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Introduction
Background

The need to take on a Quality Plan in EUSTAT was adopted in the year 2000,
fundamentally due to the large renewal of staff that the Institute underwent at that time
and represented an important alteration in daily dynamics to achieve the smooth running
an consecution of work.

This need was basically focused on disposing of updated documentation on all statistical
operations. Previously there was a documentation model for statistical operations, but
there was not a corresponding updating procedure. At the same time this need for
documentation was addressed, other fundamental subjects were also addressed with
regard to the quality of statistical operations.
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Quality Plan Objectives

In general terms the plan aimed to introduce an overall quality system that represented a
plan of action, good enough for every kind of statistical operation. The three main
aspects of the Plan were the following:

• Establish a procedure for the documentation of all the phases of a statistical
operation, establishing at the same time the responsabilities of the satff in each
case.

• Establish a system of continuous improvement in the operation and the updating of
documentation.

• Establish a set of indicators for each of the quality aspects in operations, in order for
those running the operation and the management of EUSTAT to carry out a
continuous assessment.
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Development of the Plan
Starting up this project involved several stages:

Definition of the Quality Document

This phase consisted of defining a theoretical document for the documentation of regular
operations (periodicity of a year or less), determination of the responsabilities of each
phase in the operation and definition of the different quality indicators.

Among the sections of this document were some general principles to be followed with
regard to: quality matters, responsabilities of different types of staff, and description of
the procedures to be followed for the improvement of a statistical operation.

In addition, the document developed more specific aspects (technical project) on
different aspects related to the documentation for statistical operations and which must
be filled in specifically for each operation.

This regulation was tested in two operations prior to extending its application to an
important number of operations.

The part relating to the documentation for each operation involved compiling all the
necessary documents for the operation and exhaustive references in the technical
project. The aim of this phase was to file all this documentation in a common place, on a
documental database, constructed to this effect.

Establishing the quality factors for each operation and  setting was a key to subejct at
this point, although this was subsequently revised.

Introduction of the Plan

The second stage is where a wide range of regular operations was documented, based
on the definiton of the first phase, with the following model of planning:

• Creation of a temporary organization :

- ”Head of the operation”, forming a team together with collaborators from the
technical project.

- “Tutors” that revised and approved the documents.
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- The figure of “Facilitators” contributed their experience to the definition of the plan
in the first phase, together with the external consultant, and developed help
guides. All answer to one of the Deputy Directors of the EUSTAT.

• Training workshops for participants in the process.

• Assesment and correction of the different points developed. As a result of this
assesment , different aspects defined in the first phase of the Quality Plan were
corrected, modified and improved, leading to a new version of the Plan.

Revision and setting  of objectives and quality indicators

This third phase consists of revising the specific objectives of each operation and the
selction of quality indicators for each of them. At the same time in this phase a model of
common and cetralised register was defined, so that the person responsible for each
operation can periodically allocate the indicators.

At present the following phase is being addressed: a periodical register of indicators.
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Conclusions

In short, we can highlight the main positive aspects that this project has represented to
date:

• Realisation of completes documentation for operations with a standarised design
and centralised access (Database).

• Aspects susceptible to short or long term improvement are detected and assessed.

• Generalised implementation of the work between the different areas of the Institute.

However, this experience is not free of difficulties that must be overcome and on which
the succesful implementation of this Plan depends, particularly  the following:

• Involvement of staff in tasks that are largely considered to be an additional burden to
their “real”work, i.e. statistical production

• Certain rejection by staff of the quantification of objectives, which might represent
some kind of control over the results of their work.

• Deployment of a great organizational effort for the second phase of the Plan.

• Difficulty in adopting the “jargon” related to Quality.
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