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QUALITY MANAGEMENT IN POLICE STATIONS
IN THE REPUBLIC OF SERBIA!

Dalibor Keki¢, PhD
University of Criminal Investigation and Police Studies, Belgrade
dalibor.kekic@kpa.edu.rs

Milos Milenkovié, MA
Sector for Emergency Management
milos10jul@gmail.com

Abstract: Quality or quality management is an organizational segment in connection
with emphasis placed on the goal of achieving higher productivity of different organi-
zational systems. Organizations, both productive and serviceable, strive to achieve a
higher level of quality in their business by implementing accepted standards. Besides,
each business area recognizes the different standards that need to be applied, both at
national and global level. During a complex process, from designing needed quality in
order to have usable quality, the main goal to achieve is maximizing profit or to max-
imize number of satisfied users of services. The police organization in the Republic of
Serbia, through its organizational units including police stations, aims at achieving the
highest level of citizen security. Implementation of the concept of quality and quality
management during police and other affairs within the police stations would serve as
a useful tool for improving the work process. The practice shows that priority at the
police stations in the Republic of Serbia is given to quantitative work results, without
significant application of a qualitative approach. Adapted application of the quality
management concept in the police stations in the Republic of Serbia would contribute
to improving the working process from several aspects, such as greater efficiency and
effectiveness, as well as a percentage increase in the satisfaction of citizens by the op-
eration of employees in police stations. The implementation method would also imply
the implementation of some of the applicable ISO standards in the field of security.

KeyWords: quality, quality management, police station, standard

INTRODUCTION

1 This paper is the result of the research on project: “Management of police organization in preventing
and mitigating threats to security in the Republic of Serbia®, which is financed and carried out by the
Academy of Criminalistic and Police Studies, Belgrade - the cycle of scientific projects 2015-2019.
Paper is result of research within the project No. 47017 Security and protection of organization and
functioning of the educational system in the Republic of Serbia (basic precepts, principles, protocols,
procedures and means) realized on the Faculty of Security Studies in Belgrade and financed by Ministry
of Education and Science of the Republic of Serbia.
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Quality management is an area that is increasingly included in the production and service
sectors. One of the primary goals of organizational systems is to maximize the number of sat-
isfied users using products or services. However, it is necessary to achieve the required level
of characteristics that users expect from offered products or services. In this way, the quality
and quality management concept has been developed.

The concept of quality management is rather widespread and increasingly applied in po-
lice organizations on a global level. Police as an organization want to achieve as many a degree
of safety as possible. In this way, it also fulfils the citizens’ satisfaction. However, in this pro-
cess it is necessary to have measuring instruments in order to determine whether they are in
accordance with predefined plans and goals. The concept of quality management should serve
as a basis for improving the work of police organizations in the part of the control mechanism.
Defining different levels of quality determines what is important for the work of a police or-
ganization. Moreover, in this way it is possible to determine separate segments that need to
be monitored and controlled in order to improve work and achieve higher level of safety and
citizen satisfaction.

The police organization in the Republic of Serbia endeavors to achieve the highest level of
satisfaction among citizens. The goal is to provide a safe environment in which citizens will
feel safe. In this direction, efforts are being made to implement modern methods and tech-
niques of management of large organizational systems, such as a police organization. How-
ever, there are some areas in which Serbian police still need to work on improvement. One
of the areas defines the way of determining what the quality of the work process is, how to
determine and measure it and use the results for the purpose of improvement.

The current situation in the police stations in the Republic of Serbia indicates that little
attention is paid to quality management and the implementation of this modern management
concept. Namely, principles based on the quantification of effects continue to be in use. In
such situations, it does not matter whether it has been done qualitatively or more precisely if
the standards that are expected are met. Furthermore, the current security standards are not
applied in the work of police stations. The work of police officers at police stations in Serbia is
based on instructions and written instructions received from the central police departments
of the Ministry of Interior. In this way, it is only possible to monitor work in police stations
without clear and measurable parameters that will later be used in quality control.

With the aim of raising the offered services or the unhindered functioning of the security
system in the part related to the work of police stations, it is necessary to define how to im-
plement and later use the concept of quality management in police stations. For this purpose,
existing standards that could be implemented in the police stations in the Republic of Serbia
can be used. Examples of positive practice of police organizations where this is largely used
would be the way of applying the concept of quality management in those stations where it
is not used.

THEORY OF QUALITY MANAGEMENT

Firstly, we have to define the term quality. According to Feigenbaum quality is “the total
composite product and service characteristics of marketing, engineering, manufacture, and
maintenance through which the product and service will meet the expectations of the cus-
tomer” (Feigenbaum, 1961). This definition of quality is interesting because it brings into con-
sideration departments other than manufacturing which contribute to the quality of product
and service provided by the company to meet the expectations of the customer. It is per-
haps worth contemplating whether meeting the expectations of the customer is a higher level
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of achievement than providing a product or service that is fit for purpose (Knowles, 2011).
Based on this definition, it is clear that the emphasis on quality is to meet the expectations of
users of products or services. In this way, quality is proven and at the same time it achieves the
most important goal of the organization, maximizing profit or customer satisfaction. Then,
according to Goetsch and Davis quality is “a dynamic state associated with products, services,
people, processes, and environments that meets or exceeds expectations and helps produce
superior value” (Goetsch & Davis, 2010). This definition is reasonable attempt to draw to-
gether the themes of a number of definitions of quality and create a unifying definition. The
most noteworthy addition to the previous discussion is the idea of dynamism. By this they
mean that acceptable levels of quality are not fixed, but change with customers’ experiences
and view of the world (Knowles, 2011). Based on the second definition, the dynamic quality
characteristic is emphasized. It means that quality is needed to match the current needs of the
market and end users. This quality characteristic has also to be emphasized in the case of the
implementation and use of the concept of quality in the work of police stations in the Repub-
lic of Serbia. It is necessary to monitor the changes in the security environment, as well as to
innovate the processes of work so that the citizens feel safe and satisfied with the work of the
police officers. In addition, the term effectiveness can be closely linked with the term quality
in the work of police stations. Starting from the fact that the quality of organizational pro-
cesses can be measured according to their outcomes, effectiveness can be defined as the basic
criterion for the quality of products and services that result from these processes. However,
even when the organization achieves exceptional quality of products and services, its perfor-
mance cannot be determined without measuring its efficiency. In short, quality is primarily
dependent on effectiveness, while success is a function of levels of effectiveness and efficiency
levels. In addition, the level of effectiveness of the police organization depends primarily on
how police work is assessed by citizens as users of its security services, while the level of its
efficiency depends on the spent resources per unit of time (Stevanovi¢, Keki¢, 2017).

Based on the definition of quality, it is necessary to define the broadened concept of qual-
ity management. Quality management is a functional area of management and is increas-
ingly used in the modern world of business. In theory, there are many definitions of quality
management. Quality management is both a technique and a methodology at the same time.
It is not an isolated activity added to manufacturing and other activities of a factory, but it
represents an effective means for realizing such activities (Cruchant, 2003). This definition
implies that quality management does not relate exclusively to production, as many expe-
rience it. Namely, at the beginning of the use of this modern management concept, quality
management was exclusively linked to the production and characteristics of raw materials,
semi-finished products and end products. However, later it was noted that the quality needs
to be managed in the service process. This leads to the development of standards that directly
relate to services. Firstly, standards relating to those types of services that have the highest
primacy and degree of use have been developed. Furthermore, the need for using the concept
of quality management has been recognized in other areas, such as in the security system and
its separate parts. More precisely, modern police organizations around the world begin to im-
plement the current standard and continue to implement the concept of quality management.
Moreover, there is a new way of using quality management. That is total quality management.
It is very useful and should be interesting for work of police organization and police stations
as organizational units. Standard ISO 8402:1994 has definition of total quality management
(TQM) as a “management approach of an organization focused on quality, established on the
participation of all its members and aimed at long term success based on customer satisfac-
tion and benefits to the members of the organization and society” (Standard ISO 8402:1994,
1994).?0On the other hand, standard ISO 9000:2000 does not offer a definition of total quality

2 Standard ISO 8402:1994. (1994)
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management. It is important for police stations to use total quality management. Police sta-
tions in the Republic of Serbia include different police jobs, such as police of general jurisdic-
tion, traffic police, criminal police and legal affairs. Those jobs have some connections. On
the other hand, police and other officers working in police stations in some of the mentioned
areas have to follow different procedures. Therefore, it is necessary to have a framework which
will be used in order to have the same work process in all police stations in the Republic of
Serbia. Accordingly, standards and quality management should be a useful tool for unification
of police station operations and activities.

ANALYSIS OF THE CURRENT STATE OF IMPLEMENTATION
OF QUALITY MANAGEMENT IN THE WORK OF POLICE STA-
TIONS IN THE REPUBLIC OF SERBIA

Before the beginning of the analysis of the current state of use of the concept of quality
management in the work of police stations in the Republic of Serbia, it is necessary to define
what constitutes one police station and what jobs it has in charge. According to the Police
Law, the police station directly carries out police and other internal affairs and cooperates in
the area of the municipality to whose police department it belongs. The police station submits
reports on work and state of security once a year to the assembly of the local self-government
in the area where it is located (The Police Law, 2018).> Police stations, in the organizational
context, are within one of the police departments in accordance with the territorial affiliation.
The Serbian police are organized as a unique organizational system, which has the basic orga-
nizational units at the headquarters of the Directorate (departments) as well as the organiza-
tional unit outside its headquarters. Territorial organizational units at the coordinating level
(regional police departments outside the headquarters) and at the operational level (police
stations) are territorially differentiated and formed to carry out all internal affairs in a partic-
ular territory. The police station is composed of a crime section or group, one or more police
departments of general jurisdiction and a section of administrative affairs, while some police
stations also have traffic police sections (Cvetkovi¢, 2010). It should also be noted that a large
number of police stations operate in Serbia in accordance with the territorial and administra-
tive division of local self-governments for which police stations are established. On the basis
of the above, there is a clear need for the unique operation of police and other officers working
within the police station. It is expected that the police officers work in the same manner in the
police stations in local self - governments of Secanj, Zemun or Kursumlija.

A police station carries out tasks that are of key importance for security at the local level.
However, a number of obstacles hinder achievement of a high level of security and acquiring
the confidence of citizens. It should be concluded that the head of the police station, as the top
manager, does not have an easy task. The head of the police station may have a deputy if itis a
police station with a pronounced issue (Subosi¢, 2013). The head of the police station, as well
as the rest of the management, would have fewer obstacles in their work with the existence
of instruments that clearly define the operation of police and other officers. They could also
monitor work, determine irregularities, and provide suggestions for improvement. In this
direction they can help quality management.

At present, very little quality management characteristics are used in the operating po-

lice stations. Namely, there is no full application of any international or domestic standards
that are applicable in the area of safety and security, or in the operating police stations. In-

3 The Police Law: “Official Gazette of the Republic of Serbia” no. 6/2016 and 24/2018
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struments that serve as a measure of whether something has been done in accordance with
the police or other laws, or whether there was the excessive use of force or coercion in the
work of a police officer, are the only rulebooks or other bylaws relating to the work of police
stations. It is certain that during the drafting of the new law on police, as well as the bylaws
accompanying it, some of the segments of the international standards were implemented.
However, there is no application of standards and quality management in its basic form in the
work of police stations in the Republic of Serbia. The quantity is very important in the police,
and it is further counted as a quality. For example, it is of the utmost importance how many
misdemeanor reports a police officer has written or how many persons he has asked to show
their ID cards. However, this is not a guarantee of quality. An additional problem is that there
are not the same security issues everywhere, and not all of the police stations are of the same
category. There is a category 1 to 3 of police stations, and therefore they cannot be regarded
as the same quality of the work done by a police officer in the 1st and 3rd category police
stations. Despite its organizational hierarchy and centralization, the police have features of
functional decentralization that most often do not suffer from “waiting for orders”, but it
determines the rights and duties of each police member to independently and in accordance
with its powers take the appropriate measures within its jurisdiction. So, every police officer
in the law envisaged situations, without waiting for the order to decide on the identification
or arrest, or using coercive means, control drivers and vehicles, and so on. In this regard, it
should not be considered that between the linear components of organization and functional
decentralization (decentralization of police powers) there is a contradiction in the police. On
the contrary, they are complementary and characterize the essence and character of the police
profession (Stevanovi¢, 2003). The previous fact is characteristic for the work of police officers
who are part of the primary tasks of police stations. A police officer, for example engaged in
the security sector, can handle and enforce police authorizations without charge. Thus, he can
do an unlimited number of identifications on a daily basis, as well as a traffic police officer
who can perform an unlimited number of routine checks. In most cases, this will be consid-
ered as a quality job because someone has accomplished more than a dozen of identifications
of persons or routine checks of vehicles. However, this type of activity of police officers can be
achieved without any effects. More precisely, there is no quality in the broadest sense. On the
other hand, there are examples that a police officer of the criminal section of a police station
has been working for months to detect a serious criminal group. His work cannot be seen in
weekly or monthly reports. But at the end of his activities, he can reveal a criminal group and
highlight some of the more difficult forms of crime, thereby contributing to raising the level of
community safety. Traditional leadership in the police emphasizes: (1) the obedience of police
officers in relation to the superior, applying the doctrine of “command and control’, (2) guid-
ing executives for goals (effectiveness) at the expense of efficiency, and (3) caring about how
the public will respond to work and results of police stations (Manning PK.,1978). However,
in most cases, the management of the police stations will regard dozens of insignificant identi-
fications every month as a high-quality work rather than the work of criminal inspectors who
are invisible in the long run, but in the end they have a significant effect.

One of the reasons why there is a problem in determining what a quality of work is in the
work of police stations is the lack of standards as a measuring instrument. While in private
and profitable security organizations it is generally simple and measured by profit, efficien-
cy (effectiveness and efficiency) in public and non-profit security organizations is measured
very difficult. The main reason for this stems from the fact that the goals and results in profit
organizations are most often expressed quantitatively in monetary terms, while in non-profit
organizations they are expressed qualitatively, not sufficiently precise in categories that are
not simply measurable (Stevanovi¢, 2016). More precisely, in the police stations there are no
written documents to regulate what a police officer should do in the course of one month. In
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practice, everything goes from dispatches sent for example from the Police Directorate, as
hierarchically superior organizational units for the work of all segments of police stations.
Furthermore, the head of the police station and its selected management team are guided
by the same dispatches as the instructions for the handling and control mechanisms. These
documents usually require reports of what has been done. Most of the police stations heads in
the Republic of Serbia, in order to survive their functions, think only about reporting, firstly
considering the quantity of realization without excessive emphasis on quality in work. The
situation would be significantly simplified if a standard is used that would precisely determine
what the quality is, as well as the manner of determining the work and operation of police
officers in police stations that would be considered as high quality. The important question is
how to control quality, for example to control preventive work. If you do not have criteria as
valid qualitative norms, you do not know what quality is. What is the most important in the
police is process of work. On the other hand, the achieved results are not of the utmost impor-
tance and do not have the highest priority. In the police stations in the Republic of Serbia, it is
important that police and other officers adhere to the rules of the work, not to exceed the au-
thorities, to come in time to work, etc. Otherwise, practice shows that somebody who has ar-
rested the main criminal after professional investigation would not have special treatment and
opportunity for advancement. The new Police Law defines that the “minister or a person au-
thorized by him may, in addition to the achieved work results, which significantly exceed the
normal level and the quality of work engagement, in particular, increase the employee’s basic
salary coeflicient to 20% in the month in which it is realized” (The Police Law, 2018).* But,
problem exists when an authorized person wants to make decision who will take increased
salary coefficient. Without standards the only way is to reward someone who has achieved
goals such as quantitative results of work. Furthermore, the new Police Law emphasizes the
career advancement. Career advancement has precisely defined criteria and gives opportunity
to find the best police officers and to put them at management positions. Additionally, these
criteria should be used as quality dimensions. The career advancement model in the Serbian
police is at the beginning and time will show whether it will be fully implemented or not.

HOW TO IMPLEMENT QUALITY MANAGEMENT
IN THE POLICE STATIONS IN THE REPUBLIC OF SERBIA

After the presented theoretical part and the current situation in this part of the pa-
per, the possibilities of implementation and building of a quality management system in the
work of police stations in the Republic of Serbia will be indicated. During the construction
of each management system, attention must be paid to each of the components from which it
will be made. At the beginning, it is necessary to determine what the work of a police station
in Serbia is consisted of. More precisely, all work processes must be identified with their input
components. In this way, an impression is made about what an organizational system such as
a police station is doing. Like all other services, as well as services provided by police officers
to citizens at the local level, police station has its own characteristics. One of the important
features that distinguishes it from others is that the work of police officers is not often visible,
and it must be kept in mind when creating a quality management system. In addition to de-
termining the work processes, it would define the inputs of the system, as well as all the hu-
man and material and technical resources that are used in the functioning of a police station.
One of the useful methods that can be used involves four defined levels of quality, which are
required, designed, realized and used in quality. Processes of defining quality transform the

4 The Police Law: “Official Gazette of the Republic of Serbia” no. 6/2016 and 24/2018
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required into designed quality. Processes of quality creation transform designed quality into
the realized quality. The process of determining the quality determines the realized and used
quality. Required quality is the quality that the user expresses (defined by the supplier, if not
shown) in order to satisfy its (users’) needs (Zivkovi¢, 2015). In the case of police stations in
the Republic of Serbia, defining the user’s requirements would not be an easy job. Namely,
for this purpose, a huge survey could be conducted on what citizens expect from the work of
police and other officers who work in the police station. However, even in this case, organiz-
ers should be careful with the results. It is probable that among the respondents at least 10%
of them may be criminals or close to the criminal environment and they always say that the
police do not perform their duties well. Moreover, at least 10% of the older age group may
answer that police stations do not work adequately. When we want to determine the required
quality, it is necessary to be guided by the opinion of the relative groups of citizens who need
to feel safe in their local community. The next step that is expected is to define designed
quality. Designed quality is the quality that is defined in the construction - technological doc-
umentation (Ibid). However, it is hard to apply this definition of designed quality to the work
of police stations in Serbia. However, in the modified version, the designed quality would
include documentation that precisely defines the items from the previous step and the deter-
mination of the required quality expected of police and other officers in the police stations.
For example, if the preventive work in the security sector which reduces the level of criminal
acts of robbery and aggravated theft as a required quality is emphasized, this will be processed
with details in order to get the designed quality. This means that the procedure for the work
of police officers working in the security sector, and all the activities they have to fulfill, must
be specified in order to reduce the rate of the previously mentioned criminal acts as the ul-
timate goal. This would be done for the whole work of a police station. This work would be
carried out by the Police Directorate. There should be a difference in determining the required
and designed quality of the police stations of different categories. Once the designed quality
has been determined, the basis for the realization will be achieved. Before that, it should
be emphasized what can be used to define the designed quality. These are international and
domestic standards. Increased awareness of the importance of adopting international stan-
dards in the field of security has been influenced by an increase in the number of complexity,
unpredictability and consequences of crisis and emergency situations in the world: terrorism,
natural disasters, technical and technological disasters and disasters, etc. (http://utv.isotc223.
org/organization/DCCG/, 2018, 29 May). In this case, in addition to a number of other stan-
dards in the field of security, the implementation of the ISO 9001 standard should be con-
sidered. The ISO 9000 family addresses various aspects of quality management and contains
some of ISO’s best known standards. The standards provide guidance and tools for companies
and organizations which want to ensure that their products and services consistently meet
customers’ requirements, and that quality is consistently improved. Particularly important for
quality management in security organizations is the integration of the ISO 9000 system and
the following formal systems of standards:

« ISO 14000, EMAS: Environmental Management;

o OHSAS 18000 and BS 8800: Occupational Health and Safety;

« ISO 17000 and SRPS ISO 31000: Risk management;

o ISO SRPS 22300: Social Security - Business Continuity Management Systems;

o SRPSA.L2.001(002,003): Social Security - Private Security Services; Emergency
Management;

« ISO 18788: Management System for Private Security Operations;
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o SRPS ISO / IEC 27001: 2014 Information Technology - Security Techniques -
Information Security Management Systems. (Stevanovi¢, 2016)

However, ISO 9001 sets out the criteria for a quality management system and is the only
standard in the family that can be certified (although this is not a requirement). It can be used
by any organization, large or small, regardless of its field of activity. This standard is based on a
number of quality management principles including a strong customer focus, the motivation
and implication of top management, the process approach and continual improvement. Us-
ing ISO 9001 helps ensure that customers get consistent, good quality products and services,
which in turn brings many business benefits (International organization for standardization,
2015). What is important is that all principles related to quality management and part of this
standard can be implemented in the work of police stations in Serbia. In practice this would
involve the elaboration of this standard by the Police Directorate. Subsequently, a more com-
plex process would imply that each of the police stations perform the certification process in
accordance with the ISO 9001 standard. Moreover, this process would be extremely long, but
it would be a quality guarantee. There are foreign cases of police stations that have successful-
ly resolved this process. As a useful tool in this process, an instruction that has already been
elaborated by the International organization for standardization ISO can be used. This orga-
nization developed Guidelines on the application of ISO 9001:2008 in policing organizations.
The main subjects of these guidelines are:

o The task of maintaining citizens’ confidence in their policing organizations is of major
importance in all societies, due to the vital role of these organizations in maintaining societal
stability and in creating a healthy environment for development and investment,

o The decision of a policing organization to adopt and implement a quality management
system is a strategic choice, where quality is emphasized through the delivery of policing
services,

« A quality management system can help to direct and control the activities, processes
and resources of a policing organization in order to satisfy its internal and external customers,

« A quality management system can provide the structure, resources and documentation
needed by the policing organization, as well as the processes that the organization follows.
(International organization for standardization, 2013).

In addition to these Guidelines, the standard which should also be emphasized is
ISO 9001:2015. This standard sets out the criteria for a quality management system and is the
only standard in the family that can be certified (although this is not a requirement). It can
be used by any organization, large or small, regardless of its field of activity (https://www.iso.
org/is0-9001-quality-management.html, 2018, 31 May). There is also the standard SRPS ISO
9001:2015 as transformed Serbian version of ISO 9001:2015. Following the implementation
of the standards, the next quality category is realized quality. The realized quality is the quality
that is determined on the final product or service during the provision of services or on their
parts (Zivkovi¢, 2015). It implies that police and other officers at police stations conduct work
processes after the certification of the adopted standard has been carried out. It is expected
that in this part it will achieve greater efficiency and effectiveness compared to the previ-
ous period, which is precisely one of the basic goals of standardization and implementation
of the concept of quality management. And the last phase would involve determining used
quality. Used quality is the quality that the user shows during the use / consumption of the
product or providing services (Ibid). Considering the above mentioned, it is clear that the
implementation of the concept of quality management in the police stations in the Republic
of Serbia would not be an easy task. It would be a long-term process. In this process the police
organization should have the significant assistance and support provided by the Institute for
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Standardization from Belgrade. However, it is expected that this would result in higher qual-
ity work and greater satisfaction of the citizens by the work of police and other officers in the
police stations.

CONCLUSION

Quality management is increasingly being applied in the institutions belonging to the se-
curity sector. It has been noticed that the implementation of standards in the field of security
is achieving better results. One of the areas where the implementation of the quality manage-
ment concept is becoming more and more important is the functioning of police organiza-
tions. As one of the key organizational segments in the work of the police organization in the
Republic of Serbia, the police stations are recognized. The concept of quality management can
be applied in a modified form in the police stations in Serbia. The current situation indicates
that more attention is paid to the quantity of work done, without thinking about quality.
An additional problem is the lack of a basis for determining what constitutes the quality of
the work of police and other officers who are part of one police station. The only way is to
implement some of the international or domestic adopted standards. Based on international
experience, the implementation of ISO 9001 standards is recommended. There are examples
of police stations around the world that have successfully gone through certification process
of this standard. Improvements in work are visible. However, the implementation of the ISO
9001 standard in the police stations in Serbia would be a complex process. One of the main
obstacles that may arise is the lack of financial resources. If the number of police stations in
Serbia is taken into account and considering that each of them has to go through the certifi-
cation process in order to fully apply the standards and the concept of quality management,
large amounts of money needed to be invested in this process will appear. On the other hand,
it is currently necessary to invest financially available funds in the procurement of material
and technical tools used by police and other officers in police stations. However, we should
not forget the effect that would be achieved by implementing a quality-based standard. In this
way, all the police stations would work with same procedures, in accordance with the previ-
ously stated needs of the citizens. It is important to express activities aiming at quality rather
than a simple quantity of work. In this way, the traditional practice of prioritizing the number
of applied police powers that apply without effect will be eliminated. Additionally, once im-
plemented the ISO 9001 standard does not mean that it stops this process. On the contrary,
this is a continuous process that involves updating and continual innovation of the concept of
quality management in line with contemporary trends in this field.
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