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Discovering and Documenting Greatness

People Make A Difference

CENTRAL FINE COLLECTION AGENCY, THE NETHERLANDS

Background

The Centraal Justitieel Incasso Bureau which trans-
lates as the Central Fine Collection Agency, (CJIB)
is an implementing organization of the Dutch Minis-
try of Justice and answers to the Directorate General
for the Administration of Justice and Law Enforce-
ment. Most tasks the CJIB perform fall under the
jurisdiction of the Public Prosecutor. They include
the collection of traffic fines, criminal fines, confis-
cation orders, compensation measures, out-of-court
settlements, punitive decisions, administrative fines
and cross-border fines within the European Union.

The CJIB was established after the so-called Mulder
law was passed in 1989. Under this law it became
possible to settle minor traffic violations through an
administrative process instead of criminal proceed-
ings. Having started in 1990 with only a handful of
employees, its head office in Leeuwarden now em-
ploys over 1000 people. This makes the CJIB one of
the largest employers in the north of the Netherlands.
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The Challenge

Immediately following the establishment of the
CJIB, the agency underwent a period of enormous
growth, due to a substantial expansion of its range of
duties. The workload was steadily increasing, and
therefore the focus was mainly directed towards han-
dling daily operations and less towards adopting a
structure that fit an increasingly complex organiza-
tion.

The agency was segmented in units, but unit manag-
ers did not hold full responsibility for their entire
units. No distinction was made between staff or line
positions and decisions were reached by consensus.
Very often, it was not entirely clear who was respon-
sible for what. To handle the heavy workload, many
contractors were hired. A lot of work was being
done, but not always with the same unambiguous
vision.

Eight years after its establishment, the CJIB was
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facing the challenge of coming up with a company
vision, redesigning the organizational structure,
increasing efficiency and creating greater commit-
ment among employees.

The Solution

In 2006, a new director of Human Resources started,

R. (Reind) C. Loggen. He was a strong advocate of a |

reorganization with people as the starting point.
Introduction Day, 8 June 2007

To start things off, an introduction day was sched-
uled for all managers. The day's motto was: Building
personal effectiveness in a changing environment. It
was during this day that managers had their first
encounter with the ideas of FranklinCovey concern-
ing leadership and effectiveness. One of the results
of this meeting was the establishment of the Think-
tank. People from all over the organization
volunteered as members to discuss practical imple-
mentation issues of the desired changes in daily
operations.

Training Timeframe, 1 January 2008

The next step in the change process was the setting
up of a series of training sessions for employees.
Because the CJIB wanted to retain the necessary
expertise, a deliberate choice was made to create an
internal group of trainers. Twenty trainers-to-be
were selected and were trained in the 7 Habits of
Highly Effective People of Stephen R. Covey. These
trainers could then facilitate workshops for the CJIB
workforce, making the organization no longer
dependent on external consultants.

Combating failure is a side effect. The point is
that you focus on people, and try to solve their

problems. If you do that well, then the rest
comes naturally. —Reind Loggen

Remarkably, these trainers were not Human
Resource employees, but came from different parts
of the company. It appeared there was a huge poten-
tial of passionate and talented people in-house. Par-
ticipation in the workshops was on a voluntary basis,
but the enthusiasm of participants appealed to
co-workers to such an extent that as of today, the
vast majority of employees have participated.
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Dialogues, April 2008 — June 2008

In practice “Dialogues” meant that a consultation
process was implemented regarding organizational
changes, and employees' opinions were sought after.
The CJIB entered into dialogue with its employees in
several ways, e.g. through 'lounge meetings.' In the
office's reception area huge stands were erected
where employees were welcome to give their opin-
ion about the future of the organization during public
meetings. To prevent people from feeling inhibited
in freely expressing their views and to avoid career-
enhancing behavior, the meetings were chaired by an
external facilitator. This approach ensured that
employees felt confident enough to give their honest
opinion.

At first, only a small number of employees took this
opportunity, but their enthusiasm was contagious
and soon enough the response was overwhelming.
The lounge meetings lasted for two months. On
Monday, employees could vent their views, which
were immediately reviewed by management.
Employees' input was assessed as to feasibility and
added-value, but the power of decision at all times
remained where it should be, at the board level. On
Tuesday, feedback was given to the employees
regarding the outcome. A few months later, the
outlines of a new organization had emerged.

This transparent and decisive approach resulted in
massive support for change. Commitment was cre-
ated because employees had been involved in both
the development of the plans and their realization.
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The Results The training program has turned out to be a valuable

tool in recruiting talented people. All new employees
In the span of a few years, the CJIB changed from a are invited for a training session. The managers tell
very hierarchical organization into an open and the audience that the company focuses on investing
socially responsible people-driven one. The results in people rather than products, and this message is
are impressive: highly valued by the new recruits.

The structure of the organization was changed, BLWPALLEIUGA I IRVETE Y[ Bad B) V-V L0 IV (E€X0) 2 8
eliminating management layers and reducing REZANN V-8 B (0,10 38 N 5 § 00 072N 16l )81 X0 &
hierarchy. People have been empowered as BERTIEITE BT IR0 ML) ) B G LTI 8
much as possible, thereby reducing the Training, and Labor Market

number of managers. The Netherlands
By having internal trainers, the CJIB saves half a

million on its training budget. Due to their
internal nature, the workshops are tailor-made The company's focus on training has attracted atten-
and therefore more effective. tion from other parties. The ECABO Research

By giving employees the freedom to choose their Institute named the CJIB as one of the Netherlands'
own working hours, office occupation is three organizations with the best training program.
spread out during the day. The proposed con- Other government institutions and even universities
struction of a new office building was have shown interest as well. The CJIB is now re-
cancelled, resulting in savings of 40 million garded as one of the best managed public organiza-
in investments. tions in the Netherlands. O

Absentee rates have dropped considerably due to a
results-oriented policy that holds people
accountable.

Teams demonstrate a higher degree of teamwork Sources
and seniority, which is rewarded by more
empowerment. People have started collabo- Interview with R.C. (Reind) Loggen, March 5, 2010,
rating in ways that would have been unthink- Leeuwarden, Netherlands.
able before.

The largest production department now operates
with 10 percent fewer employees.

The orgaplzatlon has become more adept in Central Fine Collection Agency website, ww.cjib.nl , ac-
meeting new custome_:rs’ demands. .  cessed April 13, 2010.

Notwithstanding the relatively low public service
salary levels, the organization has succeeded

Interview with Jan Kuipers, March 5, 2010, Leeuwarden,
Netherlands.

in attracting and retaining highly educated Postadres
personnel, thanks to its appealing corporate FranklinCovey
culture. Postbus 73
Constant formal supervision is no longer needed SIS OO 18
because employees are self-motivated. Tel. 033 4530627
Staff turnover has noticeably decreased. Fax 033 4634155
Return on Investment Bezoekadres
Daam Fockemalaan 10
What about the costs of training versus revenues? 3818 KG AMERSFOORT
The facts speak for themselves. The total budget for - '
training was reduced by approximately two-thirds e'ma_ll info@franklincovey.nl
because the training sessions were conducted by website www.franklincovey.nl
internal staff. “This has been our best investment :
ever,” says Reind Loggen, who is also the Chief KVK Gooi- en Eemland: 32097695

Financial Officer (CFO).
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