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INTRODUCTION

The general objective of the “Study on the Future Role and Development of the Public
Administration” is to obtain analytical information and proposals, by implementation of which the
work of the structural units of personnel management of the Latvian public administration will be
improved, shifting the emphasis from technical and administrative functions to strategic actions,
which will allow acting proactively instead of reacting to changes. The results of the study will be
used for further development and introduction of the human resources policy. Consequently, the
specific goals of the study are as follows:
1.To acquire and analyse theoretical literature and analytical research-based prognosis as
well as any other corresponding information on the development tendencies of the public
administration in future and, taking into consideration various factors, including changes in
the European public sector, tendencies in human resources management, development of
technologies, ageing of the society and requirements of the new generation, to elaborate
at least two possible scenarios for development of the Latvian public administration for the
further 10 years as regards the demand and supply of human resources;
2.To propose solutions for maintenance and improvement of knowledge, skills and
competences necessary for effective functioning of the public administration and to
elaborate proposals on making the public administration more attractive for the existing
employees, potential employees and the society.

The following tasks were performed in order to achieve the goal of the study:

A prognosis on the tendencies of development of the Latvian public administration is
elaborated and a plan for actions “Public Administration as the Best Employer 2025” is drafted;
Requirements of the young generation towards the employer and the prestige of public
administration as the employer are explored as well as characteristics of the young
generation as an employee presented;

A vision on the role of the future manager is offered and characteristics of the future manager
provided.

To meet the goals and implement the tasks put forward by the study the following research
activities were made, as described in detail in the chapter on the research methodology:
1.To elaborate the prognosis on the tendencies of development of the Latvian public
administration and to draft the plan for actions “Public Administration as the Best Employer
2025’ the following was performed:
Studies of theoretical literature based on the available research, public opinion polls and
publications on the perspectives of development of the public sector in EU states;
Interviews with experts of human resources management on the internal culture of the
Latvian public administration, work organization, the necessary expertise and other
aspects;
The statistical characteristics of the Latvian public administration employees;
Modelling of two scenarios for development of the Latvian public administration for the
further 10 years;
Elaboration of the plan for actions “Public Administration as the Best Employer 2025".

2. To explore the requirements of the new generation towards the employer, to characterize the
prestige of public administration as an employer and the new generation as the employee,
the following was performed:



= The opinion poll of Latvian youth who study at higher education establishments or have
recently (within the last two years) finished their studies and begun working;

® Analysis of the data from EU Member States on the age and gender structure of the
public administration employees;

= Studies of the EU cases as regards solution of the problems of ageing of the public
administration employees and attracting the new generation to the public sector.

3. To offer a vision on the role of the future manager, the following was performed:
= Analysis of the available publications and research in order to develop characteristics of
an effective future public administration manager;
= A discussion of the focus group of human resource management experts.

By performing the aforementioned activities, the report on the “Study on the Future Role and
Development of the Public Administration” is drafted in Latvian and English. The report consists
of five chapters and two annexes. Chapter 1 summarizes the analysis of theoretical literature on
perspectives of development of the public administration, integrating it with the results of the
obtained interviews with experts. Chapter 2 characterizes the age and gender structure of the
EU public administration employees and, in depth, Latvian public service employees, in order
to establish the extent to which ageing of the employees can be regarded as a problem in the EU
Member States, and summarizes the experience of six EU Member States in solving these problems.
In Chapter 3 the Latvian youth as the potential employees and the attraction of the Latvian public
administration as an employer are characterized. Chapter 4 provides a summary on the role and
necessary competences of the future public administration managers. In Chapter 5, basing on
the theoretical literature summarized in the study, the opinion poll of the youth and the statistical
data, two scenarios for the Latvian public administration for the further ten years are characterized,
including the drafted plan for actions “Public Administration as the Best Employer 2025”in Annex 2.

According to the results of the public procurement, the present study was elaborated by the
foundation “Baltic Institute of Social Sciences” and “O.D.A” Ltd. The following researchers of the
foundation “Baltic Institute of Social Sciences” contributed to implementation of the study: Mg.
soc. Oksana Zabko (project manager), Dr. sc.soc. Evija Klave, Dr. sc.soc. Inese Stpule, Mg. soc. lveta
Bebrisa, Mg. pol. Lelde Jansone, and the following external experts invited by “O.D.A”" Ltd.: Mg. Gitana
Davidsone, Mg. sc.soc. Lauma Priksane, PhD Girts Dimdins.
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EXECUTIVE SUMMARY

The literature review and future visions acquired within the human resources management expert

interviews summarised in the first part of the report show that the most critical challenge for

public administration will be finding the balance and ability to integrate in its operation two sets of

values which are, in certain situations, mutually contradictory. On the one hand, values of efficiency

and productivity are gaining increasingly greater importance that, on the other hand, have to

be integrated with traditional, democratic, morally ethical and people-oriented values of public

administration. It is necessary in order to raise the competitiveness of public administration and
its ability to react to the changes, while at the same time
maintaining its basic values. This challenge is caused by the
changing political and economic environment of the 21
century, as a result of which public administration must be
able to react faster to changes within the society and the

world, as well as to compete within the labour market with the private sector for limited human

resources. It means that the values that until now have been more emphasised and associated

with the private sector - of flexibility, innovations, initiative, efficiency and productivity — will start

gaining greater importance in the operation of public administration. Although these values also

exist in public administration, their relative importance is low in comparison to the private sector,

as well as compared with the importance of many democratic and morally ethical values in public

administration. Experts interviewed within the study emphasise that the key values of public

administration must be clearly defined and common for all institutions and those employed in

public administration, thereby establishing a single

public administration instead of a fragmented one. At

the same time, it is very important that employees of

public administration, irrespective of their post and

position within the common hierarchy, would have

a clear and comprehensible vision of the mission of

public administration, and also of each individual

institution or structural unit and the objectives and

tasks subordinated to it. Besides, procedures, orders and control have a less important role in

organisations with strong value systems, because the actions of its employees are set by the values.

Thereby defining the values can be one of the ways in which public administration can put the

current tendency of organisational development - that is, to reduce bureaucracy and control - into

practice.

Considering the ever-increasing competition with the private sector for human resources, the image
of public administration as an employer will become more significant in future, being the basis for
attracting staff with the required competences. In general, the image of public administration as an
employer is difficult to separate from the overall image of public administration, and this is affected
by a range of factors. The first group of factors is formed by attitudes towards public administration
as a whole, where the most essential that promote trust in its institutions are: (a) satisfaction
with the economic situation of the country, (b) satisfaction with the quality of public services
received (including accessibility of public institutions, competence of employees and quality of
communication), (c) price level within the country, (d) the
employment status of the individual and (e) satisfaction
with the overall functioning of democracy within the
country. The second group of factors is formed by
opinions on working environments and human resources
management processes in the public administrations



that, according to the studies, are at least partly based on actual problems connected with strategic
personnel planning. It means that it is not possible to improve the image of public administration
as an employer only by communicative means, but in the long-term it might only be achieved
by systematic development of personnel policy, adjusting it to the overall strategy of public
administration and labour market demand.

In general, studies show that the strengths of public administration that make it an attractive
employer are: stability and sustainability of work and remuneration, long-term social guarantees,
substantively interesting and responsible work (especially at management level) and opportunities
to work internationally. It must be emphasised that one very important advantage of the public
administration sector as a potential employer is the opportunity to perform in certain respects
unique, interesting and responsible work, namely, it is an opportunity to take part in the planning
and introducing of national policy. However, in the view of experts, the most important factors
that prevent potential employees from working in public administration are difficulties to offer
competitive remuneration, hierarchical work structures and the negative public image of public
administration. Studies show that material and social guarantees offered by the workplace are more
important for those working generations that have experienced economic turmoil and instability.
In the same way, it must be noted that social values, namely positive relationships in a workplace -
such as employees respecting management style, characterised by respect, trust, openness and
honesty, pleasant colleagues and support of colleagues in problem situations at work — have only
become important characteristics of jobs during the last few decades and only for the younger
generations.

Several studies have been carried out during recent years that describe the skills and competencies
employees need to work in public administration. For example, staff working in public
administration have comparatively high (above average) information processing skills, including
the ability to read, understand and draft documents. They have average level general problem-
solving skills, reflecting also an ability to cope with non-standard situations). However, staff skills
are less developed in mathematics and information and communication technology application.
As communication and collaborative skills will be increasingly more important in the future,
the assessments show that persuasion skills, involving public presentation and negotiation, are
comparatively highly developed. Learning skills (learning from managers and colleagues, learning
through doing, following the latest tendencies within one’s own specialisation sphere) score an
average level, while independent working and priority-setting skills are comparatively lower, but still
close to average.

When summarising the results of a skills assessment, it can be seen that currently administrative
competences are comparatively well developed. So are simple technical and management
competences that allow daily work to be carried out according to instructions and directions.
However, the lack of strategic planning skills at various levels in both general management and
human resources management is highlighted as one of the most critical restrictions. There is also
insufficient development of competencies necessary for the adoption of independent decisions
and the flexibility and initiative to react to changes in the internal and external environment of the
organisation.

Special attention should be paid in future to attracting employees who are directly interested
in the content of public administration work. These are employees with the express intention of
working in the public service — they show a willingness to take part in policy making and acting
for the benefit of society. Since work in public

administration is more attractive for individuals Opportunities to supervise national
with a lower profile for risk, it is necessary to [evel processes and participate in
take care in attracting and retaining employees  E(J [avel processes are powerful
whose work duties require an innovative . .. . attracting high-level

approach, carrying out radical changes and takin . .
pproach, carrying aichang : 9 professionals from the private sector
responsibility in unclear situations - with the
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respective competencies required for that. Experts interviewed within the study consider that highly
qualified professionals can be motivated by opportunity to perform work with a very high level of
responsibility and the opportunity to work in an international environment that includes monitoring
and supervising not only national level processes, but beyond: at EU level processes, competing
successfully with the private sector. These opportunities may be critical in attracting professionals
from the private sector to work in the public sector.

From the perspective of selection, the listing of these qualities indicates factors that need to be
considered when defining the respective competency models and requirements for the applicants
before advertising work opportunities in public administration. At the same time, competition with
the private sector requires that the methods of recruiting and retaining employees become more
pro-active in future (by deliberately seeking out and attracting interesting would-be employees) and
more flexible (by offering opportunities to improve the qualifications of personnel, rotations through
public administration structures and opportunities to adjust workloads and time organisation).

When summarising prognoses, it is seen that the future labour market will be significantly
affected by the development of technologies, the increase of employment in the service sector,
by globalisation processes and the need to adjust to changes within the internal and external
environment of organisations. One of the most important needs of the future labour market is
the availability of information and communication technology (ICT), which means that this will
increasingly be used for work in all of the economic fields, including public administration. The role
of ICT is even more critical from a public administration point of view in offering and operating
different kinds of services. At the very least, this means basic ICT skills become a pre-condition
for the timely and proper accessibility of public and social services and the implementation of
the obligations to citizens and delivery of their rights. Increasingly more public administration
institutions offer their services via the Internet (e-governance), and this tendency will continue.
Examples include completing and submitting tax declarations, applying for healthcare and
social services, access to different registers, etc.) The second important tendency is the increase
of employment in the service sector and an increase in the general demand for a highly qualified
workforce. Studies show that demand for competencies that enable non-standard analytical tasks as
well as interpersonal interaction to be carried out has increased and remained at a constant level for
the last ten years.

While globalisation and its related processes creates conditions for the flow of a qualified workforce
abroad, it simultaneously creates an option for the flow of a workforce in the other direction from
other countries, thus participating in international competition for labour. Similarly, as a result of
these globalisation processes, the tendency increases to move low-skill jobs to countries and regions
with low salaries and low costs. Although this tendency has been observed previously within the
manufacturing sector, it is increasingly emerging in the services sector. Although this tendency does
not directly influence greatly the availability of highly qualified employees on the market, it still
puts public administration, for which the opportunities of such optimisation of workforce costs are
limited, in a position of competitive disadvantage compared with the private sector.

In view of these changes, public administration, as well as other organisations, will have to develop
an agility to anticipate changes and challenges and to adapt to them. Therefore in future the role of
such competencies that are needed to perform routine tasks will reduce (these jobs will be replaced
by technology) and demand for competencies for the performance of non-standard tasks and the
adoption of decisions will increase. The most essential competence groups for public administration
in the future will be strategic thinking, collaboration, creativity and flexibility. It will be possible to
partly reduce competition with the private sector over attracting the required skills by buying
outsourced services. However, particular tendencies within the development of outsourced services
are difficult to forecast, because they depend not only on economic and legal factors, but also
political factors.

© Baltic Institute of Social Sciences & O.D.A., 2015 8



With increasing life expectancy, quality of life in old age and falling birth rate, in the decades to
come the structure of the population and the proportion of economically active residents will
dramatically change. That will foster competition regarding new employees and also the continued
employment of older employees. This trend is more sharply defined in public administration than
in the private sector. Information collected in the second part of this study on the age composition
of the workforce by the central governments of 22 countries of the EU and Norway shows that the

problem of an ageing work force is most topical in

The ageing of public administration the old Member States of the EU - in Italy, Germany,
. . . . Portugal, Finland, the Netherlands and Ireland. This
is becoming an increasingly urgent

. problem is less topical for the new Member States
problem in EU Member States of the EU: Slovenia, Hungary and Poland, as well

as for certain old Member States — Luxembourg,
France, Greece and Cyprus. The reasons differ why the ageing of the work force of the public
administration in these countries is not be considered a problem. The majority of the countries with
a low proportion of their workforce aged 50 and more are new countries of the EU. So the younger
age structure of their public administrations should firstly be related to the reforms of public
administration implemented in Eastern Europe at the beginning of the 1990s and prior to entering
the European Union, which simultaneously promoted generational change in public administrations.
Typically, certain countries have their own individual explanations that result from the specifics of
the local labour market. However, the reasons for the ageing of public administration in several
Member States of the EU can be, for example, set restrictions on hiring new employees for public
administration work, increased requirements over time regarding the education and qualification of
the workforce, etc.

Important differences in age structures can be observed among the countries with regards to the
employment of women. The greatest proportion of women is employed in central government
in Latvia, Portugal, Lithuania and Hungary while the smallest is in Germany, Slovenia and the
Netherlands. The reasons for the high representation of women in public administration among
the Member States of the EU can be different and based on processes that have taken place over a
longer period of time in the labour market. Employment policy and the model of provision of social
welfare existing in the country has an important role - it either promotes or hinders the involvement
of women in the labour market as a whole. However, the proportion of women employed in
positions of intermediate and senior management level is altogether below the average in all
countries, which might indicate a tendency for men to be nominated for management positions
more often.

From the information gathered in the second part of the study on reforms implemented by six
EU Member States in the area of human resources management of public administration, it can
be observed that the majority of activities are oriented towards keeping staff motivated and
maintaining the competencies of the existing, ageing labour force. Addressing problems of ageing
and retaining a competent but older workforce — and keeping them working longer - is a policy
characteristic seen in France, Denmark, Italy, Germany and Finland, i.e., all of the states reviewed
except Poland. Three of these states — France, Poland and Denmark - can be distinguished for trying
to bring in reforms to promote the attractiveness of public administration work and to reduce
possible barriers to professionals from any age group.
From analysis of each state as well as a broader literature
review, it can be observed that a lack of strategies
exist at EU level aimed at targeting and purposefully
attracting a new generation of employees into public
service.

Various strategies for workforce
attraction and retention have
been developed

Summarizing the available information, EU states have applied various methods to ensure the
quality of their public service labour force and address the ageing processes in their society. Reforms
of the retirement system are examined as the first solution implemented in the old EU states to
tackle this problem.

© Baltic Institute of Social Sciences & O.D.A., 2015 9



In general, in addition to pension reform, some states have downsized the number of their
public service employees. This is mentioned in relation to the reforms of public administration
implemented in France, Poland, Denmark, Italy and Finland. In the case of two states (Finland and
Italy), it is especially noticeable that more effective use of ICT has a significant role to play: fewer staff
are needed, support functions can be improved and duplication of roles is cut.

The second component of the human resources management policy of major importance and one
common to almost all the states is the introduction of different programmes of training and lifelong
learning of staff. This is practiced in France, Poland, Denmark, Germany and Finland; no information
was available about Italy. Several problems are common to the way in which staff training is
managed. Firstly, the experience of countries indicates that training is not regular enough and does
not have a systematic goal to train the skills that are needed in public service. Secondly, experience
shows that the existing training programmes may not be suitable for older professionals and should
be modified. Thirdly, the older generation might not be ready for such changes and to engage in
training — so ways of motivating them may need to be identified.

When examining training issues, the literature reviewed in the first part of the study indicates that
in future special attention should be paid to the promotion of co-operation between employees of
various generations. The first example of promoting inter-generational co-operation is the model
of mentoring or instructorship, where an older employee with greater professional (and probably
management) experience transfers to younger employees the skills and knowledge necessary for
performing in a particular position. Like a mentor, the older employee provides continuous support
in a systematic way over both the short and the longer term to
help develop the competence of the younger staff member.
An alternative model is the promotion of inter-generational
exchanges that involve forming heterogeneous working
groups in terms of age, where due to inter-generational
experience and exchange of information both the productivity
of work improves and mutual learning takes place between younger and older employees. The
younger employees bring new ideas and knowledge to the team (for example, understanding
new technology and innovative approaches to problem solving), while the contribution of senior
employees is based on their experience and in-depth understanding of working processes. It
must be emphasised that such experience exchange models cannot be introduced simply by
management forming inter-generational working groups and then leaving the process to work
on its own. For the most successful results it is necessary to improve the skills of all employees
involved in communication and exchanging information. The organisational culture should
promote friendliness, cooperation, openness and respectful interpersonal relations. Elements of
competition that might prevent employees from sharing information should be eradicated, as this
might encourage them instead to perceive their personal competence and knowledge as means for
making an individual career.

Development of inter-
generational co-operation
becomes more important

The third group of policy tools is a more focused human resource management policy that includes
the establishment of a system for forecasting labour and skills shortages in the future (for example,
as exists in France, Italy and Germany) and incentivisation, with closer links between performance
and pay. Employee career planning and retention programmes are an important part of this
approach. Experts interviewed within the study emphasise that in the future public administrations
will have to pay close attention to the mobility of staff within public administration, their
opportunities for international traineeships and exchanges with the private sector. On the issue of
the preferable objectives and results of mobility, experts acknowledge that the horizontal mobility of
employees is to be supported, because that allows them to get more experience, gather insight into
the content of various jobs and gain a better understanding

of the work culture in other institutions. In the case of A targeted human resources
Latvia, this necessity is highlighted by the results of the management policy has been
youth survey. As is seen in the third chapter, the majority of ~ developed
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Latvian youth does not want to do the same job for longer than between one and three years. They
will stay at the same workplace mostly for four to five years, with an upper maximum of 10 years.
University undergraduates in Riga want a more dynamic pace of work and growth. It means that
when setting out to keep young people working in public administration, close attention has to be
paid to their horizontal mobility to allow the provision of interesting work and the dynamics that are
important to them, as vertical growth opportunities are limited.

The aim of the fourth group of activities is to increase the attractiveness of public service
employment in certain directions. Firstly, to promote the balance of work and family life as well as to
keep the older personnel working in the public service, several states (for example, Poland, Denmark,
Germany and Finland) have developed options for more flexible working conditions and distance
working. One more instrument for promoting the attractiveness of public administration work is
explaining the goals, functions and accomplishments of public service to the wider society. To do
this, it is necessary to explain to the entire society and to the youth as a separate target audience in
an exciting and engaging manner the work objectives
of public administration, the opportunities available
and the content of the work itself. This includes
international collaboration opportunities and the
dimension of interesting and socially useful work that
provides personal growth prospects. These messages can be delivered through the making of video
reels, infographics, etc, ensuring the messages and information are directed to the youth via the
information channels they use; for example, social networks, Facebook and so on.

Promoting the attractiveness of
public administration as employer

For several new EU Member States, Latvia included, one important aim is attracting the youth
studying abroad to work in public administration. Foreign countries that have implemented similar
support policies (for example, Bulgaria) have held forums (for example, “Career in Bulgaria”), where
students abroad could receive information on job opportunities with the major national companies
and to exchange experience'. When explaining job targets and opportunities for young people, the
information has to be placed in international social network channels (for example, Facebook).

The third aspect for promoting the attractiveness of public administration as an employer is
to reduce its weaknesses. For example, in the view of young Latvians, the weakness of public
administration work is the lack of a respectful management style (respect, trust, openness and
fairness), pleasant colleagues and support of colleagues when there are problems at work.
One of the ways to improve the perceptions of the youth about relationships within the public
administration workplace is to improve the culture of customer service. The positive experience
acquired from contact with public institutions is vitally important in developing an overall positive
perception.

The literature reviewed in the first part of the report indicates that increasingly more importance
will be assigned to individual approaches for personnel development to diminish the risks caused
by an ageing of the society in the future. Individual competency development plans and training
opportunities are the most effective ways for increasing competency for both new and older
employees; whereas a flexible approach to work time

planning, individual feedback and evaluation and emphasis  |ntroduction of an individual
on career opportunities are crucial factors both for retaining approach for human
employees within an organization in the longer-term and for

A : , , resources development
maintaining their work capacity at maximum level.

Similarly, despite the idea that the state does not provide public services entirely itself but should
involve society in their provision, public authorities will in the future remain responsible for the
outcome. Public administration has to become more mobile and more open in order to ensure

1 lvanova, Vanya (2012). ,Return migration: Existing policies and practices in Bulgaria”” In: Ivanova, V., . Zwania-Roessler (eds.)
Welcome home? Challenges and Chances of Return Migration. Transatlantic Forum on Migration and Integration. Sofia: Maria
Arabadjieva Printing House.
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functions are fulfilled in accordance with modern information space requirements. Co-operation
can be promoted through the development of social entrepreneurship, by simplifying and making
more effective regulatory standards, as well as increasing the responsiveness and diversity, the
decentralisation of management processes, providing complete openness and transparency,
highlighting areas of responsibility, making customer services personalised and friendly, promoting
individual self-service and user-driven innovation in the public sector.

Through the influence of technology, hierarchical structures of organisations are increasingly
replaced by technological solutions that allow organisations to become more responsive to
uncertain external environments. Decentralisation of decision making will facilitate lower
management levels taking more responsibility. Despite more complex management work, job
satisfaction and the performance of employees will help )

promote a clearer understanding of the role of the manager. Changes in management
Decentralisation will make organisational structures flatter ~models have been expected
and that will provide better knowledge transfer between

functions and employees demanding greater involvement. The opportunity to work flexible
working hours will positively influence performance if the employees themselves determine the
working hours most appropriate for them. Specifically, the freedom of the employee to choose
will allow them to take more responsibility and work more intensively. Although increasing work
intensification can reduce job satisfaction, the studies show that employees who have decided
themselves to work flexible hours rather than be forced to under the influence of optimisation
processes are more satisfied with work and thus are more productive. Flexible working hours
require the development of an open dialogue between the organisation and its employees not only
on aspects of particular work performances, but also on feeling of comfort for the employees. This
facilitates the building of personal relationship within the organisation which, in turn, positively
influences relationships between public service organisations, their clients and society.

Based on labour force characteristics and the qualification assessment of Latvian public
administration given in the second part, both now and in the future the highest demand will be
for specialists in the finance, agriculture and welfare sectors which have, firstly, a large number
of employees and, secondly, a relatively high share of the ageing labour force, especially in the
agencies. Although the share of younger employees in Latvian ministries is high (the proportion
of employees under the age of 49 years exceeds 70%), their agencies have a significantly greater
proportion of older staff. When forecasting the future, it should be taken into account that 20%
of Latvian youth (women significantly more often than men) acknowledge that they would be
interested in working at some of the ministries, their agencies and in local government or local
authorities. Considering the current age structure of the institutions, a major future challenge will
be to attract the younger generation to work in different branches of the agencies. It is considered
to be even more of a challenge because the agencies have

lower wages and the work includes policy implementation The age structure is uneven
rather than planning components that - according to the in sectors of Latvian public
assessment of experts interviewed within the study - is one  gdministration

of the most interesting aspects of public administration work.

In general, young Latvians have high expectations regarding potential salaries. In the evaluation of
the youth, a good gross wage for a graduate would be on average approximately 995 EUR, which is
one and a half times higher than the average salary in 2013. However, after five years of employment
graduates would earn on average approximately 2,000 EUR gross. The results of the youth survey
show that students of agriculture, health and social services have one of the highest expectations
regarding both their starting salary after graduation and again after five years of work. Thus, in the
future the most important difficulties in attracting employees will face the agriculture and welfare
sectors, which at the same time is characterised by a large number of employees and an ageing
workforce.
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When analysing assessments of the skills that are both present and lacking in Latvian public
administration, data shows that the current performance evaluation results are very high; as a result,
they do not demonstrate the objectivity necessary in public administration. This makes it difficult
to identify which areas of competence need improving. High evaluations do not allow proper
appraisal of management performance, identify talented staff in management and other function
groups or distinguish ‘good’ performance from ‘excellent’ In turn this threatens the successful
implementation of talent management programmes
in public administration. The analysis shows that
higher performance scores are regularly given to
employees whose functions include intellectual
work such as policy planning, rather than those in
support roles or doing physical or lower qualified
work where the main duties relate to the daily smooth running of the organisation - although very
high scores are theoretically possible for all staff groups equally. These uneven evaluation results
indicate that Latvia’s public sector managers do not have the required level of competence in staff
assessment skills. This conclusion is backed up by the results of expert interviews.

In competence assessment, it is
necessary to distinguish between
‘good’ and ‘excellent’ performance

Over all the performance evaluation criteria, managers have received assessments of ‘excellent’ or
‘very good’ more often than any other public administration staff. These results differ from the view
of a human resources management expert interviewed in the study about a lack of competence
at management level in Latvia’s public administration. This difference suggests that the evaluation
of managers could be influenced by, firstly, a tendency observed by the experts that a lower
assessment rating of a manager is considered to be discrediting his authority, and secondly, that
the manager is evaluated in a narrower sense — rather as an expert and professional in his field (‘an
authority’), instead of a team builder and inspiring personality (‘a leader’).

When summarising the competence evaluation scores of all levels of managers, the competencies
most often evaluated are the ability to get results, to make decisions, to take responsibility and to
motivate and develop staff. Those least often evaluated are an orientation towards development; the
skills to develop and maintain relationships and awareness of the values of the organisation. It would
be advisable for Latvian public administration to review the assessment system to address this issue
of uneven competency rating. This is important because currently, the management competencies
least often assessed are actually those that the literature review suggests should be considered
the most important for future managers. Their infrequent assessment creates a lack of information
on the readiness of managers in Latvian public administration to act and be efficient within an
environment that is changing and facing an uncertain future. It also highlights a certain lack of
understanding about the importance of these competencies and the ability and desire to achieve
short-term objectives.

According to the literature review (included in the first and

fourth part of the study) during the next ten years multiple  The working environment
challenges await managers in public administration. These
include global trends in demography, economics, politics and
ecology as well as the development of new technology and its
consequent impact on civil participation. Together these factors
will form an increasingly complex and dynamic environment
where managers will have to be able to quickly orientate themselves and develop and communicate
a clear vision for their employees. Managers will have to work with a huge and ever-increasing
amount of information, demonstrating results in the improvement of efficiency — both personally
and in their structural units — while simultaneously dealing with increased levels of interest from
society and the media on the actual process of their work and results. Increasing uncertainty
requires a higher level of openness in order for society to be able to follow the decisions made and
better understand the risks involved, and so openness will be another important value for public
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administration in future. Managers will have to strive to achieve higher levels of motivation from
their staff, despite limited financial resources to do this and facing competition from the private and
non-governmental sector for the most talented employees. Complex challenges and a public wish to
take part in public management will make managers look for and work towards a balance between
a hierarchical and network-based organisational relationship. Continuous change and developments
in the external environment will create pressure on managers to act flexibly and provide continuous
development, both at a personal, staff level and also within public administration organisations.

In future, both leaders and managers will be required in public

administration organisations. Those in management positions

will have to perform roles more characteristic to ‘leaders’as well | fiture, ‘manager-
as their traditional manager tasks. They will need to create and
maintain good communication channels to their staff, to develop
the vision to inspire, to manage change and to unlock the self-
motivation of employees. The most successful organisations
in the future will develop cultures that enable sustainability to
be maintained, both in human terms and from the ecological
viewpoint of the society.

leaders’ will be required
at all management levels
of organisations

In future organisations, there will be leaders at all levels, starting from leadership at the technical
levels of the structure through team leadership by intermediate managers through to organisational
leadership from the senior managers. In collaboration with organisations in other sectors managers
and staff in public administration will establish teams and networks in which they will engage
in collaborative leadership. The roles of managers will change in the organisations of the future.
Managers will pay more attention to self-development and development of others as well as to the
processes of mutual learning, establishing relationships both within and outside the sector of public
administration. Less time will be devoted to performance control at work.

Since the values of the managers of the

future should correspond to the values of Conformity between the personal value
public administration, it is important to system of the manager and public
select prospective managers whose personal G e e S e G L e G

value systems include fairness, openness, durina th lecti d
professionalism, efficiency and an orientation Slitlof it S (01 of deldl e (PLl

towards the customer and society. Character

evaluation of managers should take place at the time of recruitment. Since an individual value
system is a stable part of the personality that an employer cannot change, the most appropriate
moment to evaluate this is during the selection process.

Future managers will need a long list of competences. These will include the management and
motivation of employees, managing emotions, communicating effectively and influencing through
clear and rational arguments. As well as these attributes, management through participation is
based on managing change, embracing tolerance and diversity, introducing a culture oriented
to development and to conceptual and systemic thinking, as well as displaying a range of
competencies that are necessary for this management style. However, viewing this long and varied
list of the high level competencies that will be needed in the future, doubts arise about the ability
of managers to develop them to the standard required. By maintaining even a partially hierarchical
organisational structure, the competence model of managers will be affected by their place within
that structure: for example, conceptual thinking will be more important for senior managers.
However, since the role and responsibility of the intermediate and lower level managers will also
grow significantly, especially in these management levels, the competencies needed for these roles
will be more extensive than at the moment. It follows then that one of the most important attributes
for any manager of the future will be an orientation towards development, because this will enable
them to adapt quickly - to improve their existing skills and gather the new and crucial competencies
for successful public administration work in the future.
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A wide choice of management tools is available to future managers in order to motivate and
develop employees and ensure that they understand the tasks in order to promote a high standard
of performance at work. These tools do not require vast financial resources; usually the goodwill of
the manager is enough. Managers need employee management and development skills and the
willingness to improve. The support that managers themselves need involves practical training
in various skills and then development in the application of those particular management tools;
however, managers can use these development techniques without formal training by analysing
success and failure in their daily work with their staff.

In addition to the analysis of the literature and data in this study, two scenarios were developed
within its scope for Latvian public administration until 2025 and the action plan “Public
administration as the best employer in 2025" The first scenario examines the course of development
of Latvian public administration as it exists, if the reforms already initiated within human resources
policy continue and the pace of reform remains unchanged. However, the second scenario examines
the development of public administration if reforms are directed towards systematically attracting
and integrating a younger generation within public administration through active action a
collaboration of the generations to deal with ageing issues.

The most significant benefits of the first scenario - continuing reforms already initiated within human
resources policy — would be a clear application of conditions for various positions, predictability
and stability of the work environment that ensures feelings of security; the gradual introduction of
the ‘competency approach’ within personnel management
The current reforms of processes and a reduction in administrative and routine
human resources policy in functions through centralisation and automation of support
functions. Potential risks include: a moderate pace of
reform, a delay in the introduction of political initiatives
due to political will or limited resources; a lack of reform of
) the organisational culture of public administration; a lack
the work environment ¢ flexibility in human resources management that may
increase the dissatisfaction among groups of employees and
their readiness to leave their public administration jobs — and a high resistance to change leading
towards the maintenance of stability. In such a situation the risk also exists that the age structure
of public administration staff encourages a polarisation of the values and working style that hinders
collaboration among those working in public administration.

Latvian public administration
provide a moderate pace of
development and stability in

However, the second scenario — when reforms encourage the systematic attraction of a younger
generation, ageing issues are tackled and cross-generational collaboration is introduced - the main
benefit is the planning of a human resources strategy that fits the current and future needs of public
administration. Resources needed to combat the consequences of these different problems can
be reduced. This scenario provides for a significant transformation of the organisational culture of
public administration, and will result in greater individual responsibility at all levels leading towards
a ‘collaboration-oriented’ work environment. Because of
this, the organisational structure of public administration
will become flatter. Due to the application of ICT and e .
. A . management policy involves

analysis and optimisation of processes and functions, . L

the amount of administrative and routine functions transforming tl?e orgé'm'lsatlo.nal
will decrease. The second scenario also provides a culture of public administration
strengthening of the overall capacity of personnel

management in public administration by creating synergy opportunities between managers
as personnel managers and specialists of the personnel function. In effect they are operating
as ‘experts’ of the personnel management branch, able to provide consultation and support to
managers. Staff will be more motivated and work more efficiently, strengthening the role of human
resources development policy within public administration to find efficient and individual personnel
management solutions. At the same time, there is a range of risk factors determined by the study
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that could hinder implementation of this scenario. The most significant among them is a weakness
of the function of strategic and centralised human resources planning that hinders analysis of the
required and existing competences and forecasting future needs. There is also a lack of change
management capacity within public administration, from which a range of other risks follow. These
will include high levels of resistance from public administration staff to the reform of organisational
cultures and structures as well as non-systematic and insufficient external communication about the
objectives, pace, achievements and benefits of the reforms.

Prevention of the risks involved in the second scenario - even partially — will facilitate the
implementation of the action plan 'Public administration as the best employer in 2025’ developed
within the study. It covers eleven courses of action, the most important of which is the development
of external communication. This will improve and promote public awareness of public administration
work and services and how they can be improved, development of programmes in order to pro-
actively attract and retain staff with the competencies required by public administration and
introduce a customer-friendly culture to improve trust in public administration. At the same time,
managers at all levels of public administration should be developed as leaders who promote the
achievement of objectives and, at the same time, provide support for employees to implement
both initiated and planned changes in public administration. They should also work towards
strengthening inter-generational co-operation between employees, respecting their different work
and life experiences, values, needs and motivations.
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RESEARCH METHODOLOGY

Methodology chosen for achieving the objectives of the study and implementation of the
tasks provides application of combined methods of collection and processing of quantitative
and qualitative data, supplementing it by extensive review of theoretical literature. Research
methodology is coordinated with the supervisory board of the study established by the contracting
authority (the State Chancellery).

The aim of the activity is to prepare report basing on the available studies, surveys and publications
on development tendencies of the public administration in the EU countries. Report examined the
following themes, according to which the prepared literature review was structured:

1.Values and content of work of public administration: meaning of traditions, values and
dominating culture of public administration and anticipated changes in future. Prognosis on
potential changes into the mission, values, objectives, culture and content of work of public
administration (in substantive directions);

2.lmage of public administration: potential development of public administration as
attractive employer and solutions how to make public administration attractive employer to
the younger generation;

3.Options for attraction, maintenance and keeping of knowledge and competences
necessary for public administration. Analysis on which knowledge, skills and competences
in public administration are currently in sufficient amount and which are missing, by
accentuating those competences, skills and knowledge that will be especially required in
future. Development of recommendations for keeping highly qualified employees in public
administration and attraction of new professionals;

4, Future labour market and its impact on public administration: changes in demand for
the employed; new requirements, knowledge, skills and competences that will be essential
for the future labour market, and how it will affect public administration, for example,
whether and how great importance strategic planning and vision are going to have; whether
it will be possible and necessary, considering the fast changes in everyday life. Prognosis on
which positions are going to disappear (will not be current or will be automated) and what is
going to come in their place, how the content of the positions and everydaily life are going
to change, for example, whether administrative and support functions will reduce, which
professions will be especially emphasized, which changes can be caused by robotisation and
computerisation;

5.Impact of processes of ageing population on public administration: risks that can be
caused in public administration by ageing of the employed and lack of new employees,
age structure of the employees in public administration and its analysis, necessary changes
in working environment of public administration (in connection with the so called active
ageing), in order for it to operate considering future age structure, as well as necessary
activities for reducing risks connected with ageing of the employees;

6. Environment and collaboration: explanation how will develop the importance of the
inter-functional collaboration, coexistence of team/ project work and individual work and
interdependency, impact of technologies on communication and interrelations, functions
and automation of operations, prognosis on changes regarding mobility and openness of
public administration;
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7.Changes in organization of work: changes in organisational structures, changing from
hierarchic towards matrix, more flat or other kind of structures, impact of structural changes
on decision making, responsibility of different level employees and other aspects. Options
of flexible working hours and distant work and impact on work results, performance and
motivation of employee;

8. Changes in personnel management processes: the most essential personnel management
processes, changes in those processes (to identify processes that will become obsolete or
disappear and processes that will develop new, emerge in addition to the existing processes).
Directions for development of procedures and processes and impact on implementation of
the functions of personnel management.

International publication data basis were being used in search of literature, for example, EBSCO,
EconBiz, JSTOR, SSRN etc., and home pages of various international institutions that are engaged in
research (for example, OECD, World Bank etc.), as well as publications of Latvian and foreign authors
with references to other information sources.

Interviews with experts in human resources management

The aim of the activity is to assess and prepare review on internal culture, work organization,
necessary expertise and other aspects of Latvian public administration (for example, future challenges
and development tendencies). 8 expert interviews were carried out within the scope of activity.

Statistical characteristic of employees in the Latvian public administration

In order to draw up development scenarios of the Latvian public administration for the next ten
years and to develop action plan “Latvian public administration as the best employer’, analysis of
available statistical data was carried out within the scope of the study.

Data of the Ministry of Finance were used in description of demographic and employment profile
of the employees of Latvian public services. In this review, employees of the Latvian public services
are understood to be employees of central government institutions, i.e., ministries and their
agencies, and subordinated institutions of the Cabinet of Ministers (Cross-Sectoral Coordination
Centre, State Chancellery, The Corruption Prevention and Combating Bureau etc.). Review has
excluded employees of the following institutions being within the direct public administration:
public technical schools, music schools (including teachers), judges, assistants of judges, State Police,
Border Guards, State Fire and Rescue Service, Prison Administration (including officials with special
ranks), National Armed Forces (including soldiers), Emergency Medical Service (including doctors),
social care centres. On the whole, analysis covered 105 public institutions.

Data entered into “Information System of the Electronic Evaluation Form” (system NEVIS)
administered by the State Chancellery, were used when describing assessment of competences of
the employed in the Latvian public administration. Assessments made for 2013 were available for the
needs of the study.

Age and gender structure of the EU Member States

The aim of the activity is data collection on situation in the EU Member States, assessing, to what
extent ageing of public administration and attraction of the youth accordingly is or is not a
problem, paying more detailed attention to the employment of the youth aged up to 25 in public
administration and analysing, whether these tendencies have connection with positive or negative
image of public administration. According to the information provided by EUROSTAT, detailed
information on the structure of the age and gender of central government institutions is not being
carried out in the level of the EU, therefore information, necessary for the study, was obtained by
sending questionnaire via EUPAN.
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Altogether the answers were received from 25 countries — 24 Member States of the EU and Norway,
where two of the countries admitted that they could not provide the requested information.
Thereby, the study includes summary of information on the age and gender structure of central
government institutions of 22 Member States of the EU and Norway. Data are available on following
countries: Austria, Belgium, Bulgaria, Cyprus, Denmark, Estonia, Finland, France, Germany, Greece,
Hungary, Ireland, Italy, Latvia, Lithuania, Luxembourg, Poland, Portugal, Slovakia, Slovenia, Sweden,
the Netherlands and Norway. Countries that answered that they could not provide the requested
information were the Czech Republic and Romania. However, four countries — Great Britain, Croatia,
Malta and Spain - did not complete the forwarded data request.

In order for the obtained information to be comparable, definition on central government was
provided in the questionnaire, according to which data had to be summarized on core ministries
and agencies of central/ federal governments, excluding sub-national level of government (regional/
local/municipal), as well as government-employed doctors and nurses, teachers, police, judges,
military officials and employees of public companies. In the questionnaire, Member States were
requested to provide the following information on the employed in central government:

" the total number and the number of part-time employees;
women participation;
proportion of women employed in positions of the top and medium managers’ positions;
age structure of the employed;
age structure of the employed in positions of the top and medium managers’ positions;
duration of employment in public administration.

In order to be able to describe changes of the situation during the last four years, there were set two
information reference points in the questionnaire — 1 January, 2010 and 1 January, 2014, thereby
considering that at the moment of sending out the questionnaire, data on 1 January, 2015 could still
be unavailable.

Since information on the numbers of the employed in public administration was provided in very
varied manner, while data on duration of employment in public administration accordingly to the
definition set in the questionnaire and time frame could be provided only by 11 countries, these data
are not included in the further report.

The following aspects hinder comparison and interpretation of the obtained data:

1.Countries provided data based on their own definition of the concept of the central
government that limits opportunities to make cross-country data comparison.

2. Countries changed reference dates, most often — to 31 December of the previous year. In
certain cases, the change of the reference point was different. Cases, when countries have
changed reference dates of the provided data, have been indicated in the notes of the
respective figures.

3. Countries changed also the range of the age structure set by the questionnaire which is also
indicated in the notes of the respective figures. Since part of the countries displayed data
within larger age groups than it was set by the questionnaire, it is not possible to show the
proportion of the employed youth by public administration of age up to 25 for all countries.
Thereby proportion of the employed is initially shown in three main age groups (until 29, 30 -
49, 50 and more years) for all countries that have provided information, and in details on the
proportion of the youth - only for those countries that provided information accordingly to
the data request.

4. Data on gender and age structure were provided as percentage; however it refers to either
headcounts or full-time equivalents, depending on the country’s database management.

Since no detailed measurements that would be carried out following single methodology on
the image of public administration on each EU Member State are available in the public space,
description of the image of public administration (positive vs. negative) is replaced by data on trust
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in government of the respective country, acquired from the European Union’s Eurobarometer survey,
carried out in the autumn of 2014. Data tables with data on each country separately, attached to the
summary of survey results, have been used for characterization of the trust®

Case studies of the EU Member States

The aim of the activity is to perform the analysis of the situation (case studies) on three EU Member
States, which have explicit problems with ageing of the public service employees and attracting
the new generation into the public sector, and on three EU Member States, which deal with these
problems successfully. In order to select states for the case studies, initial research of OECD data
on the age structure of the public service employees and available literature was performed. The
following criteria were applied in selection of the states:

1.The age structure of the public administration, selecting states with comparatively big and
small proportion of the young generation (up to 30 years of age) from the total number
of employed. OECD data were used for the initial selection of the countries, whereas the
information provided by the states and examined in the second part of the study is used for
further development of this report;

2. OECD reports on diversity of implemented reforms to solve the problem of ageing of the
public service. For case studies states, having applied more varied instruments, were selected,
for example, states having implemented not only reforms of the pension system but also
different programmes for lifelong learning of older generation labour force®.

By applying the above mentioned criteria France, Denmark and Poland were selected as three
Member States, which solve successfully the problem of ageing since, apart from the implemented
reforms, these states are characterized by relatively younger public administration, whereas
Italy, Germany and Finland are among the states where the problem of ageing is acute, although
Germany, for example, finds itself among the states, which have applied a wider variety of
instruments to diminish the problem of ageing of the public administration. Since the new EU
Member States are characterized by relatively younger age structure of the public administration,
then for the purposes of case study one of the new EU Member States (Poland as one of the biggest
regarding its population, about which detailed information is available) was selected together with
two old EU Member States, the experience of which can be regarded as different on the background
of other old EU Member States and therefore worthwhile for study.

Survey of youth studying in Latvian universities

The aim of the youth survey was to identify youth requirements regarding work and career, and to
characterize the new generation as potential (future) employee. For achieving this aim youth aged
from 18 to 30, who are studying and/ or working in parallel to the studies or have finished their
studies during the last two years and started working, were surveyed. Within the scope of the study,
students were surveyed at 13 universities:

1. University of Latvia;

2. Riga Technical University (including regional affiliates);

3. Riga Stradins University;

4. Academy of Culture;

5. Turiba University;

6. Riga International School of Economics and Business Administration;

7. Stockholm School of Economics in Riga;

8. University of Daugavpils;

2 Standard Eurobarometer 82/ Autumn 2014. PUBLIC OPINION IN THE EUROPEAN UNION. Tables of Results; p.40. Available:

http://ec.europa.eu/public_opinion/archives/eb/eb82/eb82 anx en.pdf
3 OECD (2007). Ageing and the Public Service: Human Resource Challenges. Paris: OECD Publishing, p.31.
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9. Latvian University of Agriculture;
10. University of Liepaja;
11. Rezekne Higher Education Institution;
12. Ventspils University College;
13. Vidzeme University of Applied Sciences.

Youth survey was implemented on 3 - 19 February, 2015. There were two data gathering methods
used at the survey - self-completed questionnaires at study-room and on-line survey, using e-mails
of university students and graduates. Achieved sample size in the survey was 1685 respondents,
the major part of whom - 1377 respondents — was full-time students of bachelor level, 195 were
students of master level, but 113 respondents were graduates. The applied sample method -
quota sample, considering following characteristics — national higher education institutions or
higher education institutions established by legal entities (private), number of full-time students at
universities at various programme levels, thematic groups of studies (branches). Data on numbers of
students at universities in study year 2013/ 2014 of Ministry of Education and Science were used for
quota calculation (detailed description of the sample is attached in Annex 1).

When describing the surveyed cluster of youth, the following features of the survey of university
students and graduates must be emphasized: 40% of the respondents are men, 60% are women;
80% of surveyed consider themselves Latvians, 17% - Russians, 3% - indicate belonging to some
other nationality; 75% surveyed youth studied at universities of Riga, 25% — at regional universities;
31% surveyed youth study specialities in the sphere of social sciences, commercial sciences and
law, 19% - study specialities in the sphere of natural sciences, mathematics and information
technologies, 16% - study specialities in the sphere of engineering, production and construction,
11% - study specialities in the sphere of health care and social welfare, 9% - study specialities in
the sphere of humanities and arts, but accordingly 6%, 3% and 4% study specialities in the sphere
of services, education and agriculture. In order to provide sufficient representation of master and
graduates groups, the sample was extended for the age, including also students and graduates until
the age of 30. Youth aged from 18 - 20 make 44% of the sample, youth aged from 21 - 23 make 40%,
youth aged from 24 - 25 are 8%, but students and graduates, who are from 26 to 30, form 8% out of
all surveyed or 139 respondents.

Although initial task was to cover youth aged from 18 - 25 in the survey, target group was expanded
to the age of 30. Such decision was taken due to some other requirement set within the work task,
namely, to survey also such youth, who have finished studies and started working. Majority of
Latvian youth graduate from secondary school at age of 19, provisional age for graduation of master
studies is 24 — 25, which means that major part of the respondents can be without the necessary
work experience. In order to reach respondents with work experience, research work group in its
proposal planned to survey not only studying youth, but also graduates of the last two years, what
resulted in the age of respondents exceeding the set age limit of 25. Majority of graduates of the last
two years covered by the study was aged up to 30, what also set criteria for re-defining the target

group.

Literature review on future roles and competences of managers

The aim of the activity is, basing on various sources of literature, to prepare description of the future
manager, by analysing roles of managers and leaders and the necessary competences. Altogether
the following issues were covered by the analysis:

1. necessity for manager’s post, are leaders going to replace managers, do leaders have to be
managers;

2. competences, knowledge, skills and attitudes required for a good future manager (for
example, ability to manage changes, diversity and to successfully organize collaboration of
generations);

3. the most essential values and mission of the future managers;
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4. types of managers and management styles that will be required and will be able to ensure
efficient and qualitative work of institution;

5.tools necessary for the future manager in order to have motivational impact on employees
and promote achieving targets;

6. redistribution of responsibility and roles between the managers and subordinates, expected
changes within interrelations between managers and employees, talent management;

7. potential problems that managers will have to face in future.

International publication data basis were being used in search of literature, for example, EBSCO,
EconBiz, JSTOR, SSRN etc., and home pages of various international institutions that are engaged
in research (for example, OECD, World Bank etc.), publication repositories of journals dedicated
to particular themes (for example, International Journal of Leadership in Public Services), as well as
publications of Latvian and foreign authors with references to other information sources.

Focus group discussion of experts in human resources management

The aim of the activity is to make discussion on the roles and competences of managers and leaders
in public administration, on possibilities to introduce various models of leadership in the Latvian
public administration. Focus group discussion was held on 19 February, 2015. Six experts took part
in that (managers working in public administration, personnel management and human resources
management experts with experience in work in public administration or in collaboration with
public administration), one expert provided answers on questions of the discussion in electronically.
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| DEVELOPMENT TENDENCIES
OF PUBLIC ADMINISTRATION
IN THE FUTURE

1.1. Values and content of work of public administration

Generally defining, the values are principles, standards that form the basis for the judgements and
the choices for the alternatives of behaviour.* In the context of organizations, values are regulatory
guidelines that determine the preferable behaviour and attitudes. Values form the moral background
for the objectives and activities of the organization.” The current values within public administration
can be divided into four basic categories®:
Morally ethical values: honesty, fairness, accountability, loyalty, excellence, respect,
openness, integrity.
Democratic values: rule of law, neutrality, openness, responsiveness, representation, legality,
as well as accountability and loyalty that appeared already in the previous category.
Professional values: efficiency, effectiveness, provision of services, leadership, innovation,
quality, creativity, as well as excellence that can be added also to morally ethical values. It is
possible to separate traditional values (for example, efficiency) from new values (for example,
innovation) within professional value category.
People-oriented values: care, tolerance, politeness, compassion, courage, benevolence,
humanism, as well as fairness that at the same time belongs also to the morally ethical value
category.

As this classification demonstrates, it is not possible to draw strict lines between the categories,
because separate values belong to more than one category (for example, accountability is both
morally ethical and democratic value; fairness belongs both to the people-oriented category and
morally ethical value category). Besides there are only examples of particular values mentioned in
each category; in reality there are more particular values, and they might be defined by different
names and specific content depending on the country and each particular institution. However,
these categories are conceptually separated and represent the most essential criteria, on what the
mission of public administration should base in contemporary society. These categories are abstract
and weave through the entire operation of public administration. An alternative view on public
administration values connects specific values with definite elements of principal functions and
content of work of public administration. The study of public administration values has brought
out seven such elements, each of which having corresponding value category with its own value
content”:

4 Van Der Wal, Z,, Huberts, L., Van den Heuvel, H., & Kolthoff, E. (2006). Central values of government and Business: Differences,
similarities and conflicts. Public Administration Quarterly, 30(3/4), 314-364.

5 Christensen, T., Laegreid, P, Roness, P.G., & Rovik, K.A. (2007). Organization theory and the public sector: Instrument, culture and
myth. London: Routledge.

6 Kernaghan, K. (2003). Integrating Values into Public Service: The Values Statement as Centerpiece. Public Administration
Review, 63(6), 711-719.

7 BeckJgrgensen, T., & Bozeman, B. (2007). Public Values: An Inventory. Administration & Society, 39(3), 354-381.
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1. Contribution of public administration to society. This is the central element of the operation
of public administration, and it involves values that to a great extent represent the mission of public
administration. There are four dimensions of values within this category. The first is the common
benefit and the values of public interests and social cohesion. This value type reflects expectations of
society that public administration will serve to the overall public interests, not just separate groups
or narrow circle of persons. The second value type within this category is altruism and morally ethical
values and people-oriented values connected with that. This value type reflects human contribution
in building the common benefit and respect towards each individual member of society and his
rights, liberties and needs. The third value type is connected with the care for future generations.
It includes values oriented towards sustainability that reflect desire of the society to leave a clean,
habitable environment and undepleted resources for the next generations. The fourth value type
is the image of public administration that characterizes how public administration represents itself
in front of the society. The essence of this value type is provision of such functioning of public
administration that deserves public respect and provides stability of public administration system via
that. This includes both morally ethical values, democratic values and also professional values.

When commenting on this aspect, Latvian experts interviewed within the study emphasize that it
is very important that employees of public administration, irrespective of their post and position
within the common hierarchy, would have a clear and comprehensible vision of the mission of
public administration and also of each individual institution or structural unit, objectives and tasks
subordinated to it. In addition, the goals of each institution should be defined so as to be clearly
visible to be linked to the common mission. The same also applies to values — core values should be
common to all the institutions and all public administration employees, thus creating a single, rather
than fragmented public administration.

2. Transformation of public interests within decisions of public administration. This element of
public administration operation is related to provision of the process for democratic representation
and democratic adoption of decisions within society. This value category basically includes
democratic values of different kind that are directed towards majority rule, implementation of
people interests, collective choice, citizen involvement in political processes etc.

Latvian experts interviewed within the study emphasize that the thesis that the mission of public
administration is work for the benefit of society, put first the issue on collective will and ability of
society to be aware of it and formulate it. If society itself cannot fully do that or there are hindrances
to express this will, public administration is the one that defines collective will instead of society.
However, in this moment it is important that public administration maintains public interest as
primary, instead of interests of political authorities, economic elite or separate groups of civil society
or does not replace it by its inner understanding on the collective will.

Although one of the ways how to ensure connection between public interests and decisions of
public administration is involvement of society in decision making, the study carried out in the
Baltic States on values of those working at the public administration demonstrates consistently
mediocre support of the civil servants for increasing direct and active involvement of the society in
public administration processes; the highest support (57%) can be observed among those working
in Latvia, while the lowest (43%) — among those working at Estonian public administration. Support
for social involvement into public administration is higher at the municipalities than at national level
institutions.®

3. Relations between civil servants and politicians. This value category reflects a basic fact of
how public administration is built; that politicians are decision makers, while civil servants at the
apparatus of public administration — performers of those decisions. Even then, if particular political

8 Pedersen, KH., & Johannsen, L. (2014). Where and How You Sit: How Civil Servants View Citizens' Participation. Administration
& Society.
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decision contradicts with personal conviction of public administration employee, anyway execution
of this decision is being expected from him, considering that representation of public will is reflected
in decisions made by politicians.’

Vision of Latvian experts demonstrates differences in experience of Western and Eastern Europe
countries regarding implementation of politically adopted decisions. Although theoretical literature
emphasizes serving of civil service to politicians as decision makers, Latvian experts stressed that in
practice political targets and tasks may reflect interests of narrow political elite, not society, whose
interests the elected politicians should represent. Thereby, major part of the values built into the
basis of public administration and implementation of these values against population are being
jeopardized. If it happens, incomprehension is building within society on decisions adopted by
public administration and the legal basis of those decisions. Consequences of such incomprehension
are developing a negative public image of public administration and its strengthening into public
awareness.

Conclusions on necessity for reduction of the impact of political factor are justified also by other
studies carried out in Latvia before. For example, as it was concluded within research carried out
in 2013 on policy planning, political factor essentially hinders planning of policy and development
and negatively affects efficiency of the work of civil service’. Upon reasoning, how to eliminate
the negative impact of this factor, it must be considered that Latvian public management system is
established so that public administration cannot be fully free from political impact. In the context of
human resources development policy, it is advisable, firstly, to make more clear distinction between
political level of public administration and the level of civil service; secondly, to search and use tools
that allow establishing and maintaining as politically neutral as possible and professional (within
the meaning of required competences and experience) civil service, for example, distinguishing
administrative management from political, identifying foreign experience and choosing such
sectorial management systems that have demonstrated themselves as efficient.

4. public administration relationship with society as a whole. This value category has several
dimensions. The first dimension is openness versus limited access to information. Openness can be
both passive (institutions of public administration do not hide their operation, answer the questions,
make decisions public) or active (institutions of public administration actively inform society on
issues it is interested in). The second dimension is representation of interests versus neutrality. On
one hand, public administration consists of various institutions, each of whom has its own specific
function, thereby also representation of specific interests of society is characteristic. Willingness
and ability to protect these interests belong to the professional values of public administration. On
the other hand, public administration emphasizes also such professional values as neutrality and
impartiality (for example, by distributing budgetary means to those, who objectively need them
most). The values of compromise and interest balancing also belong to the very same type of values.
The third dimension is competition in opposite to collaboration. On one hand, public administration
must compete in various aspects (for example, at the labour market) with private sector; and
flexibility, efficiency, noticing and using of opportunities are considered as values. On the other
hand, collaboration in all the levels forms basis for successful functioning of public administration,
and people-oriented values connected with that are very essential.

5. Internal organization and content of work of public administration. This is a value category
that reflects operation patterns and principles necessary for efficient practical functioning of
public administration. Also here it is possible to distinguish four types of values. The first value
type refers to operational stability of organization and sustainability. This includes such values as

9 BecklJgrgensen, T, & Bozeman, B. (2007). Public Values: An Inventory. Administration & Society, 39(3), 354-381.
10 Baltic Institute of Social Sciences (2013).Politikas planosanas sistemas attistibas pamatnostadnu un attistibas
planosanas sistemas ietekmes novertejums. Riga: Baltic Institute of Social Sciences. Available: http://www.pkc.

gov.lv/images/BISS Gala zinojums.pdf (19.01.2015.)
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robustness, stability, adaptability, reliability. The second dimension within this category relates to
innovation, dynamics and activity that reflect necessity for proactive approach in carrying out public
administration functions and satisfaction of social needs. The third value dimension is productivity
that includes efficiency, process optimization, economic thinking, and cost reduction. The fourth
value dimension relates to development of human resources and improvement of working
environment. It must be noted that value conflicts are possible within this value category more often
than within other value categories. For example, stable functioning of organization as a value may
contradict with necessity for innovation; economic efficiency not always will be easily combined with
necessity for development of employees.

6. Behaviour of public administration employees. This category includes values that reflect
requirements for conduct of individual public administration employees in execution of their duties,
namely, to work earnestly, responsibly and competently. These are basically such professional and
morally ethical values as honesty, observance of moral standards, awareness of ethical problems,
accountability, professionalism that are contained here.

7. Relationship of public administration with members of society as individuals. Several
dimensions can be distinguished also within this category of values. The first is legality that involves
protection of individual rights, equal attitude towards everybody, rule of law and justice. The
second dimension reflects necessity to reasonably apply laws, following spirit of the law and taking
into consideration conditions of each individual case and the overall picture of the situation, not
automatically, applying legalistic terms without understanding and immersing. The third dimension
emphasizes importance of the dialogue between public administration and members of society.
It is based on the idea that citizens and public administration mutually learn from each other, and
efficient public administration is not possible without active citizen participation in it. The fourth
dimension within this category is orientation towards customer that reflects necessity to politely and
timely answer to the needs of each resident."

As it can be seen, then basic categories of public values (morally ethical, democratic, professional
and people-oriented values) can show up in all elements and functions of operation of public
administration. The wording of particular values might differ depending on specific features of
the culture and public administration organization of each country.”> However, it is important
to emphasize that both the mentioned values and basic elements of the mentioned public
administration can be encountered and recognised directly or indirectly at the administration of any
democratic country and may serve as basis for analysis of its objectives and culture.

Upon analysis of individual support from those working in public administration for the mentioned
values of public administration, it has been shown that such values as accountability, legality,
honesty, as well as reliability, efficiency and expertise are considered the most important. It is
interesting that the last three values (as well as accountability) are mentioned among the most
important also by those working at the private sector.”® It can be stated that there is a certain
group of organizational values that basically includes professional values and whose aim is
provision of efficiency of organizational operation that is common both for those working in public
administration and non-governmental sector. However, those working in public administration
(but not private sector) are characterized by stronger support for such democratic and morally
ethical values as legality and honesty, while for those working at private sector (but not public
administration) such values as profitability and innovation are more important." Similar results

11 BeckJorgensen, T., & Bozeman, B. (2007). Public Values: An Inventory. Administration & Society, 39(3), 354-381.

12 Kernaghan, K. (2003). Integrating Values into Public Service: The Values Statement as Centerpiece. Public Administration
Review, 63(6), 711-719.

13 Van Der Wal, Z, De Graaf, G., & Lasthuizen, K. (2008). What's valued most? Similarities and differences between the
organizational values of the public and private sector. Public Administration, 86(2), 465-482.

14 Ibid.

© Baltic Institute of Social Sciences & O.D.A., 2015 26



have been obtained upon analysis of the codes of ethics of public administration and private
sector organizations — importance of professionalism and responsibility, as well as communication,
openness, orientation towards customer and provision of service are being emphasized at
institutions of both sectors. In its turn, comparatively greater emphasis within public administration
sector is placed on accuracy, restraint, reliability, while importance of innovation, initiative and
flexibility is being stressed at the private sector.” It must be noted also that the individual support
of those working in public administration for the values of public administration is closely connected
with public service motivation of the employees, as well as with priorities of individual value system
of employees.'®

Such connection with priorities of individual value system marks also potential risks for identification
of employees with values of institution or with values of public administration in whole. Importance
of certain values within the individual value system of people might be mutually inversely
proportional. For example, if personal achievements and power are very important to somebody,
there is a high probability that such values as common benefit and harmonious relations will be
less important for that person; person, to whom safety is very important, will be less interested in
sensation seeking, etc.'”” As it was mentioned before, certain individual values are connected with
support for certain values of public administration (for example, people, to whom traditions are
personally more important, express greater support for such value as political loyalty; people, to
whom achievements are more important in life, express support for such values as efficiency and
productivity; for those, whom mutually favourable relationship with peers is important in personal
life, also people-oriented values in public administration are important). Thereby a situation is
possible that certain values of public administration (or of particular institution) contradict with
personal values of an individual (for example, an employee, for whom personal achievements are
important, it will be easy to accept efficiency as value of an institution, but difficult to identify himself
with such values of institution as equality or tolerance). Such potential conflicts of values must
definitely be considered, when planning career in public administration of particular employees.
However, it must be remembered that there might be also other reasons for low identification of
employees with values of the institution, such as lowered job satisfaction or low trust in institutions
of public administration due to the public stereotypes.

During the fast changing political and economic environment of the 21 century a necessity outlines
for institutions of public administration to be able to react faster to changes within the society and
world, as well as to compete within the labour market with the private sector on limited human
resources. It means that those values that until now have been more emphasized and associated
with the private sector - flexibility, innovations, initiative, efficiency, productivity — will start gaining
greater importance at the operation of public administration. Although these values exist also in
public administration; however, their relative importance is low in comparison to the private sector,
as well as comparing with importance of many democratic and morally ethical values in public
administration. One of the main future challenges that awaits public administration is to find balance
between two in certain situations mutually contradictory sets of values and to integrate them in own
performance. On the one hand, values of efficiency and productivity are gaining increasingly greater
importance; however, on the other hand, traditional, central democratic, morally ethical and people-
oriented values of public administration also retain their importance. Integration of both sets of
values is needed for raising the competitiveness and agility of public administration, but at the same
time not compromising its basic values.'®

15 Van Der Wal, Z., Huberts, L., Van den Heuvel, H., & Kolthoff, E. (2006). Central values of government and Business: Differences,
similarities and conflicts. Public Administration Quarterly, 30(3/4), 314-364.

16 Witesman, E.V.A,, & Walters, L. (2014). Public service values: A new approach to the study of motivation in the public sphere.
Public Administration, 92(2), 375-405.

17 Schwartz, S.H., Cieciuch, J., Vecchione, M., Davidov, E., Fischer, R., Beierlein, C., Ramos, A., Verkasalo, M., Lonnqvist, J.,
Demirutku, K., Dirilen-Gumus, O., Konty, M. (2012). Refining the theory of basic individual values. Journal of Personality and
Social Psychology, 103, 663-688.
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Image of public administration

The image of public administration in the literature most often is being analysed in two aspects. The
first aspect — the overall image of public administration — usually being seen in context with general
trust in public administration and its institutions in each particular country. Studies on trust in public
administration demonstrate that, although trust in different institutions of public administration in
public level might differ, in perception of individual members of society there can be observed an
overall positive correlation between the level of trust in different institutions of public administration
- often enough, if a person trusts in one institution, then trusts also in other, and vice versa.” The
most essential factors that build the trust in institutions of public administration are satisfaction
with quality of received public services, satisfaction with overall economic situation of the country,
price level within the country, employment status of the individual, as well as satisfaction with
overall functioning of democracy within the country.? Important role can also have satisfaction of
people with experience of interaction with accessibility of public institutions, competence and
responsiveness of their employees, quality of communication.?’ Trust in public administration
significantly differs in various EU countries — the highest being in Nordic countries and Luxembourg,
significantly lower — in former countries of socialism and Southern Europe. Overall level of trust in
public administration in European Union has dropped due to the financial crisis — exception for this
tendency being only Great Britain, Luxembourg and Germany, while this drop in comparison to
average rate of EU has been small in the Netherlands, Finland and Sweden. The biggest drop during
the last years and also the lowest trust in institutions of public administration can be observed in
Greece, Cyprus and Romania.?? These numbers, probably, reflect satisfaction of population with
economic situation in respective countries and satisfaction with action of the government in
overcoming the financial crisis. Since the level of trust in public administration is to great extent
determined not only by individual, but also macro-economic factors, then the overall public
image is difficult to be influenced only by the instruments for planning of personnel policy or for
communication. However, with improving quality of public services, also satisfaction of the society
with those will grow, and thereby - also trust in public administration will grow in long-term and the
image of public administration in society will improve.

The second aspect of the public image of public administration is connected with perception and
assessment of public administration as potential employer. Studies demonstrate that attraction
of public sector as employer essentially predicts readiness to apply for a job at institution of public
administration and readiness to recommend institution of public administration as possible
employer to the other job-seekers.? Public administration as potential employer possesses several
advantages in comparison to the private sector. Essential advantage is stability of work, especially
under conditions of economic uncertainty. Labour legislation is generally more consistently followed
at the institutions of public administration and public sector; employees’ rights are protected to
greater extent, as well as there are better job guarantees and social guarantees in the long-term.?*
In addition to conclusions of other studies, Latvian experts argue that public administration is an
attractive employer and in case of Latvia, one of its advantages for the youth is that it is possible to

19 Christensen, T., & Laegreid, P. (2005). Trust in Government: The Relative Importance of Service Satisfaction, Political Factors,
and Demography. Public Performance & Management Review, 28(4), 487-511

20 Christensen, T.,, & Laegreid, P. (2005). Trust in Government: The Relative Importance of Service Satisfaction, Political Factors,
and Demography. Public Performance & Management Review, 28(4), 487-511; Eurofound. (2013). Third European Quality of Life
Survey - Quality of society and public services. Luxembourg: Publications Office of the European Union.

21 Carvalho, C,, & Brito, C. (2012). Assessing Users’ Perceptions on how to Improve Public Services Quality. Public Management
Review, 14, 451-472.

22 Eurofound. (2013). Third European Quality of Life Survey — Quality of society and public services. Luxembourg: Publications
Office of the European Union.

23 Ritz, A, & Waldner, C. (2011). Competing for Future Leaders: A Study of Attractiveness of Public Sector Organizations to
Potential Job Applicants. Review of Public Personnel Administration, 31(3), 291-316.
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Administration.

© Baltic Institute of Social Sciences & O.D.A., 2015

28



get a job in the lowest level of employees also without previous work experience. Equally important
factor is that work in public administration for young people provides regular and sufficiently high
remuneration. In the context of remuneration it must be emphasized that according to observations
of the experts, large number of Latvian youth that work in public administration have come from the
regions, where the total remuneration level is lower than in the capital.

Very essential and unique advantage of public administration as potential employer is the
opportunity to participate in the process of public policy-making (by this meaning both planning
and implementation of the policy). One of the most important drives for choosing job in public
administration is public service motivation that is considered in more details in the next chapter. But
one of the most stable and powerful elements of this motivation is interest in politics and policy-
making. While motivation for working for the public benefit can be realized also by working at NGO
or being engaged in charity, only institutions of public administration offer opportunity to directly
involve into policy-making process that definitely must be used as one of the central elements within
the strategy for improvement of the image of public administration as employer.

In case of Latvia and it also refers to other countries of Eastern Europe, characterized by high
proportion of young employees in positions of intermediate and senior level managers, work in
public administration opens up opportunities for career growth in relatively short period of time.
When working in public administration, valuable experience is being gained that, if only employee
wants it, opens up opportunities to build career within the scope of different public administration
institutions. According to several experts, public administration often serves as initial platform for
the growth of career, because employees, upon obtaining knowledge and experience, chose to
continue working in the private sector or international level, most often due to remuneration: “Public
administration is a platform of mentors, where a person is being trained until such level that he finally
can start doing normally his work, [but] then he (..) leaves for private sector with higher remuneration”.
The same experts stress that work in public administration provides an opportunity to operate in
international level, collaborate with institutions of the European Union and other international
organizations, and in future - to develop his own career in this level. In this context the issue on
how to keep experienced, competent and professional people plays essential role. This problem has
been identified also within other studies, as well as within survey of public administration employees
implemented by the State Chancellery, which results demonstrate that existing career growth
opportunities in public administration do not ensure keeping of the most capable employees in
public administration.?

At the same time, it is often stated in the literature that the public image of public administration
is not too positive. Although there can be differences between various countries in terms of
significance of certain factors, in general it is possible to name several views within society, which
hinder attractive image of public administration. Although during the last decade importance of the
factors could be diminished, they still have to be taken into account®:

= There are too many employees at the institutions of public administration, they are too
hierarchical and decision making procedures there are too slow and time consuming.

= Due to its strictly hierarchic construction, as well as due to the standardized and formalized
working procedures, employees of public administration at the middle of their career have
too few factors to motivate them to work.

" Classical structures of public administration are closed systems that stand above public
daily needs. Any demands and needs of representatives of society for flexibility in provision
of public services made by employees of public administration are being perceived as
unnecessary bureaucratic burden.

25 Valsts kanceleja (2014). Valsts parvaldes darbinieku apmierinatiba ar cilvékresursu vadibu un tas rezultatiem. Aptaujas
rezultatu prezentacija.

26 Demmke, C. (2005). Are civil servants different because they are civil servants? Luxembourg: European Institute of Public
Administration.

© Baltic Institute of Social Sciences & O.D.A., 2015 29



" Individual competences, talents and initiatives for activity of employees of public
administration are not supported, because bureaucratic organization has to be impersonal,
anonymous and oriented towards execution of rules.

= QOrganizations of public administration are strong and inflexible, not supporting mobility of
employees neither within the scope of institution or outside the institution.

= Rational functioning is being paid more attention at the institutions of public administration
than to implementation of institution’s mission in society. Principles of hierarchy and working
efficiency are valued higher than the principles of openness, transparency and democracy.

It can be seen that the negative perceptions on public administration can largely be divided into
two groups. The first group reflects negative attitude towards overall public administration that is
connected with low level of trust in public administration and its particular institutions. The second
group of negative perceptions is connected with opinions on working environment and personnel
management processes in public administration. Institutions of public administration often are
perceived as overly bureaucratic organizations, where career is difficult to be made and it is difficult
to influence processes by own initiative both at the organization itself and within society in its
entirety. To such negative perceptions also stereotype can be added on public administration sector
as working environment requiring less efforts from its employees than organizations of private
sector. Although studies rebut such stereotypes as misleading?, they can still be an obstacle for
the choice of potential employees to join public administration. However, it should be noted that
there exist objective, public administration characterising factors that may serve as basis for negative
perceptions on working environment and personnel management processes within it

= Lack of coherence between personnel management policy and the overall strategy of public
administration development. The role of human capital in achieving strategic goals is not
always clearly marked in public administration development strategy, as well as quality and
availability of human resources, when setting goals, is not always taken into account.

" Lack of systematic approach in planning costs of human resources within the scope of
public administration. This problem has become especially topical in the context of austerity
measures carried out during the last years. Reduction of funding in many places is being
performed automatically, mechanically reducing budgets of institutions, but maintaining the
amount of functions carried out by institutions, as well as amount of services to be rendered,
what reduces quality of performance and motivation of employees. Insufficient setting of
priorities in planning of personnel developments costs should be mentioned as one more
aspect to this problem - it is often not clearly substantiated, in which public administration
functions the needs of personnel development are the most acute, and exactly which ones
of personnel development needs should be supported primarily. In a result of that, already
limited means for personnel development are not used in optimal way.

= |nsufficient capacity of the institutions of public administration in long-term planning of
human resources. Human resources management skills, especially strategic management
skills, are not sufficient both at institutions of public direct administration and the structures
of personnel management of various organizations, as well as at all management levels
in public administration. Governments need to invest bigger means for raising the
competence of managers within the sphere of strategic personnel planning, as well as a
closer coordination is necessary among various institutions of public administration both
at development of personnel development policy and at experience exchange and mutual
overtaking of good practice.

= |nflexible and centralized personnel management procedures. It would be desirable to have
centralized personnel development strategy in public administration, but procedures of

27 Frank, S.A., & Lewis, G.B. (2004). Government Employees: Working Hard or Hardly Working? The American Review of Public
Administration, 34(1), 36-51.
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personnel management for local introducing of this strategy at each institution should be
maximum flexible and adaptable to the specific features of institution’s operation, human
resources needs and solutions for motivation of the employees. In reality the centralized
strategy is often missing at all, however daily procedures are centralized, standardized and
inflexible that makes difficult application of innovative and adjusted for the needs of each
institution instruments in attraction and keeping of human resources.

= Resistance to changes. Strategic development of human resources at institutions of public
administration inevitably includes position rotation not only within the organization itself,
but also among organizations, what often causes dissatisfaction and resistance of employees.
Managers may perceive the learning of new personnel management skills and methods
as additional workload without clearly seen added value. Organizational culture in many
institutions of public administration is directed towards provision of maximum stability and
performance of existing processes, and changes of any kind might be perceived as a factor
endangering this stability. It is not taken into account that introduction of even positively
valued within an abstract level and seemingly self-evident changes in personnel policy needs
systematic and gradual management process of changes, the same as in case of any reforms
within organization.

As this analysis demonstrates, then negative perceptions on working environment and personnel
management processes in public administration are at least partly grounded in actual problems
connected with personnel strategic planning. It means that improvement of the image of public
administration as potential employer is not possible only by communicative means, but in long-
term it might happen only via systematic development of personnel policy, adjusting to the overall
strategy of public administration and requirements of labour market.

There are several possible solutions for improvement of the public image of the institutions
of public administration marked out in the literature. The most direct way for improvement of
the image is development of communication strategy or corresponding adjustment in order to
inform society on the positive aspects of public administration as working environment.?® Such
communication strategy can be more effective, if it is directed towards improvement of the image of
each separate organization, not the overall public administration. What concerns attraction of new
employees, it is essential to directly address potential employees, for example, to go to universities
and purposefully address graduates with necessary competences, similarly as it is being done
by employers within private sector. It is also necessary to more actively and attractively carry out
explanatory work on functions of various institutions of public administration and their contribution
to society. Essential precondition for successful implementation of such strategy is analysis of
public opinion - both in order to understand, which aspects of public image should be paid
special attention in communication with society and also in order to periodically assess efficiency
of this communication.*® Upon creating the public image of public administration as employer, it is
necessary to emphasize advantages that working in public administration provide to people with
high public service motivation, clearly differentiating public administration from the private and
NGO sector, signalling conformity between the individual values of this group of job seekers and
those values, implementation of which is provided by public administration.?'

Less direct way for improving the public image is the change of environment and culture at
institutions of public administration that is possible to be implemented in several directions. Firstly,
it is development and modernisation of personnel management systems, paying special attention
to those spheres, where it is possible to most efficiently compete with employers within the private
sector. Secondly, it is important to purposefully work at improvement of services provided by public

29 Aijala, K. (2002). Public sector — An employer of choice? Report on the Competitive Public Employer Project. Paris: OECD Public
Management Service.
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sector that should further public satisfaction with these service that accordingly will increase trust in
public administration. Thirdly, maintaining of high ethical standards in public administration is very
important.3? Important mechanism in short-term for forming the image of public administration as
attractive employer is emphasizing those aspects of work that are important for younger job seekers
— stability and safety, opportunities to combine work with personal life and studies. The last aspect
must be especially marked out, considering that combining the work with studies are a topical
issue for many economically active youth.® Thereby offering of various flexible employment forms
(part-time work, flexible working hours, teleworking options) may serve as an important factor for
improving the image of employer and differentiating from private sector. Table below summarizes
the main risks and advantages of forming and maintaining a positive image of public administration
as potential employer within society.

Table 1.1. Advantages and risks of forming and maintaining a positive image
of public administration as potential employer within society

Description of risks/
advantages

Low trust in public
administration

Uncoordinated
development
strategies

Non-systematic
distribution of means
for development

of human resources

Limited capacity
of human resources
management

Inflexible procedures

Resistance to
changes in public
administration

Consequences of the image
of public administration

Negative attitude towards
overall public administration (-)

Overwork of employees leads
to the drop of motivation and
quality of services (-)

Positive intentions for
improving of the working
environment are not being
implemented (-)

Difficulties to adapt the offer
of particular institution to
corresponding segment of
labour market (-)

Positive intentions for
improvement of working
environment are not being
implemented (-)

Actions to be taken

Improvement of the quality
of services in long-term

Coordinated development

of the functions and human
resources development policy
in public administration,
systematically determining
priorities and according
funding for them

Trainings of managers and
personnel specialists in all
levels; explanatory work

Defining of centralized
strategy in combination with
high freedom in practical
introduction of this strategy
at particular institutions

Education of all level managers
in change management;
systematic process of change
management

32 Aijala, K. (2002). Public sector — An employer of choice? Report on the Competitive Public Employer Project. Paris: OECD Public

Management Service.

33 Goldmanis, M., & Mierina, I. (2009). Jaunie$u nodarbinatiba: ieklausanas darba tirgd un darba karjera. In: M. Kale & A. Vilks
(Eds.), Latvijas jaunatnes portrets: integrdcija sabiedriba un marginalizacijas riski. (pp. 71-128). Riga: LU Akadémiskais apgads.
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Public administration is not Development of career and

being perceived as long-term training opportunities; more
1 ety employer among the youth (-) active popularization of
for career and existing opportunities
growth Development of horizontal

mobility and rotation
opportunities

Siel| A AT €1 [« IR Potential external motivators To stress advantages of public
long-term security for job seekers (+) administration in comparison
with the private sector; to

maximize availability of flexible
employment forms

Opportunities to Potential internal motivators To stress the uniqueness of public
participate at the for job seekers with high public ~ administration in comparison
policy-making service motivation (+) with the private sector; by using

Opportunities to work public values as a central element
for the public benefit of employer’s brand

Protection of
employees’rights

Options for attraction, maintenance and keeping

of knowledge and competences necessary
for public administration

Within the scope of this study, competences mean the totality of individual qualities and models
of action of the employee that allow him to efficiently carry out the duties of particular position.
Although many developed countries use competence approach for the planning, assessing and
developing of the personnel in public administration and there are competence models and
manuals created for the positions in public administration®*, systematic results of evaluation of public
administration competences are difficult to be found within the public space. Study on the current
existing and missing competences can be made basing on analysis of the expert opinions, analysis
on performance quality of the functions currently to be carried out by public administration, as well
as results of more detailed labour market studies that can be related also to public administration.
For example, research made in OECD countries that was published in 2013 on development of
the level of adult skills* allows comparing skills that form basis of many competences of public
administration, in various economic sectors, also among those working in public services (that
involves not only institutions of public administration, but also provider institutions of other public
services). Using application frequency of skills at daily work as criteria for evaluation, the results of
this study separately examine information processing skills and generic skills. Regarding information
processing skills it has been stated by the study that:
" Those working in public services have comparatively highly (above average) developed
such information processing skills as reading and writing that includes, for example, reading,
understanding and drafting of various documents.

34 Op de Beeck, S., & Hondeghem, A. (2010). Managing Competencies in Government: State of the Art Practices and Issues at Stake
for the Future. Paris: OECD Public Employment and Management Working Party.
35 OECD. (2013). OECD Skills Outlook 2013: First Results from the Survey of Adult Skills. Paris: OECD Publishing.
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= General problem solving skills in public sector are being used averagely often (that reflects
ability to cope with non-standard situations that require at least 30 minutes for finding
solution).

= However, numerical and mathematical skills are comparatively lower developed (for example,
calculation of prices, costs, budgets, comprehension and application of statistics, making of
mathematical tables and graphs) and application skills of information and communication
technologies are just slightly under the average (skills in using e-mail, Internet, video
conferences, various other computer programmes, as well as programming skills).

Comparison of countries demonstrates that reading skill, out of other information processing skills, is
being most often used at work of public administration in Austria, Denmark and Finland, information
and communication technologies are used most in Estonia, Great Britain and Netherlands, while
general problem solution skills — in Great Britain, Italy and Spain.*®

Regarding communication and cooperation skills it has been stated by the study that:

= Influencing skills (that includes persuasion, providing directions and advices, training, public
presentation, negotiating), communication and cooperation skills, as well as self-organizing
(planning the own time) skills are comparatively highly developed.

= Learning skills (learning from managers and colleagues, learning through doing, following the
latest tendencies within the own specialization sphere) are averagely developed.

" Independent work and priority setting skills (sequences of tasks, choice of approach and
working speed, choice of working hours) are comparatively lower developed (but close to the
average).

Communication and cooperation skills at work in public administration are more used in Denmark,
Ireland and Great Britain, learning skills — in France, Norway and Spain, however independent work
and priority setting skills — in Austria, Denmark and Finland.?”

Experience of OECD countries demonstrates that administrative competences, as well as simple
technical and management competences that allow performing of daily work according to
instructions and directions are comparatively well developed. The attraction and development
of specific technical competences and highly developed management competences required at
labour market is endangered by non-systematic planning of finances that not always allow switching
limited financial means for the needs of personnel in the spheres, where these competences are
needed the most from the state development point of view. But the lack of strategic planning skills
within various management levels both in general management and also personnel management
sphere, as well as insufficient development of such competences that are necessary for adoption,
flexibility and initiative of independent decisions, reacting to the changes in the internal and
external environment of the organization, can be mentioned as the most essential restriction. Other
sources indicate that the most important problem in developed countries is the lack of specific
technical competences at the organizations of public administration. Similarly as in economy as
a whole, these are IT specialists, experts of various engineering spheres and other employees with
specific technical competences that are missing the most. Also high level finance experts and
employees with highly developed management competences are missing.®® Research carried out
in Latvia especially marks out necessity to improve management competences within the sphere
of planning and development of human resources in order for the role of the management and
direct manager of the institution is not limited only with administration and formal performance
of the procedures of personnel management, but also reflects actual understanding of necessities

36 EUPAN. (2014). Mapping and Managing Competencies in European Public Administrations. Three Italian Initiatives. Rome, Italy:
Department for Public Administration of the Italian Presidency of the Council of Ministers.

37 Ibid.

38 Aijala, K. (2002). Public sector - An employer of choice? Report on the Competitive Public Employer Project. Paris: OECD Public
Management Service.
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for development and career of employees and motivation.* Those competences are required, what
can be applied to the work at different spheres (for example, project management skills, skills and
knowledge necessary for absorption of structural funds, etc.).*

Development tendencies in overall economy, as well as specifically within the scope of public
administration, make to think that the very same competences are going to become even more
topical in future. The most important factors determining demand for competences in the labour
market will be the still increasing sphere of information and communication technologies both on
daily basis and also in public administration, increasing demand for highly educated and qualified
employees, as well as increasing demand for interpersonal influence and communication and
analytical competences (and decrease in demand for all kinds of competences that are necessary
for routine work).*' Irrespective of the sphere of economy, human resources will be increasingly
more perceived not only as workforce, but as means for provision of competitive advantage which
means that those competences that are connected with strategic thinking, innovation, creativity
and economic process and business sense will gain increasingly greater significance.*? Experts
interviewed within the study consider that currently employees of public administration have mainly
knowledge on the industry that the particular public institution is responsible for. That prevents both
from more efficiently involving into dealing with cross-sectoral issues and implementing horizontal
mobility of employees, thereby in future such employees, who have understanding on several
sectors, acquired by way of formal or informal education, will be higher appreciated.

Considering limited opportunities of the institutions of public administration to compete within
the labour market with various forms of the offered material remuneration, one of the possible
solutions is to focus attention and resources for attraction of such employees, who have distinct
motivation for work in public service. This motive itself does not mean that a person will choose
work in public administration (because tendency to act in the interests of society can be satisfied
both at NGOs and also private organizations), still the expressiveness of such motive increases the
interest of particular person in work in public sector. It is possible to distinguish several components
for the public service motivation - interest in policy-making (that involves both policy planning and
implementation), social conscientiousness and willingness to act for the public benefit, compassion,
readiness to sacrifice personal interests in the name of higher objective, patriotism, orientation
towards customer, as well as support for democratic values within society.”* Experts interviewed
within the study indicate that work content in public administration, especially in positions of
higher qualification, is interesting, because it comprises not only operation of one narrow sector or
subsector, but significantly larger scope. Besides, necessity for the specialist, who comes from some
specific sector, to take into account within his work also on-going processes of other sectors, poses
also new challenges: “(..) work in public administration is very complicated. Much more complicated than
in any other private structure. Work in public administration is multi-layered, extensively comprehensive.
There is not planning of only one policy, but the planning of national policy. National policy planning
also of ministry of any other sector is based on the planning of all national sector.” Thereby highly
qualified people may be motivated by opportunity to do work with very high level of responsibility,
competing with the private sector in this respect. It is often that exactly this argument may play the
most important role in attraction of specialists from the private sector for work in public sector.

39 Baltina, I. (2012). Valsts pdrvaldes darbinieku apmierinatiba ar cilvékresursu vadibas politiku un tas rezultatiem. Rigas Tehniska
Universitate; Baltina, I, & Senfelde, M. (2014). Latvijas valsts parvaldes cilvékresursu vadibas politikas novért&jums un
pilnveidosanas iespéjas. Riga Technical University 53rd International Scientific Conference: SCEE’2012 “Scientific Conference on
Economics and Entrepreneurship”: Proceedings, 21-28.

40 FACTUM. (2007). ES struktarfondu ieviesana iesaistito instittciju darbinieku konkurétspéja darba tirga. Available: http://www.
esfondi.lv/upload/01-strukturfondi/petijumi/1 2 3 zinojums apvienots 280408.pdf; Jatocha, B., Krane, H. P, Ekambaram,
A., & Prawelska-Skrzypek, G. (2014). Key Competences of Public Sector Project Managers. Procedia - Social and Behavioral
Sciences, 119(0), 247-256.

41 OECD. (2013). OECD Skills Outlook 2013: First Results from the Survey of Adult Skills. Paris: OECD Publishing.

42 OECD. (2011). Public Servants as Partners for Growth: Toward a Stronger, Leaner and More Equitable Workforce. Paris: OECD
Publishing.

43 Vandenabeele, W. (2008). Government calling: Public service motivation as an element in selecting government as an
employer of choice. Public Administration, 86(4), 1089-1105.
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According to assessment of the experts, one more important group of motives is opportunity
to work in international level that allows monitoring and administering not only national level
processes, but even further — EU level processes. This motivational tool is illustrated by the recent
recruitment of new employees in connection with Latvian presidency in the European Union: “By
the EU Council presidency we have attracted many young people. Not only young for their age, but fresh
blood. (..) [We attracted] by content of work. You decide or influence to certain extent European agenda,
take part in that process.”

Looking from the selection point of view, the listing of these qualities indicates those factors that
need to be paid attention to in context of seeking employees and that not only should be taken
into account, when making respective competence models and requirements for the applicants,
but also upon advertising job opportunities at the institutions of public administration and other
organizations of public sector.

Studies show that compassion towards others and general readiness to work for the public benefit is
more connected with willingness to work in such spheres as agriculture and environment protection,
culture, education and foreign matters, but less connected with attractiveness of finance, economy
and political supervision spheres in the eyes of potential employees. But the interest in politics
and policy-making is to equally great extent connected with the readiness to work at all spheres of
public administration.** Highly qualified specialists and middle-level managers are more motivated
by care about equality, provision of public administration, compliance with the principles of ethics,
and wellbeing of the next generations. Comparatively stronger motives of lower level specialists
for working in public administration are compassion towards other members of the society and
readiness to selflessly work for the benefit of others that, in its turn, motivate senior managers to
the least extent. Compassion is characteristic motive also for the middle-level managers. Differences
among various groups of employees do not appear regarding the interest in politics and policy-
making.*

Studies show that public service motivation is connected with higher identification with own
profession and loyalty towards own working place, ethical behaviour at work, better relations
with colleagues, as well as with higher job satisfaction, and often also with higher quality of work
performance.*

Essential factor that should be taken into account at attraction of employees is guarantees of
stability that are associated with work in public sector. Although remuneration in many cases is lower
than the one offered at the private sector, it can be compensated by stability of the remuneration
in long-term, as well as lower probability to lose work due to various conditions. It results in fact
that people with comparatively lower risk tolerance are more interested in work at institutions of
public administration - with tendency to prefer possibly more predictable, stable environment
and situations.*” Similarly to public service motivation, risk tolerance may be independent of other
competences necessary for work. It is one of the personality traits that may increase the possibility
that a particular job seeker will prefer working in public administration. Logical consequences of
such tendency are “self-selection” of those working in public sector — higher percentage of those
employees, who will be tended to avoid risk at their daily decisions and action, can be expected
within this sector. It can have positive consequences for public administration, for example, better
predictable execution of work, more serious and responsible attitude towards spending of public
resources, following procedures, lesser threats to the public image of organization. The downside of
the culture of organization with overly domination of risk avoidance can be resistance to change that

44 Vandenabeele, W. (2008). Government calling: Public service motivation as an element in selecting government as an
employer of choice. Public Administration, 86(4), 1089-1105.

45 Desmarais, C., & Gamassou, C. E. (2014). All motivated by public service? The links between hierarchical position and public
service motivation. International Review of Administrative Sciences, 80(1), 131-150.

46 Battaglio, R.P, Jr. (2014). Public Human Resource Management: Strategies and Practices in the 21st Century. Los Angeles, CA:
Sage.

47 Dong, H.-K.D. (2014). Individual Risk Preference and Sector Choice: Are Risk-Averse Individuals More Likely to Choose Careers
in the Public Sector? Administration & Society.
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might partially explain those difficulties that are encountered during the process of reforms in public
sector. In the context of selection of employees, on one hand, low risk toleration is a quality that may
help to attract particular employee to the work in public sector, with other necessary competences,
by using the offered safety and stability as motivator. On the other hand, it should be recognized
that this quality might hinder innovation, reforms, adoption of independent decisions in conditions
of limited information in situations, where risk toleration is necessary.

Research carried out in Germany shows that irrespective of public service motivation and other
individual traits, the greater interest on work in public administration is demonstrated by the
students of law, humanities, social and behavioural science, while the lowest interest is shown by
natural sciences and medicine students, as well as representatives of technical sciences. Women
traditionally have higher interest in work in public administration than men.*® These tendencies
should be taken into account, when carrying out direct addressing of potential employees at
educational institutions and upon planning communication campaigns for popularisation of public
administration as potential employer at specific segments of labour market.

In order to successfully compete with the private sector in attraction of the competences
necessary for work and keeping the qualified employees, it is advisable to follow such
recommendations*:

" To avoid passive recruitment tactics and to actively address those groups of employees which
possess competences necessary for work or potential to develop them.

= Use more actively the internal selection, seeking candidates among qualified existing
employees. Employees may be offered both vertical career opportunities and rotation within
institution or public administration.

= To use wide spectrum of techniques for seeking and attraction of employees - electronic
recruitment and selection options, assistance of recruitment companies and CV data bases,
direct collaboration with universities, etc.

" To actively form and maintain positive image of organization, as well as to purposefully
communicate it to the audience of potential employees.

" To seek and develop innovative selection techniques that allow assessing of such
competences as independent solution of the problems, learning, communication abilities,
ability to adapt and flexibility, as well as creativity.

= To differentiate between knowledge, skills and acquirements that the candidate needs at the
moment of selection and those competences that are possible to develop during working
process. To focus selection requirements on the necessary basic competences and to develop
specific skills necessary for work in the process of work.

= To critically evaluate existing retention programmes and techniques, to systematically analyse
motives of employees for leaving.

" To involve employees of all levels at the development of the motivation and retention
programmes and techniques.

" To develop opportunities for rotation of employees and change of job content that would
allow changing the contents of work and roles of individual employees both within the
institution and overall public administration.

" To develop and offer elderly employees flexible workload options and more gradual options
of leaving organization in order to prolong their employment in public administration and to
promote gradual transfer of knowledge to the new employees.

= To regularly analyse and renew competence models necessary for work in accordance with
development tendencies for public administration functions and situation in the labour
market.

48 Ernst & Young. (2014). EY Studentenstudie 2014: In welche Branchen zieht es deutsche Studenten? Hamburg: Ernst & Young
GmbH; Vandenabeele, W. (2008). Government calling: Public service motivation as an element in selecting government as an
employer of choice. Public Administration, 86(4), 1089-1105.

49 Brock, M.E., & Buckley, M.R. (2013). Human Resource Functioning in an Information Society: Practical Suggestions and Future
Implications. Public Personnel Management, 42(2), 272-280.
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When discussing on the programmes for keeping employees, experts interviewed within the study
emphasize that in future public administration should pay important attention to rotation within
public administration (offering horizontal mobility opportunities), as well as to the private sector.
When talking about the desired objectives and results of rotation, experts admit that horizontal
mobility of employees and rotation are welcome, because they allow gaining more experience,
different content of work and more understanding on operation style of other institutions — “they
are much more enhanced options for a person and, if it is in a planned manner and built in the system,
then a person does not have to rely only to his own individual motivation and the level of energy in order
to organize something like that for himself” Rotation of employees simultaneously allows providing
development opportunities for those specialists, who are not interested in undertaking “duties
and responsibility of manager”. Experts refer also to the big (and international) practice of private
companies, where “employees are being rotated in order for them to gain experience of the various
spheres and countries”. Upon implementing such policy in long-term, public administration would
not only increase opportunities to keep qualified employees, but would also help promoting mutual
cooperation of public institutions.

When speaking about Latvian situation, experts admit that, although preferable, single, systemic,
strategically planned and managed transfer of the officials of civil service to another position
(rotation) does not exist at the moment. Although formally options for internal rotation of the
officials (transfer to another position in public interests) are determined by the article 37 of State
Civil Service Law*°, experts interviewed within the study consider that there are several problems
existing in the implementation practice of the law due to what negative image has established for
this process. The employed at Latvian public administration most often implement their horizontal
mobility by themselves, responding to vacancies advertised by another institutions: “/t [rotation]
would have great pluses, if that happened. It does not happen at the moment, because civil service does
not operate as single service. People have work relations with their particular institution, and they are
not in a service as such. If there was this rotation option that would be easily understandable as part of
the development of career in public administration, public administration would only benefit from that.
Currently it is really not like that, but it does not mean that it does not happen. People do move around
a little, but each person individually looks for his own case. They apply for another job that has been
announced, or talk and watch, where the vacancies are, and offer themselves, but it does not happen in a
planned manner. It is not .. [managed] process. It is individually.”

Still experts consider that single management of human resources of public administration must
be developed by its gradual implementation. Experts see integrating of various administrative
(including, accountancy and IT) systems in common system within the scope of ministries and their
subordinated institutions as one of the first steps in establishment of a single system.

Future labour market and its impact

on public administration

Development of labour market within foreseeable future will be continuously affected by transition
from industrial society to information society that will manifest in several tendencies. One of the
most essential tendencies is increasingly greater availability of information and communication
technologies (ICT), which means that they will be increasingly used for work in all of the economic
fields, including public administration. The role of ICT is even more essential from public
administration point of view in offer and application of different kinds of services. At least minimum
skills in application of ICT become precondition for convenient and proper accessibility of public
and social services and implementation of obligations and rights of citizens. Increasingly more
institutions of public administration offer their services (for example, completion and submission

50 Available: http://likumi.lv/doc.php?id=10944 (22.01.2015.)
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of tax declarations, applying for healthcare and social services, access to different registers, etc.) in
Internet (e-governance), and this tendency will continue. For example, in 2010 40% residents and
80% companies in OECD countries used Internet for interaction with public administration, and this
tendency has been showing a stable increase since 2005.”

The second important tendency of the labour market is increase of employment at the sector of
services and increase of general demand for highly qualified workforce. During the last 30 years the
share of service sector within the overall employment has gradually increased, but especially fast
increase has been within the spheres of finance, real estate and business services. However, the share
of manufacturing sector at overall numbers of employment has reduced on stable basis. In parallel
to this tendency, during the last 20 years there can be seen a stable increase in demand for highly
qualified employees, while demand for intermediate and low qualification employees has had a
tendency to reduce. Since 70ties and 80ties of the previous century development of information and
communication technologies has reduced demand for competences necessary for performance of
routine duties — both within the sphere of physical work and also for competences in performance of
simple cognitive tasks. However, demand for competences that allow performance of non-standard
analytical tasks and interpersonal tasks of interaction has increased and remained in stable level for
the last 10 years.>?

The third essential tendency in the labour market development is globalisation and processes
related with that. Firstly, upon increasing options for free movement of the workforce, risks
increase for qualified workforce to go abroad; simultaneously an option emerges also to compete
on international level on attraction of workforce from other countries. Secondly, as a result of
globalisation processes, tendency to move the execution of low qualification functions to the
countries and regions with low salaries and other costs (offshoring) increases. This tendency
that previously could be observed basically within the manufacturing sector, now increasingly
more emerges also within the sector of services.”* Although this tendency directly does not
greatly influence the availability of highly qualified employees at the market, it still puts public
administration sector (for which the opportunities of such optimization of workforce costs are
limited both due to regulatory and ethical considerations) in position of competitive disadvantage in
comparison with the private sector.

The fourth essential tendency that in a certain sense is consequence of the interaction of the
previously described factors is increasingly bigger role of organizational changes in functioning
of all economy sectors.* Increase of both development of technologies and also pace of
globalisation means that “jumps” and “shocks” of various kinds within the development process of
economy, society and politics are spreading geographically very fast and can be felt in all sectors
of economy. Emerging of new technologies and pushing out the old technologies, financial crisis,
and unpredictable geopolitical events may force to quickly change the strategy of operation of
institution or company, as well as priorities of funding and development. Thereby increasingly bigger
role in all management levels will be assigned to the existence of such competences that allow to
prognosticate as efficiently as possible the potential spheres of problems in future development,
and also — what is even more important - flexibly and operatively react to changes of various kind in
internal and external environment of the organization.

Transition to information society means that requirements for basic competences of employees
change. Content of work becomes increasingly complicated and ability of employees to learn,
to continuously and independently improve their performance at work, to prognosticate future
development scenarios, to efficiently communicate necessities, problems and objectives, to be

51 OECD. (2013a). OECD Skills Outlook 2013: First Results from the Survey of Adult Skills. Paris: OECD Publishing.
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adaptive, flexible, to adapt to the situation play an even greater role within daily work.> Increasingly
greater role in public administration will be played by competences that allow decentralizing and
making more efficient decision making process at all levels and efficiently react to changes within
society and international environment. These competences derive from necessity to adjust to
the requirements of information society that include necessity to orientate in a large amount of
information, to distinguish the essential from the less essential and to know, where to find specific
information, to quickly and efficiently determine (and to change if necessary) personal and
organizational priorities, to learn fast and to obtain new processes and technologies, as well as to
collaborate (including with representatives of other cultures). Future topical competences can be
divided in the following groups®¢:
= Strategic thinking. This competence group is characterised by competences related to
orientation towards future, ability to see overall picture, to create and act in accordance with
the vision. Such competences as ability to predict problems, ability to timely and purposefully
(pre-emptively) take decisions, ability to formulate and communicate the future vision of
particular process to other employees, risk management skills, ability to notice new niches
for enlargement of activities of organization (competence that at commercial organizations
would be formulated as ability to notice and forecast new business opportunities) are
included here.
= Collaboration. This competence group includes collaboration-oriented competences
and competences oriented towards developing of relationship, for example, developing
of relationships (both within the organization and also among organizations both
within the state and internationally), involving other employees in solving the problems,
human resources management skills, including orientation towards development of the
subordinated employees, intercultural sensitivity, honesty and ability of ethical reasoning,
emotional intelligence and interpersonal communication skills, loyalty, orientation towards
customer.
= Creativity. This competence group is characterized by competences connected with
creativity and innovation. It includes such competences as creativity and creative approach
in solving of the problems, imagination, readiness to experiment and try out new ideas,
openness and readiness to support and promote innovation.
= Flexibility. This competence group includes competences that provide ability to quickly react
to the situation change within the internal and external environment of the organization.
These are, for example, change management skills, flexibility and decision taking speed,
ability to analyse efficiency of the introduced solutions and to intervene in case of a negative
feedback.

In addition to the mentioned competences, orientation towards personal development, readiness
to undertake responsibility, self-efficiency will be important. Managers will need transformational
leadership skills that include stimulation of development of the subordinated employees, promotion
of intrinsic working motivation of employees, care about ethical and psychological climate among
employees, paying personal attention to each subordinate, and demonstration of positive personal
example to the employees.

As mentioned before, decrease in demand for competences necessary for performance of routine
obligations is connected with automation of many work duties, upon development of respective
technologies.”” Experts interviewed within the study note that together with the increasing
computerization and development of data bases, the importance of data security, protection
and control will increase, and employees, who provide data quality control, will have very great
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importance in order for analysts, planners and decision makers did not take erroneous strategic
decisions. Experts emphasize that the offered automation process of the functions (introduction
of e-governance) should not be overestimated, because in any case direct work of people will
be necessary. It means that automation will not allow reducing the overall human resource than
increasing work efficiency and speed.

One more factor that may affect demand for the employed in public administration is the role
of outsourced services within mutual interaction between public administration and private
sector. Institutions of public administration use outsourced services in order to attract external
competences for carrying out certain functions, as well as to make more effective provision of
social services to residents. Public administration can use outsourced services in two ways. The first
is public procurement for the services of private sector, for example, using of private companies for
provision of support functions (for example, IT solutions, maintenance of data bases, accounting
services, transport, etc.) in public administration. The second kind is transferring of services rendered
by public administration as such to the companies of non-governmental sector that provide them
directly to the residents, receiving remuneration for that from the state (for example, healthcare
services, social work, etc.). Such transfer of public functions to the non-governmental sector may
take place either by buying outsourced services or by various projects of public — private partnership.
During the last decade the proportion of public outsourced services within economies of developed
countries has had a slight tendency to increase. Summing up outsourced services of both kinds,
higher proportion of its GDP for outsourcing is spent by the governments of Netherlands, Finland,
Great Britain, and Sweden. Purchasing services of private sector for supportive functions is more
popular in Nordic countries; while relatively greater means are spent for paying the private sector for
provision of public services to residents in such countries as Belgium and Germany.*® Both one and
the other kind of purchasing of outsourced services potentially reduces necessity for public sector to
compete with private sector on the competences necessary for performance of specific functions at
the labour market in future. Opportunities to use outsourced services are included in strategic plans
of public administration human resources development of such countries as France, Estonia, Ireland,
Great Britain, Netherlands, Germany, and Sweden.>® Using of outsourced services might be hindered
both by stereotypes of the society, on what functions should be carried out by public administration,
and also unwillingness of the employees of public administration themselves to give up execution of
certain functions or scepticism on efficiency of outsourced services as solution.® In order for using
of outsourced services to be efficient, a number of preconditions are necessary — policy and strategy
for using of outsourced services defined at national level, clarity for the mutual expectations of all
involved parties (public administration, partners of non-governmental sector, users of services),
precisely elaborated regulative basis, techniques for evaluation of the efficiency of outsourced
services, as well as mechanisms of economic influence on the part of public administration.®’ It
must also be noted that probability of using the outsourced services depends not only on the legal
complexity of this process and the costs of transaction, but also on dominating ideology in public
administration within a particular period of time - right-wing governments are more tended to use
outsourced services than left-wing governments.®? It causes additional difficulties in forecasting the
role of this factor in the future labour market.
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Impact of processes of ageing population
on public administration

Demographic changes in society play one of the most important roles in the planning of future
development of public administration. Population of developed countries, including EU, is ageing.
With increasing life expectancy, quality of life in the old age, as well as upon falling birth rate, during
the forthcoming decades the structure of economically active residents will dramatically change and
that will foster both competition regarding new employees and also longer employment of elder
employees. This tendency at the sector of public administration is even more express than at the
private sector. Tendency that the proportion of those working in public sector aged over 50 increases
can be observed in practically all economically developed countries (see statistics in Chapter 2.1.).
The proportion of elderly employees (over 50) in public administration with minor exceptions is
essentially higher than in the private sector.®® It must be noted that situation is made even more
complicated in many developed countries by the fact that employees use the opportunities to
retire before reaching the generally set retirement age that causes both problems with planning
of personnel and also causes additional burden for the retirement systems of those countries.®* In
many cases such early retirement options have been elaborated in the legislation at the time, when
ageing of society was not an express problem yet, and nowadays these have become a luxury that
government can afford to increasingly less extent. Demographic and economic situation during the
last years has made a number of European countries (for example, Italy, Poland, Portugal) to carry out
reforms of the retirement system, by limiting early retirement options.®®

The increase of proportion of elderly employees within the sector of public administration is not
to be explained only by general ageing of society in economically developed countries. Already
since the 70ties tendencies of public administration policy development in the democratic world
(more strict following of prohibitive provisions on gender and age discrimination, educational
requirements, limited career options, more advantageous provisions on retirement and higher social
guarantees in comparison with the private sector) have furthered systematic increase of the average
age among employees of public administration in faster pace than in the private sector.®® Many of
these factors can be observed identically also in post-communist countries. It means that the general
ageing tendency of workforce and productivity risks connected with that are systematically more
express and acute within the sector of public administration than overall society. Although this
tendency may decrease in long-term (for example, upon increasing social guarantees and decreasing
discrimination options in the private sector in comparison with public sector), at the moment
it has to be accepted as to great extent unavoidable fact, accordingly planning policy of public
administration in future.

Changes to the working environment of public administration and personnel management policy
have to be planned in two directions - maximising productivity of elderly employees and making
the sector of public administration utmost attractive for the new employees. Ageing of employees
carries along inevitable changes which are neither clearly negative, nor clearly irreversible. There are
following main advantages of elderly employees distinguished in the literature®’:

= Experience, knowledge and high level of expertise within the own sphere of specialisation;

= Accuracy and scrupulosity in execution of duties at work;

= Knowledge of processes, operations, terminology within the own sphere of specialisation;
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= High social competences;

= Ability to critically assess information, separating significant from the insignificant and
connecting with existing base of knowledge;

= Commitment to the organization and comparatively higher job satisfaction.

The following factors are mentioned as main disadvantages of elderly employees®::
= Slowdown of cognitive processes — deterioration of memorizing and working memory,
increase of reaction times, deceleration of learning;
" |Impaired hearing;
= Worsening of physical competences;
= Deterioration of logical and mathematical skills.

As it can be seen from the above listing, potential gains from employment of elderly employees
compensate potential risks basically connected with decline in cognitive and physical strengths due
to ageing of the body.

There can be distinguished three main elements for the personnel management policy that is
directed towards reduction of the impact of ageing effects of society: corrective, preventive and
proactive dimension.® Corrective dimension of personnel policy is directed towards development
of missing competences, by offering elderly employees to improve existing, as well as to acquire
new skills and acquirements necessary for either continuing work at the current position or carrying
out duties of other position due to the change of career or rotation. Possible activities within the
scope of this dimension are regular assessment of competences and quality of performance of
work in order to identify and prognosticate learning needs, providing options for internal and
external trainings, career consulting. Trainings can take place in various forms — additionally to the
traditional audience learning increasingly high popularity is gained by various forms of e-learning,
simulations, individual consulting (couching, mentoring), exchange of experience between
employees. Training of such kind, provided by workplace, is part of lifelong learning process. At the
moment proportion of elderly employees at various learning programmes is significantly lower than
proportion of younger employees — participation frequency at various programmes of continuing
education drops already after the age of 45, even more essential drop can be observed after the
age of 55. True, this tendency does not characterise various self-education and informal learning
activities, where the drop appears only after the age of 65. The fact that many employees reduce
participation at training programmes well before retirement age is an important factor for decrease
in productivity, loss of skills necessary for work or insufficient development, as well as premature
leaving of labour market.”” In order to motivate younger employees to participate at trainings
provided by workplace, traditional audience learning that is based on one-directional transfer of the
knowledge from the teacher to the audience should be avoided to the extent possible, but instead
the focus should be targeted at interactive learning format that relates the covered competences
with particular situations and examples from working environment and make employees to actively
join in the learning process, by solving the problems in a practical manner. Trainings of such kind
can be, for example, sample situations, role-plays and simulations of various kinds. The same way,
when working with elderly employees, speed of the training must be individually adapted for the
learning speed of employees. The spheres, where according to the results of studies special attention
should be paid to the increase of competence of elderly employees, are computer skills, information
management and processing skills, language skills, learning skills, understanding and acceptance of
changes, teamwork skills, as well as international collaboration skills.”
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Preventive dimension involves set of measures that is directed towards avoidance of deterioration
of health and maintenance of maximum working capacity during the whole period of employment,
but especially during the final stage of working life. Health risks (that carry also productivity
risks along with them) for elderly employees depend on the sector of employment. It means that
comprehensive analysis of working environment at all kinds of institutions of public administration,
identification of risks, as well as timely elaboration of a plan for reducing them must serve as basis
for the preventive measures. Although the aim of preventive measures is improving of health,
subjective wellbeing and productivity of elderly employees, these measures on the substance
are preventive; therefore they are to be planned in regard to groups of employees of all ages.
Preventive measures include improvement of working environment, identification and reducing of
physical and psychological stressors, regular health checks and prevention of occupational illnesses,
promotion of healthy lifestyle, trainings of employees for reduction of the stress impact, etc. But
among preventive measures there must be mentioned also general improvement of organizational
climate, improvement of management and delegation skills at all management levels, improvement
of working organization both in level of individual positions and also within the overall institution,
adaptation of content of work (as far as possible) for competences of each employee, introduction
of flexible working hours, increase of options for balancing work and family life, etc. All these factors
reduce stress at work and promote subjective wellbeing of employees in long-term. Essential
element for promotion of subjective wellbeing and health of elderly employees is offering of part-
time employment forms of various kind (part-time work, dividing of workload among several
employees, telework, project work, hourly work, etc.) that provide an opportunity for elderly
employees to gradually switch from full-time work to the status of pensioner, as well as to maintain
productivity and connection with their profession and work place also after retirement. Part-time
employment is beneficial also from the point of employer, because it promotes more fluent transfer
of expertise, more efficient mentoring and provides maintaining of “institutional memory” at the
particular organization.”?

Special attention in this aspect should be paid to promotion of cooperation between employees of
various generations, what can be organised in accordance with at least two models of cooperation.
The first is the model of mentoring or instructorship, where elderly employee with bigger
professional and management experience in systematic way within a shorter or longer period of
time, transfers to younger employee skills and knowledge necessary for execution of duties under
particular position, providing continuous support in development of the competence of the younger
employee. An alternative model is promotion of intergenerational exchange that involves forming
of heterogeneous working groups in terms of age, where due to intergenerational experience and
exchange of information both productivity of work improves and mutual learning between younger
and elderly employees takes place. Younger employees bring new ideas and knowledge to the
team (for example, understanding of technologies, innovative approaches in problem solution),
while contribution of elderly employees is based on their experience and in-depth understanding
of working processes. It must be emphasized that such experience exchange models cannot
be introduced by simply forming intergenerational working groups in a formal manner and
then leaving the process on its own. For successful result it is necessary both to improve skills of
communication and information exchange of all involved employees and also to purposefully make
the organizational culture friendly to maximum extent for cooperation of such kind, by promoting
openness, correct and dignified interpersonal relations and by eradicating elements of competition
that might motivate employees not to share with information available to them and to perceive their
personal competence and knowledge as means for making individual career.”?

Proactive dimension includes systematic planning of personnel and selection of new employees,
timely providing for the spheres, where the change of employees will be necessary. In addition
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to systematic planning of personnel, proactive dimension includes set of measures as the most
essential element that is directed towards attraction and keeping at organization of younger
employees, increasing their working motivation and loyalty. To this effect, special attention is
focused on those aspects that distinguish employees and job seekers of the “Y Generation” (born
after 1980) from the employees of previous generations. For example, surveys of employers show
that in comparison with employees of other generations, the younger employees pay more attention
to the fact that working life would not interfere their private life, and assign less value to a long-term
career at one company. They also expect to greater extent individualized approach from employer
both for the feedback on their working results and forming of their remuneration package, and also
for development of the competence and organization of working time. More attention is being paid
to clear and comparatively fast career prospects and opportunities to increase own competences
both at technical spheres and also at the sphere of personal productivity and management skills.
The employees of this generation are distinguished from the others also by the tendency of greater
reliance on information and communication technologies in daily interaction with the surrounding
environment and other people.”* When basing on these observations, it might conclude that the
preferences of the employees of this generation regarding working environment and content of
work both overlap to great extent with competences necessary in public administration in future
and also at least partially justify the changes in personnel management processes expected in future.

Below table summarizes potential directions of development of personnel management policy for
reduction of risks related to ageing of the employed ones in public administration.

Table 1.2. Potential directions of development of personnel management policy for reduction
of risks related to ageing of the employed ones in public administration

Elements
of policy

Possible actions Possible challenges and risks

Individually selected e-learning Low motivation of employees
Corrective " |ndividual consulting (couching, for participation at trainings

dimension mentoring) ® Inadequate learning format (for
= Systematic exchange of experience example, lectures for big groups)
" |Improvement of working environment = Lack of understanding of management
= |dentification of risks and prevention on prevention options and necessity
Preventive of occupational illnesses for them
dimension = Flexible forms of employment = Competition-promoting organizational
= Promotion of intergenerational culture

cooperation

® Personnel planning = Limited career opportunities in public

= Selection of younger employees administration
Proactive = Development of the talents of younger = Negative image of public administration
dimension employees

" Long-term keeping of employees
at the organization
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Environment and collaboration

Development of technologies at the end of the 20™ century has promoted globalisation and
integration of public administration with business environment (for example, purchasing
maintenance of information systems or even whole execution of functions for processing and
storing of information as maintenance of various registers, etc., as outsourced services from non-
governmental sector), forcing to revise initial understanding on what the public administration
generally is. It can be stated that the new, integrating approaches do not replace the old approaches
towards public administration, but supplement them.”> Similarly the new technologies provide
preconditions for integrated and capable of collaboration public administration in the context
of Europe.”* Democratic public management is local, pursuing interests of people residing in a
certain geographical area. However, upon developing of globalisation, the impact of international
principles and standards will increase’”’, for example, management integrated in European Union
has exceeded a simple inter-institutional collaboration for introduction of common EU laws.
European Union has adapted multidimensional approach in solving of administrative problems.”®
Since already beginning of the 90ties there can be observed development of uniform standards of
administrative management within the scope of EU that can be seen in various spheres: coordinating
of regulative documents, simplification of legislative procedures, trainings of civil servants of public
administration, assessment of the quality for performance of the work by public administration,
systematic comparison of various national procedures and popularization and wider application of
examples of good practice.

Technologies allow hierarchic, mechanical structures to provide flexibility within indefinite, fast
changing environment and provide openness for better learning of practice. They allow making
efficient collaboration both within the scope of public administration (within separate institutions
and agencies, as well as between organizations) and between public administration and society.
Application of technologies within the scope of public administration provides opportunity to
find a balance between many factors that due to the diversity of contents and organizational
complexity of public administration create challenges for efficient management process. ° For
example, it provides opportunity to balance centralization and decentralization processes in public
administration. Centralization is necessary in order to provide uniform standards for the services of
public sector, building operational efficiency, as well as integration and coordination of interests
and activities of various branches and institutions of public administration. Decentralization, in its
turn, allows in more efficient manner to adapt services of public sector to particular social groups,
cultural and geographical contexts, as well as to more quickly react to changes in the country and
society, making services rendered by public administration more available, flexible and appropriate
for particular time and place requirements. Technologies allow implementing “networking
governance” that integrates benefits provided by centralization and decentralization and minimizes
deficiencies of both processes.®® For example, information and communication technologies may
simplify centralized control of the quality of rendered services; simplify the collecting and analysis
of information incoming from various institutions, as well as ensure fast communication of adopted
decisions both vertically and horizontally. Simultaneously technologies also allow each institution to
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maximally adapt its rendered services to the needs and requirements of the customers, to change
them upon necessity, as well as to speed up and simplify provision of services. The same way
technologies allow balancing necessity for complexity and simplicity. For example, information on
tax obligations or social needs of particular person may include many elements and come from
different institutions, but information technologies allow making this exchange, collection and
application of this information for the employees of this and other institutions (as well as person
himself) fast and simple.

Development of information and communication technologies directly influences also collaboration
within a team and project works. Information exchange and processing rate, as well as availability
of communications have the main impact on such collaboration. There can be distinguished
several elements for collaboration process, where these factors play an important role.®' Firstly,
technologies to great extent determine among which employees’ collaboration is possible at all,
because increasingly less significant role is played by geographical location of employees involved
in collaboration. It allows increasing the competence of work group or collective competence of
the team - the totality of knowledge, skills and acquirements needed by the group for adopting
decision or performing specific tasks. Technologies allow also more efficiently finding, assessing and
selecting information necessary for performance of group tasks. Within the process of collaboration
technologies allow to quickly and operatively communicate, to make information available to all
involved ones, to make the process of collaboration itself transparent to maximum extent for all its
participants, to operatively provide and receive feedback both on results of the overall work and also
on the performance of each individual employee. Operative exchange of information allows teams
or work groups of projects to quickly adapt to changes of situation, to interpret unclear and non-
standard situations together. Fast and efficient exchange of information also allows coordinating
work between several teams or project groups that work at implementation of mutually connected
tasks.®?

Development of technologies promotes involvement of citizens in public administration, providing
efficiency, availability of information, and taking responsibility.®® For example, taking decisions at
local level (including residents of particular district or street) can become much more efficient, if the
issues that the residents are interested in can be debated and decisions taken at Internet forums,
not every time organising general meetings of residents. Mutual feedback between institutions of
public administration (at all management levels) and society becomes much faster and dynamic,
when residents can express their evaluation for national and municipal initiatives electronically
or to receive the answers or explanations on issues of interest electronically. Development of
technologies promotes also availability of information on work of public administration (for
example, on votes of particular civil servants, on adopted decisions, progress of particular legislative
initiatives, etc.). So in whole, not only quality of services rendered by public administration improves
as a result of development of technologies, but also potential motivation of members of society
and oppor