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Process orientation at Statistics Sweden – Implementation and initial experiences
Abstract
During 2006 and 2007 Statistics Sweden carried out a major project to redesign the way statistics are being produced. The project focussed on the management of methods, tools and approaches as well as establishing standardised approaches for the whole statistical production process. The vast majority of the organisation’s R&D resources were concentrated to the project, which in turn carried out over 70 sub-projects in different areas. The sub-projects worked according to a new model and in general delivered very good results, which led to a number of standardised approaches being established. However, there are still several important issues that need further development. To support implementation and a continued improvement of the processes a new organisation was implemented from January 2008. This organisation specifies process ownership within five areas, establishes a unit for implementation support and centralises most of the IT and Methodological staff. In addition the role of the R&D Department has been substantially changed to facilitate a long-term perspective.

Results and experiences from the project as such as well as from the initial implementation phase will be described. Priorities for further development will be explored and some general advice provided.
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Background

Statistics Sweden has for a long time been a very decentralised organisation in the way that survey managers for individual surveys are to a large extent expected to make decisions within a given budget on which priorities to make, which methods and which tools to use for the production of the statistics. The rationale for this has been that they know best which level of quality that should be achieved in different respects, based on knowledge of the users’ needs, as well as the specific situation where the methods and tools should work. Of course, a number of guidelines and recommendations has been available to support the survey managers in their decisions and they also have access to expertise in statistical methodology and IT, but only very few issues have had strict rules for their operation. This has led to a large degree of variation in the process. It was considered that the positives of this approach outweighed the negatives. However, the world is constantly changing and new demands on quality in statistics, reduction of cost, reduction of response burden, a different staff structure and a growing need for quality assurance across the organisation meant that changes were necessary.

An internal review in 2003 led to a successive reorganisation with some new units for specific purposes, where data collection was gradually centralised. However, standardisation did not come into effect nearly as quickly and well as had been envisioned. Therefore a major development project was put in place in the fall of 2006, the so-called Lotta project, to achieve standardisation across the production process and to tackle the accompanying managerial and competence issues.
At the start of the project a short survey was carried out of the situation of the current survey processes. The information was mainly about the use of IT-tools within the survey but for some steps of the process information on the statistical method applied was collected. All in all more than 200 surveys provided the information, while less than 10 failed to do so.

It was clear from the results that the variation was extremely large; not surprising since Statistics Sweden had applied a decentralised approach for a long time for its production of statistics. Still in many cases the situation seemed even worse than had been anticipated. Some of the more prominent findings were:
· Almost 70 % of the surveys use tools for data collection that are unique to that survey.

· Only 1/3 of mail questionnaires are scanned.

· Only 40 % use the well-known, recommended in-house tool (CLAN) for estimation.

In an ideal situation, tailoring the solutions to the specific conditions will provide the best possible quality for the customers and the best possible working environment for the staff. However, this also requires access to the necessary expertise and financing to carry this out across the organisation. That was not the case at Statistics Sweden, and presumably not in any NSI today, where we are united in facing pressure to reduce costs and where recruiting expertise in key areas are becoming increasingly difficult. We therefore wind up with the following (negative) effects:
· It is expensive to develop, maintain, and document many different systems.

· It is difficult to implement new and improved methods, and it is difficult to focus the competence development.

· Many systems result in variable quality.

· Improvement work tends to be guided by the available competence in the various units at the relevant time. 

· The collective resources within the organisation are not fully utilised
The aim of the project and the subsequent organisational changes was to achieve a higher degree of standardisation to tackle these negative effects. Through increased the standardisation the goals were to:

· Reduce costs through reduced maintenance and easier implementation of new solutions.

· Improve quality through broader and more uniform use of the best approaches.

· Achieve a more stable quality across surveys and being ale to describe and communicate the quality assurance system of Statistics Sweden.

The Lotta project was finalised at the end of 2007. It was followed by a major reorganisation to support a process oriented statistical production in order to achieve a significantly higher degree of standardisation and by that tackle the existing needs for more efficient production and a more solid quality assurance. The main part of the reorganisation was to implement a Process department to drive and support the change. This department brought together the vast majority of methodology and IT staff to create a “critical mass” within these areas and to facilitate the change in focus. Process owners were appointed within five process areas tied to the statistical production process (see below). These Process owners have the following mandate:

”The Process Owner is responsible for a sub-process. The Process Owner is responsible for development of methods and tools and that these methods and tools are tested and managed in a long-term perspective. The Process Owner will provide a process description and provide support and training in the function of the sub-process. The Process Owner will evaluate the use of the sub-process with a holistic view of the whole chain of the statistical production process. The Process Owner has close contacts with the processors.”
The process definition internally agreed upon was heavily influenced by work done in Statistics New Zealand, but several changes were made to accommodate the particular conditions at Statistics Sweden. It is worthy of note that it is also similar to process definitions within many other NSIs. Consciously, not much time was spent on the definition of the process. Based on experience this kind of work can be never ending and it is impossible to arrive at a definition that will suit everyone’s view. The major goal was to have a definition that was logical, understandable and accepted by the majority of the main stakeholders. That said, the whole organisation was invited to provide input to the work. As part of this approach, it was decided that the definition could be revised at a later time, and such a revision is in the works.
Figure 1. Process definition on level 1
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Figure 2. Process definition on level 2
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At the same time a totally revised R&D department was formed with three major functions:
· Development of the architecture within methodology and IT

· Quality Management

· Project Management

The Process department and the R&D department have a very close cooperation and several staff holds positions within both departments to facilitate that they work in conjunction. See figure below for the organisation of Statistics Sweden.
Figure 3. The organisations of Statistics Sweden
[image: image3.emf]Establish

needs

1

Plan and 

design

2

Create and 

test

3

Collect

4

Prepare and

process

5

Analyse

6

Report

and 

communicate

7

survey

statistical needs

1.1

Affirm

customer needs

1.2

Develop

table plan

1.3

Identify

data sources

1.4

Examine

disclosure

1.5

Carry out

market process

1.6

Prepare data 

and statistical values

for dissemination

7.1

produce final output

7.2

Report and 

communicate

final output

7.3

handle

inquiries

7.4

Market

final output

7.5

Classify and 

code micro data

5.1

Check micro data

5.2

Impute for 

Non-response

5.3

Complement

Data set

5.4

Calculate weights

5.5

Establish final 

observation register

5.6

Create frame and 

draw sample

4.1

Handle

respondent

issues

4.2

Prepare

data collection

4.3

Carry out

data collection

4.4

Transfer and store

data electronically

4.5

Plan and design 

table plan

2.1

Plan and design

data collection

2.3

Plan and design

data processing

2.4

Plan and design

analysis and

reporting

2.5

Plan

production flow

2.6

Design

production system

2.7

Create and test

Measurem. instrument

3.1

Develop existing

and building new

production tools

3.2

Assure

communication between

production tools

3.3

Test 

production system

3.4

Carry out

pilot test

3.5

Implement

production tools

3.6

Implement

production system

3.7

Produce

statistical values

6.1

Quality assurance

of produced

statistics

6.2

Interpret and

explain

6.3

Prepare contents

for reporting and

communication

6.4

Establish contents

for reporting and

communication

6.5

Plan and design

frame/population

and sample

2.2


Current status

At present the new organisation has been in place close to one year and is starting to find its place as a driver for the change in direction. Process owners along with their deputies are working with their respective areas mainly in three fields:
1. Establishing existing standards for methods, tools and approaches

2. Identifying needs for further development and putting those forward to the Project Review Board for decision

3. Gathering and producing information and support for using the established standards that will be included in the forthcoming Business Operating Support System

During this work the Process owners have established internal networks in the organisation with stakeholders and experts in the particular areas in order both to have access to the necessary competence and to assure buy-in and acceptance for the standards that are being put in place.

Over the years Statistics Sweden has developed many high-quality tools and approaches based on state-of-the-art methods. Although these have not been used as widely as they should have, they still constitute a solid base to build on. In addition, the Lotta project provided advances in prioritised areas that are also being utilised. However, there are still several major areas of the production process where standards are not yet set and where further development is needed. 

The Business Operating Support System will be the central area for information about the standards in place. It is structured according to the production process and is available through our Intranet. It is built on a technical solution in Sharepoint which facilitates the right access to information as well as convenient handling of different versions of documentation. The System follows a common outline within each area and has a hierarchical structure where more detailed information is available by links. Due to the fact that different parts of the process are in different states of development, the level of information varies considerably between processes/sub-processes. Collect and Report and communicate are described to a high degree of detail due to them being somewhat centralised even before this recent change. However, they still need further development as well. An area where we have very little in place at the moment is Plan and design, where there is currently a project in place to establish some basic ground rules. This area also seems to be fairly underdeveloped in many other NSIs.
The basic premise of the Business Operating Support System is that it should be the main frame of reference for new surveys being put into place. These new surveys are then obliged to follow the standards commonly agreed on. However, an NSI carry out a multitude of surveys where some are very specific and unique in their character. We do not envisage that these standards are suitable in every situation and therefore there is a process for granting exceptions from the standards where there is strong justification for doing so. For existing surveys a plan for implementation of the common methods, tools and approaches will be drawn up based on on-going work to charter the local processes. The implementation in these surveys is envisaged to start late this year and will continue for several years onwards.

At the time when we are now implementing the Business Operating Support System, we will also introduce a revised process definition based on the experiences made during the work so far. On the overall level the nine defined sub-processes will remain unchanged, but we will introduce some changes on the next level of detail. There are several different reasons behind the changes and we feel that they will in general result in a definition that is more suited to the structure and language within Statistics Sweden. Having said that, we do not view the revised version as a major change; the actual processes and work remain the same, we just chose to present it in a different structure.

To facilitate the implementation of the standards a unit has been created that will act as coordinators, drawing the necessary competence together and liaise with the survey staff. It is important to notice though that implementation of the standards is the responsibility of the survey manager. This unit now leads the on-going process charter for 20 surveys selected to represent different types and parts of the organisation. The rest of the regular surveys will then carry out their own charter, based on the approach being used and fine-tuned in this first part.
For the initial stages of implementation of the standards into production we will work by replacing components in the existing survey specific systems. This will in many cases mean that these systems will have to be broken up, since many are totally integrated from start to finish, and that we need to add adapters between the parts to ensure a smooth flow of data. In the longer perspective we are working towards a Service Oriented Architecture approach (SOA) that will enable surveys to utilise common services available across the organisation without having their own local copy of the standard tool. This approach, and its preconditions, is being developed by the architects within the R&D department.

At present the tangible results are few. Implementation into the survey processes has only taken place within some areas. Some examples are:

· The National Accounts using the Statistical Database for internal transfer of data instead of developing their own

· The construction of questionnaires is now carried out in a common system for mail, internet-based and interview surveys

· External access to Metadata for micro data has been established
The work on developing standards has continued to be active also after the Lotta project, but now in a totally different format. The major stakeholders in this new project approach are:

· The Process owners – responsible for identifying development needs and to initiate work based on these needs through applications to the Project Review Board (PRB). In addition projects can be initiated across the organisation by other functions responsible for specific areas

· The Project Review Board – administers project applications from across the organisation and decides on the allocation of funds to projects in a rolling scheme. It is chaired by the Deputy Director General
· The Project Management Unit at the R&D department – in charge of making sure that the projects decided by the PRB are carried out according to plan. They may in some cases – larger more complex projects –  assume the role of project managers, but usually recruit people from across the rest of the organisation

The major rationale behind this project approach is to prioritise development work based on a total view of the needs across the organisation and to facilitate the change to the process oriented approach. At the same time there is an aim to have flexibility in the prioritisation process so that funds and staff are not locked into a fixed plan for the calendar year. Continuous reprioritisation is possible and has taken place in several cases.
During 2008 so far over 40 projects have been approved by the PRB. Out of those approximately 20 have been started and less than 10 completed. We are currently experiencing a shortage of qualified IT staff which is a major concern for us regarding the development projects. The job market for this category of staff is fairly good at the moment and we are finding it somewhat difficult to recruit the competence we need. To alleviate this problem we have hired around 10 consultants on a short term basis. This number is fairly high relative to what has been the normal state at Statistics Sweden in the past.

Due to the fact that Statistics Sweden has a fairly high degree of its funding coming from commissioned work, above 50 %, we are facing regular competition in tendering processes. We have identified increased demands for describing our quality assurance system and even in some cases absolute demands for having certified quality assurance systems in place. The changes we have implemented will strengthen our possibility to meet these demands by establishing the basic preconditions for a quality assurance system and providing a platform for implementation of changes in the process based on the experiences made. In addition to this, we are also aiming at implementing the ISO-20252 standard for Market, Opinion and Social Research into our processes and to seek certification according to this standard in the near future. This is in direct response to the demands we are facing on the open market and also in preparation for increased future demands in this area. Initial work with implementation has shown that we are fairly close to fulfil the vast majority of demands in the standard within the field of individual and household surveys but we need to make major efforts to accomplish the same thing within other types of surveys, mainly enterprise statistics. Implementation into the processes through our Business Operating Support System will start shortly.
Future Direction

The future work will mainly be directed in these eight directions:
· Establishing the Business Operating Support System as the source of reference for new surveys and to develop the existing content based on feed-back after release.

· Develop the System further to enable surveys to add their own documentation and at the same time make use of the existing documentation for the established standards.

· Develop the SOA approach and establish the preconditions necessary for a successful implementation at Statistics Sweden.
· Start implementation of the established standards into existing survey processes.

· Implement the demands in the ISO-20252 standard o the extent necessary to achieve formal certification.

· Strengthen the effectiveness of the development work, especially within prioritised areas like data collection and editing and develop high quality common tools within these areas.

· Complement the current toolbox of standards within vital areas that are not well covered at present, e.g. Design, Testing, Disclosure control and Evaluation.

· Improve our capability to measure data about our processes and to utilise those data to prioritise and improve them.

To be able to achieve headway in these areas we need to manage the ever present conflict between long and short term priorities and put organisational wide priority on selected development projects. We are also looking to exploit the excellent cooperation climate between NSIs and as much as possible integrate good solutions developed elsewhere. Naturally, we are totally open to contribute to this climate ourselves. 
Experiences
During the preparatory work in the Lotta project and the initial stages of implementation in the new organisation we have made a lot of experiences, some good and some less so. Below we explore some of the most prominent, and try to elaborate on how we could have improved on some of them.
Common point of view

It was clear from the start that a common view among major stakeholders was needed, both on the basic situation and the problem description as well as on the best way forward. A lot of discussions and debate took place in the top management team, and on that level the management group did have a common point of view of the situation. At a somewhat later stage efforts were made to also include the middle management into these discussions. Similar to many other organisations this proved more difficult. Although several middle managers quickly bought in to the change process, a fairly large part did not. Perhaps even more troublesome was that only a few of the middle managers took an active part in informing and discussing with their staff about the change, why it was needed and how it might affect their particular situation. This meant that large parts of the staff did not have enough information to really understand the changes and thus had difficulties to relate to them. The staff was not necessarily against the change as such, but not knowing enough created a lot of unnecessary speculation. This ties closely into the subject of communication, and although we put a lot of effort into that particular activity (see below), we probably should have supported the middle managers more in their difficult task in the every day meeting with their staff.
Communication

In times of change it is vital for those affected to have a good understanding of what is going on in order to be able to orientate themselves and also to be able to contribute and influence the change. At the start of the initial Lotta project this was recognised and a trained communicator from the Communication department was included into the project team to assure that the issue was handled correctly. 
To reach out to the staff in general during the project we employed, among others, the following approaches:
· Extensive information through the intranet under a unique logo.

· A mailbox where the staff could send questions – about 30 were received and replied to.

· A package of presentation material (regularly updated) to be used by the managers.

· Discussions on the unit level supported by a document with a set of questions; the written replies were analysed and used as a basis for information activities.

· Discussions on the unit level supported by members of the project.

· Additional meetings of the managers for successive information and to discuss particular issues.

· Always on the agenda of the meetings of the top-managers.

· A conscious effort to include “new” staff from across the organisation in sub-projects.

It has been more difficult to keep this level of ambition up after the project ended. Though several of the approaches have continued to exist, albeit on a smaller scale, and regular information is being given through the different communications channels of Statistics Sweden. It is quite clear though that the lack of a person with clear responsibility for assuring that information about relevant activities and issues is provided is a major drawback. We need to look at the alternatives present to strengthen this area.
The process of change

Change, however vital, will always upset an organisation and create debate, discussion and speculation. The process of change normally goes through a set of stages, where the people affected are relating to the change in different ways. How quickly they pass through this process however can vary greatly. During the development project and at the time of the decisions being taken to put the organisation into place in late 2007, there were many critical views being expressed and the “old way” of working was considered threatened by many. It is quite a different story today, although many of the staff are still sceptic about whether we are going to achieve the results expected from the change, the have accepted that this is how we are now going to work at Statistics Sweden and that it is not so “dangerous” to themselves. This is a necessary transformation in order to be able to contribute to the change in a positive manor. One needs to realise that major changes take time, both to accomplish and for those concerned to accept, and facilitate the change process as much as possible through communication and involvement.
In this respect it is also worthy of note that kick-starting the change, like we did with the Lotta project, is close to necessary to force the organisation out of the old habits and for the staff to have to react and relate to the change. On the other hand such a kick-start is running the risk of creating too much expectations too quickly, expectations which are then not met. This fine balance must be found for a smooth change process.
Change will inspire further change. Starting with this particular approach the organisation, in different parts and on different levels, has started to turn over all possible stones trying to find better ways of doing what we do today. This is a powerful force that should be utilised to its full potential. However, it also runs the risk of getting out of control if the different changes aren’t coordinated enough. We now see tendencies towards this direction, where we are finding it difficult to manage the resources needed for everything we are trying to do. At the same time we also have some trouble to present a coherent view of how the changes fit together and not enough people have grasped the totality of the changes. This is something we need to look into in the future; prioritise between the efforts and coordinate among those that we go ahead with.
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