
short introduction/story telling
last year at the same time in Bratislava/slowaky/Europe 
I `ve listened to some presentations at 7th European CAF Users’ Event.
I like to remember an amazing story from Estonia (one of the 3 Baltic states in the northeast part 
of EUROPE)

Estonia was part of the USSR until 1990.  In that period, at the end of the cold war, Estonia has 
opened to Europe in very peaceful way.

Estonia became an independent state, later in 2003  Estonia became a member of the European 
Union.

At the beginning Estonia was faced with great challenges.
They had to build up a government system, ministries, administrations and so one.
Estonia government and administrations have looked for good solutions or best practice.

You can imagine, that it was a bold venture.

Some smart minds of Ministry of Finance (MOF) have found Common Assessment Framework.
They used CAF like a check list.  This checklist contains many valuable hints and basic informations
to establish and to form a good effective and efficient organisation.

They have constructed a modern ministry and since 2002 they have been moving on a road of 
continuous improvement.
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Let me introduce myself:
My name is Christoph Hehl
I‘m 57 years old, married for a long, long time. 
Moritz our son is 20 years old.

My Current job is:
since 2009 department head at Hessian Administration for Land Management and Geoinformatics
in Wiesbaden/Germany (organizational development, quality management, process management, 
project management)
Before I‘ ve collected experience in :
Project manager/Project head in several ICT-Business-Solutions projects for more than 20 years

Experience with caf
are 3 CAF evaluations in my agency
CAF-evaluation is implemented in HVBG since 2003, meanwhile six evaluations

I also do consulting for CAF-evaluations in about 15 organizations

I‘m member of CAF user advisory board Germany since 2010 and external feedback actor for CAF 
for 3 times  in Germany and Europe
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Let us begin with an symbol, which could represent the situation of an organization.
Lets have a look on an tower strong, stable, powerful, unswerving, well constructed, substantially 
built.
This tower could be a good symbol for a great organization, a perfect company, an impeccably 
functioning administration - simply well positioned: 

• Executives/Managers who shape and realize the future of an organisation, and who are 
exemplary in their values   and ethics. 

• Executives/Managers lead, direct and act in a culture of responsibility / honest, respectful 
coexistence. 

• The employees are highly motivated / highly performant. 
• There is a climate of innovation, creativity, mutual inspiration. 

The company delivers balanced, excellent results for customers in an environment of social, 
economic and environmental sustainability. 

WONDERFUL - fantastic !!
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A lovely dream – the reality and the circumstances are different. 

Nobody knows how to handle the organization, the staff and customers.

Nobody knows 
• What is the situation
• What are the results, output, outcome and impacts.
• What do customers think about products and services.
Performance decreases, turnover decreases, 

There is a climate: Pressure, coercion, internal and external rules for everything and everyone 
(transfer of tasks, finances, personnel reduction, demography ...) 
Competition, fear, overload, no workload, burn out/bore out
No ideas, no innovations, 
uncreative, expensive, inefficient, ineffective, unmotivated 
No vision, no future
Nobody knows exactly what it is. 
Nobody cares about it.

You can imagine: The tower of the organization is not stable, some parts are missing, the 
construction is ailing, 
Of course, this is awfulized scene - painted black! 

But perhaps you can find some parts of it – everywhere!
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what can

The question is:
What can be done?
The company need some good advices
Management has to decide. 
• Leave it as it is 
• Get some consultants in theCompany
• Try to solve the problems by theirself?
• What does it cost? 
• Will it be better than before?
• Will it be worse than before?
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There are various models and methods to improve the situation as described.
Lets have a look on a 360O solution: an holistic approach to organization analysis
This general, simple and easy-to-us model 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. 

This solution, named Common Assessment Framework (CAF)  is a bridge across the various 
models used in quality management.
The CAF is public domain, it’s free of charge.
It looks at the organization from different angles at the same time.
A nine-box structure identifies the main aspects requiring consideration in any organizational 
analysis:
Criteria 1-5 deal with the managerial practices (what is done, how is it done?):

• leadership
• strategy and planning
• people
• partnerships and  resources
• processes

in Criteria 6-9 results achieved in the fields of
• customers/citizens
• employees/people
• social responisbility
• and key performance 

CAF Self assessment is done by a self-assessment group. The self-assessment group should be 
representative of the organisation.
The CAF aims to be a catalyst for a full improvement process within the organisation and has some 
main purposes:

• to introduce public administrations into the culture of excellence and the principles of 
TQM;

• to guide them progressively to a fully-fledged PDCA (PLAN, DO, CHECK, ACT) cycle;
Using CAF - the tower of the organization become more stable, structural defects are going to be
eliminated.
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ANKARA ... Hessia

Let us have a look on the tower of HVBG
and begin with a flight to Hessia and its capital Wiesbaden – located in the heart of Germany und 
centre of Europe!
You can recognize my Agency and some of its tasks on this slide! It’s a small copyright remark in 
Google Earth video.
You can find us in Maps, Aerial Photos of Google, Microsoft, Apple, Car-Navigationsystems in PC, 
tablets, mobile phones and so on.
But nobody knows!
HVBG keeps relevant and comprehensive information on the landscape and land in 
Hessia/Germany and provides spatial data for various purposes 
and integrates spatial data of state administrations and municipalities. 
We know everything about land and landscape:

• how high, how deep is something
• who is the owner
• what is the texture/condition of surface and nature
• which selling prices for properties and buildings are payed or are possible
• what can be planned, what is planned
• what can be improved (development of agricultural structure, extensive protection of 

environment, rural development), 
In our databases for Hessia are saved:

• 114 million objects
• 5 million properties
• 5 million buildings
• 19 million border objects – the length is the distance Earth to Moon as a round trip
• 400.000 water objects

HVBG develops urban and rural areas and supports rural infrastructure investments - about 60 
million EURO of funding in rural development are distributed in the last 10 years
HVBG’s core duties are: national/state survey, land survey register, spatial data infrastructure, land 
consolidation, site development, property value collections and services 
About 670 civil servants + 770 employees are working currently at HVBG.

7



21
00

 
21

00
 

1
60

0
1

60
0

14
00

14
00

5656 15152323

20
00

20
10

20
20

employees

locations

12
50

12
50

1212

our situation

Lets have look on my organization HVBG.
My agency has been driving a far-reaching transformation process since 1999. 
In the first phase, many public services provided by the Agency were privatized. 

As a result, in 2005 the 56 local offices of the Agency were merged into seven new land survey 
offices with five outlying branches. 

At the same time, the Agency reduced staffing numbers by 30% within 10 years through an 
employment freeze.
It is estimated that the Agency will lose nearly 200 employees by 2022 due to retirement.

Additionally the staff members are expected to continue the transformation process to deal with a 
number of technical and functional challenges
as an increasing demand for its work, e.g. in land consolidation processes across farms, transport 
planning, environmental protection and climate change projects. 
new ICT solutions for geo-data, continuous ICT investments.
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our attitude|conduct

After 2005 the leading management has to overcome enormous challenges as mentioned before 
(reducing staff, reducing costs, reducing offices, privatization of services, obsolescence of staff 
etc.). 
HVBG has to concentrate on core duties (high relevant for society and regional politics) and tries 
to offer good products and services to core customers in different sales channel. (like state 
administration, municipal management, energy supplier etc.)
From that period date HVBG starts out for change. 
For the first time Senior Managers/steering board developed, implemented the mission and vision 
of HVBG and translated into a strategy and planning. 

In this context answers to the following questions had to be found:
• Who are our core customers/stakeholder?
• What do they need, which products/service could be offered?
• Could HVBG support the work of customers?
• Could HVBG offer solutions to issues of core customers?
• Could we develop some projects together with our customer or partner?
• Are there some opportunities for cooperation/commercial partnerships?
• Are adjustments in our products/services necessary?
• Do we have the right processes for the requirements?
• In which way our own issues (reducing staff, reducing costs, reducing offices, 

privatization of services, obsolescence of staff, sales-/turnover expectations etc.) could 
be solved.

• Do we have to invest in advanced training, education, ICT, personal recruitment etc.?
• What will we achieve (outcome, output)?

In 2010 a new organisational concept was developed and implemented. It was the first holistic 
attempt to find solutions.
In the sense of a continuous improvement philosophy two broad strategic and impact-orientated 
concepts were developed for the periods 2011-2016 and 2017-2022. 
These concepts are considering determining factors, mission, vision, demographic ageing, 
influence of stakeholders, customer relationship, costs, infrastructure (ICT, buildings etc.), rental 
area, products and services, innovation, staff recruiting, cultural aspects (cooperate culture, 
leadership, company core values, code of ethics etc.). 
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our attitude|conduct

The first concept is implemented, meanwhile the implementation of the second one is started in 
2016.

The current strategic concept contains about 30 specific drafts on different issues. 
We have made a very special walk through-strategic map  (about 20m long, 10m high) – we have 
connected the various issues  to show dependencies, side-effects, interlinks and to clarify/widden
sight for responsible actors.

An important step was and is to involve the responsible state government department and politics 
- Ministery of Economics, Energy, Transport, rural-/state development.
In order to deal with all challenges the Agency has agreed the change strategy with our Ministry. 
In this context HVBG is faced with some changes in alignements by politics due election every five 
years (e.g. change of minister, composition of government, elected parties etc.)

Already in the year 2003 HVBG decided to use an easy to use Total Quality management Tool to 
evaluate change projects. 
Common Assessment Framework (CAF) was considered as the most effective tool to respond to 
these demands. 
The Agency piloted CAF in 2003 and repeated the self-assessment in 2006, 2008, 2011, 2013 and 
2016. 
By applying the Common Assessment Framework model HVBG evaluates all its approaches, its 
acting, its output and outcome in a holistic way.
We concurrently tries to introduce a deeper understanding and an attitude of the TQM maturity 
within the organization/within the staff.

Another important step was to implement and to use consequently methods and tools of a 
modern management cycle. 
Since 2010 an executive department of strategy and controlling is supervising and supporting all 
activities and every actor. 
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Ⓜ + Ⓒ + Ⓘawareness

= TQM Maturity

Excellence

So HVBG handles its challenges using consequently methods and tools of a modern management 
cycle/Common Assessment Framework for  more than 10 years.
So this approach can be reduced to an easy to remember formula:

(M + C + I ) awareness = TQM Maturity/TQM Excellence   (M+C+I) to the power of awareness

That means that the interaction of using 
• modern management tools (initiated by Management(-cycle), 
• + common assessment framework
• + Improvements initiated by CAF and Improved by CAF
• + strong staff involvement to the power of awareness 
• = is introducing an understanding of the TQM maturity

Therefore a high quantity and quality of positive outputs and outcomes can be perceived in my 
agency. 

Self-assessment with CAF is now used …
• to find everything what is still absent
• to find everything what is not good yet
• to find everything where a decreasing can be perceived
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About 250 improvement activities initiated by CAF were started and implemented,
for example: knowledge management, process management, project management, staff and 
leadership development, strategy and planning, customer relationship management, 
sales/distribution/marketing and so on.

So HVBG also invests with consistency in leadership development programs for all hierarchical 
management levels since 2011 and in staff development actives/programs since 1998.
Since 2005 (as an improvement action by CAF) different appraisals of line managers by 
subordinates shows positive average scores. About 93 percent of interviewed persons are satisfied 
with cooperate leadership of their line manager.
The average age of staff is currently about 49 years. 
The organization also invests in workplace health management and rehabilitation management. 
Sickness absence rate decreases form 6 percent in 2011 to 5,1 percent in 2016. Sickness absence 
rate is lower than the average of public organizations in Germany (5,9 to 6,2 percent) and nearly 
at the level of economy/industry.

HVBG has done a lot for work-life balance like
• flexibility in the organization of working time, 
• flexibility in alternating telework, 
In 2016 HVBG is given the quality label “Family Friendly Employer”.
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What is the impact of our efforts on key performance indicators? Here some examples:
Reducing staff necessitates thinking about rented buildings, costs of properties, necessary areas 
etc..
Rental area was reduced and as  a consequence of reducing rental areas expenditures for facilities 
are cut down by 350.000 EUR in the period 2010 to 2015, 
though rent was increased by at minimum 15 percent in the last five years (2010-2015).

HVBG improves processes and technology to reduce treatment-/process times in core duties up to 
30 % during five years (2010 – 2015). 
Process costs in section sales/distribution are reduced by 100.000 EUR/year and complaints on 
products/services are decreased lower than 1,5 percent.
In another case transport-/waiting time could be reduced by 1.000 days a year for our customers 
by optimizing only one work step in a process.

Sector “Liegenschaftvermessung/Surveying” and sector “Liegenschaftsdaten/real estate data” 
generate more than 90 percent of orders and turnover. 
As a result of different improvement activities cost coverage in core duties advances at maximum 
by 20 percent in period 2010 to 2015.

HVBG has to concentrate on core duties in different sales channels. Since 2011 the agency 
simultaneously strengthens activities in sales, distribution, marketing.
In spite of staff reduction orders and turnover remain (nearly) stable.
For several administrations it’s possible to get products and services for free. From 2011 to 2015 
costless turnover raises by more than 60 percent.
HVBG runs the biggest online shop of Hessia’s state administrations. Since 2011 turnover, 
generated in the online Shop, increases by 44 percent. At the same time visits raise by nearly 80 
percent.

Spatialdata/geoinformatics gets increasingly important to state administrations, municipal 
management, energy suppliers, environment protection (solar-/wind energy), flood 
control/climate change, precise farming, integrated plant protection etc.. The usage of our Digital 
services advances by 175 percent in the last five years. 
Political leadership appreciates the improvement activities of HVBG. In 2015 HVBG was 
recompensed with a management dividend of 1 Million EUR.
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After you have done so much work, so much power in developing management, people and the 
organization – you have deserve a reward!

Organisations that have used CAF in an effective way can be awarded the European ‘Effective CAF 
User’ label.
And also Public Sector organisations, which implement the CAF quality management system, will 
want to see the results of all their efforts and make them visible internally and externally.
They 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. 

A three-pillar system structures the assessment:
1. The process of self-assessment: have the different steps of applying the CAF been 

implemented effectively.
2. The process of improvement actions: did the organisation start up successfully 

improvement actions.
3. The TQM maturity of the organisation: built around the 8 Principles of Excellence 

(EFQM), putting the actions/steps into a broader scope and looking at the impact on 
the organisation.

After passing the Procedure of External Feedback (PEF) successfully, the applicant organisation will 
be awarded with the label 'Effective CAF User'. 
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What is really important?

It begins and ends with the setting of management.
It is important not to wait for a miracle, for a savior or a consulting company.

President, executive-/steering board have to recognize and analyze the situation of an 
organization.
They must have courage and determination to change the situation.
They need to communicate, convince and act in an honest way amongst political authorities and 
staff 
• to bond people with same ideas, purposes, wishes, visions and goals
• to generate desire to belong to something, that is worth to do.
What is really needed and what is important in the next steps?
There is much work to do with high energy, patience and convincement.
On the way we have met some doubts, many lessons to learn and some suitable adjustments have 
to be made
It never ends but it’s worth the trouble.

Positive attitude / 
an honest and meaningful leadership / 
appreciating and convinced managers /
dedicated employees / strong staff involvement /
intensive accompaniment – step by step – and support for all actors / 
a suitable and flexible combination of methods and tools 
have made and are making changes possible in HVBG.
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What could be an advice- what is my experience, what can be a conclusion

In German there is a nice ambiguous phrase to start something: Mach’s einfach!

What does it mean: 
• Just do it! or
• Keep it small and simple

This fits perfectly!
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Lets go back to the beginning, lets go back to the story of developing public administrations in 
Estonia!

According to the International Civil Service Effectiveness (InCiSE) Index 2017, covering 31 
countries, compiled by the UK’s Blavatnik School of Government and the Institute for 
Government.
Estonia has one of the most effective public sectors in the world!

Estonia is ranked 7th overall on the Index. 
It rises to the top position when scores are adjusted for Gross domestic product (GDP) per capita.

Some indicator scores are especially noteworthy.
• First, digital services where Estonia is ranked top and their overall score stands out 

above the rest. 
• It scores highly against all themes and Estonia’s overall performance could reflect its 

strong IT policies and investment in IT infrastructure. 
• Estonia is ranked 3rd for social security administration, suggesting comparatively low 

administrative costs relative to sector expenditure.
• Estonia is also ranked top for the tax administration indicator. 

So-Let me end with a question:

Can you imagine why? – What could be the reasons?
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