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Abstract:

The present article provides a review of Total Quality Management (TQM)
and Change Management in Public Sector. It highlights the special role of
TQM in the Public Sector, the concept of Quality in Public Sector Services,
the Innovation in Public Sector and the role that E-Government can play.
Moreover, it emphasizes some Best Practices that have been applied in
Greece and consists of innovative and interesting practices. It concludes
by integrating all concepts discussed with the factors that shape change.

INTRODUCTION

Pursuant to the guidelines of the Lisbon Euro-
pean Council (March 2000), governments around
the world are launching national programs for the
reinvention of the state in order to change the over-
all government performance. This creates a result
oriented and cost-conscious public administration,
which will provide high quality services and satisty
the needs of its citizens.

This implies a deviation from the traditional bu-
reaucratic management of public services towards a
more entrepreneurial, so-called, New Public Manage-
ment-NPM (Denhardt and Denhard, 2000). As part
of this strategy, some quality tools and techniques are
used, including Management By Objectives, Total
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Quality Management, Balanced Scorecard, Cost-Ben-
efit Analysis, Market Testing, Performance Related
Pay, Value For Money and more, or combination of
these, which have already been implemented in the
private sector.

Successful implementation of quality tools, in the
vast majority of cases, has a positive impact on the
economic performance of organizations. However,
studies undertaken in various countries around the
world indicate that most quality initiatives ultimately
failed to achieve the desired goals. Moreover, favora-
ble results were produced in the short term whereas
long-term sustainability was not achieved. Some re-
searchers even declared TQM a failure and went lit-
tle further to cut quality funds (Kuperus and Rode,
2008).



As empirical evidence could not provide reason-
able explanation why some quality programs offered
large positive effects whilst others provided no im-
provement whatsoever, or any substantial improve-
ment in business performance, some researchers
began to investigate the creation of commitment to
the ideals of TQM and quality, approaching the cul-
ture as a phenomenon, rather than as a set of tools
and techniques.

In a quality-oriented organization, with dynamic
environment, change is inevitable. The biggest ob-
stacle to the introduction of TQM in an organiza-
tion is to change the culture, that is, the period dur-
ing which attempts are made to change behavior
and relationships between employees in an organi-
zation and transform their organizational culture
into quality culture. In order to ensure sustainable
quality culture, quality should not be treated as a
destination but as a journey where leadership and
learning play an important role.

GUIDELINES FOR DEFINING THE NOTION OF
QUALITY IN THE PUBLIC SECTOR

The concept of quality is expressed in a series of
complementary definitions, as follows:

Improving the way of governance (the constitu-
tional architecture and the structure of government
and society) and the effectiveness of public action
(Bovaird and Loffler, 2002; Bovaird et al., 2002;
Daemen and Schaap, 2000; Matheson and Hae-
Sang, 2003).

Quality can be defined as “the way somebody
feels adequate with something” (OECD, 2001). Ac-
cording to another point of view, quality is a set of
standards and characteristics of the product in rela-
tion to their ability to meet the needs that are known
or arising (International Organization for Stand-
ardization, 2009). Conversely, quality is perceived
as the level at which a set of inherent characteristics
fulfills requirements, which may be subjected to dif-
ferent levels (International Organization for Stand-
ardization, 2000).

It is well-known that the quality of services has
become an important aspect of performance in any
organization in the public sector (OECD, 2001). In-
deed, the public administration of nations attempts
to achieve performance through strategic quality
management (Matei and Lazar, 2011).
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QUALITY AND PUBLIC SECTOR

There was a growing need in the early 1990s to
modernize and reform the dysfunctional and bu-
reaucratic public sector, in order to meet the cur-
rent needs of the society and prosper in a highly
globalized and competitive environment. Efficiency
improvement in the public sector is a goal that is
positioned high on the political agenda in almost
all industrialized countries (Staes and Thijs, 2005).

Along with the adoption of the Lisbon agenda in
2000, Member States of the European Union (EU)
have raised the difficult task of making the Union
the most competitive economic area in the world,
which would rely on knowledge in order to ensure
sustainable growth and better work opportunities,
higher social sensitivity and a simplified regulatory
environment. Essentially, the Lisbon Treaty ratified
the need to modernize public administration (Ivan-
Ungureanu and Marcu, 2006).

Moreover, at that time, a wave of administrative
reform program was launched in several European
countries (such as the English “Modeling Govern-
ment”, the Irish “Quality Customer Service Initia-
tive”, the German “Moderner Staat” etc.). The per-
ception of the private sector and efforts to enhance
civil society greatly influenced the content of these
programs.

The main fields of administrative reforms, which
are reflected in these programs, refer to:

+ upgrading the quality of services provided to
citizens;

+ improving the efficiency and effectiveness of
public services through goal setting and eval-
uation of organic units and employees under
performance ratios;

+ improving the quality of regulation (Laws,
Presidential Decrees, Joint Ministerial Deci-
sions), simplification of administrative pro-
cedures and removal of administrative barri-
ers for citizens and entrepreneurs, as well as
enhancing transparency and development of
social dialogue;

+ ensuring the rights of workers by strengthen-
ing the bilateral dialogue and collective bar-
gaining;

+ introducing “Electronic Government” (e-Gov-
ernment) by enabling citizens to have online
access to public services and networking of
public services between them;
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+ qualitative improvement of human resources;

+ strengthening of institutional transparency
and control.

Basically, the public service framework focuses
on three important dimensions of quality:

+ The core of the service.
+ The external environment of the service.

+ The relationships that can be developed in the
provision of services.

The achievement of the Lisbon objectives in the
economic and social field implies the effective and
efficient operation of the national administrations
and implementation of effective and innovative
practices. These reforms have brought about new
principles, such as focusing on efficiency and effec-
tiveness, ensuring transparency and accountability,
providing information on public sector deliverables.

According to the Luijn et al. (2004), countries
can improve the functioning of the public sector
through adoption of best practices implemented in
other countries.

BEST PRACTICES

Best Practice is a relative term denoting some-
times innovative and interesting business practices,
which have been identified through benchmarking.
Due to the rising need for continuous and substan-
tial improvement of administrative action responsi-
ble for public administration, Ministers of the Mem-
ber States of the EU agreed in November 1998, to
establish “Quality Conference” as of the year 2000,
which will present the “Best Practices” by all Mem-
ber States, namely superior returns, methods or ap-
proaches that lead to excellent results. Such confer-
ences have enabled creation of the network for the
exchange of know-how and experiences.

Noteworthy is the fact that the number of vari-
ous practices presented at the different quality con-
ferences (which are conducted every two years) have
increased over the years, giving trigger to other or-
ganizations to be inspired by the organizations that
already have these best practices or to imitate them.
For example:

+ In 2000 in Lisbon, Portugal, 39 good prac-
tices were presented.

+ In 2002 in Copenhagen, Denmark, 49 good
practices were presented.

+ In 2004 in Rotterdam, Netherlands, 65 good
practices were presented.

+ In 2006 in Tampere, Finland, 78 good prac-
tices were presented (Kazakou, 2010).

The European Institute of Public Administration
(EIPA) has created a network of users of the Com-
mon Assessment Framework (CAF), which enables
the exchange of knowledge and experiences through
CAF implementation. Within this network, all best
practices from the implementation of CAF from
European organizations are gathered in a database,
thus facilitating comparative modeling and securing
suitable conditions for comparative learning. Every-
one can search for best practices on the website of
EIPA, selecting among others the criterion of a best
practice that focuses on:

+ Results focused on citizen / customer.

¢ Results for the performance of an organiza-
tion.

¢ Leadership.

¢ Partnerships and resources.
¢ Human resources.

+ Results of human resources.
o Procedures.

+ Society’s effect.

+ In strategies and plans.

+ In CAF general.

Below are listed some good practices presented
in some European Quality Conferences which refer
to Greece:

Greece, Athens Metro

Through application of the European Business
Excellence Model (European Foundation and Qual-
ity Management / EFQM) and CAF, Athens Metro
standardized operational processes and measured
user satisfaction.

Greece, cardiac-resuscitation Unit, Hospital
“Evangelismos”

Application of CAF revealed various organiza-
tional shortcomings of the hospital and subsequently
implemented various improvement practices, such as
electronic archiving files, digitization of call center, im-
provement materials and technical infrastructures efc.



Greece, Municipal Organization for Health and
Social Affairs (DOKPY), Municipality of Nea lonia,
Volos

This non-profit organization, within social wel-
fare, created support structures in the municipality,
thus promoting primary health care in the city sup-
porting mainly socially vulnerable groups.

Greece, Validation of Applications and Issue of
Marketing Authorizations Division (DDYEP)

This directorate is the first point of contact of
pharmaceutical companies, seeking marketing ap-
proval of products in the Greek market. It is one
of the nine directorates of the National Organiza-
tion for Medicines (EOF), with the last one being in
charge of protecting public health in relation to the
marketing of medicinal in the Greek market.

DDYEP collects applications for the authoriza-
tion of medicinal products and collaborates with
other directorates of EOF, which carry out the eval-
uation and monitoring of these products. The next
step for directorates is to decide on the renewal or
revocation of the marketing authorizations for the
medicinal products.

DDYEP has certification of international qual-
ity standard ISO 9001: 2000 since 2006 and in 2007
applied for first time CAF. A good practice of CAF
is the function of a web application appointment
(e-appointment) system for filing claims, which ac-
tually assessed and yielded to DDYEP the first Na-
tional Quality Award (21/12/2007).

Such web application has enabled better man-
agement of appointments and coordination of the
actions of workers, thus optimizing the results of
the directorate and increasing the quality of cus-
tomer satisfaction. Moreover, as a consequence of
the principles of Quality Management, an increase
in transparency was recorded together with simpli-
fied administrative procedures. Lastly, it promoted
comparative modeling (benchmarking) within simi-
lar organizations in Europe.

Greece, Byzantine and Christian Museum

In 2007, this museum successfully applied CAF
throughout the organization and won the second
National Quality Award (21/12/2007). The applica-
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tion of CAF enabled determining weaknesses of the
organization and facilitated the overall efficiency of
its actions. A good practice that was applied was the
creation of a tactile path of the museum’s perma-
nent exhibition for the blind and visually impaired.

This path includes a tour using acoustic driver
and specific descriptive “tags” in the language of
Braille. Also, the Byzantine and Christian Museum
develops partnerships with international institu-
tions and museums in other countries, with the aim
of comparative modeling of the issues that have to
do with the access to cultural sites and the increase
in the number of visits to the museum.

QUALITY AS AN INTEGRAL PART OF PUBLIC
MANAGEMENT

TQM was first used in the private sector in order
to achieve single monitoring and evaluation of all
activities of an organization in order to accomplish
exceptional business results (Matei and Andreescu,
2005). “Quality” is a general concept, but not new
to the public sector. In contrast, quality was, at least
implicitly, a sense of public administration from
the creation of modern administration, when it
was connected with the observance of regulations
and procedures, the formal correctness, sustainabil-
ity and the absence of arbitrary decisions (Engel,
2003).

According to Giannakopoulou (2011), an em-
phasis was placed on the importance of quality in
the public sector with the introduction of Manage-
ment by Objectives (MBO) at the end of the 1960s.
This was a transitional period, where for the first
time an attempt was made to connect the scope of
public service with the generated results.

A survey on the occurrence of quality in public
administration can be found in Engel (2003), which
emphasizes the idea according to which the “push
for quality” was presented in the public sector during
the last half of 1980s (Massey, 1999). This idea has
moved the concept of quality from the private to the
public sector, and on a wider scale in the 1990s, al-
lowing the quality to become “a central term in con-
temporary rhetoric” (Pollitt and Bouckaert, 1995),
one of the key issues and concerns of administrative
modernization in Western Europe and the “OECD
world” or even “a recent epidemic” of putting the
citizen as the key factor in achieving quality (Pollitt
and Bouckaert, 2000).
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Initially, the movement of quality was based on
European Citizens Maps (Citizens’ Map in United
Kingdom, 1991; Charter of Public Service in France,
1992; Users’ Map in Belgium, 1993) to increase
the quality of services, as perceived by the users of
services (Staes and Thijs, 2005). It is the commit-
ment of an organization to the citizen regarding the
quality of services provided, such as political com-
mitment implementing the projects, identification
of specific budget objectives of the Public Service
(Passas, 2010).

In the late 1990s, a number of different models
of quality in the public sector was applied (EFQM,
ISO, CAF) and several EU Member States took ini-
tiatives to promote quality in public services. It was
apparent then that the tools of TQM can contribute
to a growth mechanism in the public sector, through
combining compliance standards with the needs, re-
quirements and expectations of the citizen - client to
achieve efficiency, upgrading functions of services,
reliability and consistency in performance, reducing
failures, improving the productivity of services and
changing attitudes of the workers while increasing
their efficiency.

Consequently, TQM is considered as a «holistic»
tool, which started to be increasingly more applied
in the public sector as of late 80s (Matei and An-
dreescu, 2005; Matei and Lazar, 2011).

BASIC DIFFERENCES BETWEEN TRADITIONAL
MANAGEMENT AND TQM

Compared to other approaches that place an
emphasis on dominant characteristcs of efficiency,
TQM is synthetic and covers all key indicators of
competitiveness, as well as a wide range of methods
and techniques to improve products, services and
processes.

Quality in the public sector has evolved in three
main phases:

+ The quality in the sense of respect for rules

and procedures.

+ The quality in the sense of efficiency.

+ The quality of the concept of citizen satisfac-

tion - customers.

Table 1 illustrates the basic differences between
traditional management and TQM.

During the implementation stage of TQM, a tru-
ism that employees will produce high-quality prod-
ucts and services, goes without saying, only when
the quality concept has been mastered by all mem-
ber of the private or public organization (Oakland
and Porter, 2003).

TQM could help to address public issues and
change public administration culture. It is a set of
new practices and methods, applied by public or

Traditional management

TaMm

Priority on cost

Priority on quality

Quality costs

Quiality wins

Satisfaction specifications

Continuous quality improvement

Reactive treatment

Proactive treatment

Quality or quantity

Quality & quantity

Cost or quality

Cost & quality

Senior managers responsible for quality

Senior managers co-responsible for quality

Emphasis on quality control

Focus on preventing defective

Acceptable level of defective

Resetting defective

Product orientation

Market orientation

Who is responsible

How the problem is solved

Focus on production

Focus on product design, process & production

Suspicions about the cost of quality

Systematic cost measurement

Poor quality sources: workers

Poor quality sources: managers & workers

Correction or hide defective

Discover & explore the quality problem

Responsibility for quality: the quality control department

Responsibility for quality: all functions of the organization

Quality is a technical problem

Quality is a management & technical problem

Table 1 - Basic differences between Traditional Management and TQM.

Source: Dervitsiotis (2005, p. 57).



private organizations, and aims at consumer’s-cit-
izen’s satisfaction and strengthening of human re-
sources, which unlike traditional management focus
on different points.

Based on the principles of TQM, some quality
models have been applied in both the private (Euro-
pean Foundation of Quality Management - EFQM)
and public (Common Assessment Framework —
CAF) sectors with the aim to improve the overall
efficiency.

REASONS FOR ADOPTION OF TQM

The management of a public or a private organi-
zation can be driven by the adoption of TQM in
order to increase the competitiveness and efficiency
through quality achievement. The main reasons for
TQM adoption are:

+ the need for survival and development of the
organization in a highly competitive environ-
ment;

+ inability of other approaches and tools for
quality assurance;

+ inefficiency of mechanistic processes, com-
bined with the absence of adequate adminis-
trative infrastructure to improve the organi-
zation;

+ the revenue growth by reducing quality fail-
ures;

+ the innovation in the method of product or
service creation (Dervitsiotis, 2005).

The prerequisite for the successful application of
TQM is teamwork and commitment of each mem-
ber in the chain to connecting everyone involved
with the organization and cohesion in this embodi-
ment. Moreover, the teamwork ensures creativity,
participation and development of the worker. In
order for this to happen, it is necessary to provide
proper guidance and commitment on the part of the
administration, as well as the proper climate on the
part of employees. It is important not to feel com-
pelled to follow mechanistic processes, but to feel
that they contribute significantly to the achievement
of quality and customer - citizen satisfaction.

OBSTACLES TO THE IMPLEMENTATION OF TQM

Successful implementation of TQM could lead
to some direct and indirect benefits, including en-
hanced competitive position, higher productivity,
reduced costs and better cost management, the in-
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creasing faith (in terms of customers) and main-

taining or even better, improving employee morale

(Chen et al., 2004).

However, some obstacles may appear in the im-
plementation of TQM, as follows: (Zavlanos, 2006):
1. Fallacy of the concept, principles and elements

of TQM. TQM requires continuous and perma-
nent change.

2. Lackof involvement of the administration. With-
out the support of senior management, efforts
will be futile (Chen et al., 2004).

3. Difficulty of culture change, which prevails in
the organization.

4. Lack of attitude in the public administration
focused on the citizen / customer, as well as the
lack of competitive environment.

5. Orientation of the public sector in the service of
a “political clientele”.

6. Rigid wage system and lack of motivation.

7. Blockade people - keys from active participation
in the proceedings.

8. Degraded “psychological” environment (recog-
nition - reward).

9. Civil human resource management (general rath-
er than specialized education and training, lack
of job descriptions, rigid hierarchy, political in-
terference, lack of mobility and flexibility of staft,
static and undifferentiated payroll, etc.).

10. Lack of measurability and performance assess-
ment.

11. Inadequate use of data. The information should
be reliable, the measurement process must be
consistent and data recovery methods should be
satisfactory (Chen et al., 2004).

12. Lack of cooperation and teamwork between dif-
ferent working groups.

13. Focus on short-term profits rather than long-
term goals.

14. Insufficient resources and lack of continuous
resource commitment

15. Launching accusations and reprimands creating
lack of mutual trust and respect among employ-
ees.

16. Lack of foresight common mission or guiding
principles.

17. Lack of strategic direction and review priorities.

18. Existence of bureaucracy in the organization.

19. Administrative failure to recognize or reward

goal achievement of the objective (Chen et al.,
2004; Stashevsky and Elizur, 2000).
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INNOVATION AND PUBLIC ORGANIZATIONS

Innovation in the public sector is a concept
which is characterized by more uncertainty than
innovation in the private sector (Hartley, 2005).
Usually, it refers to both changes in the relation-
ship of the organization with the public as well as
among members of the organization. The applica-
tion of TQM techniques in public services is an
innovation (Zampetakis and Moustakis, 2007).

On the one hand, it takes more time to occur
because of the hierarchical structure of the ma-
jority of public institutions. On the other hand,
it happens because of liability assurance systems
(Halvorsen et al., 2005). It is not intended to cre-
ate financial gain and may take on various form
(Zampetakis and Moustakis, 2007; Bessant, 2003;
Llewellyn and Jones, 2003) such as new products
(e.g. new instruments in the hospital), new services
to citizens (e.g. medical home help, electronic fil-
ing of tax returns), new procedures (e.g. adminis-
trative reorganization for a shorter period of time).

Along with the above-stated, innovations may
be conceptual or rhetorical, as is the concept of
TQM, and strategic innovations (including new
objectives and targets).

E- GOVERNMENT

The OECD considers e-Government a pow-
erful tool to transform the structures, processes
and culture of government and make them more
efficient, user-oriented and transparent. OECD
defines e-Government as “The use of Informa-
tion and Communications Technologies (ICT),
in particular the Internet, to achieve better gov-
ernment” (OECD, 2003a).

The e-Government aims at: improving the gov-
ernment efficiency, improving the quality of services,
improving the relationship between the government
and its citizens.

ICT plays a very important role in NPM and it
offers new possibilities and improves the existing
ones. Through the implementation of e-Govern-
ment, countries will achieve increased transparen-

Direct benefits

Indirect benefits

Saving transaction costs

Being user friendly and easy to use

High speed accessibility

Easy to find information

Reducing customers’ time spent on travelling
to government offices

Convenience and availability (i.e. 24 hours a day,
7 days a week)

Decreased customer queuing time

Keeping customers’ personal and financial information
protected

Decreased face-to-face interaction

Keeping customer’s data private (privacy)

Saving petrol costs

Giving customers caring and individual attention
(i.e. referral to a contact person)

Saving parking costs

Providing up-to-date information

Providing faster access to documents and forms

Encouraging active participation from citizens
(i.e. consultation)

Having a quicker response time to queries

Communicating in a clear and plain language

Saving postages costs

Providing prompt service and helpful response to
customer requests

Reducing the number of customer visits
to government offices

Providing dependable and reliable services

Making interaction with government less bureaucratic

Increasing customer loyalty and encouraging repeat visits

Being accessible to people with disabilities

Increasing government accountability to citizens

Table 2 - Citizen benefits from E-Government.
Source: Wong et al. (2011, p. 18-19).



cy and strengthen democracy by increasing citizen
participation in public administration, improving
the quality of life, increasing productivity, efficiency
and effectiveness of the public sector.

Some researchers believe that e-Government
is the only way towards achieving that goal. It is
already in our daily lives, which changes radically,
hopefully in a better way. The traditional form
of public service changes and a more innovative
and more effective public administration profile
is adopted. Besides planning, legal and institu-
tional frameworks, policy decisions or advertising
campaigns, it is of crucial importance for people
to adopt, advocate and take an active part in such
changes.

The benefits from e-Government are achieved
through different stages and at different levels for
each country. Initially, these are achieved with the
full provision of information to citizens and busi-
nesses. Subsequently, this should be linked with the
previous sentence, thus enabling active interaction
between the citizen and the government. At the next
stage, the ability to make electronic transactions be-
comes feasible and finally, the implementation of
e-democracy.

Table 2 illustrates the direct and indirect benefits
stemming from e-Government.
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CHANGE MANAGEMENT

Change in knowledge is easy and requires less
time to be achieved rather than changes in the at-
titude of an individual, individual’s conduct or even
changes in a group behavior. It is of the utmost im-
portance to perceive teamwork as a very important
part of TQM model that induces the change (Oak-
land and Porter, 2003).

Change in the group behavior is treated by man-
agers with skepticism and is not easily accepted, as
it is commonly perceived by people as a transition
from a known state to another unknown and non-
threatening desired state (Bradley, 2000).

In fact, people do not react in the same way to
the process of change. Figure 2 depicts a sample of
individuals with different perceptions on a proposed
change. The distribution of Figure 2 is normal, which
means that around the average has the same prob-
ability in symmetrical values. The diagram and the
rates are indicative.

The vast majority of people is positioned in the
middle part of the distribution (“bell”) and is more
conservative. Those who move (from the center)
just to the left side of the “bell” hide their response
through their apathy. Those who move (from the
center) just to the right of the “bell” try to earn

=5

Required Time

Figure 1 - Proportion of time and difficulty of achieving change (four levels).

Source: Hersey et al. (2011).
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Itlooks good
butlet me alone

Saboteur!

Itlooks good
but tempt me

Pioneers!

Over my Tempt
dead body me
10% 10%

Figure 2 - Distribution of individuals with respect to propensity for change.

Source: Moustakis (2012, p. 157).

something before they join the change process. The
“pioneers” guide change while “saboteurs” react to
it and undermine it.

The dual direction of the arrow in Figure 2 in the
cautious area (in the middle of the “bell” and left)
illustrates the tendency of people in this group to
move left or right (Moustakis, 2012).

The type of change is

C=[AxBxD]>X (1)
where:
C = Change,

A = Level of dissatisfaction with the status quo,

B = Desirability of the proposed change or end
state,

D = Practicality of the change (minimal risk and
disruption),

X = “Cost of changing”.

The factors A, B and D must override the factor
X in order for a change to happen (Cameron and
Green, 2004).

Whether a change is successful (Moustakis, 2012),
is a patchwork of the following factors:

KxCxW (2)

where:

K = Know. Team members should be well-aware
of what they should do.

C = Can. Team members should have the op-
portunity to do what they should do, namely,
they can do it.

W = Want. Team members want to do what they
should do.

If one of the three factors of equations (1) or (2)
is zero, or near zero, the overall product will also be
equal to zero, or near zero.

Human resources are the most important factor
in change management process (Smye and Cooke,
1994). No matter how perfect it may be, no system
could be applied successfully and effectively, if hu-
man resources are unwilling to accept and use it
(Bowen, 1986).

RESISTANCE TO CHANGE

Resistance represents a social and psychological
phenomenon . We are all creatures of habit and any
change brings people forward into the unknown
(James, 1998). People who work in the same way
for years may have forgotten how to learn.

The process of change is a time consuming pro-
cess, during which different forces collide (resist-
ance forces and thrusts). The duration of the process
depends on the situation in which the organization
wants to move up in relation to the current situation
in which it is located. The greater the gap between
them, the longer the process will be.
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A

Resistance
forces

| 1]

Desirable
new state

Change | we s == s nee
P ]
Status quo | 4 5 6
Thrust forces

Time

Figure 3 - Relation between (required) time and introduction of change.
Source: (Adapted from) Robbins (1998, p. 640) & Burtonshaw-Gunn (2008, p. 18).

Therefore, the process of change is a dynamic

process that must be constantly adjusted to the cur-
rent requirements and needs, where in order to be
completed (7), the resistance forces (1, 2, 3) should
be reduced and the thrust (4, 5, 6) forces should pre-
vail (Figure 3).

The reasons that force people to resist to the

change may be the following:

L.

IIL.

I1I.

IV.

Fear. The unknown creates fear. If the unknown
is neutralized, one important factor will be elim-
inated. The reduction of fear can be achieved by
(a) proper communication and (b) announce-
ment of results which will have the program of
change, the implementation process and the
positive aspects of the change, such as new ex-
periences and skills (James, 1998).

Personal interest. Some believe that the change
will result in these negative effects (James, 1998;
Kotter et al., 1986). Thus, we shall attempt to
prevent change by creating rival “camps” or
conflicting groups within the organization itself.
To this end, it is necessary to provide reassur-
ance and clarification as regards its future posi-
tion in the organization.

Lack of confidence combined with a misunder-
standing that either existed prior experience or
created due to lack of efficient communication
(Kotter et al., 1986).

Habit. Some people are accustomed to working
in a particular way. The nature of the change
program will determine how much the work

VI

habits of each will be affected. In some cases
it requires assurance, training, education and
other support (James, 1998).

Different opinions or estimates of the benefits
of change. As people act according to their own
perceptions (and not with any reasonable set
of events), there will be different views on the
proposed change (Rosenfeld and Wilson, 1999).
Many executives assume that employees under-
stand the problem and the proposed solutions
in the same way considering that everyone has
the same level of access to information. How-
ever, this is never the case. In order to address
the problem and ensure commitment to change,
it is necessary to increase communication and
effort.

Low tolerance for change. This means that not
all people have the same volatility to change.
Some are open to change while others are very
hesitant. Drucker (2012) states that there are
limits to the ability of individuals to manage
change. Even those who have a high resistance
to change can reach their limits. Some executives
mention the “change fatigue” as it seems to have
no end and refer to it as if it were some kind
of organizational illness (Rosenfeld and Wilson,
1999). For this reason, the goals of change must
be realistic and provide flexibility.

Table 3 interprets different stages of Figure 3

showing the indications and the needs of each stage/
phase.
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Stage Phase Indications Needs
1 Immobilization/Numbness Inactivity/shock Adjustment time
2 Denial/Minimization Acts as if nothing changed Patience
3 Frustration/Self doubt or depression  Awareness of the need to change Tolerance
4 Acceptance Obvious need to move to the new Acceptance

situation

5 Development/Testing

Acquisition of new skills &
knowledge

Growth & succeed

6 Application/Searching for meaning

New knowledge and views are
applied. Reflection period

Encouragement to take
initiatives & responsibilities

7 Completion/Internalization

Adequacy & ability

Give self permissions

Table 3 - The process of change.

Source: (Adapted from) Burtonshaw-Gunn (2008, p. 18-19)

Some researchers believe that most people re-
act to imposition of the change or to the manner
in which change is imposed to them and not to the
change itself (Fuegen and Brehm, 2004; Knowles
and Linn, 2004).

Furthermore, researchers with more sociologi-
cal content opinions claim that people who wish to
change need to perceive how others react to change
(Ford et al., 2002; Ford et al., 2008) and can eas-
ily lose potential interesting views on a proposed
change (Choi and Ruona, 2011).

Burtonshaw-Gunn (2008) developed the model
of the change curve (adapted Figure 3), taking into
consideration the reaction to the idea of change in
order to understand the organizational change and
its impact on individuals.

As shown in Figure 3, it is very important to
mature the idea of change in order for it to happen
successfully. The time for change depends on one’s
abilities, competencies, confidence and self-esteem.
Managers are able to identify the stage of change
for individuals and how to react to each in order to
manage the process of change.

CONCLUSIONS

Some of the major issues impeding the quality of
public administration include strong bureaucracy,
customer approach, corruption, government arbi-
trariness and delay in the proceedings. Moreover,
the fuzzy and indistinct legal framework, with the

excessive laws, may lead a government agency to er-
roneous attitudes.

The modern public administration is invited to
acquire outward orientation and shape conditions
effective to address the social needs in order to serve
the customer/citizen, emphasizing the forces of tech-
nology and TQM.

However, some recent researchers have dealt
with the reactions that highlight individual’s atti-
tudes to organizational change (Wanberg and Ba-
nas, 2000). Indeed, there is evidence that resistance
to change is the cause for ineffective reform efforts
of organizations.

In recent years, the quality is established as a
key criterion for consumer and business behavior.
Consumers are increasingly aware of the quality
and consider it the most important criterion when
making choices. Organizations realize that change
in consumer behavior and rush to adapt. The qual-
ity is now recognized as the most dynamic factor
and the key for creation of competitive products
and services.

The development of TQM, this new culture of
management, which focuses on the human factor,
can successfully meet the requirements of quality,
as demonstrated by its application in organizations
in developed countries. In today’s competitive en-
vironment, the change culture of an organization is
directed towards achieving quality and continuous
improvement, as the basis for the survival of all or-
ganizations (Tsiotras, 2000).



Most senior managers and employees perceive
these changes in culture of an organization with
skepticism. Such changes in the culture of an or-
ganization are not easily accepted and are com-
monly perceived as a transition from a known state
to another, unknown, and non-threatening desired
state (Bradley, 2000).

The public administration changes rapidly both
nationally and internationally, which is why it is ex-
tremely important to improve the effectiveness and
efficiency of public services. The need for public or-
ganizations to take a strategic role in the business
environment and ongoing changes, that occur, leads
them to the principles of TQM and the use of tools
such as self-assessment and CAF.

The benefit of introducing TQM methods in the
public sector is reflected in the awareness of the im-
portance of quality as the totality of characteristics
of goods and services which fully meet the specifica-
tions, requirements and expectations of the citizen
/ customer. The degradation of the principles and
values of TQM will lead to deterioration of the Pub-
lic Administration. In this context, public agencies
should pay special attention to continuous quality
improvement, customer/citizen satisfaction and the
overall efficiency of an organization.

The results of the qualitative and quantitative
research of Sotirakou and Zeppou (2006) in Greek
public organizations revealed that the lack of specif-
ic skills, adaptability and behavior prevent organiza-
tions from making effective use of measurement’s
performance, which is a prerequisite for change
management.

Other relevant studies conclude that both the
technocratic factor of adaptability and political fac-
tors influence the acceptance and effective imple-
mentation of the performance’s measurement sys-
tem (Julnes and Holzer, 2001; de Waal, 2003, 2004).

Bowen (1986) and Young (2012) have also added
that no matter how perfect it is, no system can be
implemented successfully and efficiently, if workers
are unwilling to accept and use it. Julnes and Holzer
(2001) believe that it is necessary to conduct system-
atic investigation of the factors affecting application
and acceptance of performance measurement mod-
els of public organizations.

Existing models for change management pro-
pose guidelines for the reform of institutions and
processes, approaching the issue from the mac-
roscopic point of view, without paying attention
to people involved in the change process (Dover,
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2003). However, Smye and Cooke (1994) emphasize
that the starting and ultimate condition for survival
of organizations are humans, thus emphasizing the
importance and specificity of human capital.

Some recent studies have dealt with the reac-
tions of people to attempted organizational change
(Wanberg and Banas, 2000). Indeed, there is evi-
dence indicating that resistance to change is the
cause of ineffective reform efforts of organizations.

It is very important to emphasize that quality
improvement is achieved through mutual effort of
all the workers. Therefore, it is crucial to cultivate
a mindset of quality (culture quality) throughout
the length and width of each organization so that
workers would be mature and ready to accept the
change management model. This culture should
be accompanied by excellent communication, re-
spect and appreciation between colleagues as well
as between colleagues and citizens. The adoption of
quality culture requires continuous commitment of
senior management to quality in order to enable the
values and principles of TQM to become part of the
culture of the organization.

Even though the TQM journey may hide some
obstacles and difficulties, both individuals and or-
ganizations need to be driven by this philosophy
in order for the change management to mature
and develop attitudes and cultures that will lead to
the optimization of the efficiency and effectiveness
of individuals, organizations and the society as a
whole.
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REFORMA JAVNOG SEKTORA:
UPRAVLJANJE TOTALNIM KVALITETOM | UPRAVLJANJE PROMENAMA

Rezime:

Ovaj rad bavi se pitanjem upravljanja totalnim kvalitetom (TQM) i upravljanja
promenama u javnom sektoru. Poseban naglasak stavlja se na ulogu TQM-a
u javnom sektoru, koncept kvaliteta u javnom sektoru usluga, inovacije u
javnom sektoru kao i na ulogu elektronske uprave. Takode, posebnu paznju
u radu zavreduju najzanimljivije i najinovativnije prakse koje se primenjuju
u Grekoj. Na kraju rada svi razmatrani pojmovi su integrisani sa faktorima
koji oblikuju promene.

Kljucne reci:

upravljanje promenama,
elektronska uprava,

reforma javnog sektora,

javni menadzment,

javne organizacije,

upravljanje totalnim kvalitetom

(TQM).
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