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Foreword

This publication is a product of the ,Modernisation of Human Resources Management
System in the Civil Service Structures in BiH"project (short EUHRM). EUHRM is an EU funded
project implemented by a consortium led by ,Eurecna“(Italy). The objective of the project,
which started in January 2014, was to improve the system of human resources
management in the civil service in BiH through capacity building, improvement of the
legislative framework and harmonisation of procedures and practices at all levels in all
administrative structures of the civil service.

The EUHRM project team, composed of three key and eleven international and national
non-key experts, has been working closely with seven beneficiary institutions (including
agencies and ministries responsible for civil service) and additional fifteen pilot institutions
fromall levels of administration in order to develop, test and pilot several key HRM and HRD
functions and tools, namely job descriptions, job analysis and job evaluation, selection and
recruitment procedures, HR planning and HR policies development. The work was
organised through intensive and constant cooperation with above mentioned institutions
through regular meetings, workshops, focus groups sessions and other; and monitored and
guided by the Delegation of European Union to Bosnia and Herzegovina representatives. By
the end of the EUHRM project implementation all the key areas were analysed and
improvements were proposed, different legislative solutions were drafted (laws,
governmental and ministerial regulations, guidelines and instructions) and significant
capacity building activities were implemented.

This publication was prepared during the final stage of the EUHRM projectimplementation
and it is comprising all important topics that were covered or dealt with during the 24
months of work. It is an attempt to have a comprehensive tool for developing policies and
practical implementation for the civil service in BiH, for the central HR units, HR departments
within institutions, line managers and single civil servants. We strongly believe that the
content of the publication will be very useful for the future development of the HRM
functions at all levels of administration in BiH, since it is describing the modern approaches
and it was developed with the cooperation and help of the numerous civil service
practitioners from the above mentioned institutions in BiH.

Samo Godec

Team [eader
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Human Resource Management in the Civil Service in BiH

Introduction

Employees are the most significant resource and key competition factor of every
organisation, including the civil service. Although this may sound a worn-out and
frequently used phrase, nevertheless it is true. This is why the human management or
human resources management is one of the key functions in any public administration
organisation as well as the public administration as a whole. The human recourses
management function is composed of several different activities where each targets
different aspect of employee management but they all together lead to better and more
efficient performance of tasks stipulated for a particular organisation which are, in our case,
stipulated for a civil service. In modern organisations this function includes the following
tasks: job analysis, job analytical assessment, performance appraisal, determination of
salaries, other earnings and allowances, designing of organisation structure and jobs
(including job descriptions and required competencies); human resources strategic
planning (specifically the number and structure of employees; recruiting and selection of
employees, work process induction; performance management and appraisal; human
recourses development (training, professional development, competency development,
motivational enhancement, career management); employee comfort enhancement;
ensuring adequate working conditions; relations with employees (social dialogue,
participation of employees in decision-making); conducting labour and legal procedures
and regulation of labour and legal relations (this taskis to the most of others for anumber of
human resources management elements include also labour and legal elements); integrity
management; personal administration performance, records and information system
management.

The human resources management process has an important operational and managerial
function performed by the human recourses management unit, but it also takes place on
other organisation management levels. The objectives of human resources management
on the job are directly related to individual performance indicators or results achieved by
employees, along with the level of productivity and quality, motivation of employees, and
in the long-run, to stimulation of their loyalty to the entire organisation. On the
organisational level, objectives are directed to raising the level of average productivity,
improving the quality of working conditions, improving the organisational growth and
developmentand effectiveness.

Factors affecting all aspects of human resources management may be internal and external
ones. The internal factors are those stemming from organisational characteristics
themselves (strategy, organisational structure, organisational culture, size, existing
technology), typical characteristics of employees (personal characteristics, interests,
motives, attitudes, skills, competencies) and characteristics of activities performed (it refers
to their nature, requirements set to employees, job comfort). External factors refer to laws
and by-laws, labour market trends, environment characteristics and requirements.

If we view the level of development of human resources management functions in BiH in
general, we may draw a conclusion that the human resources management is understood
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and implemented in a classic i.e. traditional sense to a great extent. In some practical
examplesit has exceeded the limits of a traditional “personnel management” function, but it
is still insufficiently recognised as a strategic function which enables units/bodies/
management structure to achieve goals through professional, expertly and efficient human
resources management. The management can no longer be reduced to maintaining
employee records, preparation and issuance of decisions and keeping of personal files. The
human resources management requires special attention in order to be given the right
meaning and position. If it was often wrongly understood that at the time of crisis, saving,
rationalisation all activities and investments in human resources development are
unnecessary, then the truth is quite the opposite. Because, it is exactly in the human
resources management where most of reserves are build up and the foreign experiences
show that very significant results are achieved by activating thatarea.

To avoid overgeneralization we must point out that this does not apply to all bodies and
levels. It has also been noticed that there is a great difference in understanding and
implementation of modern human resources management between bodies and levels. Of
course, a complex state and administrative structure of BiH contributes to it, but exactly due
to such complex governance structure a single administrative space should be established,
where the principles of civil service, requirements and conditions as to who and how can
one enter the civil service should be agreed upon, which would also allow for the internal
mobility. Unfortunately the practice indicates that even this is attempted to be resolved and
organised in different ways. Perhaps the concept of the European Administrative Space
established by SIGMA in the late nineties, meaning the demonstration of the rule of law,
openness and transparency, legal responsibility and efficiency. It also includes additional
principles such as political neutrality, professional integrity and equal treatment for all. All
this has been upgraded by the Public Administration Principles jointly produced by the
European Commission and OECD/SIGMA in late 2014 which may be considered as a
modern European standard when it comes to “good governance”. The main six principles
encompassing horizontal tiers of administration system affecting the entire public
administration also include the principle referring to the civil service and human resources
management. It has been further developed through seven principles and those are the
principles which cannot be contested by anyone and which might mean the joint platform
or the framework for modern human resources management in the BiH administrative
structures.

The human resources management must also get an adequate position in the internal
setup of each body. As it is difficult to define the most optimum organisational framework
having in mind that a number of factors have impact on it (number of employees,
competence) it is definitely necessary to harmonise and prescribe functions which each
body should perform regarding human resources management and it would further define
also the organisational framework of a human resources management unit. In successful
modern organisations the human resources management function has been integrated
into an organisation's strategic management processes. It means that while defining
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vision, mission, objectives and work plans the factor of human resources is taken into
account and vice versa. When management sets new objectives, it must take into account
human resources and to simultaneously plan how to establish the capacities required for
achieving those objectives, or perhaps even to give them up if it is impossible to establish
such capacities for certain reasons. In the situation burdened with financial restrictions and
very limited employment or even the need for reduction of a number of employees, the
management will have to set priority objectives and those which, due to the lack of human
resources, will be pushed to the second line, or wait for »better times«. In other words,
planning of meaningful objectives is closely linked to the planning of resources and vice
versa. The most important issue is that the agreement exists also on the political level on
significance of human resources management.

Due to the mentioned complexity of administrative space of BiH and lack of uniformity of
different levels in terms of human resources management one has to be careful with
introduction of modern human resources management elements. It should be done
gradually, step by step, because preconditions have to be established for each element, and
at the same time, the systematic solutions should not be abolished if they already exist and
function well. This means that foreign experiences cannot be simply copied and
unconditionally builtin the BiH administrative structures. It also has to be taken into account
that the elements and functions of human resources management are inter-connected and
thatindividual activities have no effect nor sense, it they are not a part of a whole, or if some
otheractions have not been previously done both in organisational and substantial terms.

In this publication we have attempted to present some of necessary functions of modern
human resources management. We are aware of the fact that we have not been able to
include all functions which make the modern human resources management, both for the
fact that some of them have not been an integral part of our project task and for the limited
resources which we should have had to cover such general area. Here we present those
functions of modern human resources management which have been the subjects of
analysis and project work and which have been performed in agreement with institutions-
project beneficiaries. Organisation and function of human resources management, human
resources planning, staffing, recruitment and selection of civil servants, job analysis and
analytical assessment, competency framework in the civil service employment process,
personal development and career development of civil servants, professional training and
development and integrity and good governance are functions which are definitely a part
of modern management and their performance is very important, not only for the human
resources management but for the entire public administration development. Good
governance and functional public administration are critical for setting conditions for
necessary structural reforms.

10
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Role and organization of human resource management function in
modern public administration / civil service

1. Human resource management in modern public administration / civil service

It is true for public administration organizations, as well as for all other organizations, that
human resources are their most important potential and the key competitive factor.
Therefore, human resource management is one of the key functions in every public
administration organization as well as in the publicadministration asawhole.

The overall human resource management function in modern organizations includes the
following activities:

analysis of workplaces, shaping of organizational structure and workplaces (including
jobdescriptions and descriptions of necessary competencies),

strategic planning of human potentials (especially the number and structure of
employees),

recruitment and selection of employees, introduction of employees into the work
process,

performance managementand assessment,

human potential development (training, professional development, development of
competencies, motivation raising, career management),

raising the employee satisfactionlevel,
providing adequate working conditions,

analytical assessment of workplaces, work evaluation, determining salaries, other
incomes and earnings,

relations with employees (social dialog, participation of employees decision making)

implementation of employment law procedures and regulation of employment
relations (this task is linked with majority of other tasks since numerous human
resource management elementsinclude employmentlaw elements),

integrity management,

personnel administration implementation, management of records and information
system.

The human resource management function in successful modern organizations is
integrated into the processes of strategic management of organizations. It means
that in determining business vision, mission, objectives and plans one has to take into
consideration the human resource factor and vice-versa. When management is setting
new objectives, it has to take human resources into consideration and plan simultaneously
how to set up necessary capacities for achieving those objectives, or even give up on those
objectives if for some reason it is not possible to set up required capacities. In case of
financial restrictions and very limited hiring or even when it is necessary to reduce the
number of employees, the management would have to set priority objectives and the
objectives to be put on hold due to lack of human resources and wait for “better times".

Human Resource Management in the Civil Service in BiH- 13
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Therefore, planning meaningful objectives is closely linked with human resource planning
and vice-versa.

Human resource management devolution is a characteristic of successful modern
organizations. It means that human resource management functions are placed under
responsibility of line managers, with professional assistance, advice and
cooperation given by human resource management specialists and services. Thisis
about interaction and responsibility sharing between immediate managers and human
resource management experts. In modern organizations which practice devolution and
which understand the important role of managers at all levels in human resource
management, human resource departments are relatively small and are comprised of
highly qualified human resource management professionals.

In principle, human resource management function in publicadministration has the
same characteristics as in private sector organizations. A special legal framework for
civil service applies public administration employees. The system of civil service and civil
servants is based on the principles of legality, priority of public interest, professionality,
political neutrality, competency based employee selection, equal opportunities,
transparency and responsibility. Special regulation of civil service introduces specific
featuresin human resource management, forexample:

more complex legal procedures which demand more engagement of human
resource managementunitsin the legaland administrative area,

organizing central human resource units (civil service agencies and similar
organizations) and peripheral human resource departments in individual
organizations, determining the degree of (de)centralization and relations between
the formerand the latter units, needs for cooperation and networking between those
units,

legally very demanding selection procedures based on public and internal job
announcements, where there is usually a possibility to appeal the final decision which
ingeneralemploymentlaw applies only to cases of illegal discrimination,

some human resource management elements are legally more demanding due to
complexlegal regulations which, in public interest, protect civil servants (promotion,
performance assessment, etc.),

special emphasis of some human resource management elements which are less
emphasized inthe private sector (e.g.integrity management).

When organizing human resource management units, determining their position within
public administration organizations, determining and describing job positions in those
units and defining the necessary competencies for those jobs, it is necessary to take into
consideration modern approach to human resource management function on the
one hand, and specific features of public administration and civil service on the
other. Both aspects have to be balanced in order to avoid formalistic or bureaucratic
approach on the one hand as well as disregard of legal requirements of civil service on the
otherhand.

14 - Human Resource Management in the Civil Service in BiH



Role and organization of human resource management function in modern public administration / civil service

2. Organization and functions of (central) civil service/administration agencies

Public administrations are large and complex systems comprised of numerous
organizations. In order that public administration functions as a single system in the
segment of human resources, authorities usually set up a central human resource
management unit and civil service agency which functions as a human resource strategic
center. In the countries in the region such units are mostly formed as independent
organizations directly responsible to the government or the prime minister. There is usually
also a dualism of bodies responsible for policies or legislation (ministries) and bodies
responsible for implementation of legislation (agencies). Setting up of special agencies is
the result of the need for centralization of certain horizontal functions and the need
for building of a professional and politically neutral civil service.

In Macedonia and Slovenia, the ministries competent for public administration are also
responsible for both for creating policies and forimplementing them because independent
agencies were included in the ministries in charge of public administration. Both solutions
have their advantages and weaknesses, and in case of dualism excellent cooperation and
partnership between ministries and agenciesis required.

In Bosnia and Herzegovina, central institutions (authorities) responsible for civil
service/administration are organized on all levels of government. On the level of
institutions of Bosnia and Herzegovina and the Federation of Bosnia and Herzegovina, there
are the Civil Service Agencies, in the Republic of Srpska there is the Civil Administration
Agency, and in the Brcko District due to relatively small dimension of public administration
there is only a special human resource sub-department within the Department of
Professional and Administrative Affairs.

Atalllevels of government, except the Brcko District, there is a division of responsibilities
in the field of civil service and human resource management in public administration
between the competent ministry (Ministry of Justice of Bosnia and Herzegovina, Ministry of
Public Administration and Local Self-government of the Republic of Srpska, Federal Ministry
of Justice) and the central civil service agencies. The ministries are responsible for
proposing legislation on civil service, and the agency for implementation of the legislation,
including preparation (oreven adopting) ofimplementing regulations.

Civil service/administration agencies carry out numerous centralized human resource
management functions. The centralized functions are primarily related to selection
procedures (internal and public job announcements), professional examinations,
horizontal professional development, some aspects of implementation of laws on
civil servants and professional help to governmentbodies and institutions.

The Civil Service Institutions Act of Bosnia and Herzegovina stipulates in Article 62 that Civil
Service Agency ensures implementation of the civil servants employment process at
request of government institutions, assists the institutions in implementation of the human
resource policies, organizational development and setting up of human resource
management information system, provides training and development of civil service, files

Human Resource Management in the Civil Servicein BiH - 15
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annual activity reports, conducts surveys within institutions at request of the Council of
Ministers and performs othertasks and duties provided for by law.

The Republic Administration Act of the Republic of Srpska sets forth in Article 41 that the
Civil Administration Agency carries out administrative and other professional activities
related to determining and implementing uniform rules and procedures for employment,
appointment, performance evaluation and promotion of civil servants, planning and
realization of human resources needs of government bodies in cooperation with the said
bodies, proposing strategies and adopting training and professional development
programs for civil servants in all government bodies and institutions, as well as
implementation of the said strategies and training programs independently or in
cooperation with other government bodies, proposing the ways of implementing civil
service examinations to the government, determining the highest standards, rules and
procedures of management in government bodies, preparing and keeping the central
register of civil servants (human resources), providing professional assistance to
government bodies in planning, employment and making decisions on rights and duties of
civil servants, filing annual activity reports and information, etc. With the consent of the
government, the Agency also adopts the Rulebook on Rules and Procedures of Public Job
Announcement.

Article 64 of the Civil Service Act of the Federation of Bosnia and Herzegovina stipulates that
the Civil Service Agency determines uniform criteria, rules and procedures for selection and
appointment of civil servants in the civil service bodies in the Federation of Bosnia and
Herzegovina, plans and realizes the civil servants employment process at request and
according to demands of civil service bodies, organizes and implements professional
development and training of civil servants employed at the government bodies and
institutions as well as the development of civil service, organizes education of candidates
applying to take the civil service examination which is a condition for employment in civil
service, provides professional assistance to civil service bodies in implementation of their
human resource policies, organizational improvement and development, sets up and
maintains the register of civil servants, files annual reports of human resources in civil
service bodies in the Federation of Bosnia and Herzegovina, and performs other tasks and
duties place underits jurisdiction by law.

The Civil Service in Public Administration Act of the Brcko District of Bosnia and Herzegovina
in Article 123a provides for competences of the Department of Professional and
Administrative Services' in the segment of human resource management: drawing up civil
service/administration policies in the District, preparing draft laws and regulations in the
segment of civil service, setting up uniform human resource management standards in the
overall public administration of the District in accordance with the human resource
management policy in all civil service structures in Bosnia and Herzegovina, organization
and participation in selection and employment procedures carried out by the Sub-
department for Employment, monitoring decisions made in the segment of human
resource managementin the overall publicadministration of the District and participating

Y A special sub-department for human resources is organized within the Department of Professional and
Administrative Services

16 - Human Resource Management in the Civil Service in BiH



Role and organization of human resource management function in modern public administration / civil service

in management decision-making if provided for by law, taking part in civil/public service
human resource planning, planning, organization, coordination and monitoring of training
of civil servants, keeping records/data bases of civil service employees in accordance with
applicable regulations, counselling public administration bodies in terms of application of
regulations on civil/public service and other human resource managementissues as well as
otherresponsibilities requlated by these and other laws and regulations.

Central units (Civil Service Agencies, Civil Administration Agency and the department or
rather sub-department in the Brcko District) in addition to competent ministries represent
the strategic human resource management centers on all levels of government. It is
evident from the civil service laws that their tasks and duties are focused on selection of
candidates for civil service, professional development, civil service examination and
assistance in the segment of implementation of the civil service laws and regulations.
These are important human resource management elements, but the overall human
resource management function is much broader. Therefore, we can conclude that the
central agencies perform central (horizontal) activities in a significant part of the
human resource management function, butnotin all parts of the function.

In conversations with directors of agencies of the Bosnia and Herzegovina state level
institutions, the Federation of Bosnia and Herzegovina and the Republic of Srpska (talks with
in the Brcko District are going to take place shortly), we have found that people at the
agencies understand the human resource management function and are aware of the
importance of such function in modern public administration. Within their competence,
the agencies develop human resource management instruments (for example general
competencies needed for working in public administration; analysis of professional
development needs, etc.), they provide assistance to departments or responsible officials in
public administration bodies and institutions and maintain an informal network of
departments and persons in charge of human resource management in the public
administration bodies (even though a formal coordination of this kind does not exist). The
greatest focus in the work of agencies still remains on carrying out internal and public job
announcement procedures, where all agencies (mutatis mutandis) have a very important
role,and the second focusis on development of a system of professional development.

The competences of the agencies are limited to civil servants who represent only a
certain share of all employees in public administration. The truth is that civil servants have a
special role in the system and therefore their status is specially regulated in public interest.
However, from the human resource management point of view every employee and
associate in an organization is important. The human resource management function
has to “cover” all employees even though one category of employees is specially
regulated by laws and regulations.

Since legal regulations represent the framework for human resource management, the
issue of responsibility for preparation of legislative solutions and implementation of
regulations is also important. It seems that the relation between the agencies and the
competent ministries with regards to whose competence it is to prepare laws is not
clearly defined. In practice, the agencies play animportant part in preparation of laws and
regulations, which is a positive practice and it should be continued in the future.

Human Resource Management in the Civil Servicein BiH - 17
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The agencies have at their disposal the know-how and human resources in the field
of civil service, they also have the best information about “the facts on the ground”
and aninsightinto problems withimplementation of laws and regulations.

It would be good to establish a clear relationship between the agencies and the competent
ministry with respect to responsibilities for the field of civil service and human resource
management. For further development of this area it is necessary to establish a clear
political responsibility — the minister, competent for the segment of public
administration, has to take responsibility for the conditions at and development of
civil service and human resources in public administration. It that way the political
support for the project of development of human resource management would be
secured, whichis one of the key requirements for success of the project.

To sum up, if we set the development of human resource management function as an
objective at all levels of government in Bosnia and Herzegovina, the central agencies
should be upgraded into strategic centers for human resource management, whose
competences would cover the “traditional” activities in the field of civil service as
well as activities aimed at development of modern human resource management.
Such astep necessitates certain upgrade of laws on civil service/civil servants, as well as
upgrade of internal organization and strengthening of human resources in the
agencies. The human resource management function in public administration
cannot be built partially, we must start at the top and set up and strengthen the
strategic center. Otherwise, the function will be developed in uncontrolled way,
withouta clear strategy, unequally and without hope of success.

In case of possible amendments to the laws on civil service/civil servants on any level of
government, itis necessary to take the following improvementsinto consideration:

1) Expansion of activities of the central agencies to include development of human
resource management in public administration bodies in the segment of all human
resource management elements specified in section 1.

It is rational for the agencies to develop in cooperation with the public administration
bodies certain human resource management instruments (strategic planning of human
resources, framework of competencies, introduction into work process, performance
management, career development, etc.), to provide to the public administration bodies
methodologies, instruction manuals and professional assistance not only in the legal
sphere, but in the overall area of human resource management. Judging by interviews
conducted with directors of the agencies, there is awareness in those institutions about the
importance of modern human resource management, as well as know-how and
willingness to make improvements in this field. Development of the central agencies in that
direction is the first step towards the necessary strengthening of the human resource
management function in the public administration bodies on all levels of government in
Bosniaand Herzegovina.

2) Strengthening the role of the central agencies in coordination, cooperation and
networking of the human resource management units. All those units deal with similar
problems, develop good practices and make mistakes for others to learn from. Therefore, it

18 - Human Resource Management in the Civil Service in BiH
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would make sense to set up on every level of government a coordination (network) of
human resource managers in the public administration bodies and institutions with aim to
improve human resource management practices, to share experiences, and to coordinate
solving of common problemes.

3) Expansion of some competences of the central agencies to include persons
employed in public administration but who do not have the status of civil servants
(ordinary employees).

4) Clearer definition of political responsibility for civil service and human resource
management in public administration as well as clearer definition of the role of the
central agenciesin preparation of legislative solutions.

The civil service/civil servants law (on any level of government) could include the following
formulations (draft version):

The Agency (...) ensures development of human resource management in public
administration bodies (institutions) by drawing up the compulsory methodologies and
handbooks, professional development in the field of human resource management,
providing professional assistance and coordination to the departments or civil servants
responsible for human resource management. The compulsory methodologies
proposed by the Agency are then adopted by the Government/Council of Ministers. The
Agency organizes a coordination forhuman resource managementcomprised of heads
of departments responsible forthatarea.

The Agency cooperates with the competent ministry in preparing and drawing up laws
which regulate legal status of civil servants, legal status of other employees in public
administration bodies, and human resource management.

The minister competent for public administration is politically responsible for the
situation at and development of civil service and human resources in public
administration.

3. Organization and functions of (peripheral) human resource management units

Provisions of the civil service/civil servants law

From the legal point of view, only the state level institutions in Bosnia and Herzegovina have
regulated the issue of setting up separate human resource departments within institutions.
Article 60 of the Civil Service in Institutions of Bosnia and Herzegovina Act stipulates that
each institution shall set up a department responsible for implementation of provisions of
that law. Such department “shall ensure human resource management at the institution
and keep an individual file for every civil servant, and ensure that every civil servant at that
institution has unrestricted access to their administrative files. The department shall also
coordinate activities of the institution and cooperate with the Agency. The formulation“shall
ensure human resource management”is very broad and from legal perspective is can cover
the complete area of human resource management with all elements of that function. Of
course, the legal provision on its own does not constitute a sufficient condition for
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development of a modern human resource management function, but it does constitute a
good legal foundation. Also, we can welcome the provision about compulsory cooperation
and coordination with the central agency.

Similar provisions would be useful in the laws on other levels of government as well.
Formulation of the law would be as follows:

Each public administration body has to organize the human resource
management function within that body, which function shall include planning
of human resources, analysis and analytical assessment of workplaces,
workflow analysis, job systematization, setting up a framework of
competencies, recruitment and employee selection within the responsibility of
that government body, introduction of new employees into work processes,
performance management, career development, other activities related to
human resource management, and implementation of provisions of this law
andrelatedregulations as well as theemployment law regulations.

The function described in the paragraph above is in principle organized in the
form of a separate department, expect when it is irrational due to small size of
thegovernmentbody.

The departments of civil servants responsible for human resource management
provide assistance and advice to heads of government bodies and department
heads, and cooperate and coordinate activities with Civil Service
/Administration Agencies /competent sub-department.

Situationin practice

The countries in transition in the Western Balkans region still mostly have not developed
modern human resource management in their public administrations. In all these countries
there are institutions which have made a step further and taken the role of pioneers in this
field, however, the approach is still not systematic. The practice of personnel still prevails in
the field, and the prevailing opinion is that the main task of the human resource
management units (or‘personnel”units) is preparation and drawing up of legal regulations,
ensuring compliance with laws in the field of employment law and civil service relations,
and carrying out various administrative activities.

If the only objective of the human resource management function is to ensure legality of
procedures and to meet the administrative requirements, then we lose the fundamental
task of that function — which is provision and development of human resources with aim to
achieve as good as possible performance results at the organization and to increase its
overall successfulness. In such situations the departments responsible for personnel do not
even deserve to be called "human resource management units’, and even in practice they
are usually referred to personnel departments, and very frequently the human resource
management activities are incorporated into general departments for providing legal and
administrative support.
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A similar situation was shown by the analysis of public administration institutions on
different levels of government in Bosnia and Herzegovina, conducted within the EUHRM
project (the analysis was conducted in institutions which are the main beneficiaries of the
projectaswellasinthe pilotinstitutions). It turned out that in the vast majority of the human
resource management units prevails the “classical” approach to functions of those units,
which is performing formal, legal and administrative activities. It is necessary to take into
consideration that the analysis was conducted based on a survey and that, probably, a field
analysis with critical examination of all answers would provide an even worse picture.

Asked about existence and activities of the HRM unit, the respondents could choose one of
thefouranswers:

LEVELO-0%

Thereisno person ordepartment responsible for HRM issues within the body/organization.
LEVEL 1-50%

There is a department or a person responsible for certain HRM issues within the
body/organization. Those are more or less traditional personnel management functions —
keeping records, decisions on employee selection and similar.

LEVEL 2 -38%
Thereis an independent unit which significantly covers all segments of the modern HRM

within the body/organization. It means that the unit does not cover only the classical
functions butisalsoinvolved in otheraspects of HRM.

LEVEL3-12%

There is a unit within the body/organization where all activities of the modern HRM are
organized in one place. Government body head and senior management take into account
recommendations given by the unitand closely cooperate with the uniton all issues related
tothe HRM. There are also IT supported records of all employees and are used for analytical

purposes. There are annual training programs, the effect of the use of knowledge is also
monitored.

Theanalysis has shown the following results:

Level 3 -12%

Existence of Level 2 - 38% Level 1 - 50%
HRM units

Level 0 - 0%
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Inall organizations thereis a unit orindividuals responsible for the HRM function but
in 50% of those government bodies such function is organized as traditional
personnel administration. Only 11.5% government bodies has (according to their
own assessment) organized all activities of the modern HRM. As we have already
pointed out, a critical analysis in the field would most probably show even worse
results.

Standards —targets

If the objective is to develop modern human resource management on all levels of
government in Bosnia and Herzegovina, then it is necessary to have adequate central
strategic management by the central agencies (see section 2) as well as to
adequately organize the human resource management function in all public
administration bodies and institutions. The ultimate objective is for every government
body to reach the "level 3" from the questionnaire above, which is existence of a human
resource management unit which performs all the activities of modern human
resource management, which is involved in strategic management and cooperates
with managers (department heads) at all levels within the government body. The
purpose is for the managers to be aware of the importance of human resource
management and to take the leading role in the field with the help of and
cooperation with specialists from the human resource management unit. Of course,
itis not possible to reach that level overnight. It is necessary to have a clear strategic
decision on the highest level of executive authority as well as the action plan for
gradualintroduction of modern human resource management.

The optimal situation in the field of human resource management in the public
administration bodies wouldfollow the standards below:

1) Each public administration body has a human resource management unit or, in
case of smaller government bodies, it has one or more human resource management
specialists (hereinafter: human resource management units).

2) The human resource management units do not carry out only legal and administrative
activities, but also the activities within the modern human resource management
function, especially in the following areas, not going into more detailed job descriptions
within the listed areas (all in cooperation with the central agency, respecting the division of
competence and responsibility):

shaping of organizational structure in accordance with the mission, competences,
strategy and work program,

analysis of workplaces, including job descriptions and descriptions of necessary
competencies,analytical assessment of workplaces,

strategic planning of human potentials, in accordance with the mission,
competences, strategy and work program,

recruitment and selection of employees, introduction of employees into the work
process,

performance management andassessment,
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human potential development (training, professional development, development of
competencies, motivation raising, career management),

raising the employee satisfaction level,
providing adequate working conditions,
relations with employees,

implementation of employment law procedures / civil service procedures and
regulation of employment relations (this task is linked with majority of other tasks
since numerous human resource management elements include employment law
elements),

integrity management,
legal supportinallhumanresource procedures,

personnel administration implementation, management of records and information
system.

3) Human resource management unit cooperates intensively with the central agency
and through managers or specialist joins the networks/coordination.

4) Managers (heads) of government bodies and organizational units take on a key
role in human resource management, with the assistance of and cooperation with the
human resource management units. The managers possess the necessary competencies
(know-howy, skills, abilities and personal characteristics) for human resource management,
and they also use the professional assistance provided by the human resource
managementunits.

5) Position of the human resource management unit within the organization:

a special, independent human resource management unit shall be organized in
the ministries; head of the unit is directly responsible to the minister
(alternative; directly responsible to the ministry secretary);

a special, independent human resource management unit is also organized in
other larger government bodies; head of the unit is directly responsible to the
head of the government body;

in smaller government bodies the human resource management function is
organized within organizational departments, responsible for general and/or
legal affairs, or through a one or more HR specialists directly responsibly to the
head of the governmentbody.

6) Head and employees of the human resource management units or specialists in the field,
except for employees performing simple administrative activities, have the civil servant
status.
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7) The humanresource management unitisinvolved in strategic management of the
government body through the head of the unit. The HRM unit head takes part in
strategic management through the meetings of department heads. In small government
bodies, where there is no separate HR department, the HRM specialist takes part in the
meetings of department heads.

In the ministries the human resource management function is involved in the strategic
management through the head of the human resource management unit. If the head of
the HRM unit directly answers to the secretary, the human resource management in
involved in the strategic management through the secretary (alternative: through the HRM
unit head, who participates in the management meetings in accordance with the decision
adopted by the ministerin agreement with the secretary).

The solution according to which the human resource management function within the
department heads meeting in the ministry is represented by the ministry secretary is in
accordance with legal provisions which regulate organization and activities of the
management. Namely, under those provisions, the secretary assists the ministerin carrying
out "supporting” activities in the ministry which include issues related to human resource
management. That fact represents a special challenge, because there is a risk that the
secretary would not represent the human resource management function adequately. The
solution should be soughtin two possible directions:

One of the possibilities is to amend the laws or practice so as to place the human
resource management function under direct responsibility of the minister or to at
least include the HRM unit head into the meeting of the department heads of the
ministry.

The other possibility is to ensure the necessary competence of the secretary for the
area of human resource management and establish awareness and understanding of
theimportance of humanresource management function at the level of the secretary
of the ministry (whichis usefulin any case evenifthefirst option is chosen).

8) The structure of workplaces in the human resource management units (or human
resource specialists) has to be consistent with the workload. The HRM units are comprised of
the unit head, human resource management specialists, legal experts and
administrators. In the legal field in smaller government bodies, the HRM units of HRM
specialist can use the assistance of legal departments. A possible modality is to unify the
activities of the human resource management specialist and the legal expert in the area of
human resource management, but in that case a great care has to be taken about the
balance of competences for both aspects.

Itis necessary to specially emphasize that here we describe standard, typical workplaces in
human resource management units and that the concrete structure (systematization)
depends on the overall number of employees in a government body. More concrete
standards with regards to number of workplaces or specialists will be developed in the next
stages of the project.
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Table - standard job positions in human resource management units

Job position

Head of the
HRM unit

HRM
specialist’

HRM legal
expert’

Job description

manages the HRM unit,

cooperates with the central
agency,

scooperates in the coordination
(network) of HRM units,

sparticipates in the meeting of
the department heads of the
government body.

carries out HRM activities®,

cooperates with managers at all
levels within the government
body in the field of human
resource management.

provides legal support in the
HRM processes,

ensures implementation of civil
service laws and regulations,
and employment law
regulations,

draws up internal acts and
regulations and more
demanding concrete legal
documents.

Necessary competencies

(specific for the job position)

HRM abilities, know-how and
skills,

knowledge of public
administration and civil service,

knowledge of the mission and
the strategy of the government
body,

managerial competencies
(strategic thinking, resource
management, team work,
strategic networking,
influence...).

HRM abilities, know-how and
skills,

team work,

orientation towards users
(managers),

knowledge of the mission and
the strategy of the government
body.

legal know-how in the field of
employment law and civil
service,

basic knowledge of the HRM
role and function,

team work,

orientation towards users (HRM
managers and specialists),

skills for drawing up legal
documents.

? Names of the jobs positions in this document are in the form of working titles and do not project the analytical
evaluation and classification in different categories of workplaces

*Human resource managementactivities’include all activities specified in section Il (page 2 and 3).

*Names of the jobs positions in this document are in the form of working titles and do not project the analytical
evaluation and classification in different categories of workplaces
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Necessary competencies

Job position ipti o . "

P Lol (specific for the job position)
HRM - performs administrative - abilities, know-how and skills
administrator activities, for administrative work in the

manages records, area of HRM/civil service,
draws up simple documents. -+ focus on results, accuracy,

user orientation.

4. Conclusion

As in other countries in the region, human resource management function on all levels
of government in Bosnia and Herzegovina, with a few honorable exceptions, mostly
comes down to personnel administration and legal support to human resource
decisions made by the manager. In the central units (agencies) there is awareness of
the importance and meaning of the modern human resource management, and
significant steps forward have been made within the EUHRM project (preparation of
the model of general competencies, analysis of job positions, etc. ). However, taking into
account the legalist tradition in the area of the Western Balkans, further systematic
development will require amendments to the laws and regulations which will define
and stronger function and position of the human resource management in the
public administration bodies. It is also necessary to strengthen the function of the
central units (agencies) which have to take on a leading role in development of
human resource management methods and techniques. In some segments (training,
general civil service examination, performance evaluation) it has already been
accomplished, and in the following steps itis necessary, in our opinion, to direct the energy
of the agencies into the following areas: development of a model of general competencies
and methods for assessment thereof; development of a model of competencies for the
highest ranking managers and methods for recognition thereof; preparation of
methodology for determining specific competencies for individual job positions and
methods for their assessment; strengthening of coordination (network) of units and officials
responsible for human resource management.

Inshort, development of human resource management on all levels of government in
Bosnia and Herzegovina is going in a positive direction, but it is necessary to
maintainfocus and continue atafaster pace.
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Human resource planning in public administration
in Bosnia and Herzegovina

1. Why is it necessary to plan for human resources in the public administration?

The planning encompasses the identification of a strategy and of short-term, medium-term
and long-term goals of an organization. If an organization does not identify its goals clearly
and does not take them seriously, the organization will end up drifting aimlessly and its
employees will lack answers to some fundamental questions that guide them in their work
(why does my organization exist, what do we want to achieve, what is my role in this, what
shouldldoand how should I doiit).

As an integral part of the management, planning is very important not only in the
private sector, but also in the public administration. Organizations involved in the
creation of public policies (government, ministries) must identify their strategies and goals
in that regard: what are the social objectives that we want to pursue, which policies, how
and when dowe adopt oramend themin order to achieve those objectives.

Example:

The Ministry of Finance sets as its goal to reform the system of corporate
taxation for small and medium enterprises, making it simpler and more
stimulating, in order to increase competitiveness of these enterprises and to
encourage prospective entrepreneurs to actually start a business. As for the
reform, it is planning to amend the laws to introduce self-employment flat-rate
taxation for companies earning annual income of up to EUR 70,000. These
companies can opt for the self-employment flat-rate tax system and pay the tax
amounting to 5% on totalincome.

Organizations that are primarily dealing with the implementation of policies (for instance,
public administration bodies with the ministries) also have to plan for their work, develop
their strategies and set their objectives. Even though it might seem at first glance that their
objectives are fully determined by the regulations they implement, this is not the case.
Given that these bodies are limited in terms of human and financial resources, there is
always the need to set the priorities. As there are always some deficiencies in their work, they
must set as the objective to make improvements in their operations with regard to the
implementation of those regulations. Strategic priorities in their work (which aspect of the
implementation of a particular law will be a priority over a given period of time) are
determined by the leadership, with an important part being played by the politics — the
governmentand the respective ministers.

Human Resource Management in the Civil Service in BiH - 29



Gregor Virant

Example:

The Tax Administration sets as its goal for the next year, in order to fight grey and
black economy, to increase the share of VAT collected in the gross domestic
product by one tenth, to carry out at least twenty financial investigations in
cases where personal property of individuals seemingly does not match their
officially reported income, and to establish on its website an option for tax
payerstofollow at all times their liabilities, payments and debts.

To achieve their objectives, the organizations must have certain human, financial and
information resources. The adoption of the strategies and the identification of the goals
thatare not supported by labor and money is making back-of-the-envelope calculations. If,
for example, the Ministry of the Interior and the Police set as their objective to have the
priority of fight the worst types of organized crime and corruption, this objective can only be
executed by a team of criminalists that is strong in both numbers and professionally (not to
mention that in this case, the objective will not be achieved if any of the links in the chain of
police - prosecution —judiciary breaks down).

[t should be pointed out that new laws and amendments to the laws often bring about
personnel consequencesin the publicadministration. The introduction of new tasks for
public administration bodies requires the enlargement of human resources, while the
cancellation of tasks or simplification of procedures may free up certain human potentials.
Forthisreason, it is of greatimportance to link the preparation of legislative documents
(both ways) to the planning of human resources. Any new piece of legislation must be
accompanied by an impact assessment, which, inter alia, includes its impact on human
resources. On the other hand, freeing up of human resources (in terms of reduction in the
numberof employees or staff restructuring) often requires amendments to laws.

For example, in 2004 in Slovenia the Law on Companies was amended and the
requirement to issue a decision permitting the start of business activity was
eliminated, having turned out to be an unnecessary bureaucratic obstacle. In
the process of the law amendments, 60 civil servants that used to work on those
administrative cases were suddenly spare. The officers were not fired, but rather
reallocated to other duties, in the fields where the public administration was not
able to process requests in a timely manner. The elimination of one unnecessary
bureaucratic procedure has had twofold benefit: simplification for businesses
and ridding of administrative backlogs in some other fields (construction
permits, de-nationalization).
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With these introductory examples, we wanted to demonstrate how the planning of
human resources is linked to the strategic planning for the work of bodies or
organizations of the public administration — by establishing their mission, vision, (short-
term, medium-term, and long-term) objectives and priorities. The objectives set by an
organization must always remain within realistic financial framework. Strategic
documents that get adopted by governments are often out of touch with the financial
reality. Financial, and consequently human, resources are always limited and this is the
second key aspect that should be taken into consideration when engaging in the planning.
How many times, when we talk to managers, in answer to the question regarding the
people strength of the body they manage, we hear that the body has x jobs under the job
systematization, but when we dig deeper we find out that essentially only 70 percent of that
number is actually filled, as there is no funding for more. If the management uses the
number of jobs under the organizational plan, which is totally detached from the financial
reality, and builds its strategies thereupon, we can only imagine what kind of
disappointments and chaos this can produce. One of the basic tasks in the management
and administration is that the objectives are put within the frame of available resources
and optimal use of resourcesis ensured to achieve the objectives.

The next important element in the planning of human resources is the state of the labor
market. For certain, especially simple, job profiles, the market always offers a sufficient
number of reasonably good candidates. At times of economic crisis, the interest in the
employment with the public administration is big, for the reasons well known, so the supply
should not be a problem. However, there are specific jobs that require quite specific
competences, where the public administration as employer might encounter difficulties,
and, for example, due to comparably lower salaries, might not be competitive against the
private sector (auditors, IT personnel,and so on).

All three described aspects of the human resources planning (strategic objectives of
the organization, financial framework and the labor market) are dynamic categories.
Hence, human resources planning must respond to changes in those aspects. And there is
also the matter of feedback. Realistic options in terms of human resources
development must have impact on the identification of organizational objectives.
Having secured adequate resources, the need to achieve priority political objectives must
lead to modification of financial priorities. As a strong employer, the public administration
can, by changing salary relations, by influencing educational programs, by creating
partnerships with the universities and institutes, and by organizing internships and
trainings, co-shape the supply in the labor marketand adapt it toits needs.
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The following schemeillustrates the main grounds for the planning of human potentials:

Competencies of
bodies, tasks, mission,

G el Financial Supply in the
objectives, priorities, framework labor market
user expectations

Mutual

impact

Human resources planning
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Let us take as an example some fundamental changes that are linked to the activities of
public administration bodies, to which managers must react swiftly in the sphere of human
resources management:

ENVISIONED CHANGE REACTION IN THE SPHERE OF HUMAN RESOURCES
Privatization of certain functions — Reduction in the number of employees, mandated
their transfer onto concessionaires takeover oragreement on takeover
New, priority tasks New job openings in the job systematization, new

recruitment

Informatization and simplification of  Change in the job structure, freeing up certain human
the process resources

Financial limitations, budget Reductioninthe number of jobsand employees
consolidation

Transfer of competencies from body  Transfer ofemployees
AtobodyB

Changes that warrant reaction in the sphere of human resources management are usually
combined, which means that we have to react to multiple changes at once: for example,
emerging at the same time are new priority tasks and the need to reduce labor costs and
consequently, to reduce the number of employees.
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2. What is being planned and by whom?

When planning human resources, firstand foremost, we plan the number and structure of
workers in the organization. The number of employees is significant for the identification
of labor costs (salaries, contributions and taxes, cost refunds, job related material costs) and
it must include all types of labor relations — civil servants, employees, fixed-term or
permanent employment. The organization must at all times be familiar with the actual
number and structure of employees (the so-called headcount) and it must have a clear
idea of prospective changes to that number and structure, in particular regarding
the tasks and the objectives, as well as the financial framework.

The structure of personnel pertains to their status (civil servant and employee), type of labor
relations (fixed-term or permanent), education level, and we can even go into more details
regarding staff competencies. Naturally, the plans must account for certain flexibility; it is
impossible to plan quite precisely the staff structure by the degree of their professional
qualification. Still, we can and we have to anticipate the trends in the changes.
Informatization and modernization of the processes, for instance, will call for a different job
structure — perhapsless jobsand higher average education level of our workers.

Hence, in the narrow sense, the planning of human resources implies the
identification of the current and planned number and structure of jobs and
personnel (with more or less precision/flexibility), and in the broader sense, the
planning of human resources also involves the planning of professional training,
career planning, planning of motivational measures and advancement of the
working conditions.

Human resources must be planned by each body or organization in the public
administration. However, as the public administration constitutes a connected system,
there mustalso be planning for the overall administration at one governmentlevel -in
Bosnia and Herzegovina, this means at the level of the BiH institutions, at the level of the
entities, the Br¢ko District, each canton and each municipality. Each government level is
responsible for the state and development of its own administration and must plan its
development.

The plan of human resources at the central level will be rather general, without going into
details. It will specify, forexample, the general framework number of employees in the entire
public administration and in individual bodies and groups of bodies, the main trends and
also address some major (strategic for the government) structural personnel problems. If
the fiscal reasons require a reduction in the number of employees, this will be the main
strategic framework of the plan. A major problem might be, for instance, a substantial
number of spare civil servants envisaged in a particular public body due to the elimination
of certain duties (e.g. customs in case of the access to the EU). Such a problem cannot be
solved at thelevel of one public administration body (Customs Administration or Ministry of
Finance) but rather, for its sheer proportions, it must be addressed at the level of the entire
publicadministration by a strategic decision of the highest body of the executive.

Hence, a joint plan of human resources for the public administration at a particular
government level will pertain to key strategic issues (number of employees, trends in the
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structure, addressing major structural problems, etc), while the plans of individual
organizations will bring a more detailed »processing« of the key issues pertaining to human
resources development (e.g.the number and structure of jobs by organizational units).

3. Grounds for Planning

The functioning of the public administration is based on the law, so for this reason the basis
for the planning of human resources, first and foremost, is the legislation. The laws
determine the competencies and responsibilities of each public administration body
and, under the principle of legality, the body does not have any discretion as to whether it
will carry out those competencies and responsibilities or not. The planning of human
resources must seek adequate solutions that ensure efficientimplementation of all laws.
This takes us back to the consideration of the connection between the formulation of
public policies and the planning of human resources. Any new piece of legislation
proposed must be accompanied by an impact assessment, including the required human
and financial resources. If the law proponent and later the legislator overlook this aspect, it
can happen that the law remains a dead letter, which would certainly have negative impact
onthe confidence of the citizenry in the rule of law.

Of course, this does not mean that each new task brought by law upon a public
administration body requires an increase in the number of employees. The needs for
additional human resources can also be handled by staff restructuring — by elimination of
some otherjobsthatare nolongerneeded oratleast notasa priority. Evenareductionin the
number of employees or freeing up a number of jobs for some other priorities often (as we
have already illustrated by the Slovenian example) requires law amendments.

Even though the law prescribes the competencies and responsibilities of the public
administration bodies, within the legal framework there is usually some room for
maneuver, some discretion in the determination of priority objectives. Any modern
organization, when engaging in the strategic planning, defines only its »mission and
visiong, answering in that way the questions of »why are we here, why do we exist as an
organization, what is our purpose, what is the long-term vision of our organization, what is
the state in our field that we want to see in ten or fifteen years«. This also applies to the
organizations in the public administration, despite the fact that their responsibilities and
competencies are defined by law. Each public administration organization must define its
own mission (mandate).

Example:

The mandate of an inspection body is to ensure as much compliance as possible
with the law and regulations in its respective field. If the management does not
understand the mission as such, but rather believes that the mission of the
inspection is to punish as many entities as possible and to collect as much
financial resources for the budget as possible, then its staff are going to act in
thisregard, andthe organization will miss its true purpose and objectives.
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Each organization engaged in the strategic planning should set to identify at least medium-
term operational strategy and work program or plan (programs are usually adopted for a
period of one year). In these strategic documents, they define specific objectives, possibly
measurable and accompanied by appropriate indicators. It is wrong to think that the laws
actually establish the objectives and priorities of the public administration bodies. The laws
determine the responsibilities or competencies (scope) of the public administration
bodies, but specific (short-term and medium-term) objectives and priorities must be
defined in the strategicdocuments of the bodies themselves.

The Law on Police, for example, prescribes the competencies of the police in the
field of prevention and investigation of criminal offenses, traffic control, public
order and peace, state border control, and so on, but it will be the Ministry of the
Interior and the police itself (or with the consent of the government) to define,
within those competencies or responsibilities, the strategic priorities and goals
fora certain period. For example, the priority will be to fight economic crime and
corruption. In the traffic, the police will focus on the control of speed and of
driving under influence. Speed controls will be aimed at locations where the
statistics indicate an increased risk of traffic accidents and at locations where
the citizens want increased presence of police controls. The objective of the
police is to reduce the number of traffic accidents with fatalities by x percent.
Criminal offense investigations will be increased by y percent. Police stations
will start surveying the public opinion in their local community regarding the
state of safety and the level of satisfaction with the work of their police station.

The structure of human resources must be adapted to the competencies, responsibilities,
mission, vision, strategy, and work program of the public administration bodies. And vice
versa, strategic planning must have its »extension« in the HR planning. Strategic planning
that does not involve the planning of human resources is a back-of-the-envelope
calculation.

The elements of the human resource planning (competencies, mission, vision,
strategy, and work program) should, as the first step, be contrasted against the financial
framework. Human resources require financial resources for the salaries and other liabilities
of the employer (taxes, contributions, cost refunds, remunerations to employees) and if a
financial plan does not match the human resources plan, the public administration body
will be facing some serious difficulties. For this reason, strategic planning of the goals,
planning of human resources and financial planning are closely linked and all these
plans must in the end be mutually harmonized (as will be shown in further text, it is
recommended that the processes of strategic, financial, and HR planning are conducted in
parallel.
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Hereis a sketch displaying this mutual connectedness:

STRATEGIC HUMAN
PLANNING
RESOURCES
(GOALS OF PLANNING
ORGANIZATION)

FINANCIAL
PLANNING

The planning pertains to the future, but the starting point is always the current situation —
the number and structure of employees, their knowledge, skills, abilities, and other
competencies. In the planning process, you always take into account the existing state
(reality), and you define the strategic goals in the future and related changes in the
financial and personnel spheres.

In the process of human resource planning, one should also take into consideration the
envisioned organizational and procedural changes. If a reorganization is foreseen (for
instance, merger of organizational units), it can free up certain human resources. Likewise,
optimization and rationalization of the processes (elimination of certain unnecessary steps
in the business processes, introduction of information technology into the process) can
affect the HR planning, as the performance of the same responsibility will require less (or a
different structure of ) workers.
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4, Planning Process

The process of human resources planning must be implemented in parallel with the
financial (budget) planning, while the budget planning is linked to the strategic
planning of government policies. The most appropriate way to doitis to formally prepare
the budget and the HR plan in coordination and to adopt the staff plan (or HR plan)
together with the budget, or even asits integral part. Just like the budget planning, the
people planning must start with the adoption of the decision on the strategic guidance
framework at the highest level of the executive. The strategic guidelines must define the
general recruitment framework (increase, decrease or unchanged number of
employees) and the key priorities. Based on the strategic guidelines, each public
administration body must prepare its own human resources plan proposal, followed
by the process of harmonization, which is much more than the sum of proposals of the
individual bodies.

There is no doubt that the engine behind the process of the budget preparation is always
the Ministry of Finance. This Ministry is responsible for the preparation of the strategic
budget framework, for the harmonization of financial plans of the public administration
bodies and for the preparation of the wording of the budget proposal for the Government,
i.e. the Council of Ministers, and later for the Parliament. But which body should be
responsible forthe workforce planning inthe public administration?

The responsibility for the planning in a public administration body lies with its manager, in
cooperation with the managers of the organizational units and the unit for human
resources management. When it comes to the planning at the central level, strategic
decisions are made by the highest body of the executive, while the responsibility
must also lie with the bodies in charge of horizontal issues of the public
administration, civil service and human resources management - the ministries and
the agencies. Where the competencies in horizontal issues of the civil service are
concentrated in one body (ministry), there is no doubt as to the distribution of the
responsibility for the planning, while in the systems involving a dualism (ministry-agency),
the issue of the distribution arises. Our recommendation would certainly be for the
minister/ministry to take partin the process of the human resources planning for the
overall publicadministration, in terms of political management of the process, while
the agencies as expert bodies in charge of the implementation must provide
comprehensive expertand analytical support.
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In Slovenia, the process of preparation and adoption of the consolidated staff plan for
the public administration takes place in parallel with the process of the preparation and
adoption of the budget. The budget process is managed by the Ministry of Finance, while
the process of the preparation of the HR plan (staff plan) is managed by the Ministry of
Public Administration. Both Ministries carry out their respective task in coordination and
partnership witheach other.

In late April the Government, upon proposal of the Ministry of Finance, adopts strategic
guidelines for the budget preparation, and upon proposal of the Ministry of Public
Administration, strategic guidelines for the preparation of the staff plan. In their strategic
guidelines in recent years (starting with the 2006 plan), the Government has directed the
public administration towards reduction in the number of employees by one percent
annually, which has led to significant reductions in the medium-term period. The
Government often defines in these guidelines the priorities in terms of HR ie. the
categories of public administration bodies regarding their HR needs, so that the foreseen
reduction in the number of employees is not linear, but rather relating to the state of
workforce and strategic priorities of the government.

It is the ministries that propose their staff plans within the strategic guidelines for
themselves and for the bodies in their composition. For the government services, the
proponent is the secretary general of the government, and for the administrative
districts, it is the Ministry of Public Administration. The same Ministry manages the
process of harmonization of the proposals and in the end, it proposes to the government
a consolidated staff plan that covers all bodies of the public administration. The plan
includes the maximum number of employees in the public administration and in
individual ministries (including the bodies in their composition), and on top of the
figures, it can contain other strategic directions (structural changes, method of solving
structural personnel issues, spare civil servants, etc,). The consolidated staff plan is
adopted by the government together with the budget proposal and forwarded to the
Parliament. If in the course of the parliamentary debate the budget is amended,
warranting adjustments to the staff plan, the government makes the necessary
adjustmentsimmediately after the budget adoption.

While making adjustments to the plan of workforce, the Ministry of Public
Administration engages in a dialogue, at both political and expert level, with all
ministries on the planned changes in the number and structure of employees, taking
into account all planning parameters (competencies, priorities, potential restructuring
and optimization, financial framework) and addressing structural challenges.

Human Resource Management in the Civil Service in BiH - 39



Gregor Virant

5. Human Resources Plan and Job Systematization;
Implementation of Human Resources Plan

Job structure in all administrative bodies or organizations in the countries of the region is
traditionally defined through the job systematization. The systematization is a piece of
organizational regulation that determines the internal organization all the way down to
its basic element — job, and at the same time it is a piece of labor regulation (employer's
internal enactment), creating certain rights and obligations forthe employees.

In practice, we often encounter a major gap between the financial capacity and related
limitations in the number of employees, on the one hand, and the systematization, on the
other. The systematization must serve as a realistic organizational regulation which
clearly shows which jobs must be filled in order for the organization to be able to
perform its tasks with the available funds. If the systematization exceeds the realistic
state by 30-40 percent, it cannot serve that purpose, as it is not clear which jobs will
realistically befilled and which are purely fictional, a product of wishful thinking.

The systematization can be amended; it happens often and it is a manifestation of the
dynamic character of the administrative organization. The systematization is closely
connected to the plan of human resources, if such a document exists in the system.
Namely, the plan usually foresees certain changes to the number of jobs (increase or
decrease in the number of employees), changes to the structure of jobs, reassignment of
jobs from one organizational unit to anotherin view of changed priorities and so on.

How and when an organization must use amendments to the systematization to harmonize
thatdocumentwith the plan of humanresources?

Let us take as an example a public administration body, for which the law in the coming
period prescribes brand new tasks that will require a number of skilled civil servants. The
same body must at the same time reduce the number of employees due to fiscal
consolidation.The solution to the situation that has arisen is for the staff plan to envisage the
elimination of a certain number of jobs and the opening of a certain (smaller) number of
jobs that are necessary for the execution of the new tasks. These changes envisaged under
the plan in order to harmonize it with the new strategic goals of the public administration
body, as prescribed by law and in accordance with fiscal directions, must be implemented
through the systematization restructuring. Hence, the staff plan will be reflected in the new
structure and the number of jobs in the systematization.

The path to the targeted, planned job structure can be gradual or changes can be
implemented at once. Swift changes imply immediate amendments to the
systematization, reassignment of spare civil servants that meet the requirements of
the new jobs and implementation of other procedures regarding the spare workers.
Swift changes will create a »stressful situation« in the organization and put a burden on its
operation.No manager ever wants a situation where heis forced to use legal mechanisms to
identify spare workers.
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Gradual implementation of the plan means that we move from the current to the
planned (targeted) job structure and the number of jobs immediately, but the goal is
implemented over a rather long period of time, possibly »naturally«. This means that
we will use any newly vacated (due to retirement, or leaving the organization for any other
reason) jobs as a step toward the targeted state. In this way we can gradually, by way of
natural drain and by the management of newly vacated jobs, reduce the number of
employeesorchange the structure of jobs and employees.

With this in mind, we can already at the beginning of our journey to harmonize the actual
state with the staff plan create the »targeted« or »planned systematization« - the
organizational structure that will be in accordance with the HR plan and will better serve the
identified goals of the organization and the financial framework, moving step by step from
the current systematization to the new one.

In our example, the targeted systematization will envisage a smaller total number of jobs,
eliminate a number of jobs that we no longer need and open a (smaller) number of jobs in
other or even new organizational units. If a worker leaves the public administration body,
hence freeing up a job that is not envisaged by the » targeted« systematization, we will
eliminate that job (and potentially open a new job that we need as a priority). In this way we
will gradually, step by step, establish the new, targeted structure. This is, of course, if we are
notina hurry, ifthe circumstances allow for such a gradual approach.

Using this method of gradual adjustments, from January 2006 to the end of 2014, the
Slovenian public administration has reduced the number of employees by more than 10
percent (from 34,387 to 30,758), and in the civilian part (without the military and the
police) by as much as 22 percent (from 18,270 to 14,263). The staff plan of the public
administration adopted each year by the government envisaged the reduction in the
number of employees by one percent (which is not linear for all public administration
bodies, but as a whole). There were some minor layoffs, but for the most part the
reduction was achieved gradually, by natural drain, and not by layoffs.

A very important mechanism for a gradual and painless method of staff restructuring is the
management of newly vacated jobs. Namely, an indiscriminate increase in the
number of employees in public administration is the product of the policy of
automatic filling of newly vacated jobs. When a job is vacated, it is indiscriminately
believed that the recruitment procedure should be automatically launched right away and
when new tasks arise, they seek a green light for additional recruitment. A rational
management of newly vacated jobs enables permanent revisiting of the needs and
priorities and gradual restructuring of the organization in accordance with the staff
plan or, in other words, constant adjustments to the changes.
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Whenajobis newly vacated, itis necessary to put some effort into reviewing whether we
need that job in the first place. Are the tasks performed still needed by the organization at
all? Is it possible to distribute those tasks among other workers? Is there any HR need in the
organization whichis of higher priority at that pointin time? Is there aneed forareduction in
the number of employees? Only when (if) we establish that we really need that job, that
thefilling of that vacancy is in accordance with the framework number of employees
the organization can afford, and that at that point in time there is no other need of
higher priority warranting a new job opening, we launch the procedure for filling the
newly vacated job.

Theintroduction of the system of careful revisiting of the need to fill a newly vacated
job enables the organization to constantly adjust to new needs and priorities
without painful layoffs and transfers of employees without their agreement. It also
enables gradual reduction in the number of employees and certain savings, which
nowadays, due to economic and financial crisis, are warranted in all countries.

6. System in Bosnia and Herzegovina

As for the BiH institutions, there are no rules that apply to the planning of human resources,
either in the law or the bylaw. The requirements to launch the procedure for filling a newly
vacated job are not prescribed and in practice itis deemed that that the requirement — other
than the newly vacated job being in the job systematization — is having adequate financial
resources.

In the Federation of Bosnia and Herzegovina, there are also no special rules. In the Civil
Service Agency (in cooperation with the Ministry of Justice) they are preparing a bylaw that
aims to regulate the issues of the human resource planning, but this bylaw has not yet been
putinto formal government procedure at the time of writing this text (September 2015).

Unlike the institutional levels of Bosnia and Herzegovina and the Federation of Bosnia and
Herzegovina, the Republika Srpska has a system of personnel planning prescribed by law.
The Law on Civil Service of Republika Srpska has a special chapter titled "Planning for
Recruitment of Civil Servants in Public Administration Bodies and Central Personnel
Register". Article 99 of the Law stipulates that "the method of preparation and the contents
of the personnel plan are determined by the Civil Service Agency".

Underthe provisions of the Law, each public administration body in the RS prepares its own
personnel plan, which must be harmonized with its budget, and submits it to the Agency.
Based on the individual personnel plans, the Agency prepares a proposal of the personnel
planforall publicadministration bodies and government services in the RS and submits it to
the Government, having previously obtained an opinion of the Ministry of Finance. The
personnel plan of the Government constitutes the sum of individual personnel plans for all
publicadministration bodies and government services of the RS.
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Each public administration body implements a portion of the government personnel plan
that pertains to it. The manager of the respective body is in charge of its implementation. In
its annual operational report and work program for the coming year, the body reports to the
Government on the execution of the personnel plan for the year before and on the
personnel plan forthe comingyear.

The Rulebook on Method of Preparation and Contents of Personnel Plan imposes an
obligation on every publicadministration body (ministry, administration and administrative
organization) to prepare each year a proposal of the personnel plan, which contains the
existing and the envisaged number of employees by categories (permanent and fixed-term
employment, civil servants and employees, civil servants by occupation). The process of
preparation of the personnel plan is carried out in parallel with the preparation of the
financial plan (budget). The Ministry of Finance plays the main role of the »supervisor« and
manager of the harmonization process. Fach public administration body must obtain
approval from the Ministry of Finance for the personnel plan, i.e. it must harmonize its plan
with the objections from the Ministry. The Ministry of Administration and Local Self-
Governance does not have any special role in the process, while the Civil Service Agency has
a technical role of the integration of the personnel plans, harmonized with the Ministry of
Finance, into a single personnel plan of the Government, covering the entire public
administration.

The personnel plan is the basis for any recruitment and vacancy filling. Article 30 of the Law
on Civil Service prescribes that for the recruitment and the filling of newly vacated jobs, the
requirements are that the job is in the rulebook on the systematization and that it is in
accordance with the personnel plan of the respective RS public administration body for the
currentyear.

The responsibility for the implementation of the personnel plan lies with the manager of the
public administration body, for the control with the administrative inspection, and for the
monitoring or supervision with the Civil Service Agency. The Government can ask the
Agency and the administrative inspections to submit a report on the implementation of the
government personnel plan or personnel plans of individual bodies and, should it find any
deviations from the personnel plan, it can adopt adequate measures.

The regulation and the practice of workforce planning in the Republika Srpska is certainly a
step in the right direction from the respective regulation at other government levels in
Bosnia and Herzegovina. There is still room for improvement, however, in particular it is
worth considering to increase the role of the Ministry of Administration and Local Self-
Governance in the process of personnel plan harmonization (with expert support by the
Civil Service Agency). Instead of the existing, relatively technical, approach to the
planning, the process could be strengthened in terms of its contents or substance.
The harmonization of personnel plans must be conducted as discussion of the trends
regarding the total number of employees, priorities, structural challenges, and the
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manner of their addressing, rather than as pure sum of the personnel plans of
individual bodies, as approved by the Ministry of Finance. It is also necessary to analyze
practical applicability of the detailed structure of the personnel plan (by
occupation); an analysis would likely show that such a detailed structure is toorigid.
Anyhow, with the introduction of personnel plans, the Republika Srpska has made a
significant step forward towards modern approach to the human resources
management.

We can also find provisions on the personnel planning in the Law on Civil Service in
Administrative Bodies of Br¢ko District of BiH. Article 23(2) stipulates that public
administration bodies should plan for the filling of newly vacated jobs at an annual level,
notifying the body in charge of the human resources thereof in a timely manner.

Article 36, unlike Article 26 (making a reference to the plan for filling of newly vacated jobs),
refers to "recruitment plan”, which is made for each public administration body by its
manager if in the course of the year a job becomes vacated. The provision of Article 26(4) is
interesting, stipulating that the recruitment plan may be amended only until the moment of
vacancy announcement.

Article 26 reads that in public administration bodies recruitment is carried out based on the
organizational plan, approved budget funds and the Rulebook on Recruitment, upon the
initiative of respective managers of the public administration bodies. The requirements to
launch the procedure forfilling a newly vacated job are as follows: that the job is included in
the organizational plan; that the job has been newly vacated; that the funds for employee
salaries and contributions are approved in the budget.

The introduction of the provisions on personnel planning in the public administration
system in Br¢ko is certainly a positive move, but it seems that the current provisions of the
Law are somewhat inconsistent. First of all, the Law makes reference to the recruitment plan
in some provisions, while in other provisions it refers to the planning for the filling of newly
vacated jobs. Secondly, the Law envisages an annual plan, while in another part it refers to
the recruitment plan that can be amended until the vacancy announcement. Thirdly, the
planis adopted solely by the manager of the respective body, which means that there is no
common plan for the entire public administration that would be adopted by the
government annually, together with the budget. For the public administration of such small
proportions as is the administration of the Br¢ko District, there would have to be a single
personnel plan that would constitute the grounds for the personnel related decisions in all
public administration bodies. These are significant flaws in the personnel planning system,
which will probably be rectified by the legislator in some future amendments to the Law.
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7. Conclusion with Recommendations

The planning of human resources is a sine qua non for modern organizations, in order to
adapt to constant changes in their environment. This also goes for public administration
organizations. The planning of workforce is one of the pillars of the strategic planning in an
organization and itis closely connected with the strategic planning of its fundamental goals
and withits financial planning.When an organization prepares its strategies and identifies its
goals, it always has to pay attention to human resources that will be required in order to
achieve those goals. Otherwise, the strategies will remain a dead letter and mere back-of-
the-envelope calculations.

In the public administration, the resource planning is inseparably connected to the
processes of preparation and adoption of the laws and by-laws. The documents for any
regulation to be adopted by the parliament, government or minister must also contain an
assessment of the impact on human resources in the public administration (a necessary
increase, spare workers, or changesto the structure).

With the introduction of plans to the human resources management and the mechanisms
for the plan implementation, the public administration abandons a random approach that
unmistakably leads to constantincreases in the number of employees and cost increases or,
when public finance crisis or a need for HR restructuring so require, to quick fixes, with many
negative and painful effects (layoffs, absolute ban on recruitment, etc). Hence, a wise
government and wise managers of public administration organizations anticipate changes
in advance and make timely plans for adapting the structure of human resources
accordingly.

In Bosnia and Herzegovina, the planning of human resources emerges as a concept, with a
certain degree of development, in the Republika Srpska and the Breko District. As for the BiH
institutions, this concept is not existent, and in the Federation of Bosnia and Herzegovina, in
preparation is a bylaw that would, inter alia, contain the mechanisms of the workforce
planning.In the Republika Srpska, the planning systemis comprehensively requlated by the
respective law and bylaw, and there is some room for maneuver regarding the
advancement of the mechanisms. In the Brcko District, the law has some flaws and
inconsistencies, which should be eliminated in some future amendments to the law.

Each level of government is responsible for its own administration and civil service, which
means that each has the responsibility to prescribe and put into practice its own system for
the planning of human resources. Without going into details, which should certainly be
adapted to the specifics and the needs of individual government levels, some general and
common recommendations for all government levels would be as follows:
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To introduce a system for human resource planning into civil service
legislation where ithas not been done already;

To link the planning of human resources with the strategic planning
(preparation of strategies and work plans) and the financial (budget)
planning;

To provide for the planning at the level of the entire administration
(government/council of ministers) and at the level of individual bodies;

To provide for the adoption of strategic guidelines or framework plan of
human resources by the highest executive body;

To provide for the ministry in charge of the administration to assume the
leading (political) role in the process of the workforce planning, with expert
support from the agency responsible for the implementation of the civil
service system;

To stipulate monitoring and supervision of the implementation of the human
resources planandto provide for corrective measuresin case of deviations;

To introduce a system of newly vacated job management (each newly
vacated job should be revisited as to whether it is still necessary or whether at
agiven pointin time there isa higher priority to open another job) and linkit to
the plan of human potentials;

In relation to the previous recommendation, to introduce the concept of
"olanned" or "targeted" systematization that will facilitate a gradual and
systematic path fromthe current to the planned state.
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Process of filling job vacanciesin publicadministration

1. Principles of Equal Opportunity and Competency Based Selection

The modern civil service is founded on the principles of legality, professionalism,
responsibility, political neutrality, efficiency and transparency. The structure of the process
of candidate selection must take all these principles into consideration. These procedures
must be organized in such a way to ensure the selection of the best candidate (we will seein
further text what this expression means) and to give equal opportunity to all candidates to
be selected, of course, provided that certain requirements are met and certain criteria
upheld. The standard of equal opportunity ensures fairness in the procedure, while the
standard of competency based selection (the selection of the best candidate) ensures
professionalism and efficiency of the civil service.

The standards of equal opportunity and competency based recruitment are incorporated in
the document titled Principles of Public Administration, serving nowadays as a
comprehensive list of the principles and standards of good public administration, which has
been formulated within the European Administrative Space. The Principles of Public
Administration have been prepared by SIGMA, a joint program of the European Commission
and the OECD, as the framework standards for good public administration, and as the
framework for the evaluation of status and progress of the public administration reform in
the candidate countries and potential candidate countries. One chapter in the Principles of
Public Administration is titled »public service and human resource managementg, with the
following principle included therein: »The recruitment of public servants is based on merit
and equal treatment in all its phases«. The term »meritornost« in the Bosnian language is a
directtranslation of the term merit, and its meaning will be explained in further text.

Within the above principle of recruitment based on »merit and equal treatmentg, a series of
standards has been defined:

The recruitment process (either internal or external) is clearly based on merit, equal
opportunity and open competition. The public service law shall clearly establish that
any form of recruitment and selection not based on meritis considered legally invalid.

The general eligibility criteria for and general provisions ensuring the quality of the
recruitment are established in the primary legislation. The detailed procedures,
including specific requirements for entering each category, job descriptions,
competency profiles, selection methods, scoring systems and composition of
selection committees, are covered mainly by secondary legislation.

The recruitment and selection committees include persons with expertise and
experience in assessing different sets of skills and competencies of candidates for
public service positions, with no political interference.

Theright of candidates who are not appointed to appeal against an unfair recruitment
decision.

Protection againstdiscrimination.
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2. Career and Position Systems

In the European Union member states and beyond, within the OECD, there are various
models of civil service in place, all of them abiding by the same principles and standards.
Two models that are typically mentioned are the "career" and the "position" model. In
practice, however, they do not appear in their pure form; public service systems usually
imply acombination of these two models.

The feature of the career system is that the career in civil service may start only at the lowest,
entry positions of individual "career classes". The candidates with university education, for
example, have a special career class with entry, beginner jobs. To join the civil service in the
career system, there is often the requirement of taking a specialized exam and in some
systems for certain career classes the requirements even include a diploma from a particular
educational institution. While entry level jobs are filled through open competitions, senior
jobs are filled within the internal labor market, usually based on the internal competition.
This means that only the candidates that already have the civil servant status and already are
in a particular career class may apply. The more demanding jobs are reserved for the
promotion of civil servants who demonstrate the strongest competencies in the internal
competition. Civil servants apply for higher jobs throughout their career and their chances
foradvancementincrease thanks to the knowledge, skills and experience acquired.

The position system does not have such limitations. Each position is advertised and opened
to the external market through the open competition. Internal candidates do not have any
particularadvantages, at least notformally; they can certainly apply for the competition and,
given their experience and the knowledge and skills acquired in practice, they can have
somefactual (but not necessarily decisive) advantage over the external candidates.

Both of these models have their respective advantages and disadvantages. The career
system is very closed and when it comes to higher positions it does not facilitate the "influx
of fresh blood", which is the reason why it may seem rigid and bureaucratic; on the other
hand, it ensures stability,accumulation of experience and historical organizational memory,
and at the same time providing betterand more reliable advancement opportunities to civil
servants. The position system has the opposite advantages and disadvantages.

Most systems combine the features of the career and the position model. Oftentimes the
systems that are formally and legally established as position systems operate in practice, at
least partially, as career systems — for example, with the managers having the option to
choose between internal transfers and open competitions.

Various expertsin transition economies often advocate the application of the career system,
in order to neutralize the impact of the recruitment along political lines and to ensure a
higher degree of professionalism. Hence, we should accentuate that the European
standards do not mandate the application of either model — compliance with the principles
of equal opportunity and recruitment on merit can be ensured in both models. We therefore
believe that there is no point in the candidate countries or potential candidate countries
being pushed towards either model. The advantages and disadvantages of both models
should be fairly presented, leaving the choice with the country.
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Each country enjoys discretion in establishing a civil service system that best serves its
interests, in view of its tradition, the situation in the labor market and other
circumstances. It can opt for the career system, position system ora combination of both.
In any case, the country must ensure that recruitment is based on equal opportunity
under the same conditions and on the principle of selection of the most competent
candidate.

3. Launching of Procedure for Filling Job Vacancies

Bosnia and Herzegovina is one of those countries in which the jobs in each public
administration body or organization are systematized, defined and described in the
systematization in form of internal bylaw (in the Brcko District, instead of the term
"systematization”, they use the term "organizational plan"). The systematization traditionally
constitutes the basis for the recruitment. This is a bylaw that has a dual nature: on the one
hand, the systematization is an organizational bylaw describing the internal organization
down to its basic element - the job. On the other hand, the systematization is a labor bylaw,
internal bylaw of the employer, ensuing from which are certain rights and duties of the
workers. The systematization, for example, defines the recruitment requirements for a
particular job, a description of the duties and responsibilities, and can even contain some
elements for the salary determination.

The systematization determines which jobs are necessary for the public administration
body to be able to operate. It often happens that systematizations are "inflated", i.e.
envisaging more jobs than the number supported by the budget framework. Given that
such systematization obscures transparency, it would be much better if it were adapted to
the actual framework.

The term job "vacancy" refers to the systematization. A job is vacant if it exists in the
systematization but has not been filled, or, in other words, no civil servant is working on that
job. This situation may arise in two cases: either a job that had not existed before has been
newly opened, created in the systematization, or the worker has left the job (there are many
potential reasons for it: transfer to another job in the same or different public administration
body, termination of employment on disciplinary grounds, at the employee's initiative or, if
the employmentwas for a fixed-term, due to the expiry of that term).

Avacantjobinthe systematization does not necessarily mean that the procedure should be
launched to fill the job. There are other requirements, both external and internal. It is of
particularimportance to have for particular recruitment adequate financial resources in the
budget, i.e.inthefinancial plan of the publicadministration body or organization. If thereis a
mandatory decision on the maximum number of employees (for example, in form of the
staff plan, which, of all government levels, is currently formally implemented only in the
Republika Srpska), it should also be checked whether that particular recruitment would be
incompliance with that decision.
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Each vacant job in the public administration is precious, in particular at the time of
continuous search for the ways of making work rationalization and cost reduction. Having a
job vacancy is an excellent opportunity to reexamine whether there is actually a need for
thatjob or for that civil servant to work full time on that job. If we are under the obligation to
reduce the number of employees, a job vacancy is a perfect opportunity to do it without
socially painful layoffs. If we have high-priority and urgent staff needs in other fields, with no
financial resources in the budget and no room in the staff plan, a job being vacated is a
perfect opportunity to painlessly »eliminate« one job and open another. The internal
processes of each public administration body should nowadays include mandatory
reexamination of the need tofilla job vacancy. However, this reexamination cannot be done
by the immediate manageralone, as he willlikely be inclined to recognizing the need for the
recruitment of another person. The decision on whether a job vacancy should be filled or
not should be made at a higher level, at the level of the top management in the public
administration body (for instance, at the ministerial board). The top manager of the
organization is the one to set the priorities and to make strategic decisions on how the
resources will be deployed in the respective body ororganization.

The recruitment procedure in regulated systems is launched upon the fulfillment of the
following requirements:

Thereis avacant position in the systematization of the public administration body
ororganization.

Budget funds have been provided forthe recruitment.

The recruitment is in compliance with the maximum number of workers in the
body orwith the staff plan.

Reexamination of the need to fill the job has shown that filling the job is more
advantageous than its elimination in order to reduce the number of employees, to
fill another job vacancy that we were not able to until now or to open a new job in
an areawith higher degree of priority.
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4, Mechanisms (Methods) of Filling Job Vacancies

There are multiple mechanisms (methods) for the filling of job vacancies: by transferring a
civil servant from the same body (perhaps even from the same organizational unit), by
transferring a civil servant from another body (still within the so-called internal labor market)
or by recruiting a new person not previously employed with the civil service. In case of both
internal transferand recruitment of the candidate from the external market, itis theoretically
possible to do it using the procedure that enables the participation of all interested
candidates (competition) or without such procedure. In the field of human resources
management, there is no hierarchy of better and worse methods. For specific jobs, private
companies often engage in the pursuit of candidates through headhunting, without the
competition. Competition can sometimes even have negative effects on the procedural
efficiency; forexample, in case of a very particular job and the candidate, who'is a renowned
expert in the field, does not want to enter the competition. In case when we are »eyeing« a
superb candidate, who perfectly meets the required profile and whose qualities we have
already observedin a prior cooperation, competition can be just a front, giving false hope to
other candidates and forcing them to waste precious time on something that is doomed to
failinadvance.

A competition can be compared to the net fishing, where the biggest fish remain and the
smaller ones fall through the holes in the net; and there is also harpoon fishing. This is our
way of saying that in the practice of human resources management, competition is not the
only way of recruiting candidates for the jobs.

Nonetheless, despite certain shortcomings of the competition as the candidate selection
method, in the public administration, at least when it comes to the search for candidates
from the external labor market, the open competition is still the most reputable procedure.
Not so much forits efficiency, but primarily for the fact that the competition can best ensure
the abidance by the principles of equal opportunity and recruitment of the most
competent candidate. In the neighboring countries, the competition is the principal
method of selection even when it comes to the search for candidates in the internal labor
market (internal competition), even though some countries create room for more flexibility
in that regard. In most structures, the internal competition is not required for the transfer in
the same rank (to jobs with the same level of requirements) or for the promotion of civil
servants with excellent performance appraisals to more demanding jobs.

The recruitment of candidates from the internal and the external labor market' has its
advantages and disadvantages. The candidates from the internal labor market are usually
more familiar to the managers (this in particular goes for the candidates from the same
public administration body or even from the same organizational unit) and also the
networking in the public administration enables the managers to learn more about the
candidates from the circle of reliable people. As for the candidates in the open competition,

* It should be noted that for each open competition, candidates who already have civil servant status, i.e.
candidates from the internal labor market, can also apply. If the competition criteria emphasize a great deal
familiarity with the operation of the public administration, they can even enjoy some factual advantage, even
thoughthey are equal to the external candidates under the law.
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we can usually check them only in the competition procedure, through the documents,
testsand interviews. Some of their traits that we fail to see during the procedure can emerge
subsequently, leaving us pleasantly or unpleasantly surprised. The internal labor market
provides the candidates with broader knowledge of the public administration and the
experience acquired within the system. The internal candidates know the system, the
processes and the people. If they come from the same body or even from the same
organizational unit, this advantage is even more pronounced. Recruitment from the internal
labor market has also advantages from the aspect of civil servants themselves. This
approach enables them and their managers to better plan their careers. If, for example, we
recognize managerial skills and ambitions in an employee working in our sector, we can
start shaping himaccordingly, so that some day, when a managerial job becomes vacant, he
would make an excellent candidate.

On the other hand, the open competition is much more competitive, enabling us to make
the selection from a much broader circle of candidates. And increased competitiveness
usually leads to better supply and better selection. Furthermore, the open competition
allows for the influx of »fresh blood«into the system.

Itis not possible to say per se that the internal procedure is better than the external or vice
versa. It all depends on the assessment of the elements that are more important —
reliability regarding the quality of the candidate, his/her knowledge and experience from
the public administration or even from the field of work of particular body or
organizational unit, or broad circle of potential candidates, increased competitiveness
and having fresh blood in the organization. In our opinion, the best thing is for the
legislative framework to enable the managers to decide for themselves as to which
recruitment method s the most appropriate in the situation at hand.

5. Internal Labor Market in Civil Service

In the system of civil service, there can be an active workforce market that encourages
internal mobility. This means that civil servants move from one job to another along
horizontal and vertical lines, instead of being »stuck« in one workplace. Active internal labor
market and internal mobility bring significant advantages. They enable civil servants to
pursue their career, and not only in terms of promotion to more demanding jobs. A career
can also be developed »horizontally«, whereby civil servants change jobs, field of work, or
workplace, without advancing to higher and better paid jobs. Through horizontal mobility,
civil servants acquire new knowledge, new skills, new experiences and new acquaintances.

The internal labor market and mobility have also advantages for the overall system of civil
service or public administration. By moving civil servants from one workplace to another, for
example from one public administration body to another, what transpires is transfer of
experience, good practices and lessons learned. Civil servants can, in view of practices on
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their old jobs, help upgrade the process in the new workplace, point to potential
improvements to be made or prevent actions that have proven to be wrong in their old
workplace.

The main factor of mobility in the internal labor market of the civil service is the
organizational culture. It can be oriented towards rigid understanding of personal career
(meaning that civil servants have no interest whatsoever in changing their workplace) and
towards negative view of mobility (meaning that moving from one workplace to another is
not deemed as a normal thing to do, but rather as something negative or at least
suspicious). The managers in the public administration must encourage internal mobility
and must not see it as an »escape« or »theft« of the staff, because it is beneficial for everyone
inthelongrun.

The mechanism of internal mobility refers to consensual transfers of civil servants from one
position to another within the same public administration body or to a different body. Such
transfers are often the result of internal advertising that opens the competition for jobs to
candidates who already have the civil servant status. The transfer or relocation of the civil
servantfrom one body to another consequentially leads to the filling of vacancy in the other
body and the vacating of the job in the first body, so basically the transfer leads to the
»cascading« procedures in the filling of job vacancies. Classical transfers, when civil servants
are transferred or reassigned to vacant positions through internal competitions or in other
ways provided for by the regulations, are quite different from the relocation of particular job
(with the civil servant) from one body to another, because of the relocation of tasks and
competencies, or the relocation of the »quota« and the financial resources for the job. For
this reason, we have to stress that it would be illogical to think that giving advantage to the
internal transfer over recruitment from the external job market serves as an instrument of
reduction in the number of employees and thus of the administration rationalization.
Namely, such reduction can only take place by deciding not tofill a job vacancy. Filling a job
vacancy through a transfer vacates another job, which leads us to the same situation in
terms of the number of employees (unless we need the first job and do not need the second
one,sowe can eliminate itin the systematization after the transfer).

Asignificant contribution to the mobility is derived from the existence of active information
system for human resources management that supports the internal labor market.
Advanced information systems enable systematic recording of civil servants' competencies
oreven browsing the information system by civil servant of particular profile (with particular
competencies). In Bosnia and Herzegovina, the HRMIS information system was put in place,
but unfortunately it is not applied in the public administration bodies at all government
levels.
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6. Process of Candidate Selection in Open Competition

We have already pointed out that the purpose of the open competition is to enable all
interested candidates to compete for the job under the same conditions, to introduce
competitiveness and to select the candidate thatis best suited for a particular job.

In order to achieve the above goals, the competition procedure must uphold certain
standards. The requirements (prerequisites) and the criteria for the selection must be
determined and known in advance. The term requirement or prerequisite means a
characteristic of the candidate that qualifies him for further procedure. Or, put in other
words, the candidate that does not satisfy the requirements/prerequisites will be removed
from the procedure and will not be eligible for the final selection phases. The requirements
or prerequisites generally pertain to the admission into civil service (general requirements /
prerequisites) and to the specific job (specific requirements / prerequisites). General
requirements are usually defined by the law and they include candidate's citizenship, being
of age and non-conviction. Sometimes they prescribe as the general requirement particular
knowledge, which is then checked by testing or examination. In modern civil service
systems as the general requirement they usually prescribe general knowledge of the
administrative system, which is verified through the specialized exam. This is practiced by
the European Commission, which tests in their open »concourse« the knowledge of the
legal and institutional system of the European Union, but also writing skills and overall
intelligence (through certain numerical tests).

Special requirements or prerequisites pertain to the job at hand. They usually imply a
particular level (or even program) of education and formal experience, but other
requirements can also be defined (a particular level of knowledge of a foreign language and
so on). In the regional practice, special requirements are prescribed under the
systematization and advertised at the very beginning of the competition.

We can deem the fulfillment of the requirements as the entry ticket, enabling the candidates
to qualify for the competition. Itis only when we get to the circle of candidates that meet the
general and special requirements that the real »competing« for the job starts, where the
best person should win.

The term »the best« is linked to one of the key expressions in modern human resources
management — to the term of »competency«. The competencies are characteristics or
qualities of individuals that are relevant to their work performance. They do not pertain
solely to their technical knowledge and skills, but also to their talents, abilities, psychological
traits (candidate's personality) and personal values.

Modern organizations develop models of general competencies (those that are relevant for
all jobs in the organization), and for each individual job in the job analysis and description
they also define specific competencies that are needed for the efficient performance of
duties and responsibilities on the job. Competencies are covered by a special chapter in this
handbook, so there is no need to discuss the topic in more detail at this point. For better
understanding, we can give an example of the job of »senior advisor for building permits«.
For this job, other than technical knowledge (knowledge of the administrative field of the
construction and of regulations in that field, knowledge of general and special
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administrative procedure), it is necessary to possess communication skills, individual user
orientation, high degree of integrity, ability to make decisions quickly, making logical and
persuasive arguments and taking responsibility for the decisions made.

The bottom line in the process of candidate selection and the center piece of each
competition procedure is to identify the competencies of candidates and to identify the
candidate who matches to the largest extent the job profile, that is, the required
competencies. The pre-requirements for a well conducted selection process are, firstly, that
the competencies required for the job advertisement are clearly defined in advance (here,
we answer the question: what kind of person do we need?) and that in the process the
competencies of the candidates are effectively identified (here, we answer the question:
who is the best candidate for the job vacancy?). The selection process implies the
comparison of the job profile against the candidate's profile. The candidate whose set of
personal competencies overlaps to the greatest extent the competencies needed for the
job can be pronounced the winner, i.e. the candidate who is »the best« for the advertised
job.

Only competencies are used as criteria for the selection. If human resources managementin
an organization is well developed, the competencies required for a particular job will cover
all the bases — knowledge, abilities, skills, psychological profile, and values. In less developed
systems, the focus will only be on some aspects (technical knowledge and experience inthe
relevant field), but, in any case, the selection will revolve around the competencies, even if
we called them by different names. The competencies that we use as the selection criteria
can be weighed, in view of the importance that we give to each competency, and for each
or for some of them we can also identify the minimum to be achieved by the candidates to
be considered for the selection process. In that case, the competency is no longer merely a
criterion, butrather arequirement (prerequisite).

The difference between the requirements (prerequisites) and the criteria for a job is
displayedinthe following table:

Requirement (prerequisite) Criterion
Met — YES or NO - Fulfilled to some extent
If it is not met, the (more or less)
candidate cannot be - Can be weighed
selected - Crucial for the selection
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Let us once again take as an example the job of the senior advisor for building permits and
let us define a series of general requirements, specific requirements and competencies that
will serve as the selection criteria* General eligibility requirements that are commonly
prescribed by the law at all government levels in Bosnia and Herzegovina are as follows: the
BiH citizenship, being of age, non-conviction, and health certificate. Specific requirements
for a particular job pertain to education level (university degree) and work experience (for
example: three years of work experience on the jobs that require university education).

Thelist of specific competencies that are relevant for the efficient performance of duties and
responsibilities on the job of senior advisor for building permits will include the following
elements:

Knowledge of the regulationsin the field of construction,

Knowledge of general and special administrative procedure,

Skills of process managementand problem solving,

Being communicative, user oriented,

Ability to make decisions effectively,

Writing and arguing skills,

Logical thinking,

Precision,

Personal effectiveness,and

Integrity.
[tis likely that not all enumerated competencies are equally important to us. For some of
them, we will decide that a candidate with certain qualities can quickly compensate for the
shortfalls through the practice on the job (this particularly applies to technical skills), and for
some we will set the minimum quality that has to be fulfilled and cannot be compensated
even by some exceptional other qualities.

Thetable below shows an example of the weighing of the criteria/competencies:

CRITERION/COMPETENCY WEIGHT (/1000) MINIMUM (1-5)

Knowledge of the regulations
) ) . 60 3
inthe field of construction
Knowledge of general and special

o 80 3
administrative procedure
Skills of process management and

. 50 3

problem solving
Communication skills 90 3

? Legal provisions are different at different levels of government, so this is illustrated as hypotetical example, not
linked toany particulargovernmentlevel.
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CRITERION/COMPETENCY WEIGHT (/1000) MINIMUM (1-5)

User orientation 90 3

Ability to make

decisions effectively 120 3
Writing skill 100 3
Arguing skill 120 3
Logical thinking 110 3
Precision 90 3
Personal effectiveness 90 3
Integrity YES/NO YES

In the case at hand, we have decided to put special accent on the ability to make decisions
quickly, logical thinking, the writing skill and decision arguing, as we have decided these
were the most important requirements for making decisions on the requests for building
permits. For all these competencies we have defined the minimum, which means that we
will not select the candidate who has not demonstrated at least average skills in any one of
these competencies. This means that we will not tolerate if the candidate does not know
anything about the administrative procedure or if he has very bad communication skills.
However, the candidate who has demonstrated average skills on some of these
competencies can be selected, if the total score puts him ahead of all other candidates.

For each of the competencies, it is also necessary to establish the method of their
identification — by reviewing the documents, by making inquiries with the former
employers, recommendations, written test, or structured interview. Certain competencies
can be set in a centralized manner, as a »model of general competencies«, and others
specifically forthe job at hand.

The competition procedure is usually carried out in multiple phases, with the elimination of
anumber of candidates in each phase. For example: in the first phase, verification is made of
the fulfillment of the general and special requirements based on the documents submitted
by the candidate with the application. In the second phase, administered is a written test of
general knowledge and/or of logical thinking. In the third phase, the remaining candidates
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that have not been eliminated in previous phases are given a written task linked to the job at
hand, in order to check their ability to solve problems, their knowledge of the respective
field, writing skill and communication skill. In the end, a structured interview is carried out.
As we will see, the procedure in place at various government levels in Bosnia and
Herzegovina, despite their differences in nuances and forms, fairly matches the described
structure. We will show that based on the existing regulations, the interview provides
sufficient room for good application of the criteria or competencies, provided that the
competencies that will serve as the criteria are well defined in advance, that even the
questions through which they will be checked are defined and that the committee
members are well trained and prepared (more details in the chapter on the competencies).

The selection procedure in the open competition can be centralized, decentralized or a
combination of both approaches. The centralized procedure means that the central
institution for human resources management carries out the procedure and basically
»serves« the selected candidates to the public administration bodies. The decentralized
procedure means that each organization organizes the selections for its own needs. A
combined model means that some of the tasks (usually verification of the formal
requirements and general competencies) are carried out in a centralized manner, while
other tasks (verification of specific competencies) are decentralized. In Bosnia and
Herzegovina, the procedures are greatly centralized at all government levels, with a
significant element of decentralization being the participation of representatives of the
respective bodiesin the selection committees.

All of the above can be applied mutatis mutandis on the internal competition. With regard to
this competition, we should accentuate the need to simplify the procedure for the
candidates. Thus, for example, it is recommended in the phase of application to the
competition not to require redundant formalities (e.g. proof of non-conviction and
citizenship). In this phase, it is quite sufficient to have signed statements of the candidates,
and a detailed check is carried out at the end of the procedure only for the selected
candidate.Thereis no pointin complicating the procedure for a large number of candidates,
with only one being selected in the end. If it turns out eventually that the candidate has not
provided truthful data, he will certainly be eliminated and another candidate will be
selected in his/her place. This approach can also pertain to the documents proving formal
education (diplomas).

7. Structure at Individual Government Levels

Civil service and human potentials management in the public administration fall under the
competence of various government levels: the level of the BiH institutions, the entities (the
Republika Srpska and the Federation of Bosnia and Herzegovina), the Breko District, and the
cantonsin the Federation of Bosnia and Herzegovina. As we will illustrate, the systems have
many common features, but they also differin certain elements.
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7.1 Institutions of Bosnia and Herzegovina

At the level of the institutions of Bosnia and Herzegovina, the law does not prescribe the
requirements for the launching of the procedure for filling of job vacancy, butin practice itis
deemed as necessary that there is a vacant job in the systematization and that budget funds
have been provided for the job. A job vacancy in the civil service can be filled by transfer
within the body or from another body, or through the open competition. In case of transfers
to similar jobs, there is no need for the internal competition; otherwise the internal
competition is warranted. The recruitment for a fixed-term is done in a decentralized
manner in each body and without the competition, but it is limited in terms of both
contentsandtime.

The internal competition is advertised by the Civil Service Agency, and the advertisement
contains a description of the vacant position, a description of the type of competition, the
list of the most important subject matters for the competition, the list of required
documents, deadline and place for their submission, the specificacademic and professional
requirements for the position and other requirements that may be deemed appropriate.

The open competition is also advertised by the Civil Service Agency, on their internet page
and in three national daily newspapers. The advertisement includes the same contents as
the internal competition, together with the general eligibility requirements for admission
into civil service. These requirements are prescribed by law: citizenship of Bosnia and
Herzegovina, being of age, health certificate, not to have been dismissed from the civil
service within the past three years, not having met the requirements for retirement, not to
have criminal proceedings instituted against him or proceedings before the International
Criminal Tribunal for the former Yugoslavia (ICTY) and not to have been convicted by the
ICTY.

The selection committee is appointed by the Civil Service Agency. The committee is
composed of five members, of whom three are appointed by the Agency from a special list,
and two members are representatives of the institution concerned, which has the job
vacancy.

The first phase of the competition procedure constitutes the »public examg, which is
devised to test general knowledge on the constitutional setup and the public
administration system. It has 21 questions with answer choices. The questions are
generated automatically and randomly; the candidate has successfully passed the exam if
he scores a minimum of 11 out of 21 points. The second phase, which aims to test the
competencies for the job athand is called the "specialized exam", and it consists of a written
and verbal part (an interview). In the written part, the candidates who have been successful
in the previous phase, who fulfill all formal requirements and have submitted valid
applications are given a practical task from within the respective field of work. The interview
of up to 30 minutes contains the questions pertaining to candidate's knowledge, his/her
ability to perform the duties and responsibilities of the job, the ability of the candidate to
adapttothe changing workplace, work experience, education level and qualifications, team
work, acquiring new knowledge, activities of the institution and the fields related to the job.
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The candidates who have scored a minimum of 75% on the written part of the specialized exam
qualify for the interview. Appointed to the position is the most successful candidate, i.e. the
candidate who has scored the highest number of points on the specialized exam, combining
the points of the written part and of the interview. With regard to the highest ranking managerial
jobs, the list of candidates who have successfully passed the interview (i.e. who have scored a
minimum of 16 out of the total of 30 points) is put together and the Council of Ministers can,
upon proposal by the responsible official, appoint to the position one of the candidates from the
list. This means that for the highest managerial jobs there is some room for political discretion,
which can be quite justified and this approach also exists in some EU member countries (France,
Germany, etc.). However, it is important for the criteria for the specialized exam for managerial
positions to be sufficiently rigid so that only candidates with truly exceptional competencies can
get on the list of successful candidates. One should bear in mind how important civil servants in
the highest managerial positions are forgood operation of the system.

The legal framework for the open competition procedure enables for the most part the
application of all European principles and standards of good governance. The logic behind the
procedure is that in the first phase the candidates are checked against the eligibility
requirements foradmission into civil service and for the particular job. The next phase pertains to
the general familiarity with the constitutional order and the public administration system. The
candidates must demonstrate certain level of knowledge (more than 50% of correct answers). If
we put this part of the procedure under scrutiny, we could conclude that it has certain
deficiencies. The standard for the »public exam«is relatively low and many candidates passit. On
the other hand, it is possible for a candidate to be eliminated, who would have demonstrated at
later stages to be a good candidate for the job at hand, even though he may not have the best
knowledge of the public administration.

The so-called "specialized exam", on the other hand, provides for the selection in the spirit of all
modern principles of human resources management. It is possible to establish a model of
general competencies at the central level and to include in the interview some questions that
pertain to those competencies. It is possible for the institution to define specific competencies
required for particular jobs in advance (there are no legal obstacles to having the list of required
competencies incorporated in the job systematization) or for this to be done by the committee
itself prior to the interview, and to insert into the written part of the exam and into the interview
certain questions that can help test specific competencies.

This means that the legislation provides for the development of the model of general
competencies and of competencies for particular jobs, but it does not in itself guarantee the
quality of the procedure. The key component is the implementation of the specialized exam and
theinterview in practice, in particular the adherence to the following standards:

The list of competencies that will serve as the criteria must be defined in advance, i.e.
before doing the specialized exam. Together with the list of competencies, the weights
(therespective weights of individual criteria) must be defined as well.

Before doing the interview, the committee must define the methods for the testing of
required competencies (in particular the questions to be put to the candidates) and for the
evaluation.
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When doing the interview, the committee must adhere to the defined criteria
(competencies), the list of questions and the methods of evaluation.

The committee must select the candidate who matches the defined criteria to the
greatest extent (the candidate who has scored the highest number of points based on the
criteria—competencies established inadvance.

The Civil Service Agency must encourage the application of the said principles through
their instructions, the development of the methodology for general and specific
competencies, handbooks, training, etc.

We can conclude that the legislation at the level of the BiH institutions enables the application of
modern principles of human resources management and the compliance with the principles of
public administration developed within the European Administrative Space. This space exists
both for the Agency and for the individual institutions. The legislation can be further enhanced,
but it does not create any obstacles. The biggest challenge is the application of the legislation in
practice. Namely, the legislation per se is no guarantee; itis important for it to be implemented in
the way that adheres to modern European principles and standards.

7.2 Federation of Bosnia and Herzegovina

The Law on Civil Service of the Federation of Bosnia and Herzegovina prescribes in Article 3 that
the recruitment and the professional career advancement of civil servants is based upon open
competition and professional merit.

Similarly to the level of the BiH institutions, the requirements for the launching of the procedure
for filling of job vacancies are not prescribed; however it is deemed in practice that there should
be a vacant position under the systematization and that budget funds are secured to fill the
position.

Job vacancies are filled through internal transfers or relocations of civil servants within the
internal labor market without internal competitions. Similarly to the level of the BiH institutions,
transfers without internal competitions are permitted only for the same or similar positions (the
samelevel of required education and job complexity).

The general eligibility requirements for the civil service are practically identical to those at the
level of the BiH institutions (Article 35 of the Law on Civil Servants and Employees in Civil Service
Bodies in the Federation of Bosnia and Herzegovina), with this law setting an additional
requirement of the minimum education level (university degree, level VII).

The open competition consists of the general exam and specialized exam. The general exam
involves the testing of the knowledge about the constitutional system and the public
administration system and it corresponds to the »public exam«at the level of the BiH institutions.
The exam comprises the questions with answer choices. In order to pass, the candidate must
correctly answer a minimum of 28 out of the total of 42 questions (two thirds).

The second part of the competition procedure is the »specialized examg, which pertains to the
competenciesthat are needed for a particular position. The Decree on Conditions, Methods and
Program for General Exam and Specialized Exam Taken by Candidates for Civil Service in the
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Federation of Bosnia and Herzegovina stipulates in Article 18(2) that »the objective of the
specialized exam (...) isto test the capacity of the candidate to work on a particular job for which
he applied«. The composition of the selection committee in charge of the specialized exam
procedure is different from the setup at the level of the BiH institutions — namely, the committee
is composed of three members from the respective public administration body and two
members from the Agency list. This means that the body itself has a stronger role in the selection
process.

The first part of the specialized exam is the part in writing. Unlike the institutions of BiH, the
written part of the specialized exam is yet another test with answer choices (10 questions, or in
case of managerial positions, 14 questions), and not a written task pertaining to the duties and
responsibilities of the job. The criterion for the passing rate is 70%. The second part is the
interview, which aims to test »the level of knowledge and competencies, ability to adapt to the
changing workplace«, and the questions can also pertain to the information in the application
(workexperience, qualifications, etc.). The Decree limits the interview to 30 minutes.

Unlike the setup at the level of the BiH institutions, in the Federation there is no obligation on the
part of the manager or the Council of Ministers to appoint to the position the candidate with the
highest score; any candidate from the list of successful candidates can be appointed (successful
candidates are all candidates who have scored on average a minimum of 70% in both the
written part of the specialized exam and in the interview) and upon the prior opinion obtained
from the Civil Service Agency. The manager can even appoint a special committee to administer
anadditionalinterview with the successful candidates.

A comparison between the legislation on the competition procedure at the level of the BiH
institutions and the respective legislation at the level of the Federation of Bosnia and
Herzegovina indicates that there are some important differences. In the Federation, the public
administration body has a stronger role in the selection committee, which can be understood as
a welcome decentralization. On the other hand, the written part of the specialized exam is
undoubtedly better devised at the level of the BiH institutions. Putting a concrete task related to
the job for which the competition is opened is a much better test of relevant competencies than
the questions with answer choices. Furthermore, from the aspect of the European principles and
standards of public administration, the right to appoint to the position any candidate who has
scored a minimum of 70% of the points on the specialized exam is very questionable. This
degrades the role of the selection committee and raises the issue as to what additional criteria
can be taken into consideration within the specialized exam itself, in particular when we take
into account that the representatives of the respective public administration body even
constitute the majority in the committee. If additional criteria need to be defined and additional
tests performed, why not do so during the competition procedure itself? The law even provides
for the possibility for the manager to appoint a special committee (1) to conduct an additional
interview. The regulations warrant criticism in this regard, which is mitigated by the fact that in
practice in most cases the managers do appoint the candidate with the best results.

Despite criticism, the current legislation, similarly to the level of the BiH institutions, does enable
the application of modern principles and standards of human resources management. The
biggest room for maneuvering to ensure a good selection process is in the interview. The
legislation provides for the definition of the required competencies (general and specific) as the
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selection criteriain advance, and also of the methods (questions) for their verification, and for the
selection to be made by applying the same criteria defined in advance. Provided that the
legislation is implemented in practice accordingly and that the candidate who has scored the
bestresultisappointed, we can talk about the compliance with the standards of modern human
resources management and the European principles of public administration. As we have seen,
thelegal regime does notatall guarantee it, butitdoes not prevent it either.

7.3 Republika Srpska

The general eligibility requirements for the civil service are the citizenship of the Republika
Srpska or of Bosnia and Herzegovina, being of age, health certificate, for the candidate not to
have been sentenced for criminal offense to unsuspended sentence of imprisonment of at least
six months or for criminal offense that renders him unfit to perform duties and responsibilities in
the public administration bodies of the RS and not to have been dismissed from a public
administration body as a result of disciplinary measure at any government level in Bosnia and
Herzegovina in the three years prior to the competition advertisement. The legislation
prescribes as special requirements adequate education level, having passed the professional
exam for working in the public administration bodies of the RS and work experience in the
required educational level.

Article 29(2) of the Law provides for the principle that "during the recruitment for public
administration body of the RS, all civil servant jobs will be available to candidates under the same
conditions".

Unlike the setup at the level of the BiH institutions and in the Federation of BiH, there are
regulationsin place in the Republika Srpska pertaining to the launching of the procedure for the
filling of vacancies. Article 30 of the Law prescribes: "For the recruitment and the filling of
vacancies it is necessary that the job is systemized under the Rulebook and that it is in
harmonization with the staff plan of the public administration body of the RS for the current
year".

The methods for thefilling of vacancies are primarily internal and open competition, and there is
also the possibility for the promotion of civil servants to higher positions without internal
competitions under certain conditions defined by the bylaw (Rulebook on Procedure for
Evaluation and Advancement of Civil Servants and Employees). It is not clearly defined whether
and to which extent it is possible to fill positions by reassigning civil servants within the internal
labor market, without internal competitions. We believe that Article 48 of the Law does not
provide a clear answer to this question. In paragraph 1, this Article prescribes that "civil servants
may be permanently reassigned without their consent within the same public administration
body of the RS to the jobs that correspond to their education level if this is warranted by new
organizational structure or rationalization of work". Also, paragraph 2 of the same Article reads
that "upon a written agreement between the managers of public administration bodies, civil
servants may be permanently reassigned with their consent to another body of the RS if in the
same body there are no vacancies that correspond to their education level". Given that special
requirements are prescribed for the promotion to higher positions, we can conclude that the
possibility for reassignments with the consent of civil servants and without the competition .
pertains only to the same level job transfers. Another question that remains open is why civil
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servants should not be able to be voluntarily reassigned to another body if there are vacant
positions in the body where they currently work. Such a limitation smothers internal mobility
with no reason. The provisions on the methods for the filling of vacancies require amendments
to ensure more clarity, transparency and stimulation of the internal labor market.

Article 34(7) of the Law prescribes that »the recruitment process for civil servants encompasses
checking out whether the open competition requirements have been fulfilled and
administering admission interview with the candidates«. In other words, this means that all
candidates who (with the fulfillment of other general requirements, such as being of age,
citizenship and non-convictions) pass the specialized exam qualify for the interview. The
specialized exam consists of the written and verbal part, and it can also be taken by the interns
and other candidates, but only by those who already have some (minimum) working
experience. The written part of the exam involves doing a practical task, while the verbal part is
done in front of the selection committee, and it pertains to the candidate's knowledge of the
constitutional regime and the publicadministration system.

Article 17 of the Rulebook on Rules and Procedures for Open Competition for Recruitment of
Civil Servants stipulates that the admission interview involves individual talks with the
candidates, based on which the committee assesses the competency of the candidate to work
ona particular job to which the competition refers, general commitment of the candidate to the
serving in public administration bodies of the RS, his/her overall expertise and abilities, as well as
his/her organizational and performance skills for the job. The interview may last no more than
one hour (unlike the BiH institutions and the Federation, where the interview is rigidly limited to
30 minutes). The committee distributes the list of successful candidates to the Civil Service
Agency,and the Agency proposes the appointment of the most successful candidate.

The legislation pertaining to the selection procedure in the Republika Srpska differs from the
setup at the level of the BiH institutions and in the Federation of Bosnia and Herzegovina in some
important elements. Firstly, all candidates who (together with the fulfillment of the general,
formal requirements) pass the general and specialized exam qualify directly for the admission
interview (while, as we have seen, at the level of the BiH institutions and in the Federation of
Bosnia and Herzegovina, competing for the particular job after taking the general exam involves
a written and verbal part, and the written part is a filter through which only a number of
candidates pass). Secondly, the Republika Srpska does not use tests with answer choices in any
of the phases of the competition procedure. Thirdly, unlike the Federation of Bosnia and
Herzegovina (and similarly to the level of the BiH institutions), appointed is the most successful
candidate, while other successful candidates are taken into consideration only if the most
successful candidate does not start working in the civil service for any reason.

We can also say about the legislation in the Republika Srpska that, through the interview, it
enables the application of modern approaches to human resources management and the
European principles and standards of public administration, of course, provided that the
interview is conducted upon certain criteria (the required competencies) that are established in
advance and that those criteria are abided by in the procedure. Even though there is room for
improvement of the applicable legislation, it does open the possibility for the development of
models of general and specific competencies and the selection of candidates strictly upon such
established criteria— competencies.
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We should mention another interesting aspect of the legislation in the Republika Srpska. Unlike
the setup at the level of the BiH institutions and in the FBiH (and in the neighboring countries), in
the Republika Srpska there are also rules for the recruitment of employees - technical and
administrative staff (Decree on Unique Rules and Procedures for Open Competition for
Recruitment of Technical and Administrative Staff). The Decree envisages the implementation of
the procedure of »open competing« (a procedure in essence similar to the open competition),
which is conducted at the level of administrative bodies (without the participation of the Civil
Service Agency, thus in a decentralized manner), and unlike the civil service open competition,
non-selected candidates do not have the right to appeal. The introduction of the rules for the
recruitment of technical and administrative staff is certainly welcome, because there are
similarities between civil servants and technical and administrative staff in some key aspects
(working in the public interest, earning income from the public funds). Although the European
principles of public administration do not include the status and the rights of the technical and
administrative staff, we could find plenty of arguments for the adherence to the principle of
merit-based recruitment and equal opportunity to get the job under the same conditions also
when it comes to the jobs of technical and administrative staff. In this regard, the legislation of
the Republika Srpskaisamong the mostadvanced legislations in the region.

7.4 Distrikt Brcko

The public administration of the Br¢ko District, due to relatively small proportions, has a much
simpler organization. The subdivision for human resources is in charge of the human resources
and a permanent body — Recruitment Committee, has been established for the needs of the
recruitmentand selection. The Committee comprises three members, who are appointed by the
mayor for the tenure of four years upon open competition from the list of successful candidates
proposed by a special commission.

The general requirements for the recruitment into civil service are similar to those at the level of
the BiH institutions (Article 23(3) of the Law on Civil Service in Public Administration Bodies in
Brcko District of Bosnia and Herzegovina), while special requirements are determined under the
»organizational plan« of public administration bodies, which has the same significance as the
job systematization at other government levels. It is worth noting that the requirement for the
admission into civil service is having passed the exam for working in the public administration;
however, the selected candidate can meet this requirement even after the employment, within
six months (something like the practice in Slovenia). To conduct the selection procedure for
specific vacancies a three-member committee is formed, appointed by the mayor. One member
isappointed from the Recruitment Committee, and two from the body which has advertised the
vacancy. One of the committee members must be the immediate supervisor (we can welcome
this solution as good practice and recommend it to other government levels).

Vacancies for civil servants or employees are filled based on professional competencies through
open competitions, reflecting the population composition (Article 33 of the Law). Competitions
are advertised upon the recruitment plan, which is prepared foreach publicadministration body
by the manager of the respective public administration body if in the course of the year a
vacancy emerges (Article 34). The requirements for the launching of the procedure are the
following:that the jobisidentified in the organizational plan, that the jobis vacantand that there
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are funds approved in the budget for the salaries and contributions of the civil servant or
employee. The procedure can also be launched if the job is not yet vacant, but it is expected to
be; however, in that case the working relation can only be conceived after the job becomes
vacant (avery practical solution that can serve as good practice).

The open competition consists of the written test (75%) and the interview (25%). Potential
questions (with answer choices) for the test are submitted by the public administration bodies
fortheirrespective areas of competencies, and all questions are published on the web pages.

Even though the interview carries only 25% of the results, it is regulated in great detail under the
Rulebook on Recruitment. The verbal interview aims to assess the level of candidate's
knowledge and to this end, the questions asked pertain to: the field of the public administration
and institutional competences, knowledge, abilities and skills of the candidates to adjust to new
environment and circumstances, description of the duties, tasks and responsibilities, as well as
certain competencies regarding the performance of duties and responsibilities of the job for
which the candidate has applied. In Article 20(3), enumerated are the questions that pertain to
numerous competencies beyond the classical test of knowledge from within the field of work.
These are questions that regard motivation, working under pressure, decision making, etc. The
commission grades the knowledge and many other criteria (willingness to engage in active
learning, problem solving skill, communication and self-confidence, flexibility, analytical skills,
etc). The Rulebook is basically a sophisticated set of instructions on how to check the
competencies. Potential criticism of the Rulebook is that, concerning the competencies, it puts
all jobs in the same basket. It would be more purposeful if the list of the criteria (competencies)
were adjusted to the job at hand, i.e. if the criteria were adequately weighted. Another criticism,
closely connected to the previous one, pertains to the fact that there is no obligation to
determine the necessary competencies for each job at hand. But, in any case, the Rulebook on
Recruitment of the Br¢ko District of Bosnia and Herzegovina is a step toward modern human
resources management.

Yet another critisism that we can direct at the competition system in Br¢ko is the ratio of the
importance given to the written test (using the system of a/b/c/d questions) and the inverview.
Given that the interview is regulated in great detail and that key competencies are being
checked atthe interview, itis not clear why the interview carries only 25% of the total points.

At the end of the competition procedure, the commission compiles the list of five most
successful candidates and submits it to the Recruitment Committee, and having made
additional checks, the Committee forwards it to the Mayor. In principle, the most successful
candidate is appointed, unless, in view of the population composition, it is necessary to appoint
a candidate of different etnicity.
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8. (ritical assessment of the legislation concerning the selection of civil servants at all
government levels in BiH from the azpect of the European principles of public
administration and modern standards of human resources management

As we have demonstrated in Section 7, the legislation at all government levels in Bosnia and
Herzegovina facilitates, but does not in itself guarantee, the application of the European
principles of public administration and the standards of modern human resources
management. The systems at all government levels have some common elements. The
procedure for the open competition envisages the testing of general knowledge and the
knowledge needed for the job at hand (although not at the same procedural phases). All
systems, except for the Republika Srpska, involve written tests of general knowledge of the
constitutional order and the public administration system with answer choices. All systems
envisage the interview, which enables the testing of general and special competencies. The
Br¢ko District has gone a step further and included into the Rulebook on Recruitment detailed
instructions to the selection committee, which take into consideration the importance of the
competenciesinthe broadest sense of the word.

We can label the current systems at all government levels in Bosnia and Herzegovina as position
systems, because the open competition can be advertized for each job. Still, the systems have
some elements of the career systems: the option of internal competition and promotion to
higher positions without the competition, specialized exam that tests the knowledge of the
public administration system, certain (although not crucial) factual advantage of internal
candidatesinall phases of the procedure.

At the level of the BiH institutions and in the Republika Srpska, the managers are under the
obligation to appoint to the position the most successful candidate, and in the Federation of
Bosniaand Herzegovina this obligation does not exist. The setup in the Federation for this reason
deserves serious criticism and opens a series of questions, such as: which criteria cannot be
included in the competition procedure? What is the point of appointment of additional
committee by the manager? Even in Breko, the Mayor can appoint a candidate who was not the
firstonthelist of successful candidates, but only on ethnic grounds.

Overall assessment of the legislations at all government levels can be deemed as positive, with
certain criticisms, reservations and recommendations for their improvement. An undisputed
quality of the current legislations is the system of »cascade elimination, i.e. of »filters« that
enable the number of candidates to decrease, so that only the shortlisted competent candidates
participate in the interview (this is where the requirements for the so-called specialized exams
could be made even stricter). We would recommend to all government levels to include certain
additional standards in the procedure for the open (and internal) competition. A regulation
(whetherlaw or bylaw) could prescribe the obligation to:

Determine competencies as the main criteria for the selection of civil servants,

Define the framework of general competencies that apply to all jobs in a centralized
manner, at the level of central units for human resources management (agencies) or
governments/council of ministers,
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Define the required competencies for specific jobs in public administration bodies in
accordance with the recommendations and methodology to be developed by the central
agencies,

- Weight the competencies as the selection criteria in relation to their significance for a
particularjob,

Define the methods of identification and assessment of the competencies through written
testsand theinterview,

Facilitate the training for the committee members, with particular accent to the
identification and recognition of competencies and administration of the interview,

Simplify the procedures for the candidates as much as possible (for example, to follow the
good practices at some government levels by not requiring proofs of the requirement
fulfillment from all candidates, but rather the fulfillment of the requirements is checked
only in the end for the selected candidate, by submitting evidence or by checking official
records).

Inany case, the current legislations enable full application of the competency model, butitis not
systematically envisaged. The institutions or bodies that want to follow modern principles and
standards can do so, butitis certainly recommendable, taking into account the legal tradition in
BiH, for those principles and standards to be prescribed as mandatory and for the central
agencies to assume the leading role in further development towards the modernization of the
recruitment procedures.

In the end, we want to emphasize one of the most important elements of the process of the
selection of civil servants: the selection of civil servants for the highest managerial positions.
While in the Republika Srpska the selection process does not involve any particularities, at the
level of the BiH institutions there is room for maneuvering for the purpose of political discretion
and compliance with adequate ethnic structure. In the Breko District, the same rules apply for
the highest managerial positions as for everyone else, which essentially means that the first
ranking candidate can be substituted due to ethnic structure. In the Federation of BiH, discretion
is incorporated into the selection process for all jobs, not only for the highest managerial
positions.

When it comes to the highest managerial positions, some discretion on the part of the political
management (ministers or the government/council of ministers) is not in contravention of the
European standards. Some countries (Germany, France, Slovenia) have such discretion
incorporated into their models (in France, for civil servants at the highest managerial positions
they even use the term »fonctionnaires a la discretion du gouvernementg, which means civil
servants at government discretion). However, what does constitute a European standard is the
requirement for the candidates who get on the list of shortlisted candidates from which the
selection is made to meet high standards of competencies (subject-matter and managerial
knowledge, skills, abilities, experience, integrity, and so on). The quality of the public
administration should be built from the top. For this reason, at all government levels in BiH
special attention should be paid to the building of high standards (competency models) and
methods for candidate testing for the highest managerial positions and these standards should
be strictly complied with. If this requirement is met, then even the introduction of some degree
of political discretion should not be a problem.
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1) Job analysis

1. Introduction

Job analysis is a process which includes collection and analysis of information about work
posts with the primary aim to prepare high-quality job descriptions. Information is collected
within the job analysis in order to define the purpose of a particular job within the
organisation, main tasks and responsibilities, as well as education level, experience and skills
(competences) required to perform tasks and responsibilities at that particular job.

Job analysis represents the basis for other processes in the human potential management,
suchas:
- human potential management (defining the future requirements for the job);

- recruitment and selection (preparing the specification, i.e. the knowledge and skills
which will serve as the basis for selection);

- performance appraisal (defining those factors which will be taken into account when
determining the objectives and additional skills which can be considered within the
performance appraisal);

- human potential development (providing information about the knowledge and skills
which are necessary for the work performed at different jobs and which should be
covered by training);

- development and maintenance of a computerised information system for human
potential management (indicating what should be registered in the data base).

The process of job analysis comprises two main phases:
data collectionand

preparation of a job description.

The main result of the job analysis is a high-quality job description which entirely matches
the activities performed at the job and ensuing results, i.e. which identifies the future
requirementsand needs in terms of tasks, duties and responsibilities, if itis a new job.

The objective of this section is to determine clear rules for job analysis, i.e. how to conduct
data collection and prepare job descriptions which will serve as a reliable basis for other
functions of human potential management within the civil service structures in BiH.
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2. Data Collection

Data collectionis thefirst phase in job analysis and it includes collection of different types of
information pertaining to the job being analysed. The information can be obtained by
analysing the existing job description in the rulebook on internal organisation,
organisational charts and different procedures or instructions concerning the job. In
addition to analysing different documents, information about the job is obtained primarily
fromthe employee at the job, i.e.from the civil servant who performs tasks at a given job and
if necessary from hisimmediate supervisor.

Data collection, as well as other phases of job analysis, should be performed by the job
analyst, i.e.employee who works on human potential managementand/or other employee
determined by the secretary of the public administration body, i.e. head of the public
administration body. Job analyst collects all information relevant for performance of tasks
and responsibilities at a specific job (information about internal organisation of the public
administration body, existing job description in the rulebook on internal organisation,
organisational charts, etc)) and conducts an interview with the civil servant who works at the
jobonthebasis of the job analysis questionnaire contained in the Annex | of this Chapter.

3. Preparation of Job Descriptions
3.1. New Job Description Form

Result of job analysis is a job description. Job descriptions should be made based on the
data collected in the process of job analysis, i.e. on the comparison of such data with the
existing job description. The analysis is also used to check the accuracy of the existing job
descriptions.

New trends in human potential development require such job descriptions which will
provide sufficient information about the job. In addition to the technical information about
thejob (e.g. work post title, organisational unit, number of positions), itis necessary to clearly
specify the purpose of the job and description of tasks on that particular job indicating
concrete results, as well as the percentage of time necessary for their completion. The job
description should contain detailed information about a technical profile of the incumbent,
specifying the education level and work experience required, as well as necessary
professional knowledge and competences (knowledge, skills and personal characteristics)
of the incumbent necessary to perform tasks at a given job. In the end, the job description
should also contain the title/category of the work post, as the result of the analytical job
assessment, which will be in more detail discussed in the next chapter. The new form for the
jobdescriptionis containedinthe Annex 2 of this Chapter.
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3.2.Job Description Criteria

All areas falling under the competence of a public administration body should primarily be
reflected in the competences of organisational units and further on, in job descriptions for
allwork postsin the public administration body. All job descriptions should be written using
the standard format containing all the elements defined in the Annex 2 of this Chapter.

Purpose of work post s a brief description why the work post exists (what the incumbentis
expected to do and why). Itis desirable to define the purpose in one sentence (usually up to
40 words).When defining the purpose, itis necessary to consider the following:

- which part of the competences of the public administration body/organisational unit
is performed through this work post (from the rulebook on internal organisation of
work posts,i.e.organisational charts);

- what is the contribution of this work post to the objectives of the organisational unit
which makes it specific compared to otherwork posts;

- howto,in one sentence, summarise the overall responsibility at the work post.

Description of tasks and responsibilities should be in compliance with the purpose of
the work post. Each job should represent a separate area in which results must be achieved
in ordertofulfilthe purpose of the job (whatis it that the publicadministration body expects
from a particular job). Both the theory and practice showed that the majority of jobs include
5 to 9 specific tasks and responsibilities. Should there be less than 5 tasks, it can be assumed
that something was left out, if there are more than nine tasks, it can be assumed that the
individual activities were included in the list.

When defining the tasks and responsibilities, it is necessary to pay attention to the main
characteristics, as follows:

- all tasks and responsibilities should in a realistic manner present the key results
expected from theemployee ata givenjob;

- eachjob should be different from anotherand represent a specific area in which results
should be achieved;

- each ofthe jobs should be focused on what is required and not how it will be done;

- the tasks should be prioritised, starting from the most important ones to achieve the
purpose of the job, i.e. in accordance with the percentage of the time necessary for
theirexecution;

- thetasks should be definedin a mannerto be measurable.
Each of the tasks should be defined in line with the principle that “something needs to be
done in order to achieve a certain result or standard”. It is desirable that the description of

tasks begins with the words such as: preparing, creating, planning, organising, testing,
maintaining, developing, supervising, providing, etc.
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Percentage of workload for each of the tasks and responsibilities should refer to a regular
time period of twelve months. This information will help to categorise all jobs based on the
mostimportantand frequent tasks performedat a given job.

Contacts are to specify the main internal and external contacts of the incumbent at a given
job and their purpose and frequency.

Requirements for a work post include: education level, work experience, professional
knowledge and skills and competences. In addition to the elements of the description
which should specify the education level and relevant work experience, professional
knowledge and skills (such as, for example, knowledge of a specific field pertaining to the
work post, knowledge of foreign languages, knowledge in a specific field of expertise
proved by certification, etc.), this part of the job description should also provide an answer to
the question which competences — knowledge, competences (skills) and behaviour - are
necessary in order to perform the job efficiently. The list of competences for jobs in civil
service and their in-depth explanation are contained in the chapter on the use of
Competency Frame and inthe questionnaire for job analysis in the Annex | to this Chapter.

Category/position of a work post is determined following the analytical assessment for a
givenwork post,as described inthe next chapter dealing with the analytical job assessment.

3.3. Drafting Job Description

Based on the data collected and interview with the civil servant at a given work post, as
specified in the chapter above, a job analyst will prepare a draft job description using a new
job description form. In bodies which have high number of employees draft job description
can be prepared by a civil servant or an employee which is in charge of managing of internal
organisational unitor other person determined by the head of a body.

Having drafted the job description, a job analyst will send the draft job description to the
person whose job is analysed for comments and afterwards, she/he should once more
analyse the content of the described tasks and responsibilities and analyse described tasks
and responsibilities from the perspective of internal environment, competences and goals
of the public administration body in order to establish that all described elements of a given
work post are mutually compliant. Should it be established that some of the elements are
not mutually harmonised, a job analyst has to consult the head of the organisational unit
where the work post is situated and, if necessary, with the secretary of the public
administration body.
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After consultations, ajob analyst will make an analytical assessment of the work post in order
to establish the position/category into which the work post is categorised. The process of
categorisation is done on the basis of the established methodology for analytical job
assessment, which will be in more detail discussed in the next chapter. After the analytical
assessment, a job analyst will make the final job description and title of the work post into
which the jobis classified. The final job description is delivered to the secretary of the public
administration body, i.e. other responsible person determined by the head of the public
administration body for approval. Having obtained the approval relevant parts of the job
description will be integrated into the rulebook on internal organisation of work posts.

4. Conclusion

Job analysis is a modern instrument representing the basis for all other processes in the
human potential management. A successful job analysis provides a precise method to
determine the purpose, tasks and responsibilities and requirements for a work postin a new
comprehensive job description format, which will represent an excellent basis for planning
of human resources and recruitment, as well as for analytical job assessment, performance
appraisal and development of human potentials. Having in mind the significance of job
analysis in the system of human potential management, it is necessary to particularly pay
attention to this instrument and introduce it in all public administration bodies and
institutions within the civil service/publicadministration systemin Bosnia and Herzegovina.
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Annex 1
JOB ANALYSIS QUESTIONNAIRE

The information collected through this questionnaire will primarily be used for the
development of improved job descriptions in (name of the institution). Please, prior to
answering the questions, carefully read the instructions.

1.. MAIN INFORMATION

Institution

Sector
Organisational unit
Work post title
Number of staff

Number of targeted staff

INFORMATION ABOUT THE RESPONDENT

Name and surname:

Title of immediate
supervisory work post:

Title and number of subordinated
work posts and staff members:

2.JOB PURPOSE

Please describe as briefly as possible the purpose of the job you perform.

This information should clarify why the work post exists (what is its main purpose) and its
relevance for the institution. What is the end result expected from the job? Do not describe
how you perform your work obligations. A typical formulation of the job purpose is: The
substance of this work post is to (provide, contribute, etc.) WHAT? (e.g. efficient and timely
analysis of the legal framework) with the aim to WHAT (e.g. fulfil the requirements of the
institution in the EU integration process)?
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3. DESCRIPTION OF TASKS AND RESPONSIBILITIES

In this part, you are expected to identify the main tasks and responsibilities, i.e. duties at your
work post. Do not explain how you perform your tasks, only specify which tasks you perform.
Rankthem in accordance with the percentage of workload at the annual level (the sum of all
percentages should always be 100). The higher number of tasks and responsibilities does
not necessarily imply the higher complexity of the job.

Try to connect each task with a particular result or output (e.g. data collection and analysis
forthe purpose of production of reports, etc.).

You can also specify the level of decision-making (independent decisions or provision of
information/opinion on the basis of which other staff members make decisions).

Percentage of workload

Tasks and responsibilities :
(your estimate on annual level)

4. CONTACTS

Please describe the frequency and purpose of key contacts which you make working on this
work post (within and outside the institution).

Internal contacts — within the institution:

Name of the organisational Purpose of the contact Frequency
unit you have contact with (daily, weekly, monthly)
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External contacts:

Name of the institutions/ Purpose of the contact Frequency
organisations you have contact with (daily, weekly, monthly)

5. REQUIREMENTS (EDUCATION LEVEL, WORK EXPERIENCE, PROFESSIONAL KNOWLEDGE AND
SKILLS, AND COMPETENCES)

Based on your experience and knowledge concerning the requirements for this work post,
please give your opinion as to which staff member profile would best fit this work post
taking into account the following categories:

a) education (educationlevel, specialisation) and work experience
b) professional knowledge and skills
C)competences

Please note that, in this part, the respondent does not necessarily have to confirm what is
specified in the rulebook on internal organisation of work posts, i.e. organisational charts,
because the purpose of this question is to more realistically specify the requirements for the
profile for this work post.

Required degree,
type and work experience

Required professional
knowledge and skills

Required certificates
for professional knowledge

The text below contains the list of competences as specified in the Competency Framework
to more specifically determine the profile of the incumbent. Please circle those
competences (knowledge, capacities/skills, behaviour) which you find to be of the highest
relevance for performance of tasks at your work post.

Please make sure you circle up to 6 competences.
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COMPETENCES FORALL CIVIL SERVANTS
1.0. Professional developmentandintegrity

Continuous development of knowledge and skills necessary to perform the job
Commitmentto personal and professional development

Knowledge dissemination

Integrity

A=

2.0. Initiative, change, problemsolving

2.1, Initiative

2.2.  Innovations (develops new ideas to solve work related problems
and improve work processes)

2.3.  Creativity (questioning conventional approaches to work)

24.  Abilitytosolve problems

2.5, Abilitytoaddressdifficultand complex challenges

2.6. Assistingothersinaccepting changes

3.0. TeamWork

3.1, Building constructive working relations

3.2.  Promotion ofteam work

3.3.  Provisionof assistance to othersin resolution of conflict situations

34. Respectfordifferent viewpoints and acceptance of differences

3.5.  Ability of ateam work with employees from other organisational units
(withinand outside the publicadministration body)

4.0. Communication

4.1, Tactfulness

4.2.  Abilitytoclearly convey ideas, facts and instructions
43.  Activelistening

44,  Encouragement of othersto provide feedback

4.5, Adjustment of communication style to the audience
4.6. Efficient participationin meetings

5.0. Personaleffectivenessand results orientation

5.1. Focusonresultsand expected outcomes

5.2.  Ensuring satisfaction of citizens with the provision of services

5.3. Attentiontodetall

54. Efficientand effective time managementand management of resources
5.5. Efficientdecision-making

56. Analyticalthinking

5.7. Keepingcomposurein stressful situations
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COMPETENCES FOR MANAGERIAL CIVIL SERVANTS

6.0. Leadership skills

6.1.
6.2.
6.3.
6.4.
6.5.
6.6.

7.0.

7.1.
7.2.
7.3.
74.

7.5.

8.0.

8.1.
8.2.
8.3.

9.0.

9.1.
9.2.
9.3
94.
9.5.

Ability to translate strategic objectives in daily tasks
Development of a positive working environment
Skills necessary to define objectives

Efficient delegation of tasks

Motivation of employees

Leading by example

Planning and organisation

Efficient planning

Planning of work of a group of employees

Supervising the work and results of employees

Ability to manage risks (risk assessment and establishment of realistic
risk management plans)

Ensuring that deadlines are met

Developing employees

Identification of training needs in employees
Recognition and development of employees' potential
Coaching (detailed coaching of employees with the aim to increase efficiency)

Strategic direction

Strategic planning

Monitoring of implementation of strategic plans

Management of resources necessary to achieve strategic objectives
Taking responsibility for ensuring the strategic objectives are met
Building an effective managerial team
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6. COMMENTS AND RECOMMENDATIONS

This point is intended for comments and recommendations by the employee concerning
his/her work post. Comments/recommendations can refer to any aspect of work, including
the problems pertaining to the tasks and responsibilities. It is does not mean that every
employee has comments or recommendations but if the employee has them, it is
important that such comments or recommendations are given in order to improve the job
description.

Date:

Name of the employee who
conducted the interview:

Signature of the interviewee :
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Annex 2 : New Job Description Form

Job Description
1.Main information about the work post

Institution:

Title of work post:
Sector/department/service:

No of staff/number of targeted staff:
Title ofimmediate supervisory work post:

Titleand number of directly subordinated work posts and staff members:

2.Purpose of work post

3.Workpostdescription

Percentage

Tasks and responsibilities of workload

4. Key contacts
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5.Requirements for the work post

Required education
degree and
work experience

Required
professional
knowledge
and skills

Required
competences

6.Category/positionthe work postis categorised into

7.Signature of the work post analyst

8.Signature of the Secretary of the Ministry
orotherresponsible person

9.Date
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Annex 3 : Sample job description in a new form

Job Description
1.Main information about the work post

Institution: Ministry of Labour

Titleof work post: Head of Labour Inspection Section
Sector/department/service: Labour Inspection Section

No of staff/numberof targeted staff: 1/1

Title ofimmediate supervisory work post:  Assistant Director — Chief Labour Inspector
Title and numberof directly subordinated work posts and staff members:13 labourinspectors
2.Purpose of work post

Managing the Labour Inspection Section within the Department with the aim of efficient
performance of inspection controlsin the field of labour and work protection.

3.Work postdescription

o Percentage
Tasks and responsibilities of workload
Conducting complex inspection controls, producing minutes, decisions and 30%
misdemeanour warrants in accordance with the control performed 0
Cooperation with the chief inspector on preparation of inspection plans on 0%
monthly and annual level 0
Cooperation with heads of field offices concerning the implementation and 0
monitoring of implementation of the inspection operational plans 0%
Managing the Section, supervision of the work of inspectors and reporting to the 0%
Assistant Director on conducted inspection controls 0
Entry of data into the IT system and production of reports on inspection controls 10%

conducted

Monitoring of regulations in the field of labour and work protection and

0
harmonising best practices in the inspection 10%

4. Key contacts

Daily internal contacts with heads of field offices and chief inspector concerning the
planning of implementation of inspection activities. Regular contacts with local labour
inspectors with the aim of adequate delegation of tasks. Contacts on a weekly level with the
Ministry of Labour, administrative inspectors, police, ombudsman in order to exchange
information with the aim of a more efficient control.
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5. Requirements for the work post (education level, work experience, professional
knowledge and skills,and competences):

Required education University degree — level VII,

degree and faculty of economics or law,

work experience 3 years of work experience in the field of inspection control

Required Law on Administrative Procedure, Labour Law,

professional Law on Inspections,

knowledge Law on Work Protection and other regulations,

and skills coordination of ideas and resources necessary to achieve the objectives,
data analysis,
making conclusions and resolving problems

Required Communication,

competences management,

continued development,
tactfulness,

strategic planning and
decision-making

6. Category/position the work postis categorised into
thefourth category

7. Signature of the work post analyst

8. Signature of the Secretary of the Ministry
orotherresponsible person

9. Date
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I) Analytical job assessment

1. Introduction

Analytical job assessment is a systematic process used to determine a relative value of a
work post, in accordance with the complexity level, responsibility and influence that job has
in the organisation. Using an adequate system of analytical job assessment, each work post
can,inanappropriate manner, be compared with other work posts within the civil service.

Analytical job assessment represents the basis for the civil service salary system. The
objective of the salary system reform for civil servants and general service employees is to
have their work paid in accordance with the level of responsibility and complexity of a job
and in accordance with the contribution of those tasks to the efficiency and results of the
organisation.

In orderto achieve this, itis necessary to:

Develop the system of analytical job assessment for evaluation of a relative value of
tasks performed by a civil servant, i.e.a general service employee;

Define a structure and gradation of work posts reflecting the differences in the level of
responsibility, complexity and results of different work post levels;

Assign work posts into different categories using the agreed system of analytical job
assessment.

2. Systems of analytical job assessment

Most frequently used methodologies for analytical assessment of work posts in the civil
service in European countries are the classification of work posts and factor scoring system.
Selection of methodology for analytical job assessment to be used must be carefully
tailored to the circumstances and needs of a concrete civil service system for which it is
developed.

JOB CLASSIFICATION

In accordance with this approach, every job category is described in accordance with the
key criteria for tasks and responsibilities performed in that category (e.g. level of
responsibility, level of communication, necessary qualifications and experience, etc.). Jobs
are designated into adequate categories based on how closely they match established
general category descriptions (salary grades). These general descriptions will usually
indicate categories such as the relative complexity of work, types of decisions to be made,
scope of managerial responsibilities, knowledge, experience and skills necessary for each
category, etc.

Job classification method is easy to create and apply. Usually, this concept is easily
understood and acceptedin publicadministration bodies. However, the problem with this
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approach is that it is not transparent enough and it cannot be documented, wherefore the
system can be abused and biased. Nevertheless, comparison of job descriptions against the
general and standard job descriptions, if conducted in line with the guidelines and under
the adequate monitoring, can be rather objective. Numerous transition countries which
introduced the pay grade system based on analytical job assessments, such as Lithuania,
Armenia, Serbia, Slovenia and state levelin BiH, adopted the job classification model.

FACTOR SCORING SYSTEM

The first step in this approach is to select several factors which will characterise all relevant
elements of ajob category (e.g. responsibility, decision-making, complexity, etc.). Scores are
given for each of the determined factors in line with the definition (level) which best
matches the tasks and responsibilities of a given job. The scores given for each factor are
added to obtain a total score for each job. Jobs are designated into categories based on the
total scoreandin accordance with the score range established foreach category.

The advantage of the factor scoring systemiis that it can be documented and therefore it can
hardly be biased. However, the problem is that the application of this system is very
demanding. A precondition for its application is to have detailed job descriptions in all
public administration bodies and intensive engagement of the staff in order to implement
and maintain the system. This system s, forexample, used in Latvia and the United Kingdom.

The factor scoring system is particularly recommended when introducing a new system in
the structure or gradation of jobs, since it contains the elements suitable for the
establishment of new systems (linking factors to scores). Thus, for example, the factor
scoring system was used in Armenia to establish a new job gradation in the process of the
reform of the salary system and in Serbia at the beginning of the reform of the salary system
in the public sector. However, both countries opted to apply the job classification systemin
practice asitis easier forapplication.

3. Recommended methodology for analytical job assessment
for the establishment of new job grading system

Taking into account the fact that the factor scoring system is very suitable for the
establishment of a new job grading system in civil service, we recommend the use of the
factor scoring methodology in the establishment of a new job categorisation in the civil
service structures in BiH. The decision on application of the analytical assessment
methodology in practice should be made after a careful discussion by key decision makers,
taking into account theimplications of the process of application of the proposed solutions.
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In order to implement the factor scoring system (and other analytical job assessment
systems) aimed to establish a new job structure, it is necessary to have a certain sample of
representative jobs. Criteria for selection of a sample require that these are representative,
i.e. generally known jobs in public administration bodies which will not be changed by the
adoption of a new rulebook on internal organisation of work posts and that they represent
all existing work posts/categories. Thus, they will represent a framework for comparison
with the work posts within the public administration body and other public administration
bodies.

4, Application of the factor scoring model

In orderto apply the factor scoring system for the purpose of the establishment of a new job
grading, it is first necessary to make a factor scoring scheme. The best way to do that is to
work in a working group, which would include representatives of different public
administration bodies and experts for human resources in different sectors.

There are several steps necessary to create and implement the factor scoring system:

) identify and define factors;

) define differentfactorlevels;

) decide onthe scoringmodel;

) implement the initial test of the draft factor plan on a typical sample of tasks
andresponsibilities;

e) assessallwork postsinthe sample;

f) give proposalsforanewjob structure.

oOnNn oW

a) ldentification and definition of factors

First, it is necessary to identify a certain number of factors which are common for a number
of work posts that are a subject of the analytical assessment. Usually, there are 5 to 6 factors
so that the scheme is neither too simple nor too complex. In order to assist in
implementation of the scheme, each of the factors can be described to a certain level of
detail.

We recommend to analyse the following factors:
1.Responsibility

This factor is to denominate to what degree the tasks and responsibilities performed at a
given work post affect the achievement of the objectives of the public administration body,
as well as the scope of material, financial and human resources managed in orderto achieve
theresults.

2.Decision-making
This factor is used to determine the level of initiative and autonomy within a given job.

Autonomy needs to determine the level up to which the job is done under supervision of a
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supervisor or in line with his general or individual guidelines and instructions, taking into
account the type of the decisions made which affect the management of the work of the
publicadministration body.

3.Complexity of work and creative thinking

This factor is used to express the diversity of duties, need for analytical skills and creative
thinking inresolution of problems oridentification of alternative courses of action. Creativity
can be best observed as a need to introduce innovations in order to resolve a problem
withinthe accepted procedures and guidelines.

4.Contactsand representation

This factoris used to determine the scope, level and purpose of contacts with people within
and outside the organisation, taking into account required writing and speaking skills,
nature of contacts andrelevance of results.

5.Competence

This factor is used to determine the knowledge and skills (technical/professional/
managerial) acquired through education, training and experience as prerequisite basic
input parameters necessary to fulfil job requirements.

b) Defining the factorlevels in order to develop the basic factor plan

The main factor plan defines the levels within each factor and gives a framework for
analytical job assessment.The starting point could be the analysis of the levels that could be
characterised as the highest and lowest level for each factor and their description. For
example, the highest level in the complexity and creative thinking can be defined as:
“Resolving complex issues of general interest requiring a high level of creative thinking for
the purpose of the development of new public policies” The lowest level could be described
as “simple tasks of repetitive nature”. Further on, it is necessary to determine, following the
structure of the groups of key tasks and responsibilities, the number of levels, with each level
truly representing the difference in responsibilities and requirements of the levels above
and below.

Proposal of the factor plan for proposed factorsis containedin the Annex | of this Chapter.

¢) Determining the scoring model

It is necessary to decide how to determine scores for defined levels within each of the
factors. There are two possible models:

1) ,arithmetic” or linear approach, applying the assumption that there are consistent
differences between factors, e.g.afour-levelfactorcan be givenascore 1,2, 3,4.
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2) "geometric” scores, applying the assumption that there are progressively larger
differencesin scores atevery following hierarchical level.

d)Initial testing of the draft factor plan

The factors should be tested on a typical job sample. The objective of the initial test is to
check whether the factors are adequate and to ensure that all aspects of work posts to be
assessed are taken into consideration. The definitions included in the factor plan should also
be subject to verification, in order to make sure that they are clearly worded and reflect real
differences between individual work levels and cover the entire scope of requirements
applicabletojobstobe assessed,in away that they enable a consistent evaluation.

Pilot testing is also used to assess the results of the initial analytical assessment. If the results
are not satisfactory, the factor plan needs to be amended and supplemented.

e) Assessment of all work posts in the sample and consideration of ranking options

The analytical assessment based on the factor plan is conducted in a way that the working
group assesses and scores each job description in the sample on the basis of the definitions
inthefactor planand then ranksthem on the basis of the total score. Following the analytical
assessment for all prepared job descriptions, the working group should consider the
ranking results resulting from the analytical assessment. There is no simple test to confirm
that the ranking of job descriptions based on the factor scoring system is well done. The
testing of the ranking is done by the working group which compares each work post with
the work post immediately above or below in the resulting ranking. If there are
inconsistencies, the working group can change the scores, so that the final result is, if
possible, acceptableforall participants.

Assessment of all work posts will serve as a basis to prepare proposals for a new structure of
work posts or grading. It is important to conduct a detailed analysis of the proposal of a new
jobstructurein ordertoensure thatitentirely covers all tasks performed in the civil service.

f) Assigning all work posts of civil servants and general service employees
into determined job categories

After achieving the agreement on a new job grading, it is necessary to prepare a plan for
classification of all work posts in public administration bodies in line with the new job
grading. This is a rather demanding task, which will require additional consultations of all
actors which will be involvedin this process.
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Table 1

In the course of 2014 and 2015, the EUHRM project team, in cooperation with
project participating pilot institutions in the Federation of BiH, Republika Srpska
and Brcko District used the factor scoring system to develop a new job grading, i.e.
work post structure. A sample of about fifty work posts at each level, which were first
analysed in accordance with the job analysis methodology, was selected and new
job descriptions were made. The main instruction when selecting the jobs to be
included in the sample was that those were representative, i.e. generally known
jobsin publicadministration bodies which will not be changed by adoption of new
rulebooks on internal organisation and work posts and which represent all existing
categories of work posts. A draft factor plan was prepared, which included the
following factors and their detailed definitions: responsibility, decision-making,
complexity, contacts and representation, and competence. In Brcko District,
considering that the new 2014 Law on Civil Service, foresees somewhat different
factors, a separate accustomed factor plan was made with the following factors:
responsibility, complexity, contacts, qualifications, experience and work
environment. The factor plan for individual levels was first tested on a sample of 10
to 15 jobs and improved after receiving the feedback from users. The analytical job
assessment was done through several workshops, based on the revised factor plan,
for each level of government after which options for new job grading in the public
administration bodies were proposed.

5. Proposed methodology for analytical job assessment to be used in practice

Taking into account the prior experience in application of different systems for analytical job
assessment in transition countries and the fact that this is the first time the analytical
assessment is introduced in civil structures in BiH, the EUHRM project team proposes that
the analytical job assessment system used in practice should be based on the job
classification methodology.

The first step in the classification methodology is to define the criteria which will serve as a
basis for classification. We propose that the job classification criteria be the same criteria
used in the factor plan methodology (i.e. when establishing a new job grading system),
which are: responsibility, decision-making, complexity, contacts and representation and
competence.
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Unlike the factor scoring system, which uses scores to determine the differences in the
criteria levels, the job classification system is based on a general description of categories
the work posts are classified into. The classification system implies that there is an exact
number of established job categories into which job are classified, i.e. designated. A general
category description is prepared for each job category and it, in a descriptive manner,
determines the level of established criteria, which represents the basis for analytical
assessment. Examples of general job descriptions are presented in the table 2.

Table 2. Examples of General Description of Highest Job Categories

The highest level of the achievement of strategic
First Category objectives of the public administration body
(highest managerial level)

First Category

Jobs classified in the first category are the jobs that involve performance of especially complex
managerial duties and responsibilities, constituting a rather high level of the achievement of
strategic objectives; they encompass finding solutions to very importantissues and developing new
policies, processes and procedures, which require a high level of creative thinking. These jobs entail
the responsibility for the management, the representation of the public administration body and the
utilization of material and financial resources. At this level, decisions are made on expert and strategic
organizational issues, as well as recommendations of key relevance to the institution as a whole.
Performance of this job entails making a significant number of contacts with various institutions in
the country and abroad, which leads to assuming obligations for the organization and requires a
particularly advanced degree of communication and negotiation skills. To execute the tasks within
this category, requirements include the ability of do strategic planning, work experience of
minimum nine years at the required education level, expertise in specialist fields, and university
education acquired at one of basicacademic institutions comprising 240 ECTS credits.

Rather high level of the achievement of strategic
Second Category objectives of the public administration body
(higher managerial level)

Second Category

Jobs classified in the second category are the jobs that involve performance of complex managerial
duties and responsibilities, that constitute the basic level of the achievement of strategic objectives;
they encompass problem-solving onimportantissues and problems and performance of a variety of
duties, innovative work approach and creative thinking. These jobs entail the responsibility for the
management of rather large organizational units and the representation of the public administration
body. At this level, decisions are made on professional and organizational issues which do not come
with guidelines, and decision making is limited only by organization's strategy and policy.
Performance of this job entails making contacts with various institutions in the country, and
sometimes even abroad, which leads to assuming obligations for the organization and requires a
high degree of communication and negotiation skills. To execute the task at this level, requirements
include a high level of expertise on certain issues, work experience of minimum seven years at the
required education level and university education acquired through basic academic study programs
comprising 240 ECTS credits.
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The methodology for job classification is based on the comparison of the job description for
a specific job (prepared in accordance with the job analysis in new format) with a general
category description. If definitions within the general description match the description of
thejobathand, thejobis categorized/classified into that particular category.

However, it sometimes happens in practice that the classification criteria described for each
category, bearing in mind that these are generic definitions, are not sufficient to assess the
value of duties and responsibilities and to classify the job. For this reason, itis very important
to prepare standard descriptions of duties and responsibilities foreach job category, in order
to make the classification process easier. Standard descriptions of duties and
responsibilities are examples of description of typical, well-known jobs in various fields
(humanresources management, drafting of legislation, inspection, budget, etc.) that can be
foundin any publicadministration body, and which serve as an example in the procedure of
analytical job assessment. An example of standard job description for the jobs in the field of
human potential management that has been developed by the project team for the BiH
state levelis giveninTable 3inthe text below.

In case of a dilemma between two categories into which a job can be classified, a
comparison should be made between the description of duties and responsibilities for the
job at hand and the examples of standard job descriptions, which are also representative of
their respective categories. Such comparison should provide a consistent and sufficiently
broad framework for the classification of all jobs into their appropriate categories.

If, however, it happens in practice that even after the comparison with general and standard
job descriptions the dilemma persists as to which category the job should be classified into,
analytical assessment should be made using the factor scoring system, or, in other words,
the factor plan. It is recommended, however, that this system be used only by the bodies
that have substantial expertise in thefield.

All of the above elements of the job methodology will be further described in the next
section, which explains more detailed steps of this process.

Table3: Proposalof Standard Job Descriptionsfor Human Potential Management
atBiH State Level’

Expert Advisor Senior Expert Associate Expert Associate

" At the BiH state level, standard job descriptions do not include information pertaining to job requirements,
such as education level, work experience and competencies. In this regard, standard job descriptions pertain
only to the duties and responsibilities performed on their jobs by expert advisors, senior expert associates and
expertassociates, which are further categorized
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Expert Advisor

- Preparing strategic documents
in the field of human potential
management (institutional
strategic and personnel plan,
strategy for human potential
management, integrity plan,
etc) and giving expert advice
in this field through the work
of the managerial boards of
the institution;

- Defining guidelines to
improve job descriptions;

- Supervising and, if necessary,
implementing procedures for
filling vacancies or job
openings and hiring new
employees in the institution;
- Supervising performance
appraisal procedures,
preparing detailed reports on
appraisals and proposing
measures to advance
employee appraisal process in
the institution;

- Preparing the program for
professional development and
vocational training of the staff
in the institution, making
assessment of the impact of
training through continuous
monitoring of staff
development and progress;

- Preparing work program for
the interns, volunteers and
student trainees;

- Acting as mediator and
advising management in the
resolution of potential conflict
situations and
misunderstandings with the
staff;

- Representing the institution in
the contacts with the Civil
Service Agency.

Senior Expert Associate

Preparing the annual and
medium term plan of HR
needs in the institution;

Making job analyses and
analytical job evaluations;

Implementing procedures for
filling vacancies or job
openings when hiring new
employees in the institution;
Organizing performance
appraisal procedures, giving
expert support to appraisers,
preparing appraisal report;
Proposing and organizing
(decentralized) training and
making assessment of
conducted training;

Carrying out activities
regarding orientation for
interns, volunteers and
student trainees;

Coordinating the preparation
and implementation of the
integrity plan and analyzing
the irregularities reported in
the operations of the
institution and corruption;

Sharing information in the
field of human potential
management with the Civil
Service Agency;

Preparing individual
regulations pertaining to labor
rights, duties and
responsibilities or those
related to employment
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Expert Associate

- Preparing data for the annual

and medium term plan of HR
needs in the institution;

- Conducting analytical job

evaluations;

- Submitting necessary

information to the Civil Service
Agency in order to implement
procedures for filling
vacancies or job openings
when hiring new employees;

- Preparing documents for

performance appraisal and
collecting data for the
preparation of appraisal
reports;

- Organizing (decentralized)

training, keeping record of
conducted training;

- Keeping the Register of

personnel records and
personnel files of the
employees;

- Collecting data for the

preparation of the integrity
plan and reports of
irregularities in the operation
of the institution and
corruption;

- Preparing standard individual

regulations pertaining to labor
rights, duties and
responsibilities or those
related to employment.
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6. Classification Process

The classification process in each public administration body should be carried out by a job
analyst, that is, by an employee in charge of human potential management. Each public
administration body should have at least one job analyst, answering to the ministerial
secretary or another responsible person selected by the head of the public administration
body.

The classification process is always preceded by the process of job analysis. In this regard, a
job analyst collects data on the duties and responsibilities of a particular job and prepares a
new description for the job on the new form, in accordance with the methodology for job
analysis, which has been addressed in the previous section of this handbook.

After producing a new description for the job, ajob analyst should analyze the description of
that particular job and compare it with the general descriptions of particular job categories.
The starting point in this process is the category for which a job analyst believes that it best
suits the job that is being classified. A job analyst then compares the description of the
particular job that is being assessed with the description of the duties and responsibilities in
the general category description. If it is determined that the description of the job under
assessment undoubtedly matches the general category description for the job, a job analyst
makes an entry into that job description, proposing the name of the category into which the
jobisclassified.

In case of a dilemma between two (or more) categories in which the job could be classified,
a job analyst makes the comparison between the description of the duties and
responsibilities for the job at hand and examples from the standard job descriptions, which
are also representative of their respective categories. This classification based on
comparative analysis of the draft job description with the standard job description in this
case can be deemed final if the majority of the duties and responsibilities for the job at hand
would be classified into the same category and provided that the civil servant spends more
than 60% of his time at work performing those duties. However, if this is not the case, a job
analyst should revisit the job description and correct potential inconsistencies in its
contents.

Job classification should be subject to scrutiny and approval, in order to avoid the natural
tendency to classify jobs into higher categories, which come with higher salary grades. The
procedure for approval of the classification of particular job into particular category should
be the same as the procedure for approval of the job description, by adopting amendments
to the rulebook on internal organization and job systematization, i.e. the organizational
plans. As is widely known, it is the Government that gives its consent to rulebooks on
internal organization and job systematization (organizational plans) in this procedure, after
having previously obtained a positive opinion from the institutions in charge of
administrative and financial affairs. This is to prevent the possibility to overestimate positions
and classify them into higher categories that do not correspond to the actual value of the
job.
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7. Conclusion

Analytical job assessment is an indispensible tool in the determination of the relative value
of the job and the establishment of a fair salary system in the civil service. Based on the
system of analytical job assessment, each job can be compared to other jobs in the civil
service, which is the basis for finding its proper ranking on the hierarchical leather, which is
linked to the corresponding salary grade. The introduction and performance of analytical
assessment is a pre-requirement for the establishment of a fair salary system, which will be
abletoattractand keep the best human resources in the civil service.

Annex 1
FACTOR PLAN FOR ANALYTICAL JOB ASSESSMENT

RESPONSIBILITY

Thisfactoris used to determine to what degree the tasks and responsibilities performed at a given job
affect the achievement of the objectives of the public administration body, as well as the scope of
material, financialand human resources that are managed in order to achieve the results.

1. The incumbent is responsible for performing duties and responsibilities that involve simple
routine operations and the application of uniform working methods, with no managerial
responsibilities, and which have little impact on the achievement of the objectives of the
organizational unit.

2. The incumbent is responsible for performing duties and responsibilities that involve routine
operations with clearly defined tasks and the application of established working methods, with no
managerial responsibilities, and which have moderate impact on the achievement of the
objectives of the organizational unit.

3.The incumbent is responsible for performing specialized administrative or skilled/technical duties
and responsibilities, which involve the application of various working methods and expert
techniques, with no managerial responsibilities, and which have little impact on the achievement
of the objectives of the organizational unit.

4. Theincumbent s responsible for performing specialized administrative or skilled/technical duties
and responsibilities that require an in-depth knowledge of the working methods or a high degree
of technical skills to perform the tasks of the job, with no managerial responsibilities, which have
moderate impact on the achievement of the objectives of the organizational unit.

5. Theincumbentis responsible fora professional, managerial or advisory job that comprises a rather
broad spectrum of standard and non-standard duties and responsibilities, which significantly
impact the achievement of the objectives of the organizational unit, which might involve: 1)
responsibility for the management of a small organizational unit 2) external coordination of the
work of a group of employees outsources from the public administration body or 3) independent
performance of administrative supervision.

6. Theincumbentisresponsible for the coordination of the work of the employees in a medium sized
organizational unit, where they perform mutually related tasks of the public administration body
for a specific administrative or territorial area. He may be responsible for the utilization of financial,
material and human resources assigned to the organizational unit and the coordination of the
work of a group of employees outsources from the seat or from the public administration body.
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The incumbent has significantimpact on the achievement of the objectives of the organizational
unitcoordinated by him.

7. The incumbent manages or coordinates the work of a relatively large organizational unit, where

they perform tasks and duties in one field from under the scope of the publicadministration body.
He is responsible for the utilization of financial, material and human resources assigned to the
organizational unit coordinated by him. The incumbent may coordinate the work of a rather large
group of employees outsourced from the seat or from the public administration body. He has
significantimpact onthe achievement of the objectives of the organizational unit coordinated by
him.

. Theincumbent coordinates the work of all organizational units of the public administration body

in order to ensure the execution of tasks as identified in the work program of the institution. He
may be responsible for the utilization of financial, material and human resources in the institution.
The incumbent has moderately significant impact on the achievement of the objectives of the
publicadministration body.

. The incumbent manages, represents and speaks for the public administration body with a rather

small number of employees, which may be with a ministry. He is responsible for the utilization of
financial, material and human resources of the institution managed by him. The incumbent has
keyimpacton the achievement of the objectives of the public administration body.

10. The incumbent manages, represents and speaks for the public administration body with a rather

large number of employees, which can be autonomous. He is responsible for the utilization of
financial, material and human resources of the institution managed by him. The incumbent has
keyimpacton the achievement of the objectives of the public administration body.

DECISION-MAKING

This factoris used to determine the level of initiative and autonomy within a given job. The autonomy
indicates the extent to which the job is done under supervision of the supervisor, taking into account
the type of decisions made which affect the management of the work of the public administration
body.

1.

The incumbent performs the duties and responsibilities of the job by following detailed
instructions and guidance pertaining to his field of work.

The incumbent performs the duties and responsibilities of the job with occasional supervision by
his supervisor; he has limited autonomy in decision making, but regularly goes to his supervisor
forthe guidancein solving common problems at work.

The incumbent performs the duties and responsibilities of the job with occasional supervision by
his supervisor; he goes to his supervisor only for solving more complex methodological and
technical problems.

The incumbent works under the general guidelines of his supervisor — he often has to make
operational decisions which require judgment calls without going to the supervisor.

The incumbent works under the general guidelines of his supervisor, but also has substantial
space for autonomous decision-making. He gives his contribution to the decision-making in the
organization by preparing analytical documents (reports, analyses, etc.), performing
independent administrative supervision or giving suggestions for the actions pertaining to the
issues from certain administrative ortechnicalfield.
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10.

The incumbent makes special contribution to the decision making at higher level through the
preparation of complex analytical documents, giving suggestions for the actions pertaining to a
broad spectrum of issues, which may include performance of the most complex tasks of
administrative supervision. He often gives his opinion on chosen actions that can influence
certain parts of the organization and/or policy making in certain fields from within the scope of
the public administration body. With his special knowledge and skills in particular administrative
ortechnicalfield, he gives contribution to the decision-making at higher level.

The incumbent takes full initiative in the decision-making in one field from within the scope of the
public administration body. Only occasionally he goes to higher levels to get confirmation for his
actions.He has significantimpact on the decision-making at the highest level.

The incumbent makes decisions that influence a broad spectrum of complex issues from within
the scope of the public administration body. Only occasionally he goes to higher levels to get
confirmation forhis actions. He has significantimpact on the decision-making at the highest level.

The incumbent makes decisions autonomously and takes actions to solve organizational and
personnel issues. Limitations in his work are set only by the highest management of the
organization.

The incumbent is independent in making decisions, general and specific regulations and
recommendations of key importance for the entire institution.

COMPLEXITY OF WORK and Creative Thinking

This factor is used to express the diversity of duties, the need for analytical skills and creative thinking
in the resolution of problems or identification of alternative courses of action. Creativity can be best
observed as a need to introduce innovations in order to resolve a problem within the accepted
proceduresand guidelines.

1.

Simple routine tasks that are generally repetitive and require the application of uniform working
methods.

Routine tasks that entail limited scope of similar and clearly defined operations, with the
application of previously determined rules and methods of work.

Less routine tasks that entail limited scope of similar operations which involve the application of
various working methods.

Specialized administrative or skilled technical tasks that require an in-depth knowledge of the
working methods, and may also require a high level of technical skills to perform the duties of the
job.

Skilled tasks that require careful interpretation of the rules and procedures, and also the
application of new working methods within the general guidelines and procedures of the public
administration body.

Skilled or managerial tasks that encompass a broad scope of duties and responsibilities and
solving various problems that require flexibility or planning to take new measures.

Skilled, managerial or advisory position that comprises a pretty broad spectrum of standard and
non-standard duties and responsibilities that require flexibility in analyzing and creativity in
applying various techniques and methods on the job.
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8.

9.

Skilled, managerial or advisory position that comprises a broad spectrum of duties that require
flexible approach to work organization and control, more careful analyzing, often working with
very short deadlines; a complex expert activity requires regular creative and innovative
contributionto the advancement of work.

Managerial duties and responsibilities involve a series of diverse activities that are not part of any
established guideline, which require creative thinking in developing new approaches and
procedures that willimpactalarge part of the publicadministration body.

10. Exceptionally complex managerial duties and responsibilities involve dealing with a series of

diverse and complex issues, often of a broader social importance. It requires a high level of
creative and strategic thinking necessary for the development of new concepts and practices.

CONTACTS and Representation

This factor is used to determine the scope, the level and the purpose of contacts with other people
withinand outside the organisation, taking into account the required writing and speaking skills, the
nature of the contacts and the relevance of the results.

1.

Contacts are prevalently made within the organizational unit or rarely with other people outside
the organizational unit in order to pass or get some basic information. It requires pure courtesy as
part of business communication.

Marginal and irregular contacts with other people on the similar level in order to gather or
exchange simpleinformation, i.e. giving guidelines in clearly defined situations.

Some contacts with other fields of work in the organization, including routine fact finding and
giving advice in clearly defined situations.

Regular contacts with other organizational units and occasionally with other public
administration bodies, which entail receiving and giving advice and guidelines on a particular
issueinordertofindthe best solution.

Regular contacts with similar or same levels in other public administration bodies, which
encompass giving advice on important issues or getting support for proposed courses of action,
which may require persuasion skills.

Frequent contacts with other parts of the organization, less frequent with other public
administration bodies, in order to negotiate and consult on relatively sensitive issues, which may
require persuasion skills.

High level of contacts within the organization, and sometimes even with other public
administration bodies, which requires mandatory persuasion skill in presenting positions. He can
represent the publicadministration body in public.

High level of contacts within and outside the organization, which requires high level of
communication, negotiation and persuasion skills. He can represent the public administration
bodyin public (at conferences and meetings with other organizations, etc.).

The highestlevel of contacts, in particular with the accent on building various partnerships, which
imply major responsibility in terms of assuming obligations or determining development paths
ofthe publicadministration body.
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10.The highest level of contacts, in particular with the accent on building various partnerships, which

imply the highest level of responsibility in terms of assuming obligations or determining
development paths of the publicadministration body.

COMPETENCE (Knowledge, Skills, Experience)

This factor is used to determine the knowledge and skills (technical/professional/managerial)
acquired through education, training and experience as the basic prerequisite input parameters that
are necessary to meet the job requirements.

1.

The ability to perform simple tasks, which rarely require additional training or work experience in
the execution of technical tasks and duties.

The ability to perform simple technical or administrative duties and responsibilities, which take
little time to adopt the procedures and gain experience, which requires the possession of
knowledge onbasic work methodologies and procedures.

The ability to perform non-routine tasks upon own initiative, using the knowledge acquired
through training and/or experience.

The job requires certain experience, understanding of one's own role as well as of the existing
development paths, with the ability to carry out non-routine tasks in a particular field with
minimum supervision.

The requirement here is some experience in a particular field and acquired ability to plan,
organize and coordinate work in order to meet the job requirements and provide certain
recommendationsin the basic activity of the publicadministration body.

Competence in a particular field of activity of the public administration body and substantial
specific experience, as well as the ability to plan and organize tasks in order to provide
comprehensive recommendationsin a particularadministrative field.

Comprehensive knowledge of the principles and practices in a particular field, the capacity for
their implementation and development, solid working experience and the ability to coordinate
employees.

The job requires a high level competence and significant practical experience in a particular field
and the ability to coordinate rather large organizational units.

The job requires a broad spectrum of knowledge in various fields — necessary long practical
experience in determining strategic goals, as well as significant managerial experience.
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Using a competency framework to improve recruitment and selection

1.0 Introduction

Competencies are the attitudes and behaviour patterns that underpin how people do their
jobs. Competencies influence how well people apply their knowledge, technical and
management skills. They recognise that success in the civil service will be determined, not
just by 'what we do', but also by 'how we do it. Commonly, they are defined as a set of
behaviours that are required to perform the tasks and functions of a job effectively.
In other words a competency framework describes how we need to go about our daily
work.

The purpose of this section is to show how a competency framework can helpto ensure that
better recruitment and selection decisions can be made, and to provide guidelines for the
professional conduct of competency based-selection interviewing for civil service
positions.

1.1 Recruiting and promoting staff

When selecting a candidate from a shortlist the interviewer can ask targeted questions that
will enable them to assess whether an individual is likely to show the required positive
behaviours if they were selected for the job. They will be seeking evidence from past
examples that demonstrates an ability to perform.

2.0 The competencies

Core competencies for all civil servants
1. Professional development and integrity
2. Problem solving, initiative and change
3. Teamwork
4. Communication
5. Personal effectiveness and results orientation
Managerial competencies
6. Leadership
7. Planning and organising
8. Developing people
Top management competency

9. Strategic directing
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2.1 The competency framework

In the framework below, each of the competencies has a brief definition attached to it,
followed by a table that details the behavioural indicators that need to be demonstrated.
Example questionsforthe use of interview panels are also provided foreach.

Core Competencies for all Civil Servants

Competency

1.0 PROFESSIONAL
DEVELOPMENT AND
INTEGRITY

The application and continuous
acquisition of the necessary
knowledge, skills and behaviours to
achieve high levels of work
performance, including the ability
to transfer knowledge and
experience to others.

1.1 Continuous acquisition of
knowledge and skills
necessary for the job

Ensures they have the knowledge
and skills necessary for the job,
takes steps to find out if there are
gaps/changes and then addresses
them.

Example competency-based interview questions

How do you keep yourself informed, adopt and apply
new knowledge and skills relevant to your professional
development

Tell me about a time when you realised that you did not
have sufficient knowledge or skills to do a part of your job.
Whatdidyoudo?

Tell me about a time when you learned something
unexpected, which has since proved useful.

How do you keep yourself up to date with factors
influencing yourfield of expertise?

How do you keep up to date on new developments in
your field? What was the last occasion you did this and
what was the development? How did this improve the
servicetoyour client(s)

How do you keep up-to-date with current legislation and
how it impacts on the institution and, more specifically,
your job?
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Competency Example competency-based interview questions

1.2. Commitment to personal
and professional
development

Takes responsibility for personal and  In the last year what steps have you taken to develop
professional development, personally or professionally?

displaying motivation and a

commitment to learning and self-

improvement.

1.3 Knowledge sharing

Shares knowledge and information When was the last time you shared some new
gained with otherssotheycanlearn  information or learning with any of your colleagues? Tell
me how you did this.

Give me an example of when someone came to you for
help orguidance. Why did they need your support?

Tell me of a time when you had to work with someone less
experienced thanyourself.

1.4 Integrity

Engenders the trust and respect of
others through consistent honesty.
Abides by the Civil Service Code of
Conduct.

How do you gain the trust and respect of others? Give me
aspecificexample.

Describe a situation where you had to deal with an
unpleasant or dissatisfied client.

Tell me about a time when you showed integrity and
professionalism.

Tell us about a time when someone asked you something
thatyou objected to. How did you handle the situation?
Have you ever been asked to do something illegal,
immoral or against your principles? What did you do?
When have you had to lie or withhold the facts to achieve
your aims? Why did you do so? How do you feel you could
have achieved the same aimin a different way?

Give me an example of a time when you had to work hard
to build up a good relationship with other people (e.g.
colleagues/ clients).

Tell me about a time when you realised that a fellow
employee was breaking the rules of your organisation.
Whatdidyoudo?
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Competency

2.0 PROBLEM SOLVING,
INITIATIVE AND CHANGE

The ability to act proactively and to
respond positively, creatively and
constructively to changing situations
and new demands,

2.1 Initiative
Acts with initiative within his/her
scope of work

2.2 Innovation of new work
solutions

Develops fresh ideas that provide

solutions to workplace challenges;

encourages new ideas and

innovations; open to change.

Example competency-based interview questions

Give us an example of when you took the initiative in your
field of work.

Give us an example of a situation where you had to make
a decision in the absence of your superiors but knowing
you would be judged onyourdecision.

When did you depart from the established policy to
accomplishyourgoal?

Which decisions do you feel able to make on your own
and which doyou require senior support to make?

Have you ever gone beyond the limits of your authority in
making a decision? If so, please let us about that situation.

Tell us about a situation where you trusted your team to
derive a new approach to an old problem. How did you
manage the process?

Tell us about a time when you had to convince a senior
colleague that change was necessary. What made you think
thatyour new approach would be better suited?

What is the most difficult problem you have had to resolve in
the last 12 months? What made it difficult? What processes
did you use to resolve the problem? Who else did you
involve?

What ideas have you identified to improve the way you
work? How were these implemented?

Give me an example of when you instigated a major change
What initiated the change? How did you manage the impact
on people? How did you communicate the changes?

What methods do you adopt to elicit new ideas from others?
Give me an example of when you changed your working
practice to be more efficient. How did you know that an
improvement was necessary? What steps did you take?

Tell me about an occasion when you developed and
implemented a new approach to organisational practices or
processes What research did you undertake to inform your
approach? What options did you identify? To what extent
wereyou abletobringaboutchange?
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Competency

2.3. Creativity

Develops creative insights into
situations and questions
conventional approaches

2.4 Problem solving skills

Presents not just problems but
proposes solutions toissues

2.5 Ability to resolve difficult or
complicated challenges

Resolves difficult or complicated
challenges

2.6 Helping others with change
Helping others with change.

Example competency-based interview questions

Tell us about a project or situation where you felt that the
conventional approach would not be suitable. How did
you derive and manage a new approach? Which
challenges did you face and how did you address them?

Give me an example of when you came up with a
novel/different approach to a problem/situation. What
suggestions did you make? Which ideas were put into
practice? What was the outcome?

What ideas have you developed and implemented that
have impacted on the long-term development of your
function? What were the challenges? What was the
impact on your function's operation? How did you
evaluate the effectiveness of these changes in the long
term?

Whatis the most difficult problem you have had to resolve
in the last 12 months? What made it difficult? What
processes did you use to resolve the problem? Who else
didyouinvolve?

When do you feel that it is justified for you to go against
accepted principles or policy?

Describe a situation when you came up with a solution to
aproblem.

Tell me about a particularly difficult piece of work you
have faced. How did you tackle it?

Tell us about a time when you had to convince a
colleague that change was necessary. What made you
think that your new approach would be better suited?
Give me an example of when you instigated a major
change. How did you achieve that? How did you manage
the impact on people? How did you communicate the
changes?

Tell me how you have accommodated operational
changeinyourunit's activities
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Competency

3.0 TEAMWORK

The ability to work well in groups and
teams, to cooperate with other
members and to contribute through
active participation in order to
achieve collective goals.

3.1 Building constructive

working relationships

Builds constructive working
relationships through cooperation,
acceptance and respect for others.

3.2 Facilitating teamwork

Promotes cooperation and
commitment within a team to
achieve goals and deliverables

Example competency-based interview questions

Tell me about the last time you worked as part of a team.
Whatdid youdo?

How do you ensure that every member of the team is
allowed to participate?

Give me an example of how you dealt with a conflict in
your team.

Do you incline more to individual or team work? Please
giveusanexample.

Tell me how you went about building an effective working
relationship with a colleague/team. What effect did your
actions have on the success of the team?

How did you know?

How do you build relationships with other members of your
team?

Give me an example of a time when you had to work hard to

build up a good relationship with other people (e.g.
colleagues/ clients)

How did you encourage other team members to co-
operate?

Give me an example of when you helped improve the
performance of your team. What improvement did you
identify? How did thisimprove team performance?

How do you ensure that every member of the team is
allowed to participate?
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Competency

3.3 Helping others resolve
conflicts

Helps others resolve complex or
sensitive disagreements and
conflicts

3.4 Respecting different
viewpoints, and orientations

Respects different viewpoints and
welcomes diversity.

3.5 Ability to cooperate
with other teams

Builds and maintains constructive
and productive relations with other
teams and their members

Example competency-based interview questions

Describe a time when you had to win someone over, who
was reluctantor unresponsive.

Give us an example where you worked in a dysfunctional
team. Why was it dysfunctional and how did you attempt
tochangethings?

Give an example of a time when you had to deal with a
conflict within your team? What did you do to help
resolve the situation?

How do you bring difficult colleagues on board? Give us
an example where you had todo this

Give me an example of a difficult people situation that
you have had to handle within your team.

Tellme aboutatime when you found it very difficult to get
the agreement of others to an important proposal. How
did you tackle this?

How do you ensure that every member of the team is
allowed to participate?

Tell me about a time when you had to work closely with
someone from a different social background, race, culture, or
belief-systemtoyours.

What were the challenges? How did you deal with them?

Give me an example of when you have identified an
opportunity to enhance a service by collaborating with
another team. How did you identify that this was an
opportunity? What was your role in developing effective
partnership working?

Give an example of when you have lead a team on a major
project. How did you gain support for this activity beyond
yourimmediate team?

Describe a time when you have had to enlist the help of
anotherdepartment or group to complete a piece of work.
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Competency

4.0 COMMUNICATION

The ability to communicate
effectively both orally and in writing
with managers, colleagues, clients
and citizens, conveying information
clearly, accurately and in a timely
manner to relevant individual and
groups.

4.1 Tactfulness

Has patience and uses good
judgment in communication,
keeping polite behaviour in all
interactions.

4.2 Clear conveying of ideas,
facts and instructions
Conveys ideas, facts and
instructions, - orally or in writing -
with clarity, using language the
audience will best understand.

4.3 Active listening

Listens, understands and learns
from what others say.

Example competency-based interview questions

Tell us about an occasion when your communication
skills made a difference to a situation?

What is the worst communication situation that you have
experienced?

Tell us about a situation when you failed to communicate
appropriately.

Tell me about a particularly difficult message that you had
to communicate to an individual or group. What steps did
you take to ensure the message was clear? How did you
ensure the message was understood?

Please describe a situation where you've been tactful.
Can you please describe a situation where you've been
diplomatic?

Describe a situation when someone has irritated you.
How did you respond?

Tell me about a situation when someone was very slow to
respond toarequest of yours. How did you deal with it?

Describe a situation where you had to explain something
complex to a colleague or a client. Which problems did
you encounterand how did you deal with them?

What type of writing have you done? Give examples
please.What makes you think that you are good at it?

How do you feel writing a report differs from preparing an
oral presentation?

Give us an example where your listening skills proved
crucialtoanoutcome.

Tell us about a time when you were asked to summarise
complex points.
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Competency

4.4 Encouraging feedback from
others

Encourages information feedback
from others and offers it to other
parties.

4.5 Adaptive communication
style

Changes the communication
approach and style to meet the
preferences and needs of the
audience

4.6 Effective participation at
meetings

Conducts and/or participates in
meetings and group discussions
efficiently and with structure.

Example competency-based interview questions

Describe a situation when you have sought feedback
from your clients (internal or external). Why did you seek
this feedback? How did you gather the information? How
didyou useittoimprove services?

Tell me about an occasion when you had to adapt to a
major change Why was itimportant? How did you adapt?
How did you use feedback to improve your work?

Demonstrate how you vary your communication
approach according to the audience that you are
addressing.

Describe a situation where you had a disagreement or an
argumentwith a superior.How did you handle it?

Describe an occasion when you needed to adopt a
particularapproach to get agreement from others.

Have you ever had to modify your personal
communication style to achieve results with a difficult
individual or group? Tell me how you did this.

Tell me about an important meeting you have led or
participated in. How did you prepare? What did you do
during the meeting?

Tell me about the most difficult meeting you have
led/participated in. Why was it difficult? How did you deal
withit?
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Competency

5.0 PERSONAL EFFECTIVENESS
AND RESULTS ORIENTATION

Performing consistently at a high
level. Achieving goals and
continuously improving the quality
of service to citizens, clients and
other civil service functions and
institutions.

5.1 Focusing on results and
desired outcomes

Focuses on results and desired

outcomes and how best to achieve

them. Produces good quality

outputs with little oversight, on

time.

Example competency-based interview questions

Tell me about a time when you have had to meet
challenging client needs.

Give me an example of where you found it necessary to
change a process to meet client needs.

What has been your biggest work achievement this year?
How did you make it happen?

Tell me about a time when you were able to improve a
servicetoaclientoranotherdepartment.

When did you depart from the established policy to achieve
results and the expected outcome.

Describe a project or situation where you took a project to
completion despite important opposition

Describe an occasion when you have had to deliver a
complex project on time and to budget. What were the
objectives? What key stages did you work through? How did
you get people on board? What were the difficulties you had
toovercome?

What obstacles do you encounter and how do you
overcome them to achieve your objectives?

Whatdoyou dotodeliveryour unit's goals?

Tell me of a challenging goal you have set yourself.

How do you organize your day-to-day workload? What tools
or methods do you use? How does this take account of
interruptions and changes toyour plans?

Give an example of when you have set a deadline and were
unable to achieve it. Whatissues did you anticipate? How did
you plan for these? What was the result? What if anything
would you do differently nexttime?

Tell me about a time in which you were required to produce
something toa high standard, within a fixed period of time.
Give me an example of where you found it necessary to
change a processto meet client needs.

Tell me about a time when you didn't meet an
objective/deadline.
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Competency

5.2 Building and maintaining

client and citizen satisfaction
Builds and maintains client and
citizen satisfaction with the services
offered by meeting or exceeding
their expectations.

5.3 Paying attention to detail

Pays attention to detail and produces
accurate results

5.4 Efficient management of
time and resources

Improves productivity by managing
time, priorities and resources to
achieve goals and secure value for
money

Example competency-based interview questions

Describe a time when you exceeded a client's
expectations. How did you know you had exceeded?
What did youractionsachieve?

Describe a situation where you had to deal with a
dissatisfied client. How did the client respond to the
actions you took? What did you do to ensure that the
situation did not occur again with other clients?

Give us an example of when you have initiated the
development of working relationships with external
partners toimprove the quality of service.

Describe a key clientrelationship you have built.

Describe a time when you were really satisfied with the
serviceyouhad giventoaclient.

Tell me of an occasion when a client has commented on
service you provided.

Describe a time when you have made a mistake and the
subsequentactions that you took.

Tell me about a piece of work you produced where
accuracy was essential.

Give me an example of the ways you check the accuracy
of yourwork.

Tell me of a time when you have felt it necessary to
consult with others for more detail

Give an example of when you have set a deadline and
were unable to achieve it. What issues did you anticipate?
How did you plan forthese? What was the result?

How do you currently ensure that you manage your
resources effectively?

How do you consider costs to the organisation? What
environmental factors do you take into account?

What factors do you need to take into account when
planning your budgets?

How doyou plan yourorganisation's expenditure?
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Competency

5.4 Efficient management of
time and resources -
extension

5.5 Effective decision making

Makes timely, informed decisions
that take into account the facts,
goals, constraints and risks.

Example competency-based interview questions

How doyou ensure you keep to your budget?

Is there anything you can do to improve your financial
forecasting?

Explain how you have introduced changes to product/
processes/servicesinyourteam/department.

Tell me about a time when you had to consider existing/
conflicting workloads, when planning a task/event
/project.

Tell me of a time when you have had to re-prioritise in
response to changing requirements/strategic needs.

In your current job, how do you manage your time and
workloadto achieve your objectives?

What big decision did you make recently. How did you go
aboutit?

What is the decision that you have put off the longest?
Why?

When is the last time that you have refused to make a
decision?Tellmeaboutit.

Tell us about a situation where you made a decision too
quickly and got it wrong. What made you take that
decision?

Which constraints are imposed on you in your current job
and how do you deal with these?

Tell me about a time when you took responsibility for
making a key decision What was the decision? How did
you defend your decision?

Tell me of atime when you have had to manage arisk.

Tell me of a time when you have felt it appropriate to call
onothers before making a decision.

Tell me of a time when you have had to justify a decision
you have made.
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Competency

5.6 Analytical thinking

Applies analytical thinking by
breaking a situation into smaller
pieces, tracing the implications of a
situation in a step-by-step way.
Organises the parts of a problem in
a systematic way, making
comparisons of different aspects
and causal relationships.

5.7 Ability to work under
pressure

Keeps composure in stressful or
adverse situations

Example competency-based interview questions

Give me an example when you have collected and
analysed complex data to inform your decision-making?
What approach did you take to analysing the data? What
were the key issues you identified? How confident were
you with the decisions made?

What management data or information do you collect
and monitor to inform your future plans and/or policies.
How doyou use the data?

Describe an occasion when you have had to deliver a
complex project on time and to budget. What were the
objectives? What key stages did you work through? How
did you get people on board? What were the difficulties
you had to overcome?

Tellme howyou have handled a large task.

Give an example of a time when you had to gather and
interpretinformation for a particular purpose.

Tell me about a time when you had to analyse some
information and how you came to your conclusions.

Describe a situation where you had to deal with an angry
client.

Describe a situation where you had a disagreement or an
argument with a superior. How did you handle it?

Describe atime when pressures threatened your ability to
work effectively.

Tellme aboutan occasion when you felt under pressure.

Tell me of a time when interruptions from others have
affected yourwork.

Describe when a colleague let you down. How did you
respond?
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Competency

6.0 LEADERSHIP

Motivating people to achieve high
performance in working towards the
team and organisation's goals.

6.1 Translating strategic goals to
everyday work

Links vision, values, goals and
strategies to everyday work

6.2 Creating positive work
environment

Creates a positive work

environment where staff are

motivated to do their best

6.3 Goal setting

Sets clear, meaningful challenging
but attainable group goals and
expectations

Example competency-based interview questions

Tell me how you manage your top team.

Tell us about a situation where you had to get a team to
improve its performance. What were the problems and
how did you address them?

Tell me about a time when you were less successful as a
leader than you would have wanted to be.

Give an example of when you have led a team on a major
project. How did you gain support for this activity beyond
your immediate team? How did you ensure your people
were engaged and motivated to perform? How did you
measure success?

Describe how you have communicated the vision/ goals
ofthe organisation to your team.

Give me an example of how you have managed the
concerns of your team during times of uncertainty/
change.

Tell me how your unit's strategy fits with organisational
goalsandvalues

Give me an example of how you have used your
leadership skills to manage and improve team
performance. How did you get team buy in? How did you
handle any difficult situations that arose amongst the
team?

Describe a change where you had to drive a team
through change.How did you achieve this?

Tell us about a situation where you faced reluctance from
yourteamto accept the direction thatyou were setting.

Give an example of when you have lead a team on a major
project. How did you gain support for this activity beyond
your immediate team? How did you ensure your people
were engaged and motivated to perform? How did you
measure success?
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Competency Example competency-based interview questions

6.3 Goal setting - extension
g Describe how you have established the priorities and

activities of ateam.

Describe a time when you set goals for an individual or
team. What goals were achieved and how did you go
about it? Looking back, what would you have done
differently?

Tell me how you ensure the quality of your and your unit's
work.

How doyou set objectives foryou team?

6.4 Effective delegation

Manages staff by delegating and Give me an example of how you have used your
entrusting certain tasks and delegation skills to manage and improve team
assisting them to succeed in their performance.

performance.

6.5 Staff motivation

Regularly provides both positive Tell us about a situation where you had to get a team to
and critical feedback to team improve its performance. What were the problems and
members to improve motivation how did you address them?

and performance. Give me an example of when you have had to deal with

poor performance. How did you approach the problem?
What were the political/personal sensitivities you had to
deal with? What were the results? With hindsight, would
you have approached this any differently?

Have you ever discovered you staff/team were not
performing to established standards? What did you do
aboutit?

How have you motivated slow or difficult team members?
Tell me about a time when you have had to deliver
feedbacktoacolleague/subordinate.

6.6 Leading by example

Is an excellent role model - leads by  Describe a situation where you needed to inspire a team.
example. What challenges did you meet and how did you achieve
your objectives?
Describe a situation when you motivated those around
you with your own example, to achieve team goals.
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Competency

7.0 PLANNING AND
ORGANISING

The ability to plan, organise,
coordinate and monitor activities
and work tasks for self and team
members.

7.1 Effective planning

Plans the best use of available
resources

7.2 Team planning

Agrees objectives with individuals
that support team plans and service
goals.

7.3 Holding members to
account for their work
results

Holds team members to account for
achieving the results that have been
agreed

Example competency-based interview questions

Tell me about a time when you have had to plan a
project/task/event that involved other people in the
implementation.

Tell me about a time in which you were required to
produce something to a high standard, within a fixed
period of time.

Tellme about a time when you have had to plan a project/
task/event.

How do you set objectives for your team members? Give
me an example where this did not work well. What was
the cause? What did you do aboutit.

Give me an example of when you have had to deal with
poor performance.

How did you approach the problem? What were the
political/personal sensitivities you had to deal with? What
were the results? With hindsight, would you have
approached this any differently?

Please give me an example of how you monitor and
manage employees' performance.

What have you done when performance efficiency has
not been satisfactory?
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Competency

7.4 Risk management

Evaluates risk and puts realistic
plans in place to manage it.

7.5 Ensuring meeting of
deadlines

Takes early action to deal with
issues that affect deadlines to
ensure delivery on time

8.0 DEVELOPING PEOPLE

Developing people to improve their
performance and fulfill their
potential.

8.1 Identification of team
members' training needs

Identifies training needs in team
members and takes action to meet
them by formal or informal learning
and development methods.

Example competency-based interview questions

Tell me about a time when you have had to plan a
project/task/eventand how did you estimate risk?
Tellme aboutatime when you've had to manage arisk.

What'is the biggest risk you have taken at work in the last
2 years? Howdid itgo? How did you manage therisk?

Tell me about a time in which you were required to
produce something to a high standard, within a fixed
period of time.

Tell me about a time when you have had to plan a
project/task/ event in a given timeframe.

Tell me about a time when you had to consider
existing/ conflicting workloads, when planning a
task/event/project.

Tell me about a time when you didn't meet an
objective/deadline.

What strategies to you operate to identify and nurture
talentinyourorganisation?

How do you ensure staff with potential are identified and
developed?

How has this benefited your organisation?
Tellme how you manage the development of others.

Tellme how you manage the development of others.

Have you ever discovered your staff/team were not
performing to your standards? What did you do about it?
When?

Please give us an example about how you identified
employees' training needs. What measures did you take
toeducateand develop your people?
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Competency

8.2 Talent management

|dentifies talent and potential in
staff members and creates
development plans to realise it.

8.3 Coaching

Personally coaches team members
toimprove their performance

9.0 STRATEGIC DIRECTION

Setting the strategic direction of the
organisation in response to the
needs of Ministers and citizens, and
ensuring its delivery.

9.1 Strategic planning

Develops strategic plans to ensure
the organisation's future success.

Example competency-based interview questions

What strategies to you operate to identify and nurture
talentinyourorganisation?

THow do you ensure staff with potential are identified and
developed? How has this benefited your organisation?

Tellme how you manage the development of others.

Have you ever experienced a situation when your staff did
not perform to your expectations? What did you do
aboutit?

Tell me of a time when you have had to work with
someone less experienced than yourself.

Give me an example of how you coached someone to
improve their performance.

Give me an example of when you have had to gain
support from stakeholders to implement a strategic
decision that had potential to be controversial. How did
you handle any objections? How did you get others on
board? What were the political/personal sensitivities you
hadtodeal with? What were the results?

What ideas have you developed and implemented that
have impacted on the long term strategic development
of your organisation? What were the challenges? What
was the impact on your organisational strategies? How
did you evaluate the effectiveness of these strategies in
thelongterm?

Describe an occasion when you have had to develop
strategies to implement major organisational change.
What were you aiming to achieve? What was your
approach to planning? How did you consult and involve
relevant people?
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Competency

9.1 Strategic planning
- extension

9.2 Monitoring of strategic plans

Monitors plans to achieve strategic
objectives

9.3 Strategic resource
management

Secures the resources needed to

deliver strategic objectives

9.4 Taking responsibility for
meeting strategic objectives

Takes responsibility for ensuring the
strategic objectives are met.

9.5 Building an effective senior
management team

Builds an effective senior
management team that pulls the
organisation together.

Example competency-based interview questions

What were the results? If you were doing it again, what
would you do differently?

Tell me how you have gone about planning for the future
direction of your organisation.

Tell me how you have gone about planning for the future
direction of your organisation/function. How did you
monitoritsimplementation?

Describe a strategic change you have recently
implemented. How did you monitor its implementation
andkeepitontrack?

How do you currently ensure that you manage your
resources effectively?

How do you consider costs to the organisation? What
environmental factors do you take into account?

Describe a strategic change you have recently
implemented.

Describe a strategic change you have recently
implemented. Did it achieve its objectives? How did you
ensurethis?

Tell us about a situation where you faced reluctance from
your senior team to accept the direction that you were
setting.

Give me an example of how you improve the
effectiveness of your senior team in leading the
organisation.
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3.0 Application to particular positions

The core competencies have been designed to apply to all positions in the civil service. So
all core competencies will be expected to be demonstrated by all employees.

However it should be acknowledged that some competencies are especially important for
particular positions (for example strong communication skills for a position dealing directly
with citizens). So for each position, a set of no more than 6 'priority' competencies/indicators
should be extracted from the framework and specified in the particular job description.
These could also be paraphrased for inclusion in the job competition announcement. Job
applicants (and indeed incumbents) would be expected to demonstrate exemplary
deployment of these priority competencies, not merely satisfactory. In this way the
competency framework can be tailored to each job.

Priority competencies should be identified by examining the particular job description,
considering the mostimportant and time consuming aspects of the job and then selecting
the most essential competencies from the framework for inclusion in the Professional Profile
section of the job description.

|dentification of priority competences should primarily be the responsibility of the person
responsible for HRM in each civil service institution. The competencies should be identified
in a process of job analysis in consultation with a high performing incumbent (during the
jobanalysisinterview) and his/her superior.

4.0 Required Professional Knowledge and Skills

In addition to core competencies, particular professional knowledge and skills are required
foreach different job. Knowledge requirements tend to be job related (e.g. knowledge to be
an accountant, engineer, IT specialist etc.) and institutional knowledge. This is what people
need to know to do their jobs. Skills are needed to perform the functional role and include
technical skills (e.g. project management, time management, planning processes, budget
managementetc.,)

Itis normal and sensible that technical skills and abilities required for particular positions are
listedin job descriptions. These usually appear in the section that describes the Professional
Profile of the required staff member.

The Professional Profile flows from the main tasks and responsibilities of the job and answers
the question “What skills and qualities would someone need to carry out this role?” It
identifies the qualifications, skills, experience and critical competencies needed for effective
performance. Using competencies clarifies the personal qualities and workplace
behaviours expected of the post holder.
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5.0 Preparation

Firstly, take some time to familiarise yourself with the priority competencies to be assessed
during the interview. The definitions and positive behavioural indicators are available in the
Competency Framework.

ALL competency-based questions should be determined before you start
interviewing and every candidate should be asked the same questions.

Remember the questions are purely a tool to help you to elicit relevant information.
Therefore it is most important that you probe deeply around the examples given by a
candidate to understand their behaviour and experience. Probing questions cannot be
planned in advance as they will depend upon the candidate's response to the previous
question.

5.1 Scheduling Interviews

We recommend scheduling one hour to conduct a behavioral interview. The post-interview
scoring process usually takes an additional 15 or 20 minutes. If you're planning to conduct
multiple interviews in one day, scheduling them 1% hours apartis usually sufficient

5.2 The questioning structure

Typically, competency based questions will ask candidates for examples of how they have
dealt with situations in the past. The rationale in asking for past examples is that past
behaviour is a strong predictor of future behaviour in similar situations. Hypothetical
questions (such as“What would you do if ..") should be avoided as they gather information
thatisa poor predictor of future behaviour.

Very often a candidate's answer to a question will give you some information but not
enough to make an assessment of the competency you are assessing. What is needed then
are probing questionsto follow up theinitial question.

Interviews should follow a clear structure, however the questions should not be followed
slavishly as this will interrupt the flow of the interview. It is good practice to explain to the
candidate how the interview will be structured, and that you will be asking for specific
examples of when they have demonstrated the competencies required for the role. Ask
themtobearin mindthatyou'll be interested in:

Examples from their work life

Recent examples preferably — the last 2-3 years

What they individually did or said, not the team as a whole (it's fine if they need time to
think of an example.)
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The questionsand probes should be structured as follows:

Situation —Whatis the example?
Task — Askthem to describe their detailed task.
Action - What did they do?

Result - What was the outcome? How did it go/what would they do differently?

As the panel asks their questions you should make notes, using an interview assessment
form. You are looking for evidence that the criteria have been met in the responses to the
questions and the examples that candidates give. Be aware that in many instances,
applicants answering a question on one competency will provide insight into their
proficiency in others as well.

Asking each applicant the same competency-based behavioral questions will ensure a fair
evaluation of the applicants on the same set of competencies. Panel members should have
the definitions of the competenciesin front of them during the interview.

5.3 Additional guidelines for members of selection committees (including the Chairperson)

All panel members should make notes on candidates' answers during interviews to aid
decision-making. Notes should be based on the person specification that the interview
questions will be framed around. Notes should be an accurate record of what the candidate
said or did, not the interviewer's inferences or judgments. It is important to separate
observation from evaluation.

Ask questions clearly, clarifying and following up with probes where necessary. Probing
questions will have to be tailored to the responses received from the candidate. They cannot
be scriptedinadvance.

Allow for silence on tough questions that seek specific detail to allow candidates to consider
the question before answering. Put the candidate at ease, let them know they have time and
you are expectingan answer.

Seek contrary evidence in your interviews. If the interview is painting a picture of negative
past behavior on the job, seek to find evidence of good behavior or performance to get a
balanced view of the candidate. The same is true when a candidate seems perfect, perhaps
too perfect.

Assess each candidate against the criteria in the person specification and competency
descriptions rather thanagainst each other,
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If there is a difference in opinion amongst the panel, reassess the candidates by going back
through the person specification and scoring against each criteria again if needed. The final
decision mustbe agreed by all.

The Chair of the panel is required to fully participate in questioning. In addition they will
control the proceedings, including timekeeping of interviews, as required.

5.4 Notes for panel chairpersons

5.4.1 Actions before the interview:

- Work with the institution HR specialist in planning the questions; ensuring that they
test candidates' performance against the criteria set in the Kperson specification
section of the job description and the selected priority competencies.

Ask panel members to disclose any potential conflicts of interest.

Ask the institution's HR specialist to brief the panel on the requirements of the job if
required.

Ensure that all panel members are familiar with the selection process and have all the
relevant documents in advance of the interview, and that they have read and
understood them.

Decide with the panel who will ask which questions and the order in which they will be
asked.

Remind the panel of equality and diversity considerations.

Explain that if references have been received they will not be discussed until after the
interviews. If panel members have already had sight of references they should be
reminded not to breach the confidentiality of Kreferees by revealing the contents of a
reference totheinterviewee.

Confirm how, when and by whom candidates will be informed of Kthe outcome.X

Arrange for the panel members to meet at least 30 minutes before the first candidate is
duetoarrive.

5.4.2 Actions during the interview:

- Welcome the candidate andintroduce panel members.

Explain the overall process to the candidate and that they can expect panel members
totake notes.
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- Ask an opening question designed to relax the candidate and help them to overcome

5.4.3

nerves.
Monitor the process and intervene if any panel memberasks inappropriate question.
Ensureall questions are competency —based, avoiding hypothetical questions.

Ensure that the candidates have an accurate picture of both the job itself and of the
termsand conditions relating to it including providing an opportunity at the end of the
interview for candidates to askany questions and provide any additional information.

Bring the interview to a close by thanking the candidate for their time. Explain the
decision-making process and how and when the candidate will be informed of the
outcome.

Actions during the decision-making process:

Keep accurate notes of the decision making process, including clear reasons for
deeming someone unsuitable.

Ensure that the assessment is carried out in a fair and transparent manner and that
recruitment and selection procedures and policy have been followed correctly to
avoid any claims of unfair discrimination and rule out any comments or discussions
relating to any of the protected characteristics.

- To lead the discussion and assessment of panel members; inviting all panel members

128.

to give feedback and share their scores on the candidates, finishing with the chair's
own feedback.

Provide feedbackfrom any other tests, orinvite the HR representative to do so.

Lead the panel in reaching a consensus on whether each candidate is suitable or not
andif required, identifying arank order acceptable to the panel asa whole.
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6.0 Assessing candidates

Immediately after each interview each panel member should consider their notes made
during the interview, looking for evidence that the criteria have been met in the responses
to the questions and the examples that candidates gave. Based on this they should
complete the interview score sheet.

[tis important that there is no discussion between interviewers at this stage of the process
andthateach interviewer reviews their notes individually.

Each candidate deserves to be scored carefully, using the same criteria for each applicant.
Having the definitions of the competencies in front of the interviewers during the scoring
process will help assess proficiency levels. In assessing the proficiency level of the applicant,
askyourself questions such as:

How recent was the example the applicant described?
How relevantis the example to the kind of job being applied for?

How well did the applicant handle the situation described relative to the expectations
of ourinstitution?

How large was the applicant's role in the situation described?
- Wasthe outcome described by the applicanta desirable one given the circumstances?

For middle and top-management level positions, what were the impact and scope of
theapplicant's examples?

Once all interviewers have completed their interview assessment form they can share
information and are ready to make a decision.
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7.0 Final evaluation and selection

At the end of all your interviews each candidate should be discussed in turn, assessing their
experience, skillsand competencies and the performance in any tests or exercises.

Each interviewer will have his/her evidence to bring to the discussion. It is to be expected
that panel members will have differences of views about the candidates. Discussions and
judgments should be based on discussing the evidence of facts gathered during the
selection process. You are not comparing candidates, but deciding from the evidence at
interview who best fits the person specification.

If there were many candidates interviewed, you may find it helpful to develop yes
(appointable)and no (notappointable) piles.

A scoring matrix can be used to aggregate all the interviewers scores for all candidates and
assistin the decision-making process.

The purpose of an interview is to appoint the best candidate for the job, i.e. the one who
most closely matches your original person specification. If none of the candidates are
suitable then you should notappoint.
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Samo Godec Personal and career development

Personal and career development

1. Introduction

One of the main goals in development of the efficient and client oriented administration is
torecruitintoits civil service able people and to develop their skills and abilities throughout
their careers.

This notion is behind the goals of the EUHRM project: to introduce modern concepts of
human resource managementand human resource developmentinto the civil service at all
levels of administration in BiH; to improve job descriptions and job analysis; to improve
selectionand recruitment, and to promote modern concept of career development.

It is generally agreed that the good management of the people is crucial for successful
administrative reform attempts, but as itis stated in the paper Public Servants as Partners for
Growth (December 2011 OECD report) the issue of managementis generally not addressed.
At a time when managers have to do the right things right and with the less, their
management function must unleash the talent available in the public workforce and make
use of it in an efficient and effective manner. Line managers and supervisors need to
improve and adapt their people management skillsin order to get more out of their staffand
build the kind of team spirit that can see organisations through a time of uncertainty.

The quality of people management is in fact a determinant of government performance.
Fiscal consolidation plans normally involve reductions in staffing levels, and in
compensation of public employees, a situation that can have a significant impact on the
motivation, engagement and commitment of public servants - which of course affects the
quality of service delivery.

Improvements in the quality of people management, particularly among line managers
and supervisors, are crucial - not only for more effective delivery, but also for greater
accountability. Middle managers and supervisors across the public service generally lack
the necessary skills to get the most out of their staff; to manage conflict, absence and
performance; or to ensure that public servants are trained on the job to improve service
delivery. Thus, any reform initiative to improve productivity in the public service, or
spending cuts to drive efficiency, should be accompanied by a substantial push to improve
the quality of people management.

Good management of people is strongly affecting both personal development and career
development, which are inextricably linked, because they both involve providing
employees with the encouragement and opportunities to develop their knowledge,
skills and abilities and to make progress in their careers. This means that they can
depend on the management culture, and whether it is one in which the development of
people is fostered; how that culture will develop; and HR systems and processes which both
demonstrate a commitment to development and provide the opportunities for
development.

This view of personal and career development was reflected in much of the work of the
EUHRM project carried out with the active participation of the beneficiaries and other pilot
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institutions. The aim of this chapter is to describe briefly basic tools for personal and career
development, which includes practical advice on the roles of key players, individuals,
managers, HR units, and the central HR units. It starts by discussing HRM and HRD, and the
importance of developing a modern management culture before going on to describe
specific policy developments and options for further interventions.

2. Human Resource Management and Human Resource Development

HRM is generally seen as the function in an organisation which focuses on recruitment,
appraisal, pay, career development and other HR systems. It can be seen also as concerned
with the management of people, generally, but the modern view is that the management of
people, and indeed the operation of many HR systems, should be a function of the line
manager. Thisisa subject to which we will return later on.

HRD, on the other hand, is concerned with the development of the organisation and
individuals to achieve performance improvement. It involves helping employees to
develop key competencies that will enable them to perform their current and future jobs
effectively. Knowledge skills and abilities can be improved through training, career
development, appraisal systems, coaching, mentoring, succession planning. In other
words, it encompasses a range from formal training through to feedback from a line
manager.

The approach of the EUHRM project is to develop the sort of HR systems that will cover both
HRMand HRD and supporta modern management culture.

3. Amodern management culture

Management cultureisimportant because it can determine whether new systems can work
and be accepted. If, forinstance, the development of people becomes a core competency,
it can be defined and made a mandatory part of the appraisal system, but it will work more
effectively if personal development becomes an everyday expectation of civil servants at all
levels. Although the development of people is likely to be popular and even motivating, it
might not take root if it is out of step with the predominant management culture. Clearly,
the acceptance of something like the development of people is more likely if there is a
modern management culture.

But the first question is about what sort of management culture the BiH civil service will
need to cope with the challenges it faces and to complement the work being done on
public administration reform. The culture of organisations tend to be long-standing and to
be rooted in the past. In Western Europe, public services tended in the past to be process
driven, operate in a bureaucratic manner, and staff have tended to rise through the
bureaucracy on the basis of seniority and technical knowledge. This could mean the role of
'managers' being limited simply to inspecting employees or checking that they are re from.
less, which means managers developing the skills and talents at their disposalfollowing
instructions. This sort of culture had some strengths, particularly in applying rules in a
uniform way to all citizens.
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It is not, however, well suited to change, improving productivity, and meeting new
challenges; in other words with improving efficiency and effectiveness, which are at the
heart of public administration reform. In the current climate of financial constraint, many
countries are now faced with having to produce more from less, which means managers
developing the skillsand talents at their disposal.

4. A new approach to competencies

It was against this background that we considered competencies because these define the
way that we will need to work. They assume that success in the civil service will be
determined, not just by 'what we do, but also 'how we do it. Competency frameworks are
now widely used in EU institutions and in most EU countries.

The aim was to identify those competencies which would be relevant to the work of the civil
services of BiH over the next several years and that will enable them torise to the challenges
thatall publicinstitutions are likely to face.

The competency framework was primarily built upon the foundation of the job analysis
activity of the EU HRM project and close reference was made with personal profiles
developed for the sample job descriptions arising from this. In the process of carrying out
job analysis, incumbents of various positions were required to identify competences
necessary for the successful performance of their job. In order to ease this process, the
project team has also asked incumbents to assess to which extent the following skills were
relevant for their position: communication, team work, leadership, professional
development, information analysis, strategic planning and decision making (on the scale of-
very important, important, not important). The results of the job analysis were used as the
main empirical material for developing the competency framework. In effect, they provide a
useful description of the sort of management culture that would be needed to meet the
challengesof the future.

From these themes, two new frameworks of core competencies were devised with the
EUHRM pilot institutions. Also, a separate manual on use of the competencies within
selection and recruitment procedures was developed.

Asdescribed in details in the chapter of competency framework;

Core competencies forall civil servants:

1. Professional development and integrity
Problem solving, initiative and change

Teamwork

Communication

O BESl ¥ BN

Personal effectiveness and results orientation
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Managerial competencies:

6. Leadership
7. Planning and organising
8. Developing people

Top management competency:

9. Strategic direction

The new frameworks were designed to meet three aims: firstly, to support the future
development of the civil service; secondly, to be easy to understand and use; and thirdly, to
provide a consistent and cohesive approach to human resource management. The
competencies all support for themes identified above, and some themes are supported
more than once. A major benefit should be a clear focus for everyone in the civil service.
They were to be the common element in all the HR management systems of job
descriptions, selection, appraisal, personal development and career development.

Job descriptions could be easily amended, by simply adding automatically the
appropriate set of core competencies. In addition to tasks and competences, it will also be
possible to add any professional qualifications and technical skills required for the post.

Because core competencies would be added to job descriptions, recruitment and
selection exercises would require assessment of applicants' competencies. Any interview
could be competency-based. Competency assessments could be carried out by the panels
and successful candidates that put forward to managers for consideration and final
decision.

However, the appraisal system could be amended to play an important role in personal
and career development. It could, for instance, be developed to reduce the emphasis on
marking which has been corrupted, and more on raising performance and developing
individual potential. Within the context of this paper we focus on its potential to support
the themes of developing professionalism and motivating and creating job satisfaction.

5. Developing individual potential

There are clearly many ways in which people develop. Simply learning to do ajob well will be
a developmental experience, having a manager who stretches you, getting an opportunity
to take on a new project, or getting constructive feedback on your work, can all help. Itis
common to build these opportunities into a career management policy, as well as to design
aswellastointroduce more formal opportunities for training and other structured schemes.
Allthese things should be builtinto an effective personaland career development system.

So, this rest of this paper will look at some of the options which are available; it will list and
describe them and, where appropriate, provide detail of examples.
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Notall the ideas will be appropriate to BiH, and not all would be capable of being introduced
at once. We start with one system which is not optional in our view and without which
neither the management culture we describe above, nor the revised competency
frameworks, nor the notion of personal and career development would work; and thatis a
new approach to appraisal.

6. Using the appraisal system for development

The BiH civil service has a very well-articulated appraisal system. It does, however, focus very
strongly on marking which means that this becomes all that really matters to the individual
and their manager. But the modern idea of appraisal is that it should focus more on raising
performance than rating it. And in the context of this paper this means it should involve
personal development.

It is important to note that the competency frameworks above have complementary
competencies on personal development. The core framework has a competency on the
Development integrity, and the managerial puts a corresponding responsibility on to
managers with acompetency on Developing People.

As is common in many appraisal systems now, an amended appraisal system would
become the main driver for the development of knowledge, skills and abilities of civil
servants. Among other things, it could be amended to ensure that everyone each year had
activitiesto carry outin atleast 2 areas for development.

The appraisal system is the main driver of personal development, and it should be updated
to place much more emphasis on the subject. Animportant role formanagersisto develop
the potential of their staff. Forthis reason, every manager could be required to have as one
of their specific work objectives: 'to develop the potential of my staff' (see above,
competency 8).

But it is for everyone, whether manager or not, to take responsibility for their personal
development in line with the new core competencies. Everyone can improve their
knowledge, skills and abilities in the relevant competencies. This may not be about
rectifying our areas of weakness, although it can be. It can be a means of building on
strengths or improving in other areas, and might relate to future career ambitions. As it
should be a learning process, individuals should NOT be marked on how well you do.

Thisis how personal development could be written into guidance on the appraisal system:
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Stage 1. Fachyeartheindividual employee would identify and agree with their manager a
minimum of two areas in which they would like to develop during the coming year. They
should dothisin discussion with their line manager, either as part of the appraisal and career
interview, or separately if they prefer.

The areas that they identify do not need to be specified in terms of objectives or in detail.
Simply set them out broadly to include technical skills and competencies. For example: IT
skills; customer service; updating knowledge of X; team working; oral or written
communications skills;formal presentation skills; project management;and so on.

The only constraints on the areas identified are: (a) they should relate to the core
competencies of specific job; and (b) they should be of use in your current job or in your
future civil service career.

The areasidentified would be noted in the appraisal form

Stage 2. Inthe next section of the appraisal form should be set out briefly how they intend
to learn, i.e. what activities they will undertake to develop their knowledge, skills or abilities
inthe areas they have identified above.

To do this, they should draw on the 'toolkit' of processes which would be included in the
guidance. Itis not necessary to opt automatically for training. Although training has an
important role to play in personal and career planning, it has to be targeted carefully within
available resources. And for most of us, our personal development comes in the course of
doing our jobs. It can come from our managers, other colleagues, and other opportunities
to learn new things. So, the individual and their manager should look through the toolkit
and note down how they will learnin the areas for development that they have identified.

Stage 3. At the end of the appraisal and career interview at the end of the year, the
individual should discuss with their manager what they have achieved, and the manager
should note theresults against the appropriate competency.

7. The annual interview

The annual (or if there are two interviews foreseen, the one at the end of the calendar year)
interview would have two functions. Firstly, it would be an integral and mandatory part of
the appraisal system, the time when the discussion about developmental activities for the
past year and the next year would take place. And secondly, it would be an opportunity for
individuals to discuss with theirline managers how their career might develop.

The annual interview is an opportunity for line managers and employees to engage in a
dialogue about the individual's performance, personal development and career
development; and also about the sort of support the line manager can provide to the
individual. Whilst the appraisal element of the interview, covering performance and
development, is a mandatory part of the appraisal system, the subject of career
developmentisoptional for theindividual member of staff.
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Theinterview should not be simply a question of one person asking questions and the other
answering. The aim should be a conversation in which views are exchanged. The appraisal
part of the interview should review past actions and behaviors. But it can only be counted a
success if it is also used as a basis for making development and improvement plans for the
future.

The role of line managers is extremely important. Each individual member of staff has a
primary role in their own career development, and developing knowledge and skills is one
of the core competencies. But it is also crucial that line managers take responsibility to
ensure that their staff develop their knowledge and skills. Asthis responsibility is reflectedin
the managerial competency framework, it should become part of the line manager's own
appraisal interview.

In a wider sense managers can make a major difference in the way people perform and
develop. In addition to performance appraisal, managers can support many of the
processes in the career development manual. They can provide opportunities for the
development of knowledge and competencies; they can advise their staff on the
development of their careers; improve job satisfaction and motivation; coach and guide
their staff; be sufficiently open that employees can discuss matters with them; and ensure
thatindividual performanceisin line with organisation's goals and values.

Purpose oftheinterviewis as follows:

1. Feedback - providing information to individuals about their performance and progress,
and onwhatis required to continue to performwell in the future,

2. Recognition - emphasising what is being done well and making any constructive
criticism about what might be improved; and discussing the importance of how things
(competencies) are done, as wellas whatis done (results),

3.Exchange of views - an open discussion about what has happened, how the interviewee
(or the interviewer) can improve their performance, the support they need from their
managers to achieve this,and their aspirations for their future career,

4. Agreement —identifying areas and plans for development over the next yearand coming
to an understanding about what needs to be done to improve and sustain performance
generally.

Collecting information isimportant part of the interview. Itis helpful to get together some
information on the following:

Objectives - whether they were achieved and, if not, the reasons why this didn't
happen,

Competencies - how well individuals are performing in respect of technical
competenciesand core competencies,
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Development and training - what development and training has taken place
during the year, and what development activities would they like to engage in
during the next year,

Career options — ensure that you are sufficiently well informed to be able to provide
advice onfuture career development.

IPlease note that you should be as concerned with how objectives are achieved as well as
whatisachieved.

Preparingforthe annualinterview

Both parties should prepare for the annual interview beforehand if a successful outcome is
tobeachieved.

Theinterviewer should consider:

how well the individual has performed since the last meeting,

the extent to which any agreed personal development plans from the last meeting
have beenimplemented,

the feedback to be given at the meeting and the evidence that will be used to support
it,

the factors that have affected performance, both within and outside the individual's
control,

the points for discussion on the possible actions that could be taken by both parties
on personal development and performance improvement,

potential directions the individual's career might take,
possible performance objectives and development plans for the next review period.

Interviewees need to consider:

what they have achieved during the review period, with examples and evidence,
any examples of objectives notachieved, with explanations,
whatthey mostenjoy about the job and how they might want to develop therole,

any aspect of the work in which improvement is required and how this might be
achieved,

two areas in which they would like to develop their knowledge, skills and
competenciesover the next year,and ideas about the development can be achieved,

what level of supportand guidance they require from their manager,
theiraspirations forthe future both in the currentrole and in possible future roles,
objectives for the next review period.
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Whatagoodinterview looks like

Agoodand constructive interview isone in which:

interviewees do most of the talking,
interviewers listen actively to what they say,
- thereisscopeforreflection and analysis,
personal developmentisdiscussed,
performanceisanalysed, not personality,
- thewhole periodis reviewed and notjust recent orisolated events,
achievementis recognised,

- the meeting ends positively with agreed plans on personal development and on
improving and sustaining performancein the future,

adviceisgiven,ifrequested,on whatis needed to develop their career.

Abadinterview:

- focusesona catalogue of failures and omissions,
iscontrolled by the interviewer,
endswith disagreement,
leaves the member of staff feeling disengaged or demotivated by the process.

A basic requirement of interviewers is to be able to ask the right questions, listen actively
and provide constructive feedback.

Asking theright questions
[tisimportant forinterviewers to ask both open and probing questions.

Open questions are general rather than specific; they enable people to decide how they
should be answered and encourage themto talk freely. Examples include:

How do you feel things have been going?
What hasgone well?
Whathasgonelesswell?

How doyou seethejob developing?
How doyou feelabout that?

Tell me, why doyou think that happened?
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Probing questions dig deeper for more specific information on what happened or why.
They should indicate support for the individual's answer and encourage interviewees to
provide more information about their feelings and attitudes, while they can also be used to
reflect backtothe individualand checkinformation.

Exampleswould be:
- That'sveryinteresting. Tellme moreabout ...?
- Towhatextentdoyouthinkthat...?

Have I got therightimpression? Doyou meanthat....?
Listening

Tobe goodlisteners during the review meeting, interviewers should:

Concentrate on the speaker and be aware of behaviour, body language and nuances
that supplementwhatis being said.

Respond quickly when necessary but notinterrupt.

Askrelevant questions to clarify meaning.

Comment on points to demonstrate understanding but keep them short and do not
inhibit the flow of the speaker.

Giving feedback

Feedback should be based on facts, not subjective opinion, and should always be backed
up with evidence and examples.

The aim of feedback should be to help employees understand the impact of their actions
and behaviour. Corrective action may be required where the feedback indicates that
something has gone wrong. However, wherever possible, feedback should be used
positively to reinforce the good aspects and identify opportunities for further positive
action.

Feedback willwork best when the following conditions are met:

- Individuals are given access to readily-available information on their performance and
progress.
Feedbackisrelated toactual events, observed behaviours oractions.
Eventsare described ratherthan judged.

Feedback is accompanied by questions soliciting the individual's opinion why certain
things happened.

Individuals are encouraged to come to their own conclusions about what happened
andwhy.
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- There is understanding about what went wrong and an emphasis on 'putting things
right' rather than censuring past behaviour.

Career advice

Part of the role of the line manager is to advise on personal development opportunities and
giving career development advice generally. This advice should be given in the course of
the annual interview, which is a mandatory part of the appraisal system. Although the
career development part of the interview is not mandatory, everyone should be advised
periodically to take the opportunity to discuss with their line managers how their careers
might develop and to coverany of the following topics:

Advice on the personal development opportunities available to enable the job holder
tocarry out their present duties more effectively;
Advice on other jobs at their current level that would enable them to broaden their

experience, better equipping them for promotion to the next level;
Advice on the requirements (both competencies and technical skills and knowledge)

oftypical jobsatthe nextlevel;
- Where appropriate, advice on the career development in a particular area of work (for

example, finance or HR);
- Where appropriate, advice on career development to equip staff for the most senior

positions in the organization.

Much of the advice to be given by managers in the career development interview will be
based on their own experience in the civil service. And the various development
opportunities and processes being identified in the appraisal and career development
systems. But further advice should be prepared for staff and managers setting out the broad
requirements of jobs at the various levels in the organization.

Although line managers should be well placed to give career development advice on the
basis of their experience to their staff there may be circumstances in which it will be
important to utilize the greater expertise available in HR units. Where a career development
interview is held inthe HR unit, it should include the topics set outabove.,

Andfinally...

Ifthe annual interview is carried out well, it can significantly enhance relationships, as well as
the performance and development of both individuals and line managers. But its value will
be further enhancedif the dialogue continues regularly throughoutthe year.
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8. Fast track development scheme

Fast track schemes or high flyers schemes involve identifying through targeted recruitment
a cadre of (generally young) people who have demonstrated during the assessment phase
thatthey have the potential to reach senior positions in the organisation. InWestern Europe
they are common in both large private sector organisations and the civil service. People
selected for fast track development may be provided with mentors (see below on
mentoring) and the organisation may have a Development Manager whose job it is to
decide with individuals their development programme. Often they will attend a
development centre (again, see below on development centres) and training courses on
technical and management skills, and also move through a carefully chosen series of jobs in
differentareas of work. Schemes may vary between employers.

A Civil Servicefasttrack scheme
Introduction

This note has been prepared to give a brief outline of a typical fast track scheme for the civil
service (Great Britain case). It describes the Fast Stream Scheme in the British Civil Service in
terms of its:

Objectives,
General Features, and
Recruitmentarrangements.

At this stage, the intention is to set out, by example, what a scheme might look like so that
further work can be carried out by CSA, if it is decided to develop such a scheme in BiH. An
important feature of any such scheme is that, often, it is centrally managed. Any decision to
develop such a scheme should also, therefore, include a decision on which individual public
institutionistoimplementthe scheme.

Obijectives

The objectives of the British scheme are to ensure that high calibre people are recruited
developed and trained for the more senior posts in the civil service; and, as part of that
overall objective, that the senior civil service is seen as an attractive career by the most able
graduates. In practice, and it is sometimes seen as a criticism of the scheme, the intention is
to ensure that there are people available of sufficiently high intellectual capability to make a
significant contribution to policy formulation and to give direct support to Ministers. As
such the scheme is very similar to arrangements that are common in other sectors, e.g.
financial services or consultancy where great efforts are made to attract good people, and
offer first class development opportunities and fast track promotion to the more senior
posts.

Despite some far-reaching changes in the British Civil Service, with much greater freedom
being given to individual Ministries to manage their own affairs, the Fast Stream has survived
largely intact because it is seen to meet the objectives set out above. There have been
changes, too, in the labour market and general economic conditions in the UK but the civil
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service has throughout been able to attract and retain high quality people. Increasingly
potential recruits see it as very important that their employers should be able to offer good
developmentand training opportunities.

General Features

The British scheme comprises single centralised recruitment and selection arrangements,
with the subsequent management of the people on the scheme left largely to individual
Ministries. In BiH, however, it is recommended that — initially at least — individuals on the
scheme should be centrally managed in terms of the development of their careers. It is
unlikely that individual institutions would develop sufficient expertise in the scheme to
ensure its effectiveness. An important feature of the scheme in the UK is the centrally
provided training, particularly for new recruits. This should certainly be a feature of any
schemein BiH with dedicated training provided by CSA.

Although in the UK subsequent career development is the responsibility of individual
Ministries (and the civil servants themselves) there is a relatively standard pattern for levels
of entry and progression through the grades of the senior civil service. The chartattachedto
this scheme shows the three normal entry points for the fast stream. By far the most
common entry point is the lowest, at Executive level, which is for people typically straight
from university and in their early twenties. For those who are in their mid-twenties or who
have perhaps completed a postgraduate qualification it is possible to enter at the Higher
Executive point. There are provisions for more experienced, older people to enter direct to
the seniorgrade 7, but this entry pointis rarely used.

The chart also sets out the normal progression route for fast track people. Typically the
Senior Executive grade, and Senior Grades 6 and 4 are missed out, and there is usually
accelerated promotion through to Grade 7. Increasingly the more senior posts are filled
through competition so there are no guarantees that the progression for any individual will
be assetout. Indeed the essence of the scheme is not to guarantee promotion but rather to
give special development and training opportunities such that individuals will be well
placed to win promotion in competition with others. Thus, typically, members of the fast
stream will in the first few years of their career be given challenging or important posts (e.g.
in a Minister's office) that allow them to develop their skills and knowledge. And they will
benefit fromn more advanced training.

Generally there are no special pay arrangements for the fast stream. Pay rates are based on
the grade of post being carried out regardless of the individual occupying it. But there is of
course a substantial pay incentive in the greater likelihood of promotion to the more senior
levels,andinaccelerated promotion at lower levels.

Recruitment Arrangements

Recruitment arrangements for the fast stream are centralised both in respect of marketing
the scheme to potential recruits and in assessment and selection. In common with other
large employers, a high profile approach is taken to marketing the scheme with press
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advertising, publicity material, aninternet presence and visits to university and other careers
fairs.

Theassessmentand selection process involvesa number of separate stages:

Initial Application,

- QualifyingTest,

- AssessmentCentre,
Final Interview.

The initial application form consists of the usual personal details including educational
qualifications, and any employment experience; together with space for candidates to
describe a situation in which they have had to use their initiative or exercise communication
skillsand problem solving ability. This application formis examined to ensure basic eligibility
for the competition. The main entry requirement is to have, or be about to obtain, a
university degree.

Eligible candidates then sit a qualifying test which consists of a series of exercises involving:

numerical analysis,
logical reasoning, and
verbal skills.

This test does not have an absolute pass mark; it is used for sifting purposes only to place the
candidates in merit order for progression to the next stage of the competition. The number
of candidates who progress to the assessment centre stage depends on the number of
vacanciesinany year.

The assessment centre is an intensive set of tests, exercises and interviews which take place
over two days. Candidates are placed in groups of five, each group being observed and
marked by a panel of three assessors. The assessors panels consist of:

- aformersenior civil servant;
acurrent civil servant with, typically, seven to ten years experience of the fast stream;
a psychologist.

The individual tests are designed to simulate the type of work that will be undertaken by a
member of thefast stream andinclude:

an exercise in chairing and attending a meeting to decide on a particular issue (the
meeting involvesthe group of candidates being assessed);

an statistical interpretation exercise;

dealing with anin-tray requiring a series of decisions on managementissues;

the preparation of a submission to a Minister addressing a policy issue;

separate 40 minute interviews with the three assessors.
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Candidates who are successful at the assessment centre go forward to a final interview of
some 40 minutes to confirm the findings of the assessment centre.

The standards of this competition are deliberately set very high to ensure that only those of
the highest ability are successful. In a typical year in the UK some 10,000 people apply for the
scheme, about 750 progress from the qualifying test to the assessment centre, and of these
150 are eventually successful. Existing civil servants are free to apply for the scheme in the
normal way through taking the qualifying test. And a small number each year (of whom
perhaps 10 are ultimately successful) are specially recommended by their Ministries and go
directto theassessmentcentre.

Conclusion

The UK Fast Stream has, for more than fifty years, been very effective in ensuring a
continuing supply of high calibre individuals for senior positions in the civil service. The
scheme has continued to attract some of the best graduates emerging from universities in
the UK and follow up studies have shown that the recruitment process is apparently
identifying people who will be effective in their careers. Such a scheme could well be
effective in BiH. It represents one of a number of measures that could be introduced to
improve the effectiveness of the civil service in the country, particularly at the higher levels
of managementandin the advice it gives to Ministers.

Diagrammatic Representation of UK Civil Service Fast Track Scheme

Fast Track Entry Civil Service Grades Fast Track Progression

Senior Civil Service 1 -
SC2 P
SC3 P
SC4
SC5 P
SC6

—_— SC7 P
Senior Executive

—_— Higher Executive P

— Executive —

Administrative Officer

Administrative Assistant
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9. Management development

The quality of management is a key issue in civil services of EU countries and that, by
implication, it requires immediate attention if Governments are to cope with improving
efficiency and effectiveness during a period of severe financial constraint.

Inis our belief that there are undoubtedly talented and well-motivated civil servant in BiH
administrations, but they too would make criticisms of management capability. We
understand that supervisors tended to be appointed on the basis of their technical skills and
knowledge and to have a fairly formal relationship with their staff. The management of
people might also be seen as a matter for HR managers. It may not be extensive, butitisin
keeping with the sort of traditional culture described in section 2 above and which will find
itdifficult torespond to change and to motivate staff.

10. Top management leadership programme

Itis a perfectly good question for someone in an appointed position to ask why they should
attend atraining event. One answerto thatis because they are in a position of authority and
can setan example of leadership being willing to show that they are interested in their own
development. Such a person may say that they are there to give policy advice rather than
manage people, to which the answer might be that policies depend very much of getting
other people to implement them. The conversation could go on and on and be either
productive or not. BUT the main selling point of a short leadership programme is that it
should clearly be high-powered and seen to be essential for,and attractive to, top managers.

[t isn't for this project to design such programme but our view is that it should be short,
probably no more than a week (though there could be follow-up events) and give exposure
toleading thinkers ontopics suchas:

Theimpact of demographic changes, increasing life expectancy etc;
Impact of globalization of trade, communications, movement of people;
Major socialissues of the day facing citizens and policy makers;

The policyimplications for EU accession or public administration reform;
Theroles of Governmentand citizens.

In other words, the attraction should be the opportunity to discuss major strategic issues
with other senior people. It would be even more attractive an event if it culminated in
having to make a presentation to a seniorfigure in the administration.

More in details, the leadership programme is elaborated in the chapter on training of civil
servants.
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11. Managerial grades

Itis at least important as top managers that all managers below that level should develop
their management skills. It is presumably at this level in many countries that the OECD
criticism is directed. Some of the development might be via some of the techniques
mentioned below, e.g. coaching and mentoring, simply because some management skills,
like interpersonal skills, are not easy to teach in the classroom. Nevertheless, it will be vital to
the success of any changes in management culture, the new competency frameworks, and
the focus on developing knowledge, skills and abilities across the civil service, that
managers are trained in the revised appraisal system. This should be capable of being done
within individuals and institutions by trainers, largely from HR Units, who have attended
Train of Trainers events organised by the central HR units at each level of administration in
BiH.

In addition, however, there are many other management skills that could be included in an
annual training programme. We take for granted that the civil service in BiH will require
managers who are up to date with the agenda for public administration reform and able to
create a climate that makes the best use of the skills and talents of its employees to deliver
improving services. This could be done on a modular basis, e.g. on public sector reform,
leadership and teambuilding, project management etc, or on the basis of work on
management developmenttraining done within EUHRM project.

12. Non-managerial grades

In a modern management culture, the development of all staff is important and it is
important to recognize that non-managerial grades make a substantial contribution to the
public service as they are the people who deliver the services to citizens and others. Forthe
most part there development will be pursued through the appraisal system as described
above,inannual development plans. Butitnotuncommonin large organisationsin the civil
services of Western Europe to find special development schemes for people at these levels
who have the potential to go on and fill in time senior management posts. A little like the
fast track scheme described above, a typical scheme would identify a small number of
employees in an institution, via nominations by line managers, self-assessment, and
possibly a development centre. Individuals would probably remain on the scheme for two
or three years, and their training and development postings managed in a similar way to
thoseinafast-scheme.
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13. Coaching, counselling and mentoring

These are all about improving skills and performance, usually for an individual's current job.
They usually involve one-to-one sessions and a confidential discussion between a manager
and someone else about the manager's development. Often a line manager is in the key
position to give constructive feedback or coaching to their staff. It is undoubtedly an
important way in which the individual can be helped to improve. A young manager will
learn more from a senior colleague than from other sources or from formal training courses.

Although the terms tend often to be used interchangeably, there are differences. A lot of
coaching tends to be done by line managers in the form of giving feedback, and some
organisations aim to reach a stage where all managers operate as coaches. Until that point,
however, a coaching service can be offered by the central HR unit, such as the ACS, or the
central service can run training events for potential coaches. One significant advantage ofa
central service such as ACS is that it can have access to various assessment tools not
available to managers who will not have been trained in their use.

Thefocus of coaching on skills distinguishes it from counselling, which is sometime seen to
be about helping people with concerns such as motivation or self-confidence. We
distinguish it from career advice, dealt with below.

Mentoring is slightly less focused on developing skills than coaching. Mentors are often
senior managers who have a longer lasting relationship with junior staff with potential.
They act as a sounding board, to discuss problems and help the junior person to develop.
This serviceis often eitherinformally arranged or directed at senior civil servants.

14. Identifying developmental needs

As described in section 6 above, appraisal is the main vehicle for identifying developmental
needs. There are, however, three other major techniques which can be targeted as
appropriate: self-assessment; development centres;and 360 degree feedback. All are used
to identify developmental needs, although development centres and 360 degree feedback
can be expensive to administer and therefore tend to be targeted either on relatively senior
people, particularly 360 degree feedback; or on employees with potential to rise further
(development centres in particular); or can be made available foranyone to see what can be
learned that may be of use to them, but preferably with some support system in place to
helpininterpretation and follow-up (self-assessmenttechniques).

15. Self-assessment tools

Self-assessment tools are undoubtedly the cheapest of these techniques to introduce.
The term Self-assessment tools covers a wide scope. Literally, it refers to any tool that
facilitates the self-exploration of abilities, preferences or skills. Generally speaking, self-
assessment tools come in the form of a structured questionnaire, which is self-administered
and scored. For all the questionnaires there is no right or wrong answer; and they are not
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intended to provide a formal assessment of anyone. Their use is entirely voluntary and the
results are intended for personal use only. Each questionnaire could be used separately to
explore a particular aspect of management and leadership styles. Or the results can be
combined and related to the managerial core competencies, including the additional
competency of strategic direction.

16. Development centre

Development centre is sophisticated assessment process, aiming to provide participants
with objective, structured feedback on their strengths and development needs. It is
designed to minimise as many forms of potential bias as possible and to ensure that each
participantis given equal opportunity to demonstrate ability across a range of standardised
situations. They become increasingly popular in Western Europe as a means of identifying
talent and determining training and development needs. They tend to be used to assess
people with known potential, or they can be used to gauge potential and help make
selections for promotion. Either way, they are an accurate tool for identifying
developmental needs. Although they take place away from the workplace, they include
work-related exercises and group work.

17. 360 degree feedback

360 degree feedback is a process where feedback on the performance and development
of an individual is sought from a number of sources, usually including subordinates and
peers, as well as their managers. The aim is that the process should provide a more accurate
picture of theindividual than a review by one person.

18. Role and responsibilities

The key players in personal and career development are: individual employees, line
managers, HR Units in institutions, and the central HR units. Some of the responsibilities are
already clear but others may develop as the processes of personal and career development
areimplemented. Atthe end ofthe sectionisalist of most of themintabularform.

The role ofindividuals should not be understated. The development of people is not just a
management responsibility. Individual employees should take the opportunity to improve
their performance through continuous learning and development. They can develop
expertise in the relevant areas in which they have the greatest ability and interest. A revised
appraisal system would provide opportunities to learn, seek feedback, and develop
knowledge, skills and abilities which might enable them to develop their career. Self-
assessment might also be a useful tool for them to consider what developmental needs
they may wishto pursue.
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Line managers have the key role in developing their staff and also themselves. It is their
responsibility to provide staff with the opportunity and motivation to develop the skills and
gain the expertise to improve performance, as well as meet the longer term needs of the
civil service. New skills may be needed if they are to help to develop their staff under the
appraisal system. One of their jobs is to help individual members of staff to identify areas for
development and the activities they need to pursue to achieve their goals. They therefore
need to be trained in the new approach to appraisal and to be ready within the context of
the annual interview to provide career advice on the basis of their own knowledge of the
organisationand, if necessary, with the assistance of the institution's HR Unit.

Their own training is also essential. Although the appraisal system is an immediate training
need, they should be encouraged, and given credit for, developing their own knowledge,
skills and abilities, particularly in the field of managing people. It is their job to develop and
deploy effectively the talent at their disposal.

HR Units in institutions should take on the responsibility for training managers in the
revised appraisal system in their organisations. They should also be ready to advise line
managers of the sort of information they need to be able to dispense in their annual
interviews with their staff. They may well need to collate information about jobs at various
levels in order that line managers are well informed in their advice to their staff on career
options. Because of their knowledge and contacts across the civil service it would be
appropriate in some cases of, for instance, high performers or senior people, for the HR Unit
tobeready to provide careeradvice toindividuals.

If the civil service decides to introduce a fast track development scheme or a management
development scheme, the HR Unit will have the key role of managing that within their
organisation.

The central HR units are the other key player in this picture. It should oversee and keep
under review the working of the HR systems, and of training the trainers of those systems. It
should also provide an annual programme for managerial grades, as mentioned in section
10 above. In any selection process involving competencies, the central HR unit should
undertake the assessment, because it has the expertise to do so. The same applies to
running development centres, in which a number of their staff have been trained, and to
feed back the results. If a decision to introduce a fast track development scheme or a
management development scheme is taken, the central HR unit is equipped to undertake
the selection process viaan assessment centre or development centre.

In some specific cases of, say, people with high potential, the central HR unit would also be
ableto offer coaching or careeradvice.
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Responsibilities set out in tabular form here

STAKEHOLDERS RESPONSIBILITIES

Individual Responsible for taking the opportunity to improve performance
through continuous learning and development

Each year, during the annual interview on appraisal, he or
she identifies two areas for development and the activities
tobe pursuedto carry out the development.

- Thiswill be the individual development plan and should be
L completed 1 May atthe latest.
Initiative S ' :
- The individual can use published guidance on career
development about the development tools available to
him or her, and discuss their performance and career

opportunities with theirimmediate superior.

- They can also draw on information from the HR unit about
career opportunities in the institution; and from the central
HR units on self-assessment instruments and other
information about personal and career development.

Outcome:
Anannual plan of personal development

Management Responsible to build good organisational climate and, among
within an other things, to support learning culture, i.e. knowledge and
institution competency management.

All managers should encourage and support the
development of their staff, including discussing in the
course of the appraisal interview the professional and

Information careerdevelopment with each employee.

Discusses with the employees their performance, what
has gone well and, looking forward, what might be the
areasfordevelopment.
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STAKEHOLDERS

HR units

Procedures

RESPONSIBILITIES

- Takes an active interest in the employee's development,

assisting the employee to make their plan of
development, and approving it and monitoring its
implementation.

Refers the employee to the HR unit and/or central HR unit
for additional assessments, i.e. information with regard to
theimplementation of the individual development plan.

Sets an example by developing their own knowledge,
skillsand abilities.

QOutcome:

Appraisal report and approval of the annual plan for personal
development

Responsible to create a career roadmap withinan institution and
establish adequate procedures for career and professional
movements within an institution.

Be ready to inform managers and employees on the career
opportunities within aninstitution, if requested.

Provides advice and instructs managers on how to conduct
annual interviews and how plans for personal
development should beintroduced.

Based on the appraisal reports, individual development
plansand other sources, it prepares the special programme
for professional development.

Provides relevant approvals from the institution managers
for the Programme, as well as funding for its
implementation.

Provide support in the realisation of individual personal
development plans through planning and information on
trainings, transfers, international exposures, projects and
similar.
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STAKEHOLDERS

Central HR unit

Policy (approach,
system)

RESPONSIBILITIES

- Where necessary, assigns a mentor to newly employed, i.e.
to an employee who needs to be mentored while
mastering over certain functional competencies.

- Givesinstructions on developing a Mentoring programme,
if needed.

- As necessary, seeks further information and instructions
from central HR unit regarding all relevant issues for
conducting of the development procedure.

Outcome:

Career roadmap, special programmes /tailor-made
programmes/ of professional development made on the basis
of the individual development plan.

Responsible to define and model a systemic approach to the
planning of professional and career development of civil
servants, as well as to provide support in the additional
assessments of employees' potential.

Propose how a career development system should look like
in the state administration from the aspect of the state
administration needs and opportunities.

Informs the Government on the plans of activities
(intentions) in this area.

Builds a network of contact persons on the highest level
(secretaries of the ministries, directors of the organisations
and services).

Prepare and organise trainings and other types of
assistance (advise, instructions, coaching) for managers
and HR units in the area of planning and development of
civil servants.

Monitor the effects of the development of employees
through the performance appraisal procedure, motivation,
job satisfactionand similar.
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STAKEHOLDERS

19. Conclusion

RESPONSIBILITIES

Advise the HR units on the opportunities for career
development (movements) across the administration.

Prepare and organise trainings for the development of core
competencies in managers and HR units, as well as
employees.

Programming of trainings for the manages on different
levels.

Encourage creating of a network of managers who has
completed certain trainings.

Prepare and innovate the assessment tools making them
availabletocivil servants (online).

Run a Development Centre for people with known
potential, subject to the approval and the provision of
resources by institutions, the aim being to carry out
profound assessment of competencies to identify the
developmental needs of civil servants with potential to
reach senior position.

Outcome:

Proposal of the approach of development of civil servants
(career and professional development); Development Centre
Report; proposals for the Programme of professional
development; Management development programme, Manual
for the development of a special programme of professional
development, Guidelines for Mentoring work.

This paper summarises some ideas that might be useful for the future development of HRM
and HRD within institutions at all levels of administration in BiH. Atits heart is the intent to
help the civil service develop the means of coping with the challenges it faces in the context
of severe financial constraints. The first step is development and practical use of the annual
interview as described above, accompanied with training of the managers in institutions.
Improvements in efficiency and effectiveness will derive from measures of public
administration reform, but those measures will be more likely to succeed if they are
accompanied by a modern management culture supported by new approaches to HR

development.
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Professional Training and Development of Civil Servants

Introduction

The integration into the European Union, positioning in the “European Administrative
Space’, adapting to changes in the environment, citizen orientation — are only some of the
requirements that constantly present themselves before the civil service of Bosnia and
Herzegovina. From among these requirements and due to recent political climate in Bosnia
and Herzegovina, emerging as a growing challenge is the adaptation to changes that bring
about constant modifications to the regulations and, consequently, to their enforcement
(implementation). The civil service at all levels — though differently — does not operate in
stable environment; hence, civil servants have to put major efforts into adapting to those
changes in order to be able to perform their basic duty, which is the provision of services to
citizenry. Clearly, this requirementis hard to meet in such an unstable system.

A successful reform of the public administration should primarily relate to the improvement
of efficiency and effectiveness of its operation. The key instrument in satisfying this generally
set requirement is the creation of the system of ongoing professional training and
development that will ensure continuing advancement of professional skills and
specialized knowledge of civil servants. Only in this way they will be in the position to keep
up with the ever increasing scope of knowledge called for by their jobs, with the
requirement to apply new technologies and use new working methods, and to develop
high standards in the provision of services to the citizens. Advancement of the workforce
plays a major role in the creation of new value and implementation of necessary changesin
the organization, while training of civil servants becomes increasingly important in all
member states of the European Union, as well asin the European institutions.

The civil service agencies are responsible, inter alia, for the professional training and
development in the public administration. In this regard, the above institutions at all
administrative levels in Bosnia and Herzegovina should define the needs regarding the
professional development, create training programs or modules in response to the
identified needs, organize and carry out the process of implementation of individual
training programs and provide for adequate monitoring of the quality of conducted
training programs. The preparation and execution of annual training programs for the civil
service is one of the basic pre-requisites for good quality provision of the ongoing
professional training and development of civil servants at all administrative levels in Bosnia
and Herzegovina.
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1. System of Professional Training and Development

1.1  Why s Systemic Solution Needed

Professional training and development of civil servants is one of the most important
mechanisms for the professional advancement of civil servants, with the goal to improve
their overall abilities in order to ensure better and more efficient work performance and thus
an improved, more active and more successful operation of the public administration as a
whole.

In order to create a modern, efficient, professional, responsible, and citizen-oriented public
administration, which will be based on equal standards and principles, it is necessary to
create a systemic and ongoing process for professional training and development of civil
servants and technical and administrative staff and to enable their professional
advancement.

To establish the process of continuing professional training and development, it is
necessary systemically, through legislative framework, to establish certain prerequisites,
as follows: the right and duty to undergo professional training and development of
each civil servant and member of technical and administrative staff, the existence of an
institution performing the function of planning, organizing and implementing the
programs of continuing, functional professional training and development of civil servants
and technical and administrative staff, defining who has the competence for the
preparation and implementation of strategy to develop the system of professional
training and development, and providing adequate (stable) system of financing for the
realization of the adopted program for professional training and development of civil
servants and technical and administrative staff. All these prerequisites are also in
compliance with the Principles of Public Administration* that have been jointly prepared by
the European Commission and OECD/SIGMA in late 2014 and that can be deemed as sort of
modern European standard when it comes to the field of professional training and
development of civil servants and technical and administrative staff:

Professional training is recognized as a right and duty of public servants, established
inlaw andappliedin practice.

Strategic training needs assessment and development of annual/bi-annual training
plan(s) are conducted through transparent and inclusive processes, co-ordinated or
supported by the central co-ordination unit for public service and/or public service
training institution.

Strategic annual or bi-annual training plan(s) of public servants (for different
categories, including senior managerial positions) are adopted, implemented,
monitored andevaluated.

Sufficientresources are allocated for training public servants.

" httpy//www.sigmaweb.org/publications/Principles-Public-Administration-Nov2014.pdf
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1.2 Why is Professional Development of Public Servants Important?

The public administration reform depends on the extent to which the people tasked with
and responsible for its successful implementation are competent, motivated and willing to
embrace change. The main actors behind the reform of the public administration are the
civil servants themselves; hence, the efficiency of the changes made to the public
administration depends on their capacity and willingness to adopt new working methods
andtoassume new roles.

The publicadministration reform strategy, the action plan and other strategic documents all
point to theimportance that should be given to the professional training and development
of public servants in order to establish a comprehensive, modern, competent and de-
politicized system of civil servants. The strategy defines certain paths that constitute the
guidelines for the professional development policy. The strategy also recognizes the need
forand the relevance of the harmonized approach to the human potential development at
all administrative levels in Bosnia and Herzegovina and, hence, to the training of civil
servants and their development. Professional training and development, consequently,
becomethe key instrumentsin the advancement of modern public administration.

Professional development of the employees in the public administration is a long-term
process, which requires participation of all relevant actors and which helps improve their
knowledge and develop their skills and abilities, through the learning and practical work.
Nowadays, in the “knowledge society’, all professions require lifelong learning and
advancement of skills. Hence, civil servants must continuously improve their professional
competencies. The public administration reforms encompass learning on-the-job and
learning from experience. Using the experience of others, the so-called benchmarking, can
provide not only help, but also the possibility to define relatively easily and quickly the
fundamental guidelines and the paths for the professional development of public servants,
which can create strongerimpulse to the publicadministration reform.

What is the contribution of the professional training and development of public servants?
The major contribution is certainly the increased efficiency of operation of the public
administration and the improved provision of services to the citizens. Furthermore, as new
technologies develop, increasingly relevant is the ability of civil servants to adapt and to
upgrade their knowledge in this regard. The possibility to move within the administration
from one job to another (which has emerged as a major challenge in Bosnia and
Herzegovina), along horizontal or vertical lines, as part of reassignment or promotion,
further accentuates and increases the importance of the professional development in
publicadministration.

Yetanotherimportant reason that determines the relevance of and the need for continuous
professional development is the fact that in the countries in transition, such as Bosnia and
Herzegovina, we see perpetual changes in the legal system. Namely, each year taking place
in transition economies is the adoption of many new regulations, putting new challenges
before the civil servants, and warranting not only adequate understanding but also proper
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application thereof. Systematically organized and planned trainings contribute to better
understanding of their contents, to the mastering of the basic knowledge regarding the
procedures and to ensuring better application of the normative documents in the daily
work of public servants.

But at the same time, no matter how much faith we put in the power of the education and
training, it should be understood that it is not possible to solve and regulate all problems
and the overall functioning of the administration solely through the ongoing professional
development of civil servants. Professional advancement of civil servants cannot be
reduced to individual seminars, trainings and professional gatherings of civil servants. Itis a
long-term process, which helps improve their knowledge and develop the necessary skills
and abilities through both learning and practical work (more details on this in the chapter
on personal developmentand career development).

If we were to sum up the general objectives of the professional training and development,
we could conclude thatthey are as follows:

Providing better services by the civil service to the citizens;

Increasing efficiency of the civil service;

Adapting the capacity of the civil servants to use new knowledge and technologies;
Facilitating horizontal mobility of the civil servants;

Facilitating vertical mobility of the civil servants (promotion);

Increasing motivation for work of the civil servants;

Improving the system for human potential managementin the civil service.

2.  Prerequisites for the Building of Modern System of Professional Training
and Development

2.1 Legislative/Regulatory and Institutional Preconditions

If we imagined an ideally organized system of professional training and development, we
could define it by the following postulates: in individual public administration
bodies/organizations, the professional training and development constitutes an
integral part of the strategy and it is available to all employee levels. Training needs
analysis is carried out on a regular basis for the body as a whole, there is a direct link
between the system of appraisals and the planning of trainings, and the core objective
of such training is to increase professional autonomy of the employees in the body and
their professional advancement. There is also a long-term and annual plan of trainings
attheinstitutional level —in the central units, that is, the civil service agencies, and program
for professional training and development is prepared and implemented. The plan is
prepared on the principle of the knowledge demands and there is also monitoring of the
impact, that is, implementation of the newly acquired knowledge in practice. The
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training plan is fully harmonized with the budget needed for the trainings and it is largely
implementedin practice.

It should be pointed out that the system of professional training and development should
be sustainable (supported by adequate budget), planned in the long run (related not
only to the staff planning, but also to the strategic planning) and it should substantially
reflect the needs of individual public administration bodies and the civil servants (the
programs offered by the central institutions - the civil service agencies - should be
responsive to the actual needs in terms of knowledge of the employees in the civil service).
Only then we can expect good results. The system should enable an ongoing training to the
civil servants in accordance with their needs. If we consider the portion of resources that is
allocated for professional training and development in the budget of the administrative
bodies, we cannot be optimistic (in the EU countries, this percentage is between 2% and 6%
of the budget allocated for the salaries of civil servants). And the investing in knowledge
should be done continuously, not here and there, but over a rather long period of time,
because only then good results canbe expected.

A proper, adequate training is, first of all, a correctional mechanism, serving to rectify the
shortfalls emerging in the daily work of civil servants. Training is not a reward, but rather a
duty of the civil servants, which helps them do their job better. In a complex setup such as
the one in Bosnia and Herzegovina, it can be noted that even professional training is carried
out quite unsystematically, quite differently from level to level. However, as the need for the
establishment of a uniform administrative space in Bosnia and Herzegovina has been
repeatedly noted, professional training and development can be one of the crucial links on
the path to achieving this goal. This does not mean that it would be organized in the same
way everywhere or that one centralized institution would be making the rules for everyone.
It only means that the principles and standards are similar, which would also enable the flow
of trainers and trainees. In the phase of public administration reform, exactly the system of
professional training and development should play a major role. Through adequate
trainings, room is created for the application of the needed reforms.

2.1.1 Legislative Preconditions

The laws and the bylaws at all government levels in Bosnia and Herzegovina provide the
legal framework for the professional training and development of the civil servants. Hence,
when it comesto the legislative-regulatory framework, we can conclude that the possibility
exists at all levels to set up adequate system of professional training and development and
thatthe employeesin the civil service everywhere can exercise theirright tolearn,and at the
same time itisimposed on them as a duty. This means that the laws and the bylaws exist; the
problem is obviously in their implementation. It can be noted that for the majority of
functions of the human potential management, and the professional training and
development therein, there are grounds in the regulations, but they are not applied in
practice to the necessary extent. Hence, many activities pertaining to the professional
training and development are done as a mere formality, for the sake of form, but the very
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activity and its results do not have adequate impact on the actual state. An example of a
situation where this is obviously happening is the annual (semi-annual) interview and
appraisal, which are applied to a major extent, but only pro-forma; and the results are not
used for further planning of the trainings. The annual interview and appraisal are tools that
should serve for proper planning of employee trainings. Similarly, it should be observed
through the appraisals and interviews whether the trainings attended by the employees
had any impact on their work or not. When it comes to the trainings, the attention is paid to
the planning and execution, but there are still no instruments for monitoring its
effectiveness, thatis, the effects the training has had on the work of civil servantsin practice.

All these instruments are not intended as self-serving, but only together they can produce
successful human potential management.In the long run, through systematic and ongoing
training, one can also plan for personal development of employees, which is currently
hardly implemented in practice at all. These are some of the aspects of professional
development where it is worth considering whether regulatory rectification of shortfalls
would be warranted, by incorporating adequate solutions into bylaws.

2.1.2 Institutional Preconditions

At the stage where Bosnia and Herzegovina is at the moment, it is necessary to think about
who would assume the role of the central institution when it comes to the strategy for
professional training and development. This role clearly belongs to the civil service
agencies, but the question arises as to how big their influence is, for this important element
of human potential management to be actually “pushed”through the government and the
decision-making structures.

The civil service agencies are responsible, inter alia, for the training and development of the
civil service. In this regard, these institutions at all administrative levels in Bosnia and
Herzegovina should define the needs for professional development, create training
programs or modules as a response to the established needs, organize and execute the
process of implementation of individual training programs and ensure the monitoring of
the quality of executed training programs. The preparation and execution of annual training
programs for the civil service is one of the basic requirements for good-quality provision of
the ongoing professional development of civil servants at all administrative levels in Bosnia
and Herzegovina.

The question to which those in charge should find an answer to is whether to strengthen
the cooperation between the agencies at various levels or the cooperation between the
agencies and the ministries responsible for the administration and the civil service systems
inthe entities, strengthening in this way the potential for the needed changes.

The role of the central units is to provide assistance, as agencies, to other bodies regarding
the implementation of good practices and development of modern functions of the
human potential management, and therefore, regarding the professional training and
development. As for the cooperation between the central and peripheral units, the
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situation in the field is quite diverse. Our general assessment is that the cooperation seems
to be good, but if we look more closely at this cooperation, we can see that it can be divided
into three parts: the first part is ongoing cooperation with regard to delivery of information
to the central units — delivery of annual recruitment plans, appraisal reports, submission of
proposals for required trainings; the second part — delivery of certain information from the
central units; the third part — cooperation regarding public advertisements/competitions
and conducting of the selection process and the recruitment procedures. In our opinion, itis
necessary to expand the cooperation to include a series of segments in modern HPM —
comprehensive cooperation regarding the planning, organizing and implementing of the
professional training and development (training courses), staff planning, strategic planning
and strategic solutions regarding the HPM (support in the preparation of guidelines,
strategies, planning, analysis of needs, etc.), providing expert advice, expert evaluations by
the central units on individual issues of staff management, establishing an updated and for
analytical purposes useable central database (personnel records) with uniform and
compatible software solutions at all levels. As already mentioned, the cooperation also
varies in different central units or entities. Different central units encounter different
problems or shortfalls. Thus, at the state level, a major problem is the issue of the central
databases, in the Republika Srpska it is the expansion of the activities to other bodies and
the professional development, while in the Federation of Bosnia and Herzegovina it is the
issue of competence of the Civil Service Agency (ADS FBiH) inindividual cantons. The role of
the central units as the expert unit on the issue of HPM and professional development, and
the guarantor of objective and professional recruitment, is often brought into question. In
the Federation of Bosnia and Herzegovina, the trend goes in the opposite direction, with the
strengthening of the cantonal influence and diminishing the role of ADS FBiH on some
issues. This, of course, does not help the creation of uniform administrative space that
facilitates internal mobility, which is one of the tasks of the central units.

2.2 Funding of Professional Training and Development System

One of the key system prerequisites for successful “establishment” of the system for
professional training and development is the existence of good (stable) financing system.
The experience shows that in cases when a political objective is clearly set and there is
sufficiently high degree of political interest (e.g. EU integration), sufficiently large funds will
surely be allocated for the training of public servants who are needed for the achievement
of that goal. Otherwise, the practice in many countries shows that the training of civil
servants is often neglected or set lowly in the government priorities. This is especially the
case in transition economies and at times of economic crises. The assessment is that the
issue of financing in Bosnia and Herzegovina was not properly organized at any level in the
previous period, and various ad hoc activities regarding the training of civil servants have
mostly relied on the funds from international donors.

The funding of the Program for professional development of civil servants is requlated
differently among the member countries of the OECD. Generally, the funding is requlated in

2
two ways:
?Source: SIGMA Paper 16.
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- Training funds are decentralized — they are allocated to individual administrative
institutions that autonomously decide within their budget which types of
training are needed for the employees and where the trainings should take place
(inthe centers within the administration or in the private sector);

- Centralized funding system, i.e. funds are allocated to particular institution at the
central level which will perform the trainings and will not thereby seek any
compensation from the institutions referring theiremployees for the training.

Both methods (funding systems) have their respective strengths and weaknesses. By its very
definition, the decentralized system better responds to the needs in the public
administration body (assuming that each body knows best what knowledge and skills are
needed by its employees). Furthermore, this way one can also use private companies that
organize trainings. On the other hand, there is a great risk (and known practice) of
reallocation of the funds earmarked for the employee training to other budget line items or
of using them for other purposes (purchase of equipment, salary increases, “training” of
otheremployee categories, business trips, etc.) —all under the pretence of the needs to train
civil servants.

The centralized system is more stable; central institutions for the training of civil servants will
allocate funds for the training, and the institutions do not have to participate in the cost of
training of their civil servants (they only pay their salaries during the training). The objectives
of respective governments in the field of civil servant capacity building will be easier to
achieve if the funding system is centralized. On the other hand, the analysis of the training
needs of particular institutions can be neglected if there is no good coordination and
communication between the central training institutions and the individual institutions
from which civil servants come to training. In that case, institutions will often refer their civil
servants to training even though there is currently no need to. Central training institutions
often have a catalogue of seminars that is rigid if they do not follow the changes in
government priorities.

Still, a combination of both ways — the so-called “mixed” (combined) funding system is
deemed as the most efficient. In such a system, funds are partially centralized and spend on
strictly defined horizontal programs (e.g. the new Law on Administrative Procedure), and
some funds remain in individual public administration bodies for the training in “vertical
fields” (e.g. inspection, agriculture, etc.). In any case, the financial resources for the civil
servant training must be sufficiently sizeable even in a combined system, while the ratio
between the two should be decided at the government level in accordance with their
objectives. Special attention should always be paid to the pricelist, i.e. the prices of the
seminars organized by the central institution for the training of civil servants. Namely, the
trend is that these prices are substantially lower than those offered by companies in the
private sector. This is for the reason that the price of seminars does not include all the
expenditures (salaries of civil servants in the central institution, cost of the premises, and
other expenses). Such an approach prevents healthy competition in the market, assuming
of course that individual managers carefully select seminars to which to refer their
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employees, taking thereby into consideration not only the price, but also the quality of
seminars and otherforms of training.

At the initial stage of the development of the “mixed”system, it is possible to use a relatively
simple model for the funding of the civil servant training. Such model has the following
characteristics:

- Participants (more specifically, the bodies where the participants work) in the
training pay relatively low fees for their participation in seminars and other
programs to the central institutions for the civil servant training,

- The training institution organizes and implements seminars and other training
programs, with the trainers being experts from the administration, educators
from the universities and lecturers from the private sector,

- The trainers enter into contracts on program execution with the training
institution.

SAs for the trainers and their engagement, there are usually many questions, primarily
regarding the criteria to be met, the method of their engagement, remuneration fees, etc.
For example, how to compare a superbly trained public servant and a university professor
with regard to their respective experiences of working in the public administration or
working as a lecturer at the university. And last, but not least, the issue of their selection and
limitations put by the law on public procurement, which is usually totally ill-suited for public
procurement regarding the engagement of trainers by the central institutions for the civil
servanttraining. These are all complexissues that go beyond the scope of this chapter.

It is quite certain that the issues pertaining to the funding of the civil servant training in
Bosnia and Herzegovina should be regulated systematically. Of course, it will be hard to set
the amount of the funds for the training, as thisamount is quite murky right now. Besides the
aforementioned issues, the administration structure in Bosnia and Herzegovina is a major
challenge. It is obvious that over the coming period, the institutions at all administrative
levelsin Bosnia and Herzegovina will continue to partially rely on international donor funds.
However, it is necessary to answer some of the questions and dilemmas mentioned here as
soon as possible, in order to find solutions for the big need to establish and develop the
system for professional training and development of the public servants and its stable and
long-term funding from the budget, so that in the future this could become the primary
source of funding for the civil servant training atalladministrative levels.

Even in developed EU member countries, there are not always data on the scope of funds
spent in the public administration on the professional training and development. The data
available for certain countries indicate that for this purpose the states spend between 2 and
6 percent of the resources earmarked in the public administration for the salaries of the
workforce.
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3. Key Elements of Professional Training and Development System
3.1 Training Needs Analysis, Performance Assessment and Capacity Building

Quite a few comments in the contacts with our beneficiaries and many answers in the
questionnaires used as the data source for the analysis of the state in the field of human
potential management make a reference to the training being done based on the offer,
and not on the needs. Similarly, they make a reference to the knowledge acquired at
trainings notbeing applied in practice. And these are actually two of the mostimportant
things in a well requlated system of professional training and development. Hence, even in
this segment we come to the conclusion that the trainings are often organized to satisfy the
plan pro-formaand not to actually respond to the needs arising from the actual situation.

The public administration in Bosnia and Herzegovina must adapt to great many changes
taking place over short time. The civil servants are confronted with repeated amendments
to the regulatory/legislative framework, which need to be implemented and come into
force, as well as with the requirements from the growing private sector and broader
citizenry. These challenges can only be met if the civil servants are professionally well
developed andifthey constantly upgrade their qualifications. Usually, the assessment of the
needs falls within the responsibility of each ministry orindividual state bodies and, certainly,
under the responsibility of the national central training institution, which in this case is the
respective Civil Service Agency, notonly at the state, butalso at the entity levels.

The purpose of the training is to help the organization achieve its goals, adding value to their
key resource — people employed therein. The training means investing into own workforce,
so that they can work better, and enabling them to grow, so that they can use their abilities
in the best way. This practically means that the training should develop the abilities of the
employees and improve their work, helping the employees grow within the organization.
At the same time, efficient training also means less learning time necessary for the
employees who start working on a new job to which they get appointed, transferred or
promoted, as well as ensuring their full preparedness, as soon as possible and as
economically as possible. We can say that a particular training is adequate when a
body/organization can expect more benefitsfromitthanithasinvestedin its costs.

3.1.1 Training Needs Analysis (TNA)

An assessment or analysis of the training/development needs can be defined as the
process of identification of problems which are signaled through the shortfalls that emerge
in the course of operation. The main objective of the training needs analysis is to perform a
systematic research into the reasons why things are as they are and what things should be
like. Employee development or training should move things towards the state we want to
have. The methodology of the training needs analysis includes several different aspects,
forming the entire assessment:

168 - Human Resource Management in the Civil Service in BiH



Professional Training and Development of Civil Servants

Strategic objectives, followed by particular policy for the civil service
development;

- Theexisting regulatory framework;

- The needs determined by the duties at work - job analysis and description of
dutiesforindividual jobs;

- The quality and methods of work - reports on the cycle of appraisals carried
outforcivil servants;

- The needs as understood by the employees - filled questionnaires that have
been distributed to the employees;

- The needs as seen by organizational unit managers - interviews with
managers;

- The analysis of trainings organized in the previous period - evaluation
questionnaires after each training course and annual evaluation regarding the
quality of the implemented program of general professional training and
development.

Hence, training needs analysis takes into consideration a very broad spectrum of
information that need to be collected systematically and continuously. For this reason, one
should be careful when deciding how comprehensive training needs analysis should be
made by the units for HPM in the bodies or the central units in a certain period of time.
Perhaps comprehensive analysis is not warranted each year, because they are not likely to
have both the financial and the human resources to do so. Still, it is certainly necessary to
carry out such analysis when expecting major changes in the civil service, primarily in order
to ensure that the employees are ready (which means adequately trained) for the changes.
Such comprehensive analysis should be approached in a planned and systematic manner;
otherwise the results will not be satisfactory. That is why it is only possible to carry out the
analysis of the needs of such scale through the central institutions (civil service agencies), in
particular if we have in mind that the conducting of such analysis requires, on top of
financial resources and personnel potential, certain “expertise” and experience. If such a
"major” analysis is carried out once in two or three years, depending on the changes and
strategic guidelines of the state administration, then it is possible each year to make "minor”
analyses, which can be carried out by the HPM units and which take into consideration the
data that can be collected and analyzed within the individual administrative body. So, the
units for HPM can prepare annual analysis of the training needs based on the analysis of civil
servant appraisal reports, training evaluation, job analysis, interviews with managers, and
the analysis of the questionnaires that can be distributed to the employees on an annual
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basis. Based on such collected data, one can make a good analysis of the training needs at
the level of individual body, and by forwarding those data to the central units (agencies),
they will be in the position to monitor and analyze the training needs at the central level and
based thereupon, to prepare adequate programs or revise the existing programs for
professional training and development.

3.1.2 Measuring Impact of Programs for Professional Training and Development

One of the methods that can help in the preparation of adequate professional training and
development programs is the evaluation of such programs. It aims at reviewing its strengths
and weaknesses and establishing potential flaws in the existing programs. It can be carried
outasimpact analysis of executed trainings, or by inquiring into the opinion of civil servants
onthose trainings. The basic objectives of this type of research are:

Identification of the basic causal links between the professional training and
developmentand more successful work performance;

Evaluation of the quality of professional training and development;

- Appraisal of the contribution of new knowledge acquired through the training
programs to the changes made on the job and at the workplace.

In orderto achieve these objectives, itis necessary to previously:

Define priority topics of professional training and development programs;
Determine the scope and intensity of the professional training and development;

Identify demographic and social/professional characteristics of civil servants who
have participatedin trainings under the program;

- Assess the quality of the professional training and development;

Establish the relations between the training program and changes in personal
performance and changes at workplace;

Determine the quality of cooperation between public administration bodies and
the central unit (civil service agency).

3.1.3 Capacity Building

raining needs analysis is followed by the capacity building program. It consists of several
components - study trips (group and individual), seminars and workshops, conferences and
round tables. Participation in any of these proposed components depends on the priorities
that have arisen from the needs analysis and which are specific to particular individuals,
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Tunits, and even the organization as a whole. The institution in charge of the capacity
building should try to approximate all of these program components to the actual needs,
which means to the requirements of the duties performed by the employees. The most
important form of capacity building in the general sense is surely a continuous
professional training and development program, through which a major part of the civil
servant capacity building is done and where strategic guidelines for certain policies in terms
of civil service development areimplemented and reform goals set.

For all the aforementioned, it is necessary to approach the preparation of the program for
professional training and development very carefully and systematically. The key link
between the development of modern public administration and professionalization of
human potential is exactly systematic professional training and development that is for the
most part based on a well prepared training program. If the program contents match the
needs for the advancement of knowledge of the civil servants and also the strategic
development of the administrative system as a whole, then we will have greatly
accomplished our mission. One of the main systemic functions of the central institutions
(civil service agencies) should therefore be a continuing, systematic and standardized
provision of good-quality training programs, which correspond to the needs of the
employeesand of administrative bodies as awhole.

How does one prepare a good foundation (the cornerstone) for the development of long-
term systemic professional training and development through adequate training program?
In orderto achieve this goal, itis necessary to do the following:

- Toset priorities regarding the advancement of the civil service;

- To identify institutional and organizational needs and needs upon education and
implementation of an efficient system of professional training and development;

- To ensure harmonization of strategic goals with the contents of professional training
and development program;

- Toidentify“horizontal”contents of administrative bodies and their competences;
- Toidentify relevant beneficiaries of the professional training and development;
- Toidentify the existing institutions that can offer relevant trainings;

- Topreparethe program and/or modules forindividual programs;

- Toprovide relevant trainers for the proposed program;

- To test the modules and devise adequate evaluation system in terms of impact
assessment of the professional training and development.
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3.2 Programs for Professional Training and Development

A well prepared, which means adequate “Program for Professional Training and
Development”is one of the most important forms of capacity building, particularly in the
segment of human potential management; hence, it deserves special attention. It should
be prepared very carefully and concisely, so that its contents correspond to the needs of the
civil servants, the results that we want to achieve through the implementation of the
program should be visible, measurable, achievable, relevant, and planned for a certain
timeframe. Furthermore, it should be ensured that the program is executed continuously
and that there are corrective factors in place, which can be used to update, revise or amend
the program in accordance with the needsand goals.

3.2.1 Legal Framework for Preparation of Training Program

The legal framework for the preparation of the annual training program for the civil service is
similaratalladministrative levelsin Bosnia and Herzegovina.

At the state level, the Law on Civil Service of Bosnia and Herzegovina (Official Gazette of BiH
no. 19/02, 35/03, 4/04, 17/04, 26/04, 37/04, 48/05, 2/06, 32/07, 43/09, 8/10, and 40/12,
integral text) Article 62, establishes the Agency for Civil Service, which inter alia provides for
the professional training and development of the civil service. Special paragraph 4 of the
same Article prescribes that the provisions of the Law on Public Procurement of Bosnia and
Herzegovina do not apply to the procedures regarding the professional training and
development of the civil service. Pursuant to the same Article of the Law on Civil Service, the
Decision Defining Methods for Training and Development of Civil Servants in Institutions of
Bosnia and Herzegovina (Official Gazette of BiH no. 35/14) has been adopted and it
establishes the methods to carry out the training of civil servants, especially the issues of
analysis of the training needs, the training program, the selection of trainers, the selection of
participants, the method of execution of training, determining the credits and
advancement of civil servants in the institutions of Bosnia and Herzegovina through
trainings organized by the Civil Service Agency of Bosnia and Herzegovina (hereinafter: the
Agency) and theinstitutions of Bosnia and Herzegovina (hereinafter: the BiH institutions). As
regards the training plan and program, it stipulates that it should be prepared by the Civil
Service Agency based on the training needs analysis conducted, but there are no provisions
regarding when and how often the analysis should be made and the training plan and
program prepared.

At the level of the Federation of Bosnia and Herzegovina, the Law on Civil Service, Article
64(2)(c) prescribes the legal grounds for the Civil Service Agency to organize and implement
professional education and in-service training for civil servants employed in the public
service bodies. The Civil Service Agency adopts the Catalogue of Professional Training,
based onthe strategic documents and the results of the training needs analysis.
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Atthelevel of the Republika Srpska, the Law on Civil Servants prescribes in Article 59 that the
Civil Service Agency adopts an annual program for the training of public servants and is
responsible for its application. Individual bodies' managers may additionally adopt their
own training programs in accordance with their special needs.

On the similar lines, at the level of the Br¢ko District, the Law on Civil Service prescribes in
Article 81 that the annual program for professional training of civil servants and/or technical
and administrative staff is adopted by the Government, upon proposal by the Head of the
DepartmentforTechnicaland Administrative Affairs.

It is clear from the aforementioned that all normative requirements exist for good-quality
preparation of the training program (based on conducted analyses), in a rather harmonized
way. When it comes to the practice of program preparation and training implementation,
things areless harmonized.

3.2.2 Types of Programs

Programs that are provided by the central institutions (civil service agencies) primarily cover
horizontal contents, that is, the needs of the civil servants. When we talk about “horizontal”
contents, we refer to those administrative duties that appear, whether to a significant extent
or to a lesser degree, in all administrative bodies. In other words, if we go to the level of the
civil servant, these are typical tasks that are performed by a large portion of the-same-level
employeesin the administration on their daily jobs.

If these"horizontal”contents can be framed under a general program, the question arises as
to what to do and how to organize the system in the so-called “vertical”fields (such as, for
example, agriculture, traffic, statistics, veterinary medicine, etc.). With regard to these issues,
it would be necessary to have strategic guidance from the central institutions (the
agencies), to support the development of experts in individual fields who will transfer their
expertise to other public servants who work in those fields. The central institutions would
have to occasionally, by offering/organizing training in those fields and through permanent
training of trainers, establish a system that would enable a stable and continued system of
professional in-service training in those fields as well.

When preparing the standards for the field of professional training and development, the
question arises as to the harmonization of terminology, such as: education, development,
in-service training, general and special programs. We propose the harmonization of these
termsatalllevelsandinalladministrative structures, as follows:

Professional training pertains to those training programs in which the employees in
public administration bodies are trained to perform the duties of their jobs (for instance:
mandatory training of interns or new employees, mandatory training of managerial level
civil servants,employee training if they change the job, etc.).
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Professional development implies training courses that the employees attend in order to
improve and advance their knowledge that is needed for successful and efficient
performance of duties arising from the job (all programs and trainings that improve the
knowledge and skills needed to perform the duties on the jobs in administrative bodies).

Mandatory training is professional training for all those who start working in the Republic
state administration bodies for the first time. This primarily regards the interns, but also other
categories of the civil servants, including the managerial level civil servants. The program for
mandatory training of the civil servants is prepared by the central institutions (civil service
agencies).

Additional education means giving an employee an opportunity to earn a higher degree
of formal education (also acquiring additional knowledge and skills) in the fields and on
duties that are important for the operation of the public administration body. To ensure
transparency as to who should be granted additional education, there is an internal
competition in the public administration body, with the advantage being given to the
employee with higher average appraisal score over the last three years. This gives relevance
tothe appraisals,and itindirectly impacts the employee career development. The rights and
duties of the employee granted additional education are regulated by a contract, and the
employee has the right to the leave of absence if the additional education so requires. Upon
completion of the additional education, the employee is obliged to stay with the
organization atleast double the time spent on additional education, pending sanctions.

General program refers to the programs of professional training and development
prepared by the central institutions (civil service agencies). The general program follows the
strategic guidelines and encompasses all horizontal knowledge that is needed by the
employees in the Republic state administration bodies. The general program also includes
the knowledge of foreign languages, information technologies and knowledge of the
European integration. For the execution of the general program, funds can be reserved on
theaccountofthe central units (civil service agencies).

Specific/special programs are the programs that are prepared in coordination with the
central institutions (civil service agencies) by the public administration bodies and regard
special expert and specialist knowledge that is needed for efficient and professional work
performance in certain fields or departments (veterinary medicine, agriculture, urban
planning, energy supply, etc). The resources for the funding of these programs are in
practice reserved in the budget items of individual bodies. Based on the reports received
from individual bodies, the central institutions (civil service agencies) prepare a joint annual
report that includes not only the implementation of the general, but also of
special/specialist programs.

Mandatory and/or non-mandatory programs — the issue regarding the mandatory on
one hand and non-mandatory programs on the other hand is linked to the strategic goals of
the civil service over particular period of time. Non-mandatory programs create less tension
in potential participants as they leave some discretion or choice as to whether to join in on
the training program or not. However, if certain changes that we want to implement are so
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important and with them we want to achieve results in a rather short period, it is generally
necessary to impose certain program as an obligation. And for that, it is necessary to have
the consensus at least at the government level, because in order to create an obligation itis
necessary to also secure some formal — regulatory conditions (at least by a government
decree).

Tailor-made programs are programs that are created for the specific need of a public
administration body, where, in cooperation between the provider and beneficiary of the
training, defined are very specific training goals that need to be achieved based on the
specific needs of the body or particular problems, difficulties or shortfalls among the
employeesinthe body.

Program for professional developmentin the field of HRM

Human resource management comprises the activities needed to perform managerial
tasks regarding the planning, recruitment, selection, employment, professional
development, appraisal and rewarding of employees, as well as ensuring safe, ethically
acceptable and fair workplace for the employees. The function of human resource
management consists of several activities, each having as a goal a different aspect of
employee management, but which all together lead to better and more efficient
performance of the activities envisaged for a particular organization, in our case the civil
service.

Absence of a systematic, ongoing training process in the field of human resource
management creates many problems with the capacity building in the public
administration bodies. Having analyzed the offer of trainings in the field of human resource
management, we have observed that the training in this field is conducted unsystematically
and that the employees are referred to training courses depending on the offer, and not on
work-arisen needs. A systematic and continuing professional development in the field of
human resource management creates the foundation for the capacity building in the
bodies and institutions as a whole, because good governance is needed for the growth of
and positive changes in each body/institution.

A special program for capacity building in the field of human resource management needs
to be prepared, based on the analysis of the situation in the field of HRM and it should be
approximated as much as possible to the actual needs, arising from the needs of the
employees working in that field and the bodies themselves, and through its
implementation, best results and impactin practice should be achieved. With such program
of seminars/workshops for the development of HRM, improvements should be made in the
field of human resource management at all government levels, and with improved HRM,
changes and reforms would also be encouraged in other segments of the state
administration.
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3.3 Training of Trainers (ToT)

One of the key prerequisites for the ongoing professional training and development and for
good-quality implementation of the training programs is having skilled trainers. Training of
trainers who would transfer the required knowledge to others constitutes the basis for the
changes. New knowledge, different methods and transfer of knowledge will instigate the
change in the organization/body/institution. This also contributes to the better
understanding of the new processes and procedures, to responsible attitude towards
work/results and to cooperation between the managementand allemployees.

Why Training of Trainers Program?

All modern systems and organizations, not only in the private, but also in the public sector,
have in their composition internal trainers, lecturers or the so-called “change agents’.
Changing of strategies, laws, guidelines, systems, processes, procedures and old habits is a
very hard job. Such changes are made through internal trainers/lecturers. In this way,
developmentis stimulated and changes introduced very efficiently. In this regard, through
the training of trainers/lecturers and their engagement, human potential management
changes, making more sense andreceiving anintegral and active role.

Training of trainers/lecturers enables the implementation of new things in practice - faster,
more efficiently, with the inclusion of more people at the workplace. New contents become
usable and transferable thanks to the trainers/lecturers. The transfer of theory, practice and
examples should be practical, understandable and concrete, which we achieve through
exercises, activities and experience of participants.

Whatis Actually Training of Trainers?

Training of trainers/lecturers is the training of selected participants for modules in which
they learn how to teach, make presentations, transfer knowledge, ask the right questions,
give feedback, make points and cooperate. After the training, the participants can transfer
new knowledge from various fields, even in the field of human potential management.

Not everybody can become a trainer to transfer knowledge. Not everybody can confidently
stand upinfront of a group and guide the thinking process of individuals or groups and their
attitudes, leading to changes in their behavior. We should select “the right, competent
candidates” for this training, under certain criteria. What are the competencies that the
candidates must have for the training of trainers? We will enumerate only the important
competencies of trainers:
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Promotes learning and is change/results-oriented

V' Identifies educational needs,

\ Creates positive and motivating training atmosphere,
V' Motivates people for activities;

Transfers knowledge (theory/practice/examples) and competencies
V' Knows various methods and forms of working with adults,
V' Masters the public speaking skills,
Prepares good materials for the training/lectures and exercises,
V' Uses modern information and communication technology;

Communicates effectively (nonverbally and verbally)

' Listensactively,

\ Asks effective questions,

\' Createsagroupand leads it in accordance with the training principles;

Personalintegrity and personal development
v Has positive attitude towards change,

\' Dedicated to ongoing learning,

N Nurtures own professional growth,

\ Has personalintegrity.

In order to get the right people to participate in the training of trainers, it is necessary to
make a selection from among the applicants. An ideal number for the implementation of
training of trainers is 12-16 candidates. In the course of the implementation of the EU-HRM
project, the selection was made by having a committee, composed of experts and trainers
in trainer training, conduct a structured interview with the candidates. The candidates were
also asked to do a practical task of‘doing a short presentation on a given topic”. The selected
candidates were notified of their selection and given preparatory homework before the
start of the training (checking their motivation, knowledge and experience, as well as the
use of information/communication technology).

The training of trainers that was done as part of the EU-HRM project, which can also serve as

the standard for trainer training for the civil service, takes two 5-day sessions (a total of 10
days) with afinal exam.
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Objectives of Training of Trainers

The objectives of the trainer training are important not only for the participants, but also for
the publicadministration bodies that the participants come from, for the central institutions
in charge of the formulation of the professional training and development and, with the
changes they bring about, for the development of the overall civil service, especially in the
segment of human potential management.

For the participants in the trainer training, the objectives are to find out what the training
is, whoitisintended for and how it is carried out. They learn how to set SMART objectives of
the training (which means that the objectives are specific, measurable, attainable, relevant
and time-based). They learn how to plan particular training (one module, objectives,
contents, structure, etc.). Through exercises, they get to understand the difference between
the role of a trainer and a lecturer. They become familiar with the methods adult people
learn and how important the learning system is and how to use various methods in order to
enhance individual learning. The training is led in the way that enables the candidates to
learn the “strengths and weaknesses” in their own methods of training, presentations,
lectures, and exercises. One of the goals is to find out how to structure the training (the
opening, the core, and the end). A prominent objective of the trainer training is for the
participants to actually practice doing staff (practice speaking, presentation, devising
training modules and presenting the training module to other participants). Finally, the
objective is to devise their own action plan, applying their personal changes in order to
conduct theirown training more effectively.

Forthe publicadministration and for various workplaces the objectiveisto get:

Uniformly trained trainers/lecturers, network of trainers who are capable of
sharing theirknowledge and spreading changein the public administration;

Easy transfer of new knowledge and skills;
New internal training programs prepared;

Development of new methods for the transfer of knowledge (round tables,
moderation, facilitation, coaching);

Increased motivation inallemployeesin the public administration;
The costs required for effective transfer of knowledge lowered,;

"Change agents’, who would be used not only for the training, but also for other
projects, meetings, transfer of information.

Content of Training of Trainers under Model Used in EU-HRM Project

In terms of its contents, the training of trainers under the model used in the EU-HRM project
consists of two parts:

Thefirst part (5 days) comprises:
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Introduction;
- Training/training needs;
- Lecturer:trainer;
- Myfirst presentation;
- Mutual communication;
- Passive andactive listening —feedback communication;
- My speech;
- Howdopeoplelearn? Learningstyles;
- Presentation/Lecture;
- My business presentation;
- Participants —collaborators;
- Training methods ;
- Preparation of presentation /Training contents;
- Working on HRM topics;
- Visualization — Path to better use of flipchart, writing &drawing;
- Training methods|;
- Strong opening/ending of lecture, presentation/training;
- My opening/my closing;
- Retrospective —training evaluation.

Between the first and the second part of the trainer training, it is suggested to have a period
of at least four weeks. During this time, the candidates get literature, homework and, if they
are already engaged or capable, they do a lecture or training independently.

The second part (5days) includes:

- Introduction;

- Trainer/lecturer competencies;

- Whatdoesthe trainerdo before, during and afterthe training?;
- Groupworkand group dynamics;

- Givingandreceiving feedback (hamburger method);

- Training methods l;

- Working on HRM topics or other topics;

- Organization of training;

- Preparationforthefinal presentation;
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- Final presentations of all participants with feedback;

- Training of how to give feedback;
- Retrospective - training evaluation;
- Action plan—transfer of knowledge into practice.

In the end, each candidate prepares his/her final presentation before an expert commission,
which serves to demonstrate whether the candidate has the necessary competencies to
conduct his/herown training independently.

Results of Training of Trainers

Under this concept of trainer training, in a short time the candidates acquire plenty of
experience, new knowledge and lots of concrete exercises that they can later use in their
owntraining.

If we were to make some calculations quantifying the results of such training, we can
conclude that with the engagement of all 16 well trained trainers, conducting their
respective trainings to 20-ish civil servants each, they could train more than 300 civil
servantsaday.

Through the implementation of trainer trainings, the civil service in Bosnia and Herzegovina
would get quite a few individuals (16 in each trainer training) who would become
trainers/lecturers. They would be in the position to transfer any knowledge, experience,
methods, processes, or procedures, which would become new reality, or to instigate
change in the civil service. The result would be increased efficiency and credibility, a better
working climate in individual units of the public administration, strengthening of
cooperation, understanding of the employees and “creating the environment that supports
learning, change and progress”.

How to ConductTraining of Trainers?

Training of trainers should be carried out by experienced trainers/consultants, who are
competent and have lots of experience in the field of andragogy and HPM, and on top of
that, in their specializedfields.

Training of trainers should be carried outin three phases:

Phase 1 - selection: advertisement, questionnaire, interviews with the commission
(trainers), candidate selection, candidate notification;

Pre-preparation for the training — tasks and presentations done before the start of the first
part.

Phase 2 — program of the first part (5 days), where two professional trainers do the above
contents with the selected candidates;
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Phase 3 - program of the second part (5 days), the so-called “Follow up training” and the
exam, i.e.the presentation of the candidates with the actual training/program before the group.

The Next Steps — How to Implement Concept of Training of Trainers in Practice

When the trainer training program is completed, the concept is only half way across. It only
means the completion of one of the phases relevant for the creation of good conditions for
the implementation of good-quality and ongoing system of professional training and
development. Certified trainers/lecturers constitute a very precious base to work with,
which needs to be engaged as much as possible on the implementation of prepared
programs. It is certainly up to the central institutions in charge of the professional training
and development and the preparation of training programs - the civil service agencies - to
also “take care”of the trainers/lecturers. It would be desirable to create a pool of all trainers
and lecturers that are “usable”and relevant for the implementation of trainings in the civil
service in Bosnia and Herzegovina. With the creation of the network of trainers, you
simultaneously create a flow of information, knowledge, practices, which altogether raise
thelevel not only of the training program execution, but also of the overall knowledge of the
administrative system. The consequence thereof is the creation of certain standards in the
overall administrative space, which are slowly upgraded and have a very positive impact on
the changes orreform of the civil service regardless of the administrative level.

The next steps should also go towards the introduction of mentor and coaching programs
in the BiH public administration. It is a challenge that needs to be launched after having
formed the trainer training system and after having established the network of
trainers/lecturers and it upgrades the existing system. Such a concept ensures influx of new
trainers and it also encourages experienced trainers to periodically supplement their
knowledge and share practices, raising in that way the standards for professional training
and development. All of this together guarantees a successful training system and creates
the conditions for progressin any system or atany level of administration.

4. Conclusion

Professional training and development is an important element of the human potential
management system. Pretentious as it may sound, this is where it shows whether a
society/organization wants to embark on the path of development or not. In the world of
swift changes, adapting to the change, ongoing learning, accepting and implementing
new knowledge, are some of the most important prerequisites for the society or
organization to be competitive and to adequately respond to the challenges that lie ahead.

This also applies to the civil service/public administration. And the employees in the public
administration should be seen as its most important resource, while investing into their
professional development should be seen as good investment, which will result in those
employees contributing to the development of an efficient, service-oriented state
administration, which is ready to answer the needs and requests of its citizens and the
community.
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The civil service/public administration should become a“learning organization’, where civil
servants are motivated to always learn more, in order to find new and lasting solutions to the
challenges they face. A learning organization does not wait for the good practice to simply
walkin.Instead, itidentifies the problem and finds its own way to solve it, and the managers
should share their knowledge and experience with the employees. The employees should
be able to understand how their work fits into the broader development strategy, they
should work as part of the team, even lead the teams; they should achieve results and
respond flexibly to the difficulties which they encounterin their daily work.

Training makes the “learning organization”stronger, and this requires financial resources. In
the best organizations, training is viewed as an investment. The training budget reflects the
dedication on the part of the management to the professional advancement of the
employeesand the building of their own capacity in orderto achieve better performance.

The employees must be motivated to learn and to share new knowledge with fellow
workers. The managers must help their employees with the learning and make this process
a standard practice. In this way, the managers and the employees are the trainers, i.e. those
who teach and transfer knowledge. The selection of the participants who should attend the
training should be based on the objectives of individual public administration body and the
changes desired. The employees are expected to incorporate the knowledge and the skills
learned into their work and contribute to the change in this way. The key role in the
professional development of each employee should be played not only by the manager of
the respective public administration body, but also by the manager of the body for human
resource management.

Through such understanding and by embracing the relevance of knowledge (professional
training and development of civil servants), the civil service has a chance for progress. If
perhaps the change is not visible at the beginning, by consistently enduring and investing
into knowledge, positive impact will be visible in the long-run. This is clear from the
examples for developed countries, their good practices in this segment and their results.
And nothing prevents the public administration of Bosnia and Herzegovina to embark on
this path.
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Integrity and Good Governance in Bosnia & Herzegovina

Introduction

Good Governance and Integrity are essential policy components of any modern
government or business. Integrity coupled with an active personnel policy ensures strong
governance in which citizens trust. The basic assumption of the program is to connect the
principles of government, which are described in Constitution and laws, with the
organizational values of public institutions and the moral values of the civil servants.
Moreover, a policy of integrity strengthens the open and responsible structure and
improves the culture of self-responsibility, taking initiatives and common concern about
high quality of service delivery to citizens.

The EU-HRM project improved the modernisation of the system of human resources
management in the public administration of BiH through capacity building, improvement
of the legislative framework and harmonisation of procedures and practices at all levelsin all
administrative structures of the civil service.

The addition of a good governance & integrity programme is obvious for two reasons.
Integrity is part of modern HRM policy as politicians and professional civil servants are with
their moral values and norms the human resources of an organization. Moreover the BiH
Anti Corruption Strategy 2015 — 2019 connects (the making of ) Integrity Plans with Human
Resource Management.

Two Integrity Courses were part of the EU-HRM program and raised awareness of the
participants in the area of good governance as it is introduced within EU member states.
This paragraph gives a clear picture how HRM is connected with good governance and
integrity and inspires to enrol integrity programs within public administration bodies. The
text is derived from the book To Be Honest...." that was presented to all participants.

European Unionand BiH

An by BiH implemented policy of Good Governance and Integrity fulfil the
demands ofthe European Union to be a member state.

The EU applies 12 principles for good governance for local government:

1. FairConduct of Elections, Representation and Participation;
2. Responsiveness;
3. Efficiency and Effectiveness;

' Bruning, H (2014) To Be Honest... Finding Inspiration and Integrity in Public Service and Business'
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Opennessand Transparency;

Rule of Law;

Ethical Conduct;

Competence and Capacity;

Innovation and Openness to Change;
Sustainability and Long-term Orientation;

Sound Financial Management;

Human rights, Cultural Diversity and Social Cohesion;
Accountability.

—
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1. Policy as Key for Success

Participants of the course offer great insight into the political-bureaucratic governmental
organisation. They are in overall agreement as to which improvements are necessary to
create ateam of motivated employees who can give shape and contentto public services.

Change doesn't happen overnight. An organisation needs corporate responsibility and
having a robust personnel policy helps to find answers to questions about the future
prospects of a company. Below are listed some of these questions:

Whatis needed forgood governance?

How canwe establish personal responsibility in our company culture?

What kind of leadership and qualities are needed in ouremployees?

Do we all share the same valuesin our organisation?

Are we aware of the duties of our departments and teams and the goals that should
achieve?

Uik o=

Coordination, consultation, collaboration and a clear communication structure are part of a
good organisation. At the base of any good organisation lie performance, commitment, and
accountability of conduct.

Accountability is more than just explaining the decision-making process. It entails sharing
dilemmas, being open to criticism, and boldly sharing suggestions and asking questions.
Colleagues and management should feel encouraged to take good decisions. In this way,
the relationship between organisation and employee, the contract and oath of office
become a closed circle. A team of honest people, aware of their commitment and
responsibility, is key to good governance and corporate responsibility.
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Prospectsand HR

In the past 20-30 years, personnel policy has been linked to organisation policy. This means
having a decision-making structure with clear norms and values, people who are
adequately paid, leadership and commitment - not to mention having the organisational
capacity and resources of a modern organisation to capture the market or govern the
country or municipality.

Personnel managementisabout the way in which an organisation appoints, stimulates, and
developsitsemployeesin ordertorealise its desired strategy and policy.

During our courses in Macedonia, Kosovo, and Montenegro, we asked mayors and HR
managers about their priorities. They named 7 highly topical themes: 1) personnel plan, 2)
organisational regulations, 3) having the right person at the right position, 4) career plans, 5)
internal communication, 6) integrity,and 7) problem-solving, courses and training plan (also
for newly elected mayors and councillors).

The themes touch at the heart of the personnel policy that should encompass the entire
team of councillors, governors and employees. This attitude is a relatively new concept and
may be interesting to businesses. HR policy has traditionally been aimed at the middle layer
of employees. Politicians, members of Parliaments or (local) councils are not included. This
gives the latter not only a privileged position but it also places them above the duty of
accountability which should hold for every employee of the organisation.

Honest governance and corporate social responsibility is about people. Personnel policy
aids management and employees, elected representatives and public officials in uniting
their personal values with the ethical values of the organisation. Moral dilemnmas provide an
excellent opportunity to start a debate about what the government or a business
contributesto society.

Dialogue and Debate

A properly functioning government is in everyone's best interest. What would help is a
constructive debate between government, unions and citizens. They should ask each other
questions like; 'What should the government look like in ten years? What are we - as society and
corporate life- willing to spendto ensure such a government? These are exciting questions that
putthetheme of 'responsibility’ on the social agenda.
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Successful Personnel Policy

At a seminar for employees, personnel policy is on the agenda. Although the participants
consider these policies as a dream or science fiction, they do formulate the responsibilities
and rights of the employer (management) and employees without much difficulty. Every
aspect is supported by morals or ethics: a promise is a promise; clarity; reasonable
remuneration; security; helpfulness; a sense of direction; equality; accountability;
development;and honesty.

The supervisors offers their employees: The employees offers their supervisors:

- Work as described in the job - Performing to the best of one's ability
description and the department plan;
- Justification of the efforts and results
Clear instructions;

- Quality;
Appropriate wage; o
' . - Correct appropriation of work hours
Resources, information, and and resources of the organisation;
colleagues;

- Abiding by the rules and procedures;
Solid working conditions;
Being willing to cooperate;
Advice and support during problems;
- Trustin management;
Protection against unforeseen

circumstances; - Respect for the code of ethics;
Solutions to problems; - Transparency, integrity and good
morale;

Leadership in good governance and
ethical standards; - Reporting unfair practices.

Equal treatment of colleagues;
Performance interviews;

Career advice and support in personal
development.

These seemingly obvious aspects of personnel policy need time and attention to realise. A
good personnel department or HR connects enjoyment for the job with good services and
products. The expectations and values of employees and their supervisors highlight a
common desire within organisations to engage in debate about the realisation of these
demands.
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Personnel policy and integrity reinforce each

Communication is the lubricant of any organisation. Integrity, with its organisational values,
forms the base for an effective and morally responsible company. People, with their
personal ethics and integrity, enable an organisation to excel. Most people want to work
conscientiously in an organisation that creates opportunity, provides encouragement and
lives by its values.

Carrying on a debate about uniting and applying of personal ethics and organisational
values increases the quality of service. Integrity is a professional skill. This applies to the
government, with its responsibility to the public domain and its trademark of being
transparent, butalso to companies that operate in a sustainable manner.

A policy of integrity as part of a modern personnel policy maximizes the available human
capital. Employees receive appreciation for their ideas, principles and attitudes, and are
generally happier. Happy people contribute to the creative process and the dialogue on
personal responsibility and the responsibility of a business or the integrity of government.

2. Interaction between Government and Citizens
Personnel policy andintegrity.

Behind these words there is an interesting reality that is closely related to our identity and
the way in which people give shape to their lives and what they expect from others.

Acting with integrity contributes greatly to our sense of happiness. For the government,
acting with integrity means supporting democracy and protecting citizens against
randomness and abuse of power. For companies, acting with integrity enables them to have
atrust-worthyimage and more genuine products and services.

A meaningful organisation will anchor integrity in its structure and will communicate
actively and transparently with people who then feel invited to take on responsibility.

OurValues are Universal

Ask someone what their founding principles are and they will surely answer: honesty,
transparency, ambition, freedom, determination, professionalism and solidarity. It is striking
tonotice that these principles are also incorporated in many constitutions. They reflectideas
such as respect for people, transparency, accountability, and justice and equality in public
service.
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Strengthening moral values

Consequently, the process of strengthening of moral values should be included in
the creation of anti-corruption measures by incorporating of desired behaviourinto
the legislation and education system, its promotion by the holders of public
authority and pointing out the positive examples and measures that will convince
the citizens that they can influence and contribute to prevention of corruption.

BiH Anti Corruption Strategy 2015-2019, page 6

Many people cananswer the questionsabout morals and values, whether they are Christian,
Muslim, Buddhist, or atheist. These principles seem universal. The fundamental question is
why we do not succeed inapplying these in our lives, our work, in politics, orin our society?

This question is not new but dates back to the time when people became aware of the
difference between right and wrong. Today, we can pinpoint the tension that exists
between the four virtues and the seven vices (or cardinal sins), which we all know: Prudence,
Justice, Temperance, and Courage as against Lust, Gluttony, Greed, Sloth, Wrath, Envy and
Pride.

[tremains our decision whether to stick to the golden middle.
Be happy

What does it mean to be alive? We all strive for happiness. Aristotle's ancient 2000-year-old
philosophy is still very much relevant to our lives. It is also the foundation of the integrity
programme as outlined in this book.

We want to be happy in all aspects of life: love, work, relationships and nature. Aristotle
wondered how could we lead righteous lives without harming others around us? He
concluded that we need to strive for self-realisation by realising the purpose that we, as
humans, share. This quest for self-realisation means a striving towards completion.

A happy person is a successful person, a virtuous one, someone who has developed his
personality, someone who serves and should be served. We would call a vacuum cleaner a
good one if it does what is was made to do; namely, vacuum. Therefore, we can say that a
person is a good person it they're good at 'personing;, in other words: being a complete
person.

A good life is also a nice life, where a person wants to be an example to others and sees
others as examples. For Aristotle, what makes a successful person is being a responsible and
involved citizen.

Socrates added the question: 'What is good and what is bad? Shouldn't we decide that
ourselves?' He stressed that a person's actions are their own responsibility and it is precisely
this personal responsibility that is the second fundamental aspect of our integrity
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programme. Here, we are all responsible for our own actions and decisions. Integrity shows
through our actions and behaviour, not through our words.

In daily life, freedom clashes with happiness. Will we succeed in bringing happiness to our
personal lives and to our families and friends? Society, our work, our organisation and events
in the world often confront us with difficult dilemmas or situations. We don't know what we
to do; sometimes we can't see the solution. The events or activities of which we are a part are
often not consistent with our principles. The choice is: do | stand by my principles or do |
compromise my conscience?

Me and the Other

If we take a decision or make a choice, we do so to achieve an effect. To this, integrity adds a
new component: the moral validity of a decision. What is morally right depends on the
consequences for ourselves and others. Taking into account the rights, interests and wishes
of allthose involved gives responsibility and justification to our decisions.

In difficult dilemmas it is important to examine which arguments (ours and others') play a
role. Considering arguments of others, even if they go against what you believe in, is vital in
making a decision. The decisions we make sometimes have dire consequences for others.
Therefore, it is sensible to approach a dilemma systematically. Many hands make light work
and this also goes for responsibility. It broadens the imagination, increases the care with
which we make decisions, and it makes decisions transparent. It also gives room for
encountersand openness.

The PublicCauseand Us

So, personal responsibility for our (moral) actions is tied strongly together with shared
responsibility for the integrity of an organisation. Integrity is all the more important for the
government because of its responsibility for public well-being and the monopoly position it
has. Citizens don't assess each individual public official or administrator but rather look at
the government as a whole. Efforts to improve, organise and correct the government
demand from citizens continuous vigilance.

Our society is complex and in continuous motion. Citizens can be difficult, demanding, and
—whether rightfully or wrongly — severely critical. Good governance is the daily homework
of political administrators and officials. Showing your honesty and integrity each day: “You
do the job you were appointed and you stand behind it/ so that you can offer citizens the
service they expect and the conditions to lead a happy life.

Good governance and integrity are an impulse for our democracy. They create terms and
conditions for prosperity (profit), the well-being of all citizens (people), and for a sustainable
economy (planet).
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Culture and Structurein Sync

Aspects of culture and structure form a rhythm, a vibration between organisations and
people. Culture and structure merge with one another. An integrity policy has 7 building
blocks, these are listed below:

The 7 Building Blocks of Integrity il
ulture

1. Ethical or moral judgement of each
individual;

2. A collective debate about, and examination
of, dilemmas;

3. Values of an organisation;
4. Rules and code of conduct;

Maintaining and stimulating integrity
depends on the management and education
style;

6. Supervision and sanctions;

Structure 7. Investigation into the risks that are both
internal and external to an organisation.

The starting point is an individual's moral judgement. Every person is responsible for a
decision they make oraction they take. Itis the law of (our) two feet.

Normally, decision-making is routine, guided by insight, experience and feeling. However,
sometimes you encounter a dilemma - a difficult, doubtful and important situation where
you can't make a decision in the wink of an eye. Often, a dilemma has a moral side; it gnaws
at your conscience; principles and practice are in conflict. Recognizing that these dilemmas
existand giving them the required attentionis the first building blockin this policy.

Making a decision is often difficult for an individual. They will talk about the situation at
home with a partner or a friend, and at work with colleagues — which in Latin 'colligere'
means to unite or associate and in English means 'peers' — or with management. Together
they examine the dilemma, consider the pros and cons, and decide which decisions would
eventually be the most effective and morally justified - in other words, whatever would
make the decision justifiable and transparent.

Examining a dilemma follows a methodology, which is building block 2. This methodology
is part of a dilemma course which aims to approach difficult situations carefully and
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thoughtfully. This means no hasty or emotional decisions, nor an attitude like 'I'm the boss, so
| decide’. It should rather be a joint investigation into the pros and cons (which represent
values) and how any damage — because every decision has a component of risk — can be
limited.

The third building block deals with organisation. Every organisation has its principles and
identity which is translated through fundamental values. This shouldn't be taken too lightly.
The principles of an organisation give the citizens or customers a mainstay. It lets them know
whothey are dealing with and who to trust.

Values of organisations or people are the basis on which agreements, arrangements and
purchases are made. The identity of an organisation and the personalities of its employees
flow into one another. Decisions made should then reflect these fundamental principles
which are both a beacon as well asa moral obligation.

Three main principles of Dutch Tax Authorities:

Credibility: the tax authority is a serious organisation and abides by real
agreements;

Responsibility: the tax authority handles its power with responsibility and is
willing to be accountable forits actions;

Diligence: the tax authority treats everyone with respect and takes into
consideration the expectations, rights and interests of everyone involved.

These 3 fundamental principles form the front window of the Dutch tax authority.
They elucidate whatthe authority stands forand what taxpayers can expect.

You can't remember everything. Behaving appropriately is difficult enough. Organisations
are aided by regulations which clarify what they wish to adhere to. Apart from the legal
stipulations, organisations devise their own code of conduct and company rules. These
guide and instruct employees in behaviour and decision-making. A fully functional code of
conduct illustrates the core principles of an organisation. Sometimes these principles are
taken from the constitution.

The fourth building block is a user-friendly code of conduct that can be used by governors,
managers and employeesin navigating and avoiding difficult situations.

Rules are meant to be broken. Pushing boundaries is a very human thing. That's why there
should be a policy of coaching and sanctions when needed. Political administrators and
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peoplein managerial positions should encourage personnel to adhere to the organisation's
core principles and regulations. This is closely related to personnel policy and style of
management.

When norms and values fade, shame arises. It is crucial that in these situations that there is
room to talk, to be coached and to feel safe. However, sanctions are also mandatory when
needed. Integrity as an aspect of personnel and education policy is therefore the fifth
building block.

The integrity of an organisation is a shared responsibility that, if the policy is approved, we all
know and endorse. A wrong decision or morally questionable behaviour of one person
affects theidentity of colleagues, as well as the image of the organisation and the interests of
other stakeholders. This does extensive damage.

Managers and supervisors have an exemplary role to fulfil and are responsible for
overseeing the practices of their employees; they impose sanctions where needed.
Imposing sanctions isn't easy and many managers therefore need support. However, when
needed, it's their duty to remove from the organisation any bad apples — people
intentionally performing below par. Diligence and determination are the sixth building
block.

The seventh building block is based on examining and preventing risks. Taking risks are part
of any business or government. However, any doubt (from citizens or customers) about the
integrity of an organisation is, for the government, a cardinal sin and, for companies, can be
very detrimental to their survival.

Regular examination of therisks of conflict of interest, fraud, corruption, abuse of power and
inhumane policy towards citizens, customers and/or suppliers strengthens the organisation
and its participants. If we know the risks, we also know how to prevent them.

Risk analysis 2015 BiH

Participants find out a number of important risks, the possible damage and which solution
could preventtherisk.
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Risk

Abusing functions

Procurement

[lIness

Failure fulfil function

Conflict of interest

Public procurement

Use public money for
private use

Vulnerable work processes

Corrupt employees taking
bribes instead of giving
penalty

Misuse company cars

HR rights

Confidentiality of personal
data

Unclear procedures

Unmotivated workers

Damage

Inefficiency;
Image.

Waste of money

High grace sick employees

Inefficiency,
less effectiveness.

Financial damage and illegal
spending of KM

Waste of money

Image

Too long. Employees don't
have any idea what to do
Image Public Administration
Discrimination;

Risk that buildings collapses.
Waste of gasoline

wastage of cars

Violation of human rights of
citizens

Image;
Violation secrecy.

Repeating and inefficiency

Not performing;
Double work.

Solution

Increase control and
accountability

Terms of reference more specific

Improving working conditions

Control and Integrity Plan with
code of conduct

New legislation and
implementation into practice

Implementation legislation into
practice and maintaining

Internal control system

Defining clear job descriptions
and procedures

Internal control system;
Integrity plan;
Transparency in processes.

Introducing GPS

Integrity plan and clear
instructions

Control and standards

Precisely define procedures who
is doing what and when

Reintroduce salary grades;
Make clear needed
competences;

Appraisal interviews;

Clear defined job description
and expected output.
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The Strength of the Collective

Anchoring integrity in an organisation are key words. The words 'base principles' indicate
that values are the foundations of life, work and behaviour. Using the above-mentioned 7
building blocks requires design, customisation, construction, labour, consideration and
deliberation.

People -employees - are experts in social responsibility and integrity. The irony of daily life is
that practical staff, such as cleaners, need less time to explain what integrity is. A senior
manager needs much longer.Itreally is about a change in mind-set.

Everyone's involvement in an organisation strengthens the seven building blocks. From
secretary todirector,administrator to director -, everyone can teach the other. Preparing and
formulating policies that will function in everyday practice is a joint venture. This does not
have to be done on a daily basis. Rather, on a regular basis, re-gauge values to changing
circumstances and to new colleagues, listen to each other's stories from the field and do
something withiit.

3. Integrity in Society

To strengthen democracy we need to appeal to policy makers, political leaders and
businesses to step into the field and listen to their employees - just as is formulated in many
governmental statements and policy programmes directed at the fight against corruption
and the restoration of social morale.

Priority

“The fight against corruption is one of the main priorities of the Government of the
Republic of Srpska (entity in the nation of Bosnia and Herzegovina). A developed
efficient and proactive system against corruption is one of the prerequisites for
political stability, economic sustainability, European integration, regional and
international links and has potential to reach the average level of development of
the European Union. One of the strategic objectives of the 2013-2017 Anti-
Corruption Strategy in the Republic of Srpska is to strengthen the accountability of
civil servants and other employees of the Republic administration bodies, i.e. to
identify a clearand efficient principle of their personal accountability.”

Motivation of a participant to join the Integrity Course 2014 for the Balkan and Turkey in
The Hague.

Democracy in Effect (division of roles)

Many countries consider themselves democratic and have embedded this in their
constitution. Democracy - its function and development - is a collaborative process.
Citizens, corporations, public officials and politicians meet with each other, debate, and fight
fortheir priorities and interests in a continuous and difficult dance.
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The first set of actors are of course citizens. They are both the electorate and client of the
government. They mightalso run companies that are doing business with the government.
As was mentioned in the Social Contract (Chapter 3) citizens accept the authority of the
good governmentand its use of necessary violence by the police and military authorities.

The governmentisn'ta company butitdoes have amonopoly positionandit'sin the service
industry. Politicians and political administrators are the second set of actors. Citizens
elect them, trusting that they will represent and defend the people's rights and general
interests. They should be impartial, altruistic and just. Being a politician isn't a job but a
calling. It's an ideal without a hidden agenda but with a sense of responsibility. As a Dutch
mayor once said: “Citizens pay us. We should therefore be accountable and show integrity and
honestyeveryday.”

Public officials, the third set of actors, implement policy made by political administrators.
They should be professional, efficient, goal-oriented and in compliance with the
constitution and law. But that is not all; because of their professionalism, historical
awareness and bureaucratic tradition, public officials prevent politicians making mistakes or
acting questionably. They are the critical environment for the administrators; they are the
guardians of the archives of formal agreements, and they have their fingers on the judicial
pulse.

In order to protect themselves from actions that don't show integrity, political
administrators create their own critical environment. Acknowledging and being aware of
this mutual dependence is a fundamental building block for the functioning of
communication and collaboration;itis an accepted critical attitude.

Integrity, understood as honest political or ethical administration, is a key concept for a
modern government. Integrity is a matter for the national government, regional authorities,
municipalities and organisations that work with public money.

Benefits Integrity for Society

Mayors in Balkan, during an integrity course several years ago, pinpointed the
importance of integrity as follows:

Prevention of moral crises;
Encouragement of awareness;

Respect forlawsand legislation;

Strengthening of democratic culture and values;
Betterappropriation of public money;

Stimulation of economic growth and the fight against poverty.
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National Integrity System

Citizens view the government as a whole and don't distinguish between national, regional
or local authorities. That's why integrity should be recognisable and similar on all levels of
publicadministration and in allinstitutions on the same and recognizable way.

To keep it simple: when a government is corrupt, there are obviously businesses or citizens
who pay bribes. If people are part of the same network of people or know someone they
were at college with, it is often tempting to exploit your familiarity with that person for
personal gain.To ensure integrity, an effortis required of each member, citizen, business and
institution in society. This contribution is also the answer to the question of whether they
wantto be partners in integrity and thus want to respect the constitution. If they don't, they
place themselves outside society and its values.

Constraintand Prosecution

Constraint is part of awareness. Prosecuting corruption naturally happens after the crime
has been committed, and it's therefore always too late. Judicial processes cost a lot of money
andonly asmallnumber of corruption cases make it to court.

A clear and concise policy of good governance and integrity leads to better investigations
within an organisation and prevents or decreases the risks of law breaking, theft and
squandering public money. Strengthening integrity and good governance automatically
puts pressure on the violators. The room they have in which to operate covertly will become
smaller as transparency grows. Between the black of corruption and the white of integrity
thereis,however,agrey area.

Awareness

More transparency in the legislation that governs access to government information would
be a great boost for public awareness. Ethical values are added to the style and competence
of managers and administrators.

Political parties have great influence over the form of government and the spending of
public money. Influence means responsibility. Political parties must be transparent. Many
people in society are well aware of the misconducts within and by the government, but
don't have the courageto reportitthrough fear of possible consequences.

A carefully constructed policy that protects whistle-blowers would be a sign of good
employer-ship. But best would be to organise obligatory awareness and prevention
programmes - not so much in terms of money, but with a focus on intent and responsibility.
Everyone would then know the rules of the game of creating a programme of good
governance and integrity. Government organisations would have a legal responsibility to
developa policy ofintegrity and be accountableforit.

Political administrators and officials can set an example for other colleagues with their
implementation of the integrity policy and in this way serve as both inspiration as well as the
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driving force. Public organisations can formulate their objectives to promote integrity and
to showthe possible risks of corruption.

It could be motivating to organise a competition of who works for the most ethical
organisation — focusing on specific government organisations and using a public image
survey among citizens and businesses. Obviously, a trophy would be available for the
winning organisation and the results would be announced at a national conference with
the state secretary present. Mayors, directors and secretaries would gladly pick up the
trophy.

Leadership — as stated before — is a matter of courage and initiative. The appeal to high
officials, butalso to middle management, is to dare to setan example, to show that you want
tobe agood leader. However, daily practice shows that the senior ranks of government and
organisations value ethics and integrity but don't consider this to be a priority. In this top
end of the spectrum, conservatism prevails. That's why it's important that advisors and
counsellors of senior management get training and acquire new knowledge. HR advisors,
attorneys, economists and other staff members can take initiatives that play into the
demand for good governance and integrity and thereby take in tow their
managers/administrators.

The collaboration between police, public prosecutors and other forms of government are
very interesting. Good governance and integrity are a shared effort in which exchanging
knowledge, expertise and experiences yield double profits.

Amsterdam (The Netherlands)

In the 90s, the Dutch municipality of Amsterdam was confronted with a large number of
corruption and fraud cases in public transport, parking monitoring, issuing residence
permits and in other services. Other organisations were affected as well. Organised crime
had control over some parts of the municipal organisation with as a consequence the
physical intimidation of employees who wanted to do decent work.

Press publications were ruthless towards the council and management of the capital city.
Amsterdam had the image of 'Mafia-city'. Of course, the council ordered police and public
prosecutors to investigate these corruption and fraud cases and to persecute perpetrators.
The council also demanded explanations from the management. A period of self-reflection
and analysis followed: What are our responsibilities as managers of this city? Why is the
organisation culture so skewed that these excesses can take place? What is wrong with our
style of management? How can we prevent misconducts?

During the hearings, the suspected public officials explained that the distance between
them as executive officials and management had simply become too large. Serious
problems couldn't be discussed. Management also didn't show any interest in the
workplace orinwhathappenedthere.
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Amsterdam's council drew the conclusion that what was needed was an awareness and
prevention programme. In collaboration with some experts, the Bureau Integrity was set up
in 2000. Commissioned by the municipality, the bureau develops integrity policy and
facilitates its implementation. Concretely, the following actions (implementation of the
Integrity Plan) took place for several years:

Establishingaintegrity implementation team;
- Appointing a (part time) integrity coordinator;
Dilemmatrainings for all civil servants, managers and politicians;
Interactive developing of ethical code of conducts;
- Takingthe oath by politicians, managers and civil servants;
- Training high managers and politicians to set the example;
Executing risks analysis and determination of prevention measures;
- Appointing confidential persons and regulation protection whistle blowers;

- Obligation to high management tojustification and accounting results Integrity
Plans.

Many other municipalities followed Amsterdam's example and developed their own
integrity policy. The example of Amsterdam was also a reason to formulate Dutch Public
Officials' Law (Law on Civil Servants).

The Dutch Public Officials' Law
The Dutch Public Officials' Law from 2004 sets guidelines for the integrity policy:
Every government organisation is obliged to formulate an integrity policy on a

yearly basis and report the results:

- Development of awareness of integrity;
- Prevention of abuse of power, conflict of interest and discrimination;
- Regularinventory oftherisks and possible damages to the integrity policy;

- Giving an accountability report to the local council with a description of incidents
and the measures taken.

Integrityis a part of personnel policy:
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Integrity is a topic during the annual performance interview;
Coursesincludeintegrity and dilemmatraining.

The organisation has a code of conduct for civil servants and political officials:

- Thetaking of the oath of officeis policy;
- Theorganisation must develop a policy to protect whistle-blowers;
- Theorganisation publishes dataon all services and related fees on the Internet.

4, Want and initiative, a recipe for starting integrity

The subsequent challenge is about how to start an integrity programme. Integrity doesn't
need to be a heavy topic. Rather the contrary; we have already talked about being happy,
enjoying your work and debating difficult topics with colleagues. Courses show that talking
about integrity also leads to a sense of humour, jokes and cheerfulness. We hold the mirror
upforoneanotherand that canlead to amusing situations.

This chapter offers an attractive and encouraging recipe for 'preparing' good governance
and integrity in our social 'kitchen' We need preparation time, a shopping list, ingredients,
people who want to help, and a space to work in. We want to be able to collectively say 'yes,
we want moreof this'and be happy and content. We want to realise and give content to good
governance and integrity in daily life. Do you have the motivation to promote good
governance and integrity?

Appetite

Integrity, professionalism and ethical behaviour need improvements. Integrity is crucial for
the faith of citizens in the government. Mayors from many countries list the benefits that
integrity and good governance have for society. Legislation needs to be implemented.

During courses, participants are instantly able to formulate the principles that they, as
professionals, stand behind. To start a programme of integrity, one needs to ask one's
colleagues three questions:

Whatdoyou thinkis meant by integrity?
What are the benefits for us and forthe citizens?
Which moral or ethical values are important to you?
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Answers to these questions elucidate what the demands and needs are. We then can get
started.

National Cooperation

Many countries have Anti-Corruption agencies but would benefit from having Good
Governance and Integrity agencies to develop training policies, train coaches and supply
organisations with the right tools and information (such as codes of conducts, oaths of
office, methods for investigating risk, and suggestions to anchor integrity in organisational
policyand culture).

The agency would collect experiences from the field and present them as examples during
training days. The experiences and evaluations of participants are extremely useful for the
training centres. It can aid the further development of various training programmes and
their practical implementation. You can say that the Integrity Agency acts like a cookbook
with recipes forregional and local experts that can prepare the integrity policy.

Within organisations

Within organisations and departments, directors and managers take the lead and set an
example to promote integrity and show themselves to be responsible for the results. They
plan time in their schedules to delegate responsibilities and tasks, and work towards
opening serious communication with the people on the shopfloor.

The recognition that employees are experts when it comes to the proper fulfilment of their
tasks increases transparency within the organisation and strengthens mutual teamwork. Of
course, time is often lacking among managers, and setting up programmes is not their job.
Hence they ask colleagues from the departments for HR and/or legal matters, or similar
departments, to starta programme in their own organisation.

One problem may be that the HR or legal department has too little expertise and experience
to perform these tasks. In that case, it is good to train the leadership and staff of those
departments in how to develop integrity policies and what skills they need as consultants.
Theintertwining of personneland integrity makes thatinvestment worth every penny.

ComposingaMenu

The departments of personnel and organisation demonstrated in daily practice that they
were ideally suited for developing a policy tailored to integrity. Personnel policy that
includes training and regulation has to do with an entire organisation, after all. Acompany's
organisational renewal and improvement needs integrity as its foundation. The personnel
advisors aid the directors and management with advice in designing, implementing and
evaluating policy.
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The primary activity of the HR departments may be a series of meetings with groups of
employees and managers. Start with the group of senior executives and then organise in
each department a talk about why integrity and good governance are important. The
approach per department is interesting because of their different tasks and cultures.
Inspectors, for example, are different from the people working in the finance department.
They, inturn, experience dilemmas differently from colleagues in health and civil affairs.

Firstly, explain what the intention of the Integrity and Good Governance programme is. This
is important because a number of employees will react with scepticism. One reaction may
be about why they have to go to class? Don't they already have integrity? Another question
might be about what they are doing with the information. Specify that the programme is
based on confidentiality and collegiality and with clear benefits.

Subsequently ask questions to the participants. They will discuss the above-mentioned
questions. The answers and responses processed in a brief report will be the basis for an
integrity programme. The questions could be as follows:

1. Whatdoyou thinkis meant by the term 'integrity?'
2. What are the benefits for us and for citizens?

3. Which moral orethical values areimportant toyou?
4. What action might our organisation undertake?

Recommendationsto startIntegrity Plan

Thereport, with summaries and comments from the group discussions, forms the basis for a
discussion with the director, mayor or management of an organisation. It now comes down
to creating a programme that will make executives and employees skilled in addressing
integrity.

Earlier the seven building blocks of integrity were explained: individual moral judgement,
group discussion, organisation values, code of conduct, maintaining integrity, sanctions
and risk assessment. The integrity programme is part of the annual personnel and training
plan. The discussion with management is meant to provide a clear mission. What does
senior management want to accomplish and what is the cost in terms of time and money?
What matters is that the director or mayor realises that he is the 'owner' of the problem and
you have a solution at hand with the integrity programme.

Practice shows that it helps enormously to deal with this conversation with senior
management in a workshop setting. They need a wake-up call to discover the benefits of
integrity and good governance.
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Integrity programme androlling it outin an organisation

Now that the mission is clear, you can start to set up a programme. You can do this in
collaboration with a specialist consultant or trainer or organise a train-the-trainer course first
yourself. Use the responses from the initial interviews and interpret the expectations of
management. Set up a programme including, for example, dilemma training, proper
conduct, riskanalysis and othertopics.

To emphasize the importance of management's example, the training should start with a
workshop for political directors and top managers, then middle management, and
afterwards the departments. The same dilemma training can be used for everyone. Involve
an independent trainer in the programme and let him/her also perform the programme. It
benefits confidentiality and security. The trainer will report to you as programme leader. So
make a concise and clear contract with the trainer.

Outside Help

Use outside help. It gives status and new ways of presenting yourself. The National Integrity
Agency / Anti-Corruption Agency has a solid archive with many experiences. Ask them for
support and advice. Central personnel departments would also like to help make the
programme successful. They have national and international experts who can contribute to
a kick-off integrity meeting. But consider also, for instance, actors; they make the
introduction of integrity accessible and lively.

Theatre and Actors

A mayor requests the aid of theatre actors to introduce integrity in a new and
exciting way. The goal of this kick-off meeting is to create a safe space foremployees
to talk to each other. The show is lively and interactive, inviting collaboration
through theatre skits that illustrate examples of integrity from different
departments and from various types of work, and offering room for short opinion-
forming discussionsand examples.

After the kick-off meeting, the integrity programme starts with training workshops
for councillors and officials.

Theresults:
Integrity as Professional Competence

Do you still have in mind the results you expected at the first brainstorming session with
your colleagues: transparency, debate, active communication, quality and a better public
image. During the implementation of the programme, walk past the departments, speak to
the staffand make sure they indeed recognize these arguments.
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Good Governance and Integrity, we have repeatedly stated, is not a theory. It is a meeting
and a lively conversation. An integrity programme inspires conversations, naming
dilemmas and finding solutions. With practice, each organisation develops a form of moral
law or body of standards as the norm of the corporate culture. This reinforces the moral
backbone of the organisation and its team of political directors, officers and employees, and
makes integrity acompetence for professional action.

Repetition

Having employees who are aware of good (‘white'), bad (‘black’), and ambiguous ('grey’)
decisions is a huge gain for any organisation. The focus on integrity is like a fresh wind
blowing through an organisation. But the danger is that the attention for new things will
wane quickly.

Managers are not equipped to keep up the moral deliberation at departmental level.
Therefore, they struggle with whether they can handle that responsibility over time.
Employees find the 7- step plan an eye-opener but continuously ask for repetition. A
comparison could be made with the semi-annual first aid course; mouth-to-mouth
resuscitation should be practised time and again.

5. Getting Started: Recommendation and Suggestions to the Reader

Introduction
Who will take initiative? That's this book's provoking question.

We encourage everyone to take part in, and contribute to, elevating society. Integrity is not
justfor'other people'butforall of us.

‘lwanttolivein a prosperous country thatis fairandjustto all its citizens.” A 17 years old girl gives
a mission to all those in the public administration and who work and receive a salary or
remuneration from public funds.

The many initiatives and the will of many citizens to change public administration are an
encouraging sight. However, the leaders and businessmenin any country need support. We
invite them seriously to show courage and involvement in building good society. They need
to be outspoken, decisive and confident.

RecommendationsTo State Secretaries of Public Administrations and Internal Affairs

Essentially, the state secretary is the 'boss' of all public officials and as such has the
responsibility to improve integrity in the government. Like a colleague (a state secretary of
Internal Affairs) in the Netherlands recently said in parliament:“Every violation of integrity is a
violation of the trustin publicadministration.”
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The state secretary of public administration and internal affairs is the most senior official
responsible for the proper execution of laws and regulations. These include the provisions of
the Public Officials' Law and the ethical principles of good governance.

The secretary ensures that new laws and legislation are clear and contribute to the policy of
good governance and integrity.

We encourage the state secretary to take the following fourinitiatives:

- Toexpand the Public Officials' Law with alaw that ensures integrity in all governmental
organisations;;
- To set up an independent institution or strengthen the already existing Integrity

Agency in promoting integrity in the public domain and supporting government
organisationsin developing and implementing their own integrity policy;

- Toconsultwith colleagues of the Justice department to set up legislation that prevents
organised crime working itselfinto the publicadministration and the widereconomy;

- To be accountable in parliament for the intentions and results of the government in
the broadest sense.

To Personnel Departments (HR management)

Within an organisation, the personnel department plays a pivotal role in innovation within
the organisation and in the training of officials. Integrity and good governance are new
elementsin the organisational policy. Asadepartment, you can:

Invest in training courses for your own personnel in organisational policy and advisory
skills; the knowledge and skills are beneficial toyou as an advisor;

Invite mayors and/or public directors to be the sponsors of the new integrity
programme. The programme's goal is to strengthen integrity as a professional skill of
public officialsand administrators;

- Appoint the head of Personnel as the director of the Good Governance and Integrity
programme;

- Organise courses within the department that focus on policy-making, monitoring and
advisory skills;HR functions as the social voice of the personnel and integrity policy and
assures a safe organisation culture where voicing criticismis encouraged;

- Consult with national HR departments about setting up a national agency for good
governance andintegrity that will function as a help-desk.
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To Directors and Superiors

You are responsible for the integrity of your company, organisation or department. You set
the example for your employees and invite them to share their moral dilemmas. This
requires an atmosphere of trust and safety. To achieve that, we have the following
suggestions:

Inallaspects be agood employer;

Pay attention to educational courses that make employees self-aware in dealing with
and speaking up about moral dilemmas;

- As superiors, offer safety and support to your employees so that they can promote the
organisation's values towards citizens;

Discuss integrity and the behaviour of your employees in the performance interview;
alsodiscuss your own behaviour;

Be accountable for you integrity policy and results towards directors and/or mayors;
alsotell them what problems still exist;

- Assure a practical and user-friendly code of conduct with an adequate 'whistle-blower'
arrangement;

Be aleaderwhois self-aware but surrounded by critical and motivated employees;

- Organise peer review meetings with colleagues from other departments to share
experiences aboutintegrity and learn fromeach other.

To Employees

You say: “we work according to ourown personal ethics.”You also say: “We aren't listened to, and
internal communications aren't related to trust and safety.\We suggest:

Show yourselfand be proud of your values and motivation;
Dare toengagein debate;
Dare to change and stand up foryourselfand others;

Ring the bell or ask advice of the employees' council or union when you notice your
company doesn't supportyou in reporting misconduct;

Make sure that the employees' council puts integrity on theiragenda and consult with
the director about more education and training courses on good governance and
integrity.
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6. Epilogue

The many people | worked with, taught courses to, and who confided in me, inspired me.
Together we drew the conclusion that good governance and integrity is a shared effort.
Working on this issue gives enjoyment and élan to persevere — even when you go against
the grain. Bit by bit, we gain more influence as citizens and colleagues, we achieve
successes,and we make others curious.

Exchanging opinions strengthens the transparency within an organisation. Integrity and
social responsibility, much like corruption, know no bounds. An international debate with
examples from daily practice works in two ways. It hinders isolation and leads to new
findings and methodologies. It's like a relay race where you pass the integrity and good
governance baton on to others. The baton is new knowledge and tools for a social and
virtual laboratory for research and development. The follow-up programme consists of
possibilities for translating this book in other languages and the training of local experts
who can advisein creating a new policy that will restrain corruption and abuse of power.

If you want to participate or have any comments on the book, please contact me on:
henkbruning@me.com
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