  and  individually  only  by  a  customer. 

However, if the definition is to answer the question  of the quality of a particular service, a 

broader look will be indispensible that considers such detailed aspects as the customer’s needs 

and expectations. A need is a feeling of unfulfillment that forces an individual to undertake 

actions  to  meet  it.  Customer’s  expectations  are  simply  his/her  requirements  that  may  be 

perceived as the clearly defined ones  (e.g. completion of a case, short time of waiting) or the 

unspecified ones (e.g. polite service). Both requirements are equally important, however, the 

fulfillment of unspecified requirements, which are difficult to define in a clear way, is much 

more complicated. Thus, the quality of services rendered by administration can be defined as 

follows: “quality is the value that contributes to the improvement of the quality of our life and 

culture, and it is the degree of the fulfillment of common and individual needs”(Lazibat, 2012). 

 

The implementation of the TQM concept in public administration involves a complete change 

in the ways of behavior, set of values and attitudes. The quality of service depends on people, 

their motivation, culture and readiness to work in a team, etc. The concept takes into 

consideration not only all the most important factors that decide about the success of a project 

(leadership,  commitment,  customer  satisfaction,  processes,  relations  with  partners,  staff 

motivation, their qualification, resources) but also the objectives of the organization and all 

the operations related to management. 

 

The implementation of the CAF model in public administration 

 

The  CAF  method  was  created  by  the IPSG,  Innovative  Public  Services  Group.  It 

functions within the EUPAN , an informal European Public Administration Network, whereas 

CAF RC (CAF  Resource  Centre)  is  the  body responsible  for  the  implementation  of  CAF, 

which   was   set   up   within   the   EIPA   (European   Institute   of   Public   Administration)   in 

Maastricht.  The  Institute  cooperates  with  a  network  of  national  correspondents and  is 

supported   by  EFQM   European   Fundation   for   Quality  Management) and   the   Speyer 

University in Germany. 
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The CAF self-assessment model (EIPA, 2017) is the Excellence Model of EFQM  assigned to 

public institutions,  which  is  a  practical  tool  that  makes  self-assessment  possible,  helps  

understand shortcomings and find solutions. It consists of nine criteria that define the 

organization’s area of  operations,  how  it  approaches  the  tasks,  what  results  it  achieves  in  

its  relations  with customers/citizens and society, including the key results of the operations. 

The evaluation of the criteria is based on  opinion research and internal indexes. 

 

The main objective of the CAF model is to assist the understanding process of quality 

management and to improve the hitherto condition of management. More precisely, it aims at 

the  introduction  and  consolidation  of  the  principles  of  the  complex  quality management  in 

public  administration,  the  facilitation  of  self-assessment  of  public  sector  organizations  in 

order to make diagnoses and undertake suitable operations, the construction of a bridge that 

connects  various  models  applied  in  quality  management  and  at  the  facilitation  of  mutual 

learning between public sector organizations (EIPA, 2012).  The CAF method constitutes one 

of the best tools of collecting the information about an organization and of monitoring   it on 

its way to quality management. 
 

The process consists of three phases and ten stages: 

Phase I – The start of the CAF process (Stage 1. Organizing and planning the process; 

Stage 2. Communicating the launch of the process in the office), 

Phase II  -  Self-assessment  process  (Stage  3.  Setting a  self-assessment  group;  Stage  4. 

Training   of   the   group;   Stage   5.   Undertaking   the   self-assessment;   Stage   6. 

Reporting the results), 

Phase III – Improvement plan / prioritization (Stage 7. Drafting an improvement plan; 

Stage 8. Communicating the improvement plan; Stage 9. Implementing the plan; 

Stage 10. Planning the next self-assessment). 
 

 

 

The implementation of the quality management system in compliance with the ISO 9001 

standard in public administration 

 

The ISO 9000 Quality Management Standards are not technical standards and they do not 

describe in a direct way the parameters that a product or service should meet but they describe 

certain  principles  that  ensure adequate  quality.  That  is  why they can  be  used  in  all type  of 

organizations,  public  administration  including.  However,  one  should  not  forget  the  specific 

nature of the institutions where the system will be implemented. The specific features result 

from the following facts (Baković, T., Lazibat, T, 2004):  

 the  lack  of  competitors,  thus  the  lack  of  motivation  to  increase  the  efficiency  and 

reduce the costs, 

 the effects of operations are immeasurable and do not bring income, it is difficult to 

determine their effectiveness, however they are socially important and must be carried 

out, 
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 financial resources depend on the condition of public finance and not on the quality of 

management and services rendered, 
 

 the services are ordered by the state and they cannot be commercialized, 
 

 long-term planning is disturbed by rotation and actions on the part of politicians. 
 

 

At present the group of the ISO 9000 standards consists of four basis standards: 

 

 ISO  9000:2005  Quality  management  systems  -  Fundamentals  and  vocabulary  (in 

Bosnia and Herzegovina   -   EN   ISO   9000:   2006 ), 
 

 ISO 9001:2008 Quality management systems  -  Requirements (in Bosnia and 

Herzegovina   -EN ISO 9001: 2009), 

 ISO   9004:2010   Quality   management   systems -   Guidelines   for   performance 

improvements  (EN  ISO  9004:2010), 

 ISO   19011:2002   Guidelines   on   Quality   and/or   Environmental   Management 

Systems   Auditing   (in   Bosnia and Herzegovina -EN   ISO   19011:2003)  and other  

standards,  technical  specifications  and  reports  that  support  basic  standards, which  

include  guidelines  concerning  specific  issues  within  the  framework  of  the quality 

management system. 

 

These  standards  –  as  it  has  been  mentioned  before  –  have  become  one  of  the  most 

common  documents  certifying high  standard  of  services  rendered  by public  administration, 

the offices of self-government administration in particular. At present many institutions and 

customers are convinced about several benefits gained as a result of the implementation of the 

systems. They are based on the eight principles of quality management: customer-orientation, 

commitment, leadership, process approach, system approach, continuous improvement, fact- 

based decision making, mutually beneficial contacts with partners. 

 

The  process  of  implementing  QMS  in  an  organization  is  not  divided  into  stages  very 

recisely,  there  are  several  approaches  in  this  case  and  the  literature  on  the  subject  is 

extensive ( Kuhlmann, 2010).  However,   it   is   possible   to   distinguish   some   characteristic   

stages   of   the implementation process: 
 

 Making decision on implementing QMS. 
 

 Setting up a timetable/ plan of action. 
 

 Conducting a review of the organization 
 

 Training  senior management. 
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 Appointing a QMS manager and working groups. 
 

 Preparing system documents. 
 

 Appointing internal auditors and training the staff. 
 

 Internal audits. 
 

 Final audit and applying for certification. 
 

 Obtaining the certificate from a certifying unit. 

 

Following all the indispensible operations in the implementation stages, in the course of the 

two last ones that aim at the verification and confirmation whether the organization meets the 

requirements defined by the standards (a certifying audit), the external auditor examines the 

whole range of the organization operations from the point of view of their   compliance with 

the standards and issues a certificate confirming correct implementation of the QMS. 

 

The implementation of QMS that complies with the ISO 9001 standard in public sector 

institutions may contribute to the change and improvement of their work organization, and – 

first  of  all  –  it  may  result  in  the  improvement  of  the  service.  It  may  also  constitute  an 

instrument that changes the structure and methods of their functioning  and lead to the change 

of the public administration image. 
 

Implementing TQM concept in public sector organizations – a model approach  

 

The implementation of the TQM concept in organizations is a long –term process that 

requires  a substantial   amount   of   various   resources.   There   is   no   precisely  determined 

methodology of implementing the process. However, some recommendations can be found in 

the literature that should be followed by organizations striving to TQM (as in the Oakland’s 

model mentioned before). The term “striving” seems to be and adequate one as it is difficult 

to state explicitly (due to the lack of uniform implementation principles) whether the TQM 

system has been implemented. 

 

First of all, the implementation of TQM in a company starts with the acceptance of the right  

attitude  –  that  of  leadership  and  involvement  –  on  the  part  of  the  Board  and  the 

managing staff of particular departments. At this stage, which might be called the initiation 

stage, it is the duty of the managing staff to coordinate the operations, to define clearly the 

tasks and, which is perhaps the most vital element, to convince the employees to this concept 

of management. The staff will only then be committed to the pro-quality operations if they are 

adequately  motivated  by  their  superiors,  and  this  is  possible  through  a  wide  training 

programme offered to the managing staff and the employees. 
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The next step is the review of the existing systems, i.e. the diagnosis of the system, and then 

the  adjustment of processes, which means planning and adjusting them in a way that the TQM 

objectives can be achieved. Then a plan of the improvement of processes appears and the  

reorganization  of  the  whole  system  occurs  that  aim  at  meeting  the  (internal  or/and 

external) customer’s   requirements.   This   can   be   achieved   either   by   radical   changes 

(reengineering) or by continuous improvement of the organization (kaizen). At this stage it is 

highly significant to motivate the staff to be active and involved. This is the stage when both 

of the presented methods (CAF and QMS in compliance with the ISO 9001 standard) may be 

useful,  which  is  presented  in  fig.1.  It  often  happens  that  in  the  course  of  the  QMS 

implementation  the  employees  gain  new  knowledge  and  increase  their  qualifications, the 

processes are formalized  and the standard of their quality is specified, which can support a 

quicker  and  more  efficient  evolution  of  the  organization  towards  QM.  An  efficient  and 

modern organization structure  based on effective communication is the basis of TQM and it 

is created at the stage of process integration and company restructuring. 

 

The CAF and QMS implementation process in the public sector organizations is not an easy 

one. In the course of implementing either a quality management system based on the ISO 9001  

standards  or  the  CAF  model,  being  the  elements  of  TQM,  significant  changes  must occur  

within  the  organizations  as  regards  the  approach  and  perception  of  their  objectives, which  

shows  in  suitable  management  and  administration.  The  customer-oriented  approach must be 

supported by adequate culture, communication and commitment because only then the 

transformation will be permanent and efficient and will  aim at meeting the citizens’ needs and 

expectations. Thus, it must result in a general improvement of the services rendered by these 

institutions and a measurable increase of the customer satisfaction level (Đorđević, 2007).       

 

There are five stages as regards the condition of an organization and they refer to the whole 

process related to the concepts of continuous improvement and the acceptance of the 

customer-oriented approach.  They  form  a  process  of  improving  service  quality  and  a 

successful  completion  of  each  one  will  result  in  the  implementation  of   TQM  in  the 

organization. In the course of each stage the organizations will face various problems. Thus, it 

is  crucial  to  identify them,  to  find  the  causes  and  then  to  remove  them  so  that  the  process 

proceeds smoothly and eventually is beneficial. 

 

The stages may refer to the implementation of every method that increases the service 

quality, no matter whether it is CAF or QMS. The stages are the following: 
 

 awareness, 
 

 preparation, 
 

 carrying out the self-assessment process, 
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 planning (preparation of the improvement plan), 
 

 implementing the plan of action and continuous improvement. 

 

In  this  model,  in  the  course  of  the  process  of  service  quality  improvement,  the 

organizations  should  consider  fundamental  questions  concerning  the  awareness  of  their 

targets and the will to reach them. It is of vital importance that the public sector organization 

should have an adequate degree of awareness in order to go through the subsequent stages of 

the model. The following stages determine the diagnosis of the system and the plan of action. 

When  the  organizations  ask  the  question  how  to  meet  these  targets,  the  answer  may come 

from the methods of  CAF or  QMS in compliance with the ISO 9001 standard. 

 

The concept of  TQM can be put into practice by means of both methods (fig.1) Every 

organization must adapt the basic principles of quality management, which in a way constitute 

the basis of their further actions. It is worth noting that they are compatible as they are based 

on  the  same  assumptions  that  customer  comes  first.  Since  there  are  no  uniform  TQM 

implementation stages, it seems that both methods can be helpful when building the system. 

The  CAF  method  achieves  this  through  self-assessments  and  improvements,  while  QMS 

through  formalization  of  the  management  system  based  on  documents,  and  both  these 

elements are indispensible when implementing TQM. 

 

The  presented  model  (fig.1)  shows  all the  possible  approach  configurations  when 

implementing  TQM (with  both  methods)  and  proves  that  it  is  not  necessary  to  choose 

between the two. 
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Figure 1 TQM implementation model with the use of the CAF and QMS in compliance with the ISO 9001 
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As  figure 1  shows,  the  theses  of  the  methods  are  complementary.  So far  the  public 

administration has been using the methods rather separately In this case two implementation 

options of the methods are possible: 

 

 in the case when GMS is functioning, the  customer’s requirements and  relations 

between  processes  have  been  defined  and  a  formalized  system  exists,  the  CAF 

model may serve as a method supporting the improvement of the existing system 
 

(see fig.2); 

 in the case when the CAF model has been implemented, the self-assessment has 

been carried out and the implementation of the improvement projects has started, 
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the  QMS  that  formalizes  the  whole  system  and  has  a  significant  impact  on  the 

whole organization  can be implemented as one of the projects (compare fig.3). 

 
 

Figure  2.  QMS  with  the  CAF  method  implemented  as  the  element  facilitating  the  process  of  

continuous improvement 

 

 

 

 

 

C C 

U U 

S S 

T T 

O O 

M M 

E E 

R R 

Source: Author’s research 

. 

 

 

Figure 3. CAF method with QMS implemented as one of the improvements 
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Conclusion 

 

The  process  of  the  service  quality  improvement  in  public  organizations  is  a  fact. 

Although  hundreds  of  such  organizations  have  implemented  either  the  quality management 

systems in compliance with the ISO 9001 standard or the CAF self-assessment model, they 

have a long way towards the TQM concept. 
 

As it was presented, the TQM concept may be put into practice through both methods 

(CAF, QMS); it is important that they can co-exist and complement and there is no need to 

make choices. However, in order to implement both method properly and to reach  TQM, it is 

crucial  that  the  public  sector  organization  has  a  certain  degree  of  awareness  as  regards  its 

targets and willingness to meet them. Only then both these methods may be helpful. 
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Abstract: The concept of humanitarian diplomacy is receiving increasing attention internationally, 

and this concept is popularized especially by the International Red Cross Movement. International 

Federation of Red Cross and Red Crescent Societies (IFRC) defined humanitarian diplomacy as a 

persuasion of decision makers and opinion leaders to act, at all times, in the best interests of 

vulnerable people, and with full respect for fundamental humanitarian principles. Humanitarian 

diplomacy, according to IFRC, includes advocacy, negotiation, communication, formal agreements, 

and other measures.  

 

The focus of this paper is on public relations as a promotion tool within marketing communication 

mix, and its role in accomplishment of humanitarian diplomacy objectives. In particular, this case 

study is about a response of Red Cross of Federation of Bosnia and Herzegovina to 2014 Southeast 

Europe Floods that caused many problems and enhanced vulnerabilities in Bosnia and Herzegovina.    

 

The purpose of this interdisciplinary study is to conceptualize the role of public relations within 

humanitarian diplomacy through in-depth qualitative research. 

 

Keywords: Public Relations, Promotion, Marketing, Humanitarian Diplomacy, Natural Disaster, 

Developing Country, Bosnia and Herzegovina, Red Cross  
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