Integrating Process Model Modernisation
and Internal Quality Reviews: A Strategic
Approach to Quality Culture at SURS

Mojca Eremital, Tina Sijanec?, Lara Fink3
1Statistical Office of the Republic of Slovenia, Republic of Slovenia
2Statistical Office of the Republic of Slovenia, Republic of Slovenia

3Statistical Office of the Republic of Slovenia, Republic of Slovenia

Abstract

Following recommendations from a 2023 external Peer Review, the Statistical Office of the
Republic of Slovenia (SURS) undertook a comprehensive initiative to modernise its statistical
business process model and implement an internal quality review framework. This paper
presents SURS’s integrated approach, which aligns its process model with the Generic
Statistical Business Process Model (GSBPM) version 5.2 and establishes systematic internal
quality reviews based on the European Statistics Code of Practice (ES CoP). All organisational
units were involved, as the modernisation affected core processes, documentation, and IT
systems across the organisation. The updated process model ensures stronger compliance
with international standards and supports digital transformation (including opportunities for
process automation and use of artificial intelligence) by enhancing the modularity and
repeatability of processes. Key changes include introducing a distinct Build phase, integrating
cross-cutting activities (quality management, metadata management, information security)
throughout all process phases, and updating essential internal guidelines (e.g. quality
assurance handbook and process inventory). Building on this new process model, an internal
guality review system was designed using structured self-assessment questionnaires to
monitor compliance, identify improvement actions, and strengthen a quality-oriented
organisational culture.

The paper describes the methodology of these reforms and reports initial results. The approach
has fostered collaboration across sections, improved process documentation and consistency,
and yielded actionable recommendations (about 4 per reviewed process) for continuous
improvement. SURS’s experience demonstrates that coupling process modernisation with
regular internal quality reviews can reinforce institutional capacity, ensure alignment with
European and international quality standards, and create a foundation for future innovations in
statistical production. The conclusion offers insights for other National Statistical Institutes
(NSIs) seeking to cultivate quality culture through unified process and quality management
strategies.
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1. Introduction
National Statistical Institutes (NSIs) are continuously challenged to maintain high quality

standards while modernising their statistical production systems in an environment



characterised by rapidly evolving data sources, methods, and technologies. Sustaining a
strong quality-oriented culture is therefore essential for maintaining trust in official statistics, as
the credibility of an NSl—and consequently users’ confidence in its outputs—depends on
quality being embedded as a core institutional value rather than treated as a purely procedural
requirement.

At the Statistical Office of the Republic of Slovenia (SURS), recent strategic initiatives have
increasingly focused on strengthening the links between process modernisation and
systematic quality management. This orientation reflects a growing recognition within the
European Statistical System (ESS) that robust statistical quality cannot be ensured solely
through ex-post controls, but must be actively built into the design, implementation, and
evaluation of statistical processes throughout their lifecycle.

In 2023, an external Peer Review of SURS, conducted under the ESS Peer Review
mechanism, identified several areas for improvement that were subsequently consolidated into
the national improvement action plan. Among the key recommendations, the Peer Review
explicitly called for (i) updating the statistical business process model used at SURS to align
with the latest version of the Generic Statistical Business Process Model (GSBPM), and (ii)
introducing systematic internal quality reviews of statistical processes. These
recommendations are closely aligned with broader European efforts to ensure compliance with
the European Statistics Code of Practice (ES CoP), in particular Principle 4 (Commitment to
Quality), and to strengthen continuous quality improvement across statistical organisations.

In response to these recommendations, SURS launched a comprehensive, organisation-wide
project with two interrelated objectives: first, to modernise its statistical process model in line
with GSBPM version 5.2; and second, to design and establish an internal quality review system
grounded in the updated process model and the principles of the ES CoP. The underlying
premise of the project is that updating how statistical processes are defined and managed,
while simultaneously strengthening mechanisms for assessing how well those processes
perform, can more effectively embed quality considerations into everyday statistical
production. By actively involving staff from across organisational units, the project also aims to
promote a shared understanding of statistical processes and reinforce a common,
quality-centred institutional culture.

This paper examines SURS’s integrated approach to process model modernisation and
internal quality review development. It first outlines the relevant conceptual and institutional
context, including international frameworks for statistical process modelling and quality
management in official statistics. Next, it describes the methodology adopted within the project,

focusing on the approach used to align the SURS process model with GSBPM 5.2 and to



design the internal quality review framework. The paper then presents intermediate outcomes
achieved during the project to date, discusses key challenges encountered, and reflects on the
implications for fostering a sustainable quality culture within a national statistical institute.
Finally, it summarises key insights and identifies areas for future work, highlighting lessons

that may be relevant for other NSls undertaking similar initiatives.

2. Conceptual Framework

2.1 GSBPM Process Model

Having a well-defined statistical business process model is widely acknowledged as a
cornerstone of modernising official statistics. A standard process model provides a harmonised

framework and terminology for all activities involved in producing statistics.

The Generic Statistical Business Process Model (GSBPM) is an international reference model
that defines the typical phases and sub-processes in statistical production. First released in
2008 and subsequently updated, the GSBPM has been adopted by many NSIs to guide
process documentation and improvement (UNECE, 2025). The current version, GSBPM 5.2,
endorsed in 2025, introduced refinements to ensure the model stays aligned with evolving
practices. Notably, while GSBPM 5.2 retains eight primary phases (Level 1) from Specify
Needs through Design, Build, Collect, Process, Analyse, Disseminate, to Evaluate, it provides
clearer descriptions emphasising that these phases need not be strictly sequential and can be
iterative or overlapping in practice. GSBPM 5.2 also places greater emphasis on modern data
sources and techniques — for example, it explicitly mentions incorporation of administrative and
big data, geospatial data, and the use of machine learning/artificial intelligence within relevant

sub-processes.

For NSils, aligning internal processes with the GSBPM has several benefits: it promotes the
use of standard terminology and methods, enables benchmarking and sharing of components
with other organisations, and provides a structured way to implement process improvements
and new technologies. In effect, the GSBPM serves not only as a process template but also
as a backbone for integrating related standards and for assessing process quality and
efficiency. Modernisation efforts in official statistics often explicitly reference GSBPM to ensure
that any new tools or re-engineered workflows cover all necessary steps and maintain

coherence with international best practices.



2.2 Quality Management Frameworks and Internal Quality Reviews

Quality in official statistics is governed by principles and practices aiming to ensure statistics
are fit for purpose and produced in a transparent, reliable manner. The European framework
for quality is articulated in the European Statistics Code of Practice (ES CoP), which contains
16 principles ranging from professional independence and adequacy of resources to statistical
processes and outputs quality. Of particular relevance is Principle 4, “Commitment to Quality,”
which stipulates that statistical authorities must systematically and regularly identify strengths
and weaknesses to continuously improve process and data quality. To operationalise these
principles, many NSIs have established Quality Management Systems that include tools such

as quality guidelines, quality indicators, user surveys, and internal audit or review programs.

Internal quality reviews (also referred to as quality audits or self-assessments) have been
recognised as an effective mechanism for NSls to monitor and improve compliance with quality

standards on an ongoing basis.

In the context of official statistics, an internal quality audit is a structured, independent
examination of statistical processes and products to assess the extent to which they adhere to
predefined criteria (often drawn from the Code of Practice or national quality guidelines). Many
NSiIs introduced such audits following earlier rounds of ESS peer reviews in the 2000s, which
recommended strengthening Quality Commitment (ES CoP Principle 4) through regular

internal assessments.

The approach, introduced in many countries, specify that audits cover all phases of the process
(using the GSBPM as a reference framework) and check compliance with each relevant quality
principle (e.g. checking if appropriate methodological standards are followed, if respondent
burden is monitored, if results are disseminated with proper documentation, etc.). Internal
audits are not conceived as policing but as a tool for quality improvement. They aim to identify
both weaknesses and examples of good practice, providing recommendations for

improvement and highlighting successes that can be shared within the organisation.

The literature suggests that, to be effective, internal reviews should be systematic, evidence-
based, and embedded in the management cycle. Kasozi et al. (2018) argue that without
methodical quality assessment and auditing of statistical processes, NSls “risk ... making no
justified claim of being professional and of delivering quality in the first place”. In their study
they note that many NSIs have developed internal self-assessment questionnaires and audit
procedures that draw on frameworks such as the Eurostat quality auditing guidelines and 1ISO

standards.



Another concept gaining traction is fostering a “quality culture” within statistical organisations.
A quality culture means that quality awareness and willingness to improve are shared across
all levels of staff, not just quality specialists or top management. Dennis Trewin (2002)
emphasised that “Quality has to be a core value — providing a high quality service has to be
the natural way of doing things. It has to be embedded in the culture of the NSO.” In practice,
building such a culture requires more than setting rules; it involves engaging staff in quality
initiatives, open communication about errors and improvements, and strong leadership
commitment to quality. Regular internal reviews can contribute to quality culture by making
quality a shared responsibility and a learning opportunity. When staff participate in evaluating
and refining their own processes, quality becomes “the way we do things” rather than an
external imposition. Indeed, continuous review and evaluation of statistical activities is one of
the key strategies for maintaining quality cited by Trewin, alongside having well-designed

processes and skilled staff.

In summary, the state of the art in official statistics quality management suggests that: (a) using
a standard process model such as the GSBPM provides a solid foundation for consistency and
quality assurance across processes, and (b) internal quality reviews are a vital tool for NSls to
ensure compliance with quality standards and to drive a culture of continuous improvement.
The integration of these two aspects — process modernisation and internal quality audits — is
a logical next step, as a standard process framework can guide what to review, and the review
feedback can in turn help refine processes. SURS’s project builds upon these insights by
simultaneously updating its process model and launching internal reviews, aiming to create a

virtuous cycle of improvement.

3. Methodology

The initiative at the Statistical Office of the Republic of Slovenia (SURS) was conceived as an
organisation-wide methodological project aimed at addressing two closely interrelated
challenges identified in the 2023 ESS Peer Review: the alignment of the institutional statistical
process model with the latest version of the Generic Statistical Business Process Model
(GSBPM v5.2), and the establishment of a systematic internal quality review framework. The
project was deliberately designed to develop these two components in parallel, allowing
methodological decisions related to process modelling and quality assessment to inform each

other throughout the project lifecycle.

The overall methodological approach adopted by SURS is iterative and participatory. It

combines structured analytical work led by designated experts with extensive involvement of



staff from subject-matter and support units. This approach was chosen to ensure that the
revised process model and the internal quality review framework reflect operational realities
across statistical domains, while remaining fully aligned with international standards and

institutional quality objectives.

3.1 Updating the Statistical Process Model (GSBPM Alignment)

SURS has maintained a general statistical process model since 2012, when it first adapted the
Generic Statistical Business Process Model (GSBPM) to suit its workflows. At that time, the
Build activities were not defined as a distinct phase but were treated as an overarching
process, and an additional phase, Selection of Observation Units, was introduced to explicitly
cover sampling-frame preparation and unit selection. In 2017, the process model was revised
to reflect organisational changes and new methodological practices. While these iterations
improved the coordination of statistical production, by 2023 the SURS model still did not fully
align with the GSBPM structure, as it did not explicitly include some elements of the evolving
international standard. The 2023 Peer Review identified these gaps and recommended full
realignment with GSBPM version 5.2 to ensure consistency with international standards and
to support further modernisation, including improved integration of quality and metadata

management.

In response, SURS embarked on a structured, participatory methodology to update its process
model in line with GSBPM v5.2. First, a team of process experts conducted a gap analysis
comparing the existing SURS model with GSBPM v5.2. This analysis confirmed specific
discrepancies (e.g. the absence of a separate Build phase and incomplete coverage of
GSBPM'’s overarching activities, such as quality and metadata management) and identified
opportunities for alignment. The team also conducted a cross-country review of process
models from other National Statistical Institutes to identify best practices for GSBPM
implementation, and prepared a risk assessment to anticipate potential challenges (e.g.
required IT updates or staff training). Based on these preparatory steps, a detailed
modernisation plan was developed, including a phased timeline for revising each part of the

model and updating related documentation.

The core of the revision focuses on redefining the phases and sub-processes of the SURS
process model to mirror the standard GSBPM structure and terminology. In this context, SURS
is re-introducing Build as a distinct process (Process 3), thereby clearly delineating
development and testing activities. At the same time, SURS is phasing out its unique Selection
of Observation Units phase, with the intention of integrating those activities into the appropriate

GSBPM sub-processes (primarily within Collect). In parallel, overarching activities (such as



quality management, metadata management, and information security) are being
systematically integrated across all phases of the model, reflecting GSBPM’s emphasis on
continuous quality and metadata integration throughout the statistical lifecycle. By structuring
activities in this way, the revised model is expected to provide a robust framework for assessing

and improving process quality.

The SURS process model underpins both the publicly available handbook Guidelines for
Quality Assurance, which systematically describes the statistical survey implementation
process and provides guidance for ensuring high-quality results, and the internal handbook
Description of the Statistical Survey Implementation Processes, which defines a standard
framework and terminology for coordinated work, staff training, and the systematic
improvement of statistical processes and surveys. As the model is embedded in production
across various systems, the planned revisions of the process model also require

corresponding updates to these key documents, which are being prepared in parallel.

The project follows a staged, collaborative revision process. The overall revision is divided into
manageable sub-projects corresponding to phases of the SURS process model. For each
stage, the team has developed proposed changes, which are reviewed in workshops with a
working group of “process revisers” comprising representatives from various subject-matter
and support sections and services. These workshops introduce the key features and changes
brought by GSBPM v5.2 and provide a forum for staff to discuss and address concerns (such
as clarifying terminology or mapping new phase definitions). Feedback from these workshops
is incorporated into successive model drafts, ensuring that domain-specific realities are
captured accurately. This iterative and participatory approach has proven instrumental in
fostering shared understanding and commitment, as employees see their expertise reflected
in the emerging versions of the model and gain a clear understanding of its structure and
purpose at an early stage. Top management, together with the Metadata and Quality Section,
provides oversight and approval at each milestone, ensuring an appropriate balance between

methodological soundness and practical feasibility.

3.2 Introduction to the Internal Quality Review Process

In parallel with the process model modernisation, SURS developed the methodological
foundations for an Internal Quality Review (IQR) system, in line with the Peer Review
recommendation to introduce regular, systematic internal assessments of statistical
processes. The development followed a phased methodological approach, progressing from

conceptual design to the preparation of operational tools and governance arrangements.



The initial phase focused on conceptual design and benchmarking. A dedicated task force
analysed quality review practices in selected ESS countries and examined relevant European
frameworks, including the European Statistics Code of Practice and the ESS Quality
Assurance Framework. On this basis, a comprehensive IQR framework was drafted, defining
the objectives, scope, methodological principles, and organisational roles of the review system.
The framework explicitly positions the IQR as an evidence-based review mechanism aligned
with ES CoP Principle 4 (Commitment to Quality), with the objective of supporting continuous
improvement rather than compliance control. Following internal consultation, the framework
proposal was formally endorsed by top management, providing an institutional mandate for

further development.

The second phase enriched the methodology through international exchange and qualitative
approaches. A study visit to Statistics Norway informed the integration of optional qualitative
methods—such as stakeholder interviews or focus group discussions—into the IQR design,
complementing document-based assessments. These elements were incorporated in a flexible
manner, allowing their use where stakeholder perspectives are particularly relevant for

understanding process performance.

The third phase focused on the development of operational instruments and guidance. Central
to the IQR methodology is a modular Self-Assessment Questionnaire (SAQ), designed in close
alignment with the updated GSBPM v5.2-based process model. The SAQ is structured by
GSBPM phases and contains targeted, evidence-oriented questions addressing key quality
dimensions at each stage of the statistical lifecycle. To improve efficiency and consistency, the
guestionnaire is designed to leverage existing internal metadata and documentation systems,
allowing pre-population of selected elements where reliable information is already available.
In addition, detailed internal guidelines were prepared to standardise review procedures and

to support capacity building for staff acting as process owners or internal reviewers.

At the time of writing, the IQR system is designed as a structured, cyclical process intended to
be embedded within SURS’s statistical production environment once the process model
modernisation project is completed. Under the proposed approach, statistical processes will
be selected for review according to a multi-year plan ensuring full coverage on a rotational
basis. Each review is envisaged to follow a standard sequence comprising planning and team
appointment, self-assessment and evidence collection, independent internal review, joint
review meetings, structured reporting of findings and recommendations, and follow-up

monitoring. Governance oversight is foreseen to be provided by a cross-departmental Quality



Committee, ensuring that improvement actions are tracked and that the review process
contributes to organisational learning and accountability.

4. Results

Figure 1 presents the conceptual design developed within the project, illustrating how the
updated statistical process model and the internal quality review (IQR) framework have been
methodologically integrated into a single, coherent approach. The figure demonstrates how
the revised process model, aligned with GSBPM 5.2, serves as the structural backbone for the
internal quality review system. In addition, it illustrates an example of the revision of the first
process (Analysis of needs and requests), comparing its structure in the SURS 2017 process
model, the revised SURS model and GSBPM 5.2, thereby concretely demonstrating how
international standards have been operationalised within the institutional context.

At the core of this design is the systematic transformation of statistical processes and
sub-processes into structured quality review questions. Each phase of the SURS process
model is broken down into its constituent sub-processes and associated quality requirements,
which are then translated into evidence-based self-assessment questions. This ensures that
internal quality reviews comprehensively cover the full statistical lifecycle and remain firmly

anchored in formally defined processes.

The figure further highlights the role of automation and metadata integration in supporting the
review process. Existing information systems and repositories, such as process,
methodological and quality documentation systems, are envisaged as sources for pre-filling
relevant evidence fields in the self-assessment questionnaire. This design approach aims to
reduce reporting burden, improve traceability, and enhance consistency between process

documentation and quality assessments.

Overall, the integrated design presented in Figure 1 represents an intermediate outcome of
the project. It establishes a methodological foundation for embedding quality considerations
directly into process management and for institutionalising internal quality reviews as a
mechanism for continuous learning and improvement. By linking process standardisation,
systematic quality assessment, and the automated use of existing evidence, the proposed
approach is expected to support the development of a sustainable quality culture and

strengthened compliance with ESS quality standards.

Beyond illustrating the technical structure of the integrated approach, Figure 1 highlights one
of the project’s key results to date: the establishment of a direct and systematic link between

the SURS statistical process model and internal quality assessment. Unlike traditional quality



review approaches that rely primarily on generic checklists derived from quality principles, the
proposed design embeds quality requirements directly within the process architecture of the
SURS process model.

A central outcome of this work is the transformation of process documentation into an
operational quality review instrument. Each phase and sub-process of the SURS process
model is explicitly linked to defined quality requirements, which are then translated into
structured, evidence-based self-assessment questions. This approach ensures that internal
quality reviews are closely connected to production practice and firmly grounded in the actual

design and execution of statistical processes.

Another important result concerns the role of metadata and existing information systems in
supporting quality assessment. By enabling the automated pre-filling of evidence from process
and methodological documentation, quality reports, and metadata repositories, the proposed
approach reduces reporting burden and strengthens traceability between documented
processes and quality assessments. This design choice reflects the principle underlying the
SURS process model that quality and metadata management are overarching activities

integrated across the entire statistical lifecycle rather than isolated control functions.

Taken together, these results demonstrate how the updated process model functions not only
as a harmonisation tool, but also as an enabling infrastructure for internal quality reviews. The
integrated design establishes the methodological conditions for a continuous feedback loop in
which process standardisation supports quality assessment, and quality review findings can,

in turn, inform further process refinement.

Figure 1: Integrated implementation of process model update and the internal quality review
framework
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5. Conclusions

This paper has presented an integrated approach adopted by the Statistical Office of the
Republic of Slovenia to modernise its statistical process model and to design a systematic
internal quality review framework in response to the recommendations of the 2023 ESS Peer
Review. By aligning the institutional process model with GSBPM 5.2 and simultaneously
developing an internal quality review mechanism grounded in that model, the project
addresses process standardisation and quality management as mutually reinforcing elements
rather than separate initiatives.

The results achieved to date demonstrate that a GSBPM-based process model can serve not
only as a descriptive reference framework, but also as an operational foundation for internal
quality reviews. The translation of process phases and sub-processes into structured,
evidence-based review questions creates a direct link between statistical production practice
and quality assessment, supporting a more coherent and transparent approach to quality
management.

Although the full implementation and empirical evaluation of the internal quality review system
remain subjects of future work, the integrated design presented in this paper establishes the
necessary methodological and organisational preconditions for embedding quality
considerations into everyday statistical production. In this sense, the project contributes to
strengthening a sustainable quality culture in line with the European Statistics Code of
Practice, particularly the principle of continuous commitment to quality.

Looking ahead, the next phase of the initiative will focus on the implementation of the revised
process model across other core SURS systems and tools. This will include further integration
of the updated model into operational IT systems, documentation platforms and quality
management instruments. The successful implementation of the revised model in these
environments will be essential for fully realising its potential benefits and for embedding the
updated process framework into everyday statistical production practice.

The experience gained at SURS suggests that combining process model modernisation with
the development of internal quality reviews can offer a viable pathway for National Statistical
Institutes seeking to enhance both compliance with international standards and organisational
learning. Future work will therefore focus on piloting the review process, analysing its practical

impacts, and further refining the approach based on implementation experience.
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