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Abstract: °° The paper focuses on the role of HRM and (mainRpHh Public Administration.

It emphasizes the current international trends @nmg civil servants’ capacity building-
reskilling and the role of the above mentioneche &administrative capacity and subsequently
in the development of effective daily practice ubk Administration (PA). It initially raises
definitional issues concerning the relationship agogovernance quality, public sector
efficiency, HRM and HRD and capacity building in,Raking into account cross country
analysis and comparative studies’ findings. It ®&sion the Competency Management (CM),
in order to present and analyze the new trends tdsvéhe competence-based HRM & HRD
approach (within the context of NPM), which is depeng worldwide, due to the transition
from the rather legalistic administrative traditi@nding in the “classical career model” to
more flexible modes of administration respondingh® increased complexity of institutions
and ending in “hybrid” (in terms of Demmke, Hend&khd Moilanen) models and patterns of
HR Systems in PA. Within this context, it synopdize requirements and determinants of this
approach. Issues of centralization/decentralizatidraining modularization and impact
assessment, training plans’ development, capadityding’s relation to the overlapping
perspectives in Public Administration are raisedl amalyzed.

Keywords: Public Sector Capacity, HRD, Competency FramewBdblic Administration,
Civil Servants’ competence-based capacity building

1. Preliminary remarks.

effective Public Administration (PA). Emphasis radually laid on civil servants’ training.

According to F. Cardona (2009), one the main comgimaracteristics of civil service in
EU Member States is that “predictable career patist and civil servants receive appropriate
training during their career” (Cardona, 2009: 2)bl: Administration (PA) and subsequently
public organizationsdre professional organizations providing public\@ees. These public
services are multiple (they must do justice toeddfit values) and are rendered in co-
production (in cooperation with third partigs(Bruijn, 2002: 3). Undoubtedly, good and

I ssues of civil servants’ capacity building and sk are of vital importance for an
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effective governance is directly aligned with affitt and effective patterns of HRM and HRD.
Administrative reforms’ success is related (evementtepended on) the human resource policy,
for the Public Administration Human Resources amg eeform’s potential mainstreamers.
Quality and effectiveness of Human Resource Devetoy (HRD) is a critical determinant for
viable structural and institutional changes.

Given the critical role of the degree of (de)celedion of HR systems to national HR policies
and reforms and their overall relation to governtakty, the key question arising is how a
capacity-building framework could contribute to iegh behavior and effective daily practice
in PA. Even though there is a clear tendency, imationally, towards the shift from the old PA
approach-paradigm (the more bureaucratic one) ieva one, based on NPM (New Public
Management), Public Administration Reform (PAR)nst a simple story” (see Demmke et
al., 2008: 16). Modernization of PA as such isgaih ambiguous notion, since “much depends
on which meaning of “modernization” is at issue”ofdl, 1998: 195). Taking that into
consideration, we should focus on what PA capasitgnd what it consists of. Via a cross-
country analysis, Hwang and Akdede (2011) tracgmbaitive relationship between a country’s
governance quality and public sector efficiency policy areas of administration,
infrastructure, and stability(Hwang and Akdede, 2011: 738).

According to Charles Polidano (2000), Public Se@apacity is the combination of three
substantial elements:
» “policy capacity (the ability to structure the d&ion-making process, coordinate it
throughout government, and feed informed analygcit),
= ...implementation authority (the ability to carry alécisions and enforce rules, within the
public sector itself and the wider society).
= Operational efficiency, referring to the cost-efieeness of the internal operations of the
public sector and the quality of the servicesamutes to the public” (Polidano, 2000: 810).

Capacity building towards Public Sector Capacity af vital importance within the
abovementioned context. In addition, it cannot rgnaither the fact that Public Organizations
are Learning Organizations. Thegréate knowledge on their own or as part of a nekwd
similar organizations but they can also use knogéedreated by consultants or academic
researcher$ (Van Helden et al., 2010: 83-84), or the actived asubstantial relationship
between institutional building and capacity builgliThis awareness calls for attention in the
the management of civil service reforms. This @mecthanagement procéssquires a balance
between stability and adaptability or, in other sy a sound combination of job security and
internal mobility around administrative settingstraditional feature of career-based systems.
It is more difficult to find such a combinationtinaditional position-based syste@ECD &
EU/SIGMA, 2010: 7). Within this context, upgraditige skill profile of civil servants has a
critical role to play in rejuvenating public adnstiations (OECD & EU/SIGMA, 2010: 6).

A comparative study of the UNDP/RCPAR (2011) on‘tBeonomic Crisis Responses from a
Governance Perspective in Eastern Europe and Célied, concludes in thatifistitutional
capacities in the public sector and civil servigefpssionalism must be strengthened in order
to provide the support governments require in &isech as thifUNDP/RCPAR, 2011: 28).
This is even more important in cases such as ta@bKazakhstan, where the role of the State
has been increased aligned with the strengtheditigeaegulatory framework and the increase
of social spending (aiming at supporting the ansis plan), within the economic crisis period
(see UNDP/RCPAR, 2011: 4, 7, 9, 26).
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2. HRD IN PUBLIC ADMINISTRATION: THE TREND TOWARDS COMPETENCE-
BASED CAPACITY BUILDING IN PUBLIC ADMINISTRATION

Institutional capacity is substantially aligned hvituman resource development and capacity
building, since the practice of HRD is about agency in a pluratistrelativistic and
interpretative world (Lee, 2004: 21). We should take into accountthas point, that the
development of effective training systems of csgkvants is one of the five key determinants
of the administrative capacity as such (see Ados)@tl09: 3). HRD in PA should be based on
and further enhance the four administrative priespghat “..are widely recognized as of
fundamental value for building modern public adrmsirations and professional civil
services...(namely)....a) Rule of law,...b) Opennessransiparency,...c) Accountability,...d)
Efficiency and effectivenés@ardona, 2009: 1-2).

According to EU 2020 strategy the objective regagdiompetencésis “a more productive
and efficient pattern of human resources’ up-datoigob-related skills combined with the
development of new competences in order to betalddapt to changégPapadakis, 2010).
At the end of 2006, the European Parliament andCtiencil adopted a European Framework
for Key Competences for Lifelong Learning (see Bpeaen Parliament and Council of the
European Union, 2006: 11-18). The competence apprivalearning and training, within the
new LLL paradigm, tloes not replace educational content. It is a wayvorking which
deepens learners’ capacity to apply knowledge immmgful situations in their daily and
working lives. Most or even all of the key competsrcan be developed in most or all areas of
any traditional curriculum. Developing competenczwrs not only through the medium of
educational content, but also, through the methogiels devised to address that cont¢RtC.
KCs Cluster, Prague PLA, 2009). At this point iMsrth mentioning some of the major stakes
concerning civil servants’ capacity building angkiding, which could be summarized as
follows:

v' The achievement of a targeted Capacity buildinghnéaork, in order to facilitate the
transition from traditional performance and carggstems to more objective- based
ones.

v' The training outcomes’ contribution to the reforfrthee existing qualifications and job
profiles, in order to make the learning outcomes e skills developed fit the Public
Administration needs.

v" Improvement of the civil servants’ career prospects satisfaction at work, to relieve
the labour shortages and to raise the performamteficiency rates.

v Increase of the social partners’ participation ripartite agencies/councils entrusted
with the development of human resources (see acalytMoustakatou, 2008).

Regarding trends in HRM and HRD within PA, a UNDEMAR (2010) comparative study in
10 different countries in the region of Central &sabtern Europe, titled “Challenges for Public
Sector Human Resources Management in the RecemoB&ro Downturn”, has highlighted
several common trends concerning HRM and HRD iniR&uding significant changes in the
the level of politicization of the civil servicegw levels of decentralization of policy planning
in the field of HRM, low impact of the social paets (even though they arbdve in many
cases been more active during the cfjsiBw integration of research data in HRM policy
planning (thus, lack of evidence-based approachjiertdevelopment ofthe culture and
practice of communication... both internally in thablic sector, between management and

91 A competenceis more than just knowledge and skills. It invalvine ability to meet complex demands, by
drawing on and mobilizing psychosocial resourcasl(iding skills and attitudes) in a particular cent (OECD,
2005: 4).
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staff, and externally, towards the publiclack of significant innovation in HRM
(UNDP/RCPAR-Vintisa, 2010: 34). On the other hamnarkable developments towards the
modernization of HRD and training in PA are takplgce in transition countries. l.e, in the
case of the Republic of Kazakhstancomparative study conducted by N. PapadakisNand
Rava for the Academy of Public Administration ofetiiRepublic of Kazakhstan, titled
“Comparative Review on International Trends. Recomaiaigons for Capacity Building for the
Academy of Public Administration of Kazakh$té#012), ascertained that'i. The objectives

of the retraining and advance training of civil gants derive from broader strategic documents
(such as the Strategy 2030) as well as from thente€onception of the Academy for Public
Administration. Overall, there is a general intemtito ensure new competencies (knowledge,
skills, abilities, behavior) of civil servants asadministrative levels and sectors for dealing
with more complex and demanding tasks in the cordéxsystemic transformation and
development in Kazakhstan. Retraining and advamaaeing is understood as an integral part
of the work of civil servants and is considered aagnain precondition for institutional
performance. ii. The approach is very systemic @hdncompassing — namely, there are well
elaborated and learning-intensive programmes whaglyet the whole of the civil service. iii.
There are specific requirements in both the LawGil Service, Rules of retraining and
advance training of civil servants and related native acts which provide a solid....
Framework for retraining and advance trainingPapadakis & Rava, 2012: 16). It is evident
that the Academy of Public Administration of theplablic of Kazakhstan moves in the right
path. The impact of the mega projadied “Civil Service Reform and Modernisation of the
Government of Kazakhstan (CSR)” was very positagewell as constructive, enhancing the
capacity of the Academy and further enabling itdpe with the challenges, set by the overall
Civil Service Reform.

In terms of competences’ needs identification &et@sting, existing new models and trends
on skills’ and point out that the needs-in skikssessment is essential for an effective HRD and
training. Early identification of skill needs (atigd with CEDEFOP’s SKILLNET approach to
skills development — see CEDEFOP 2006) to pro\héeability to investigate: a) whether new
skills required are durable or not; b) whether tibeyer a broad field the public agency; c)
whether the Agency itself requires completely n&ilNss further development or enhancement
of existing skills or a combination of differenték Moreover, anticipation of skill needs refers
to forecasting skill needs (i.e. the expected itwasks and domains in the Public
administration, and “their particular skill or gifedation requirements”- CEDEFOP 2008:3).
Skills’ forecasts “are carried out in several coie® at national or regional levels or both
(focusing on different levels- domains of the eaogoand the labor market, including the
public sector). They are mostly based on macroewoetric projections of sectoral production,
productivity and employment (jobs), broken downdegupations and/or skills/qualifications,
using advanced methodologies. Often several variantscenarios are calculated, which —
based on alternative assumptions — provide a rahgee number of future jobs and their
particular skill requirement{ CEDEFOP 2008: 3).

All the above mentioned document that future-osdnpolicies should be based on the
following recommended seminal steps: a) defining aalidating skills, knowledge and
competences, b) implementing them in curriculantng regulations, qualification standards,
c¢) using them for vocational guidance of the csgfvants and d) involving policy-makers,
social partners, public administration staff, pteanbers and researchers in the discussion of
research methods and civil servants’ training auies.
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3. CURRENT TRENDS AND STAKES CONCERNING HRD IN PA.
3.1 THE CASE OF THE COMPETENCY FRAMEWORK

Competency Management (CM) is gradually becomingirdarnational trend in Public
Administration, at a worldwide level. CM was origied in the 80s in the private sector of the
USand the UK and got introduced in the public se@taostly position systemsjnce the early
90s (see Bossaert, 2010: 3). Its role was highddyhduring the 00’s, for CM was correlated to
the general EU trend towards LLL and Key-Competshased learning and work. The general
trend is in font of the transition from the stahesed managemetd management based on
performance, competencies, target-setting suchtag icase in the private sector (see Bossaert,
2010: 3) A Competency Framework is correlated with the dgualent of a culture of common
government and corporate identity (see Limbach;P2@10: 6). The focal point of the
competence- based approach on HR is the exteatgdttgroup’s commitment (see Limbach-
Pirn, 2010: 6).

Within the context of “performance and strategicmagement”, a competence-based HRM &
HRD approach is developing worldwide (Bossaert,2®). This international trend is not
developing in a restraints-free context. At 20hd 2011, the UNDP/ RCPAR conducted (in
close cooperation with members of the Western Balk&@ommunity of Practitioners), a
research ending in a report, titled “The use of petancies in job design and recruitment” (see
Rava, 2011a). Among the other findings there aversé ones related to the restraints against
competence- based HRM & HRD at least in the caskeofVestern Balkans. Such constraints
can be summarized as followsow degree of internalization and sophisticatioréfidits in
terms of understanding the use of competency/ bagerformance orientation/ Prevailing
legalistic approach/ Reforms may be centralized it transformative and comprehensive
(formal qualifications still dominant; job descriphs still broad and not operationalized etc.)/
Lack of assessment tools (evideh¢Bava, 2010: 7, see analytically Rava, 2011a& B - 32
and Rava, 2011b: 11 & 33, as well). These typeeestraints, forming a reform- resistant
context, are not equally met in every national cémce, several of them are still present in
many different cases and prevent (even undermiffiegteve policy implementation in HRM
and HRD.

3.2 KEY DETERMINANTS OF A COMPETENCE-BASED APPROACH IN HRD.

In order to tackle with the effects of the legatisadministrative traditions or trends, a
competence- based HRD and subsequently trainingpeetive should focus on the
establishment of concrete criteria to choose anogiigns in the PA daily life-efficiency and
flexibility. Therefore:
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Figure 1: Substantial Determinants of an Effective HRD in lRuAdministration
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Source:Papadakis & Pechlivanides, 2010: 16.

Given the abovementioned, the major determinanteeparadigm shift requested towards a
competence- based HRD in PA are the following:
v To define the problem space (definitional issuedgyvelop a mutual zone of
understanding and operationalize the new concefrarakework.
v To define:
- the strategy,

- the model,

- the correlation between the implementation anceiteet target-group.
v To correlate from the very first step (recruitmgmtocess) Human Recourses
Management & Development with both job profiles arateer paths (taking into
consideration the relevant career system indicators

As highlighted by an EIPA survey on Civil servantateer system indicators and performance
in different administration traditions, competenaesrelated both to HR management and civil
servants’ performance (see EIPA, 2007 cited in P&008). According to EIPA (2009) there
are certain strengths and weaknesses at both dalceed and centralized approaches to HRM
& HRD (see Bossaert, 2010: 10 & 18). In fact, wisadt actual stake is the effective check-n-
balances between a) the two abovementioned apm@eactd b) broader issues. National cases
provide food for thought, best practices as wed. the Estonian approach in competence
development and assessment is a quite innovatige ammbining innovative competences’
assessment tools with workshops and targetednprogrammes, as well as individual feed-
back meetings with superiors, in a rotation-dripemspective (see analyticalljhe Estonian
Government-Office proposed Flow Chart on Competederelopment & assessment cited in
Limbach-Pirn, 2010: 9 & 11). Belgium, implementi@i as well, emphasizes competences’
analytical Clustering, integrated in the broader Cbhtext of HRM & HRD in PA (see
analytically EIPA 2009 cited in Bossaert, 2010:.13)

There are several typologies of Civil Servants’ @etences that could end in a contextually
embedded CM via clustering. Two are the most usnak. Both are tripartite: a) Generic/
Specific/ Horizontal and b) Core organizationalhec behavioral/ technical-functional.
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4. TO
COMP

WARDS A COMPREHENSIVE METHODOLOGICAL STRATEGY FOR
ETENCE- BASED TRAINING OF CIVIL SERVANTS

The challenges rising from the operational inteefdetween HRM and HRD, could be

cluster

ed as following (see Papadakis & PechlivianzD10: 23 as well):

a) Generic

b) Spe

Taken

Mixture of centralization and decentralization @#&hon good governance & better
regulation principles).

Creation of a transparency (see Rava, 2011a: 2&)auation culture combined with
culture of LLL in civil service.

Awareness of the need for a culture of contextuathbedded governmentality.
Development of a “mutual zone of understanding’offenon language”) among the
top executives, the different types and levels efspnnel, the social partners, the
stakeholders and the State on competences and H@taurses in order to facilitate
their application and implementation at legal, adstrative, operational and practical
level.

cific

Use Competency Frameworks and Operational Assessiets for the personnel, in
order to increase the individual added values hadtganizational capacity (see Rava,
2011a: 8, 9, 11, 22, 31 and Rava, 2011b: 28).

Develop HR linkages with the real organizationahlgoculture and structure (linking
job profiles of CM and both of them to generic orgational goals- see Bossaert, 2010:
23).

Determine the competences-verification level aneupeprofessional HR departments
(see Bossaert, 2010: 23).

Promote patterns and techniques capable to makeohtal implementation systems,
vertical enough to work efficiently (i.e. implemgnlot projects on HRM & HRD issues
and facets before proceed in overall implementasee Bossaert, 2010: 23).
Enhance executives’ commitment and involve staladrsl(and their know-how) in all
the abovementioned tasks.

all the abovementioned into account, we dtam@t to develop a methodological

strategy, aiming at the development of a Competbased HRD & Training in the public

sector.
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Figure 2: A competence-based HRD framewdslee additionally Papadakis, 2008: 23 and
Papadakis, 2010: 17)
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It becomes crystal clear that such an approachiremga Needs-in-Skills & Competences
Assessment. Its aim is to identify the main deficies in knowledge and skills that inhibit the
development of administrative capacity and legaliadministrative burden while
simultaneously they might undermine a prospectideninistrative reform. Flexibility in
“training needs’ scanning mechanisms” is of vit@pbrtance (see Moustakatou, 2008: 2).
Defining and even more measuring the educationaikibg needs of the target group (in the
public administration Unit where the training intention is designed for) enables the new
training programmes (based on specific trainingglas explained in the next chapter) to adapt
to actual needs as well as to changes in the brozsmigext (i.e. policy improvement,
simplification of the procedures, better regulatietn.). Within this context, &tep by step
Development of Training Plansncludes the following (see analytically Papadalé
Pechlivanides, 2010 31 & 33):

1. Defining a Training Plan (TP): An organized, multmmensional re-skilling
framework, the set of the required training actidas an Entity of the public
administration within a specific time horizon, whioccurs as a result (output) of the
identification of its training needs, in order tongpensate for the lack of knowledge,
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attitudes and skills of the human resources, sbitltan meet its actual and future
operational requirements of the Entity.

2. Developing a TPTPs should a) include measurabidicators at the level of the
objectives of human resources development anceoafabhievement, b) be associated
with a particular timeframein which they might need updating — reviewing @&pd
have sufficient documentation asvitny each training action provided is necessary,
what either specific or generic competence whomit concerns (see Papadakis &
Pechlivanides, 2010: 31).

3. Facilitating the implementation of a training platodulization of training, use of e-
learning, individual training passport, accreddatprocess ending in certifications
and ex-ante evaluation of the training process significantly contribute (see
analytically Papadakis & Pechlivanides, 2010 andisdakatou, 2008: 11).

Training plans’ developmentrequires a holistic and balanced approach toitrguA bottom

up feedback is requirethile the public policy complex, the existing regulatérgmework,
the general training paths and the State prioritreBublic Administration ensure the check and
balances on the training procedure, providing Gakvants’ Training Institutes and Units with
the necessary top-down institutional knowledgegrder the combination between bottom up
and top down to provide the HRD Units and Trairdrganizationsvith the requested middle
out approach to civil servants reskilling.

Figure 3: Tools & Determinants for Each Approach-Towardskhddle-Out Outcome

Training Plans

= Demand in competences & knowledge in terms of
ﬁ management bodies

= Individual requests from Execufives and Civil
Servants
= Responsiveness fo planned fraining actions

Bottom up Approach

Source:Papadakis & Pechlivanides, 2010: 33.

5. DISCUSSION AND CONCLUSIONS: ON THE CAREER/ POSITION DIVIDE AND
THE STAKE OF AN EFFECTIVE AND ETHICAL BEHAVIORINP A

As Demmke, Hendokl and Moilanen point out “at thgibaing of the 21st century, (there is)
no longer a civil service model that could be diésdt as a ‘classical career model’. Today,
pure career or position models simply no longestexnstead of clear-cut categories, there
seems to be a trend towards hybrid systems thabioenelements of both pure systems”
(Demmke, Hendkl, and Moilanen, 2008: 10). The dfsdion of the EU Countries’ HR
systems in PA, “using a 60% mark of all careeraysindicators in order to draw the line
between career-based and position-based systenesiiriRe, Hentkl, and Moilanen, 2008:
10), ended in the finding that the vast majoritygd§ countries have rather career-based HR
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systems. Just 10 out of the®2%end towards a position-based system (see Demidemkl,
and Moilanen, 2008: 11). The career/ position divid related to the transition from the
traditional approach in HR to the modern era of HAe (traditional) perception of civil
servants as agents, supposed to uphold the Ruleeofaw in order to implement public
policies.

That was the main hypothesis for many decadestantizly affecting the perception of ethical
behavior, namely as aésult of specific organisational featufe€Demmke, Henokl and
Moilanen, 2008: 23). That choice had a certain ichgm HR systems, resulting in quite
hierarchical and centralized organizational striestwhile ‘clear and rigid career paths,
lifetime tenure, seniority, etc were introducednder to reduce as far as possible the danger
of too much political influence, corruption, miscluet, the exercise of private interests and
instability of government(Demmke, Henokl and Moilanen, 2008: 23). Is tleabugh to
prevent corruption and ensure an effective anctaltiehaviour in PA and civil service? Let
us take into consideration that civil servants@marily “managers” rather than “executors”,
operating in a multi-tasking way within the cont@ttworking for the common good-public
interest. In our times, things have changeBublic servants are more accessible, more
transparent, accountable and assume more respditishithan ever befofe(Demmke,
Hendkl, and Moilanen, 2008: 23). This is undoubtealichance and a challenge towards the
promotion and enhancement of ethical behaviougily ghractice. According to Merton, there
IS a strong connection between organizational stras in PA and behaviour (Merton, 1987:
112). In fact behaviour was considered directljuieced by the organizational structures. But
later on, several researchers put the traditioreaV of the typical bureaucrat into question (see
Allinson, 1984. It is obvious that, contrary to Ntex’'s perception, the traditional bureaucrat is
out of the (rapidly change) PA context.

In order to take advantage of that “window of oppnity” and use efficiently the (already

analyzed in this paper) new trends and tools in H& capacity building, aiming at further

promoting- building an ethical and effective belwavin PA, we have to contextualize these
objectives in their broader context of values abgctives in PA.

Table 1: Key objectives and civil servants’ values. A taxono

KEY OBJECTIVES CIVIL SERVICE VALUES
goal achievement fair and standardized treatment,
fulfillment of duties neutrality
working for the common good stability
hierarchy & impartiality
NEW OBJECTIVES
flexibility & innovation morality & ethical standards

Civil servants ex definitio serve the public goodierest and subsequently exercise important
societal functions, while “they appear to be cattdyor the building of social capital in society
at large” (Brewer, 2003: 5), since their behaviod @erformance affects the public/ citizens’
trust to the institutions. Such tasks require etliehavior and integrity as a consitute a conditio
sine qua non, while they raise public/ citizenspestations on civil servants’ behavior,
performance and operation. This expectation depeotsist from the code of practice/ ethics.
Integrity cannot be taken for granted. Ethicsvgagls a complicated and multiparametric issue,
influenced by many factors (such as type of worlgtimation, organizational culture,

92 The research was conducted before Croatia entadogssing the EU.
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personality, trust and social capital, civic ad#g etc.). In fact it requires the constant
development of the relevant competences and skills.

An HRD framework aiming at capacity building andngmetences’ development against
corruption and towards ethical behaviour, makirtgprel use of the already analyzed notions,
trends and tools (CM, competence-based trainingjutacization of training curricula and
training plans, needs-in-skills assessment, etm) mrovide such a balance. Within this a
context, such a capacity building can support aamdlifate institutional building, while
increasing the overall Public Sector (AdministrajivCapacity. Let us not forget that in
nowadays a better balance is needed between rotksstandards on the one hand and
contextually- embed flexibility on the other.
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