UNITED

NATIONS E

Distr.
. . CGCENERAL
Economic and Social

Council CES/ 1999/ 18

23 March 1999

ORIG NAL : ENGLI SH

STATI STI CAL COWM SSI ON and ECONOM C COWM SSI ON FOR EURCPE
CONFERENCE OF EURCPEAN STATI STI Cl ANS

Forty-seventh pl enary session
(Neuchatel, Switzerland, 14-16 June 1999)

PERFORMANCE | NDI CATORS FOR | NTERNATI ONAL STATI STI CAL ORGANI SATI ONS

Submitted by Eurostat!

A Background
I. The organisations

1. There are three predom nant international and supra-national

organi sations active in the field of European statistics: Eurostat, OECD and
t he Econoni ¢ Conmi ssion for Europe. These vary widely in their nenberships,
organi sational status, staff resources and fields of influence. Their main

features are sumarised in Annex A

2. In addition, there are many international bodi es which have substanti al
i mpacts on European statistics, frequently in the setting of internationally

agreed standards, definitions, mnethodol ogies etc. Exanples include:

Interstate Statistical Commttee of CIS ECB

FAO World Trade Organi sation

I LO Worl d Custons Organi sation

UNESCO International Statistical Institute
Wor I d Met eorol ogi cal Organisation I M=/ World Bank

! Prepared by Yves Franchet, Director General.
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1. Menberships

3. The overlap of national nenmbership lists for the three organi sations,

al ready conplex, will undergo najor change with the proposed addition of a
dozen or so applicant countries to the EU during the comi ng decade. |If, as
seens |ikely, the seven applicant states not already in OECD do not join, the
nmenbership lists of EU and OCECD will diverge further. These relationships
are shown schematically in Annex C

I1l. Coordination of work

4, The main forumfor coordination of international statistical work in
Europe is the plenary session of the ECE Conference of European
Statisticians. The "Joint Programme Review', operating since the early
1990s, consists of Eurostat, ECE, CECD and exists to ensure that there is no
duplication in data collection or work prograns, neetings etc. Because of
its success, it has had to neet less frequently in recent years. |t reports
annually to Conference of European Statisticians. This work centres on the
preparation of the "Integrated Presentation", described as "an overvi ew of
the international statistical work that is planned to be carried out in the
next two years by all the najor international organisations that is likely to
have an inmpact on ECE, EU and CECD countries."

5. A second, wider, forumaimng to reduce duplication of internationa
statistical work is the ACC (Adm nistrative Conmittee on Coordination) Sub-
Conmittee. This currently covers 25 international agencies w th significant
statistical activities, many but not all of them UN bodies. It neets every
year and reports jointly to the UN Statistical Comrission and its Wrki ng

G oup.

6. Maj or strides have been nmade in this coordination effort over recent
years, evidenced for exanple by the growi ng reliance on joint nmeetings
organi sed by two or nore organisations, and the grow ng use of joint
guestionnaires in place of separate sinilar questionnaires fromdifferent
bodi es. More, however, needs to be done, and an annual paper on joint data
collection is presented each year by the three organi sati ons showi ng recent
progress and plans for inprovenent in the near future.

B Choice of indicators
I'V. Broad objectives

7. Indicators in any organisation, to be of real value, nust shed light on
how progress is being made towards agreed objectives. W nust therefore be
cl ear on what these objectives are before noving on to the sel ection of

i ndi vidual indicators. 1In generic ternms, for international statistica
organi sati ons, we can envi sage several types of custonmer (nmenber states,
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applicant states, countries in transition, other international organisations,
the press, the public, etc) and five basic types of output:

statistical data (involving collection, processing and dissem nation)
cl assifications and net hodol ogy

analysis and interpretation of data

t echni cal assi stance

facilitating the exchange of views and experiences on new i deas,
applications of new technol ogies, identifying best practice, reporting
achi evenents in Menber States, etc.

8. Cross-classified agai nst these outputs, we can suggest a nunber of
"quality" aspects, sonme relating to external user perceptions and others to
i nternal operational features. Each of these can shed |ight on user inpact
or how t he output was achieved. These will include:

timeliness i.e. the relationship between actual delivery dates and
promi sed delivery dates (e.g. calendars of data release for statistica
outputs) or actual delivery dates and reference periods (e.g. the
reference tine period of statistical surveys)

other data quality features (accessibility, conpleteness, etc)
user satisfaction levels

efficiency of internal work of the organisation

staff satisfaction |evels

t he avoi dance of duplication of work with other bodies, whether
i nternational, national, agencies, academ c or whatever.

V Choice of indicators

9. Choice of indicators for each of these features is often far from
obvious. It may help to list the features we would | ook for in an idea
i ndi cat or:

It should relate directly to an organi sational objective which is clear
and specific.

It should lend itself to nmeasurenent of sone kind - the nore specific
the better.

It should be readily conprehensible to managers and staff in terns of
practical application in the real world.

It should be transparent to staff how their own efforts will influence
t he indicator.

It nust be "usable" i.e. it must shed light on natters which can be
subject to corrective action, and nmust be available in a tinescal e that
permts a speedy response.

It should be associated with norns or standards or targets which help
di stingui sh good or bad perfornance.
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Col l ection costs for constructing the indicator nust not be excessive,

in terms of expenditure or disruption to work activities.

It nmust avoid the very real dangers of narrow or poorly defined
i ndi cators which can distort managenent action. In essence, the

i ndi cator nust encourage practices and deci sions whi ch assi st
organi sation in achieving its corporate goals, and di scourage
whi ch do not.

C Current Eurostat work

t he
t hose

10. The remainder of this paper will outline Eurostat's current plans and

progress in this field. These devel opnments have taken place within a |arger
office-wide quality initiative known as Qualistat. This draws heavily from
t he EFQM busi ness nodel
VI. Eurostat objectives
11. Eurostat's main objectives are set down in its corporate plan, which was
issued in early 1998. This lists six objectives:

providing a better service to the Conmi ssion

providing a better service to other users of our outputs

assisting the operation of the European Statistical System

i mproving staff notivation

i mproving the quality of our products and services

i mproving internal productivity
12. Each of these is explored in detail in the corporate plan docunent.

VI1. Wy bother?

13. Before launching into construction of indicators, we wanted a cl earer

vi ew on the purposes they were expected to serve. W concluded that
i ndicators were likely to be applied in several ways:

Eur ost at

As a neans of measuring how far our corporate objectives were being

nmet .

To assist in the formulation of policy.

To assist the planning and budgeting process.

As a guide to corrective action when this is needed.

To assist in coordinating work in different parts of the

or gani sati on.

To provide a nmeans of sending clear nessages to staff on pr
targets, achievenents and progress towards objectives.

iorities,
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To hel p our users judge the quality of the service they are
recei vi ng.

VIII. The Qualistat project

14. As nentioned above, the Eurostat work on indicators fornms part of a w der
quality initiative known as Qualistat. This recognises ten sub-projects,

i ncluding the indicator work. A schematic outline showi ng the type of
ongoi ng work in each sub-project is shown in Annex B

15. It is clearly inportant that the ten elenments should be fully integrated
wi th each other and with the corporate plan docunent. For exanple, the

busi ness plans shoul d incorporate agreed indicators on tineliness etc for
each work area, and the indicators thenselves will draw from ot her el enents
such as quality reports or partnership surveys. |In this way the various
elements will send consistent nessages to staff on what nust be done to neet
our corporate goals.

I X. The indicators

16. Against this background, we drew up a list of 18 indicators for high
| evel nonitoring of Eurostat performance, categorised according to the
corporate plan objective concerned and the effort needed to get each
establ i shed. These are sunmari sed overl eaf.
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Objective Indicator Status Effort
needed
1 Serving the satisfaction levels of Commission users - first 3 pilot high
Commission measured through user surveys in Rolling  reviews
reviews done
usage of data e.g. New Cronos accesses  started medium
2 Serving other users client satisfaction levels - for paying users  ongoing high
measured through telephone surveys,
Data shop feedback etc
volume of press attributions ongoing low
income of Data shops ongoing low
3 Contribution to ESS satisfaction levels of ESS partners - pilot high
measured in partnership surveys review
done
timeliness of data sent by MS to Eurostat  awaited high
satisfaction levels of participants at ongoing medium
meetings - measured through individual
meeting evaluation sheets
4 Staff motivation staff satisfaction levels - measured survey high
through staff attitude surveys due later
in 1999
staff absence rates awaited low
staff turnover ongoing low
5 Improving quality or EFQM self-assessment exercise done in medium
products and services 1997 -
planned
for 1999
quality reports completed ongoing high
completeness of reference data base ongoing low
timeliness of reference data base ongoing low
6 Improving internal logging achievements against annual awaited high
productivity programme
timeliness of data release against dates of awaited high

MS transfer to Eurostat
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X. Reflections

17. M personal inpressions |ooking back on the experience gained through
this work fall into two categories: firstly that it is easy to under-rate
the work needed to construct neani ngful indicators, and secondly that the
effort is worthwhile and the potential benefits substanti al

18. On the difficulties involved, it soon becones clear that very sinple
notions are nore conplex than appears at first sight. Tineliness nmeasures,
for instance, can draw useful distinctions between delays arising in Menber
States and those arising in Eurostat. However, when it cones to a relatively
si nmpl e concept such as "date M5 data received in Eurostat"”, the conplications
start:

How do we treat partial returns - is 90 per cent of the agreed data
sufficient to qualify - suppose 85 per cent is on tinme and the

remai nder | ate?

How do we treat data errors - does one ninor flaw relegate the entire
file as bei ng unusabl e?

How do we treat delays in Eurostat in checking inconming data - is this
| ogged as Menber State delay if it ultinately leads to revised figures?

19. Apart frompractical problens of definition, it seenms as so often that
the Eurostat circunmstances nake the application of business nodels and
concepts particularly difficult. CQur underlying problens arise fromsevera
di fferent sources:

The basic product of statistical data does not lend itself readily to
neasur enent of volunes. Wichever proxy is chosen, nunber of
publications, nunber of data cells conpleted, nunber of user accesses
to a data base etc, it is quickly seen to have serious weaknesses. The
absence of reliable output data nmakes it nore difficult to tackle nost
efficiency neasures.

The quality concepts surroundi ng our product are particularly uncertain.
Wth the exception of tineliness, and possibly |evel of revisions,
general users have difficulty recognising a "good" froma "bad"
statistic. This can render the interpretation of user satisfaction
results very problenatic.

Also, in line with nost other service outputs, usage is confused by the
fact that the output does not degrade with use, and may easily be sold
on or incorporated into new products. Here the operations of host
firms on-selling our data nakes it difficult to know the size or nature
of our true custoner base.

The unusual rel ationship between Eurostat, the Conm ssion, NSIs,
mnistries, banks etc nmakes it all the nore necessary to be clear which
entity we are judging with particular indicators, particularly since
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the user typically care little whether delays arose in one quarter or
anot her .

20. So, given the nany probl ens quoted above, is the effort really

wort hwhile? | answer yes on several grounds. G ven the conpetitive
pressures which surround Eurostat's work, and the high profile nature of nuch
of many of our current activities, | see the need not only to inprove but to
denonstrate clearly to others that we have done so. |Indicators will help us
do this. Secondly, indicators do not exist in isolation, but formjust part
of what nust becone a new way of working. Fully integrated with nore

ef fective business planning and the other Qualistat advances, these can push
user interests higher up our agendas and reinforce a nove towards managi ng by
facts rather than by hunch or intuition. 1In all these ways, indicators have
an inportant role to play, both for Eurostat as an organi sation and for the
ESS as a whole. There is nmuch nore to be done in applying ESS w de

i ndi cators and benchmarking tools to help identify and spread best practices.
I look forward to debating sone of these matters further with heads of NSIs
when the SPC considers tineliness at its Septenber 1999 neeti ng.
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ANNEX A
Eurostat, OECD and ECE
Eurostat OECD ECE/CES
Location Luxembourg Paris Geneva
Status A DG of the European Statistics Directorate Statistical division of
Commission, a supra- forms part of OECD, a | the Economic
national institution voluntary international Commission for Europe
body. Other statistical (ECE), which is one of
units exist in other five regional
substantive Commissions of the UN
Directorates.
Staffing Around 570 permanent | Around 45 professional | Around [25] permanent
staff plus 57 seconded | staff in the Statistics staff
staff mainly from NSls Directorate. A further
plus a varying number 100 staff in statistical
of contract staff (50 to units throughout OECD
100) which has a total staff
of some 2000
Features Has a comitology role Main emphasis is on Main statistical activity
through SPC in creation | information needed for | is organisation of the
of European statistical analysis of national Conference of
legislation. Main policy issues. Work European Statisticians.
emphasis is on priorities are Plenary session meets
collection of determined by annually and is
harmonised national Committees and attended by heads of
data for Commission Working Groups NSls. Other meetings
policy and composed of Member (some 25 pa) are
administrative government attended by experts.
purposes. Links to representatives.
ECB interests through
the CMFB.
Member 15 EU members plus 3 | 29 market economy 55 countries including
States EFTA states to form countries in Europe, N EU applicant states,

EEA
10-12 Candidate
Countries

America, Japan, Korea,
Australia and New
Zealand. This includes
3 of the EU applicant
states

CIS states, USA,
Canada




In depth “value
for money”

reviews for each

area of ongoing
work

V

Assessments
of data quality
for specific
work areas
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QUALISTAT PROJECT

Quality
reports -data
outputs

Quality reportsé”
- other outputs

Rolling
reviews

ANNEX B

Assessments of
quality for non-
data outputs eg
classifications

Cost benefit
methods

Partner
surveys

Surveys of ESS
partners’ views
(NSls,
international
organizations,
etc)

/4

Guidance on
measuring ESS
costs and
assessing
benefits

/4

Guidance to

Project
management

Unit business
plans

Staff

assist those
managing
main projects
in Eurostat

High level Staff devel- Communic-
office-wide t i
indicators of opmen ation )
progress = Delivery of core
towardscP | e management
objectives | el and quality
o modules for all
staff
/4

Keeping staff
and ESS
partners well
informed on
Qualistat
progress and
plans
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Membership overlaps

ECE (55)

USA, Canada

Turkey, Switzerland

Poland
Czech Rep
Hungary

Norway
Iceland

Australia
New Zealand
Japan
Mexico
Korea

Estonia, Latvia
Romania, Bulgaria
Slovakia, Lithuania,
Slovenia, Cyprus

Applicants (11)

Liechtenstein

EFTA

Albania, Andorra, Armenia, Azerbaijan, Belarus, Bosnia & Herzegovina,
Croatia, Georgia, Israel, Kazakhstan, Kyrgyzstan, Malta, Moldova, Russian
Federation, Monaco, San Marino, The Former Yugoslav Republic of
Macedonia, Tajikistan, Turkmenistan, Ukraine, Uzbekistan, Yugoslavia

ANNEX C

OECD (29)
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