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Main points for further discussions

This section summarises the main issues for further discussions by the central civil
service co-ordination bodies. The list of issues is based on the analysis done in course of
writing this paper and the more detailed argumentation is presented in the main text.
The list can be used for prioritising the activities and seeking support from foreign
donors.

1. Institutional framework — is the current framework effective enough to ensure
coherent policy-making in the civil service area?
— Central level — establishing regular (bi-annual) meetings of the top officilas of the
institutions influencing the HRM policy.
— Organisational level — organising regular meetings for the HR managers of all
public bodies.

2. Administrative burden of HRMUs — what needs to be done to reduce the
administrative burden for freeing up the time of HR professionals for more strategic
tasks?

— Conducting a pilot project for analysing couple of HRM processes by using quality
management tools to map the inefficiencies.

— Having a detailed project plan for introducing the HRMIS with concrete tasks,
deadlines and responsible insitutions. Hiring a project manager to run the entire
project.

— Centralising HRM functions of small institions to their parent ministries, and in
the long run consider an establishment of a shared services centre that could
take over administrative tasks of HRM.

3. HRM professional competency framework — is it clear what is expected from the
HRMUs in different areas and what kind of competencies are required for this? How are
the MPASLG and HRMS going to ensure that the competencies will meet their
expectations?

— Describing the minimum level of development required in all HRMUs by different

HRM areas.
— Defining standard jobs and tasks at different levels.
— Defining competencies needed to fulfil the required tasks.

— Providing different development tools for HR professionals to obtain these
competencies.



1. Introduction

Human resources management (HRM) is one of the key functions of any organisation of
public administration and the public administration as a whole. People are the most
significant resource of any organisation and a key factor of its effectiveness. Without
investing in the development of people, it is difficult to achieve the strategic goals of
public administration and provide services that meet the needs of citizens. A developed
HRM system, based on contemporary standards and procedures of recruitment,
professional development and promotion ensures high level of professionalism, job
satisfaction and legal certainty for employees.

The HRM system in the Serbian civil service was established by the Law on Civil Servants
(LCS)! and related legislation, which also provides the basis for its institutional set up. The
existing institutional framework in the area of HRM mainly consists of the following
central Government institutions responsible for the HRM: the Ministry of Public
Administration and Local Self-Government (MPALSG), the Human Resources
Management Service (HRMS), the National Academy for Public Administration (NAPA)
and High Civil Service Council (HCSC). In addition, HRM work is carried out primarily within
the individual civil service institutions, by their line managers and human resources
management units (HRMUs), who support the management in their daily HRM tasks.

For the purposes of this analysis, the following elements of the Serbian civil service have
been analysed:

1. Strategic HRM planning (plan for development all modern HRM functions —
recruitment, competencies, performance appraisal, training etc for the period
of several years);

2. HR planning (staffing needs for the period of 1-3 years);

(98]

Job analysis (including job descriptions and required competences) and job
classification;

Recruitment and selection;
Performance appraisal;
Training and career management;

Disciplinary proceedings;

© =N ok

Record keeping;

1 Official Gazette of RS, No 79/2005, 81/2005 — corr. 83/2005 - corr. 64/2007, 67/2007 - corr. 116/2008,
104/2009 and 99/2014.



9. Analytical reporting;

10. Co-operation between HRMUs and the central HRM institutions (HRMS,
NAPA);

11. Overall functioning of the HRMUs.

Certain HRM aspects, such as the remuneration system, were excluded from the analysis
due to the highly centralized nature of setting pay levels in the Serbian civil service. The
civil servants pay levels are determined by the provisions of the Law on Salaries of Civil
Servants and Employees,? which do not leave the HRMUs the freedom to influence civil
servants pay levels, other than through job analysis and evealuation. For this reason
remuneration was not analysed in more depth within this analysis.

The analysis consists of four key parts. The first part examines the institutional set up of
HRM functions in the Serbian civil service to assess the role distribution between different
institutions responsible for HRM. This part has been based mainly on the desk research
of relevant legal provisions and selected number of interviews with institutions
responsible for HRM. The second part analyses the structure of the HRMUs, including the
number of HRM staff and their position within the individual civil service institutions. The
third part of the analysis assesses the HRMUs’ capacities to carry out the HRM functions.
The final part contains conclusions and recommendations on how to improve the current
institutional set up and HRMUs capacities to carry out modern HRM functions.

For the purposes of the analysis, two questionnaires were prepared. The first
questionnaire, which contained mainly statistical data related to the number of staff
carrying out HRM functions, was distributed to all civil service bodies (see Annex 1). The
responses were received from 50 per cent of institutions (see Annex 2). The second
questionnaire was prepared for the purpose of conducting qualitative analysis on the
content of HRM function carried out by civil service institutions (see Annex 3). The
questionnaire defines different HRM areas by their level of development which were used
in course of interviews to assess the sample organisations.

Interviews were conducted with 13 civil service bodies to understand the nature of HRM
tasks carried out by the HRMUs (see Annex 4). The sample included five ministries, four
bodies subordinated to ministries and four special organisations of different size (large,
medium size and small bodies). Government services were excluded from the analysis
due to specificities of their operation.

The methodology used in this analysis has certain limitations. The sample of the
interviewed institutions is relatively small (around 20 per cent of institutions). However,
given that the HRM rules are highly centralised in the Serbian civil service (through
primary and secondary legislation), it could be considered representative enough for the

2 Law on Salaries of Civil Servants and Employees, Official Gazette of RS Nos. 62/2006, 63/2006, 115/2006,
101/2007, 99/2010, 108/2013, 99/2014 and 95/2018.



purposes of this analysis. Furthermore, during the collection of the data through the
distributed questionnaire and the interviews, we had to rely on the honesty of the
respondents who could show a level of bias regarding the level of performance of certain
HRM functions in their own institutions.

2. The division of responsibilities between central HRM agencies
and HRMUs

This part of the analysis focuses on the institutional framework responsible for the HRM
in the civil service and the distribution of roles between the central co-ordination bodies
and HRMUs, mostly as defined by the legal framework. The analysis of the HRM functions
combines the review of key policy co-ordination and implementation functions carried
out by different institutions in the HRM area (see Graph 1 and Table 1). The
implementation of the HRM policies, carried out by the HRMUs, is analysed in more detail
in the section on qualitative analysis of the HRMUs functions.

Graph 1. Reporting lines of central HRM bodies
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In the area of civil service and HRM there is a division of responsibilities between several
bodies. They include the Public Administration Reform Council (PARC), the MPALSG, the
Administrative Inspection (as a body within the MPALSG), the HRMS, the HCSC and the
NAPA. PARC is the Government body proposes strategic measures in the area of public
administration, including the area of HRM. The PARC consists of ministries, which are to
ensure political support for measures to be adopted in the HRM area. The MPALSG is in
charge of policy design in the area of civil service and public administration. The HRMS
has an important role as facilitator of HRM processes. Its competencies include:
advertising vacancies for internal competition and supporting and monitoring
competition procedures for expert-level staff; preparation of the Annual Human
Resources Plan for the Government; maintaining the Civil Service Registry; and assisting
the HCSC and the Government Appeals Commission. The HCSC is responsible for
recruitment and selection of the senior civil service staff. Finally, the NAPA, which was
established in 2017, is responsible for planning and delivery of trainings of civil servants
and local government employees. The monitoring and inspection of the CSL
implementation is the responsibility of the Administrative Inspection. The Ministry of
Finance (MoF) also has a role in the HRM policies, especially in the area of HR planning
and record keeping for the purposes of the calculation of salaries. Finally, the
implementation of the HRM functions is entrusted to the civil service bodies, which
support their management in carrying out these functions.

There are different reporting lines of central HRM bodies, which may pose problems in
their co-ordination. Unlike the HRMS reporting to the Secretary General of the
Government and the HCSC reporting directly to the Government, the Administrative
Inspection and NAPA report to the MPALSG (see Graph 1). The HRMS provides
administrative support to the HCSC. Different reporting lines of the institutions
responsible for HRM in the civil service may pose problems in policy co-ordination.

Table 1. Matrix of HRM and responsible institutions in the Serbian civil service as defined
by the legislation

Policy Policy co-
development ordination
(including legal (provision of Implementation | Monitoring
drafting) advice etc.)
Strategic PARC and HRMUs — setting | MPALSG
HRM MPALSG - Policy institutional
planning Framework for strategic
HRM objectives for the
Development, HRM area
PAR Strategy




individual

institutions
HR Planning | MPALSG - CSL, MoF - approving | HRMUs — drafting | HRMS - collecting
Decree on the individual HR plans | institutional HR | the data on
preparation of the | HRMS collects and | plans and | implementation
HR Plan consolidates  HR | presenting them
plans and presents | to HRMS
to the
Government
Job Analysis | MPALSG - CSL, HRMS - providing | HRMUs — drafting | HRMS, MPALSG
and Job Decree on Job advice rulebooks, and the MoF
Evaluation Classification and categorizing jobs | review and
Criteria for Job and drafting job | approves
Descriptions descriptions. Rulebooks on
Catalogue of internal
Ranks organisation and
systematisation
Recruitment | MPALSG - CSL HRMS/HCSC HRMUs, HRMS - ensuring
and selection | Decree on internal institutional uniform
and external competition application via it
competition commissions  — | representative in
testing sectorial | the selection
competences, committee  and
HRMS - testing | collecting data
the general
public

administration
competences and
behavioural
competences and
providing support
to the HCSC HCSC

- establishing
selection
committees for
senior civil
servants
Performance | MPALSG - CSL, HRMS - providing | HRMUs — | HRMS - collecting
appraisal Decree on advice to the | managing the | performance
Performance HRMUs institutional appraisal reports
Appraisal performance

appraisal system,
drafting  report




and presenting it

to the HRMS
Training and | MPALSG - CSL, HRMS presents NAPA — | NAPA - keeping
career Decree on training needs via | conducting database of all
management | Professional performance general and | conducted
Training appraisal reports managerial trainings,
NAPA — prepares and training including special
general training NAPA adopts programmes; training
programme and guidelines on HRMUs — | programmes
managerial training conducing special
training training
programme programmes
HCSC — provides HRMS - providing
opinion on advice on career
general and development
managerial
training
programme
Disciplinary MPALSG - CSL HRMUs, lawyers
proceedings in institutions -
conducting
disciplinary
procedures
HCSC -
conducting
disciplinary
procedures for
senior civil
servants
Record MPALSG - CSL, Law | HRMS and the | HRMUs - | HRMS, MoF -
keeping on Register on | MoF - providing | entering the | checking
Employees the database and | institutional data | compliance
advice on its use HRMS -
administrating
the database
MoF -
administrating
the database
Analytical HR units -
reporting institutional
reporting




It should be noted that the policy development role regarding HRM, however, is in
practice divided between the MPALSG and the HRMS. Although the MPALSG is formally
responsible for the policy-development in the area of HRM, the HRMS also plays an
important role in the preparation of primary and secondary legislation. This is due to the
fact that the HRMS has the practical knowledge and human resources, as well as the best
information on the situation “on the ground” and the best overview of the problems
related to the implementation of laws and by-laws. The HRMS is also formally responsible
for the preparation of manuals and guidelines in the area of the HRMS3.

In the area of strategic planning, the PARC and the MPALSG are responsible for the overall
HRM strategic framework. This framework has been set in the Policy Framework for
Human Resources Management, (adopted by the PARC at the end of 2017), and in the
Strategy for Public Administration Reform (adopted by the Government of Serbia in
January 2014) and the Action Plan for its Implementation for the period of 2018-2020
(adopted by the Government of Serbia in July 2018). Individual institutions are, in
principle, responsible for strategic planning of HRM for their own institutions. However,
individual civil service institutions are not legally required to develop their HRM strategic
policies and rarely develop them in practice, as discussed in more detail in the following
sections.

The area of HR planning is covered by the CSL (Articles 154-157) and the Decree on
Preparation of the HR Plan*. All civil service institutions are required to prepare their
annual HR plans, which have to be approved by the HRMS and the Ministry of Finance.
The HRMS provides advice to individual civil service institutions and is responsible for the
preparation of the proposal of the consolidated annual HR plan, which is adopted by the
Government and its implementation is monitored by the HRMS (especially during the
recruitment process).

Job analysis and job evaluation are also subject to the CSL rules (Article 44 of the CSL) and
the Decree on the Job Classification and Criteria for Job Descriptions.”> The HRMS provides
advice to the Civil Service Institutions on job analysis and job classification in the process
of the review and approval of their Rulebooks on Internal Organisation and
Systematisation, which contain, inter alia, job descriptions of all posts. The Government
adopts the Rulebooks on Internal Organisation and Systematisation after being the
approval of the HRMS (regarding job analysis and job classification), the MPALSG
(regarding internal organisational structure) and the MoF (fiscal impact).

3 For example, the HRMS is currently preparing the Handbook on Introducing the Competency Framework
in the Serbian Civil Service.

4 Decree on the Preparation of the HR Plan, Official Gazette No. 8/2006.

5> Decree on the Job Classification and Criteria for Job Descriptions, Official Gazette Nos. 117/2005,
108/2008, 109/2009, 95/2010, 117/2012, 84/2014, 132/2014, 132/2014, 28/2015, 102/2015, 113/2015,
16/2018, 2/2019, 4/2019 and 26/2019.
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Recruitment and selection procedure is also regulated centrally by the CLS provisions
(Articles 45-74) and the Decree on Internal and External Competition®. The HCSC is
responsible for recruitment and selection of the senior civil service staff. The HRMS is
providing administrative support to the HCSC. For other civil service positions, the
recruitment and selection responsibilities are divided between the individual institutions
and the HRMS. The HRMS representative is a mandatory member of competition
commissions in all civil service institutions. In accordance with the latest CSL
amendments, the HRMS is responsible for testing general public administration
competences and behavioural competences of civil service applicants, while individual
institutions are responsible for testing of their sectoral (functional) competences. The
HRMS monitors the recruitment and selection process through the work of its
representative in the competition commission and collection of data on the recruitment
and selection process.

Performance appraisal is subject to Articles 82-86 of the CSL and the Decree on
Performance Appraisal.” All civil service institutions are responsible for performance
appraisal of their staff. The HRMS provides advice to civil service institutions in this
process. The HRMS is also responsible for collecting the annual reports on performance
appraisal of individual institutions and the preparation of the annual performance
appraisal report and submits it to the MPALSG and the Government (Article 36 of the
Decree on Performance Appraisal).

Articles 96-99 of the CSL and the Decree on Professional Training of Civil Servants cover
the training and career management®. There are three training programmes: 1) the
general training programme for all civil servants; 2) the training programme for managers
of all civil service institutions 3) special training programmes for staff of individual
institutions. NAPA prepares the general and managers training programme, which are
adopted by the Government. The HCSC is also involved in this process, by providing a prior
opinion on general and managerial training programme. The HRMS has a role in the
preparation of these two programmes too, by analysing the civil servants training needs,
through collected reports on performance appraisal, which is used as a source of
information for the analysis of training needs. Management of individual institutions
adopts the special training programmes®. In the area of career management, the HRMS
has the authority to assess individual civil servants’ capacities and competences and
provide proposals for their professional and career development. This service is provided
in the Centre for Career Development (the organisational unit of the HRMS), usually upon
the request of individual civil servants. The individual civil service bodies are also
responsible for the career management of their staff.

6 Decree on Internal and External Competition for Filling in Working Posts in State Bodies, Official Gazette,
No. 2/2019.

7 Decree on Performance Appraisal, Official Gazette No. 2/2019.

8 Decree on Professional Training of Civil Servants, Official Gazette No. 25/2015.

° Article 97dj of the CSL.
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Two key pieces of legislation — the CSL and the Law on the Register of Staff of the Users
of Public Funds — regulate record keeping?®. CSL prescribes the obligation of all civil service
institutions to enter the HRM related data to the Central HRM database (HRMIS), which
include the data on the civil service post, years in service, performance appraisal, training,
disciplinary responsibility etc. The HRMIS is kept by the HRMS, which provides advice to
the civil service institutions on how to enter and use the data. The current HRMIS,
however, is not fully operational. In order to remedy this situation, there are plans to
design a new HRMIS, which will contain all required data (technical specification for the
new system was prepared in early 2019). The Law on the Register of Staff of the Users of
Public Funds requires all public sector institutions to enter the data related to the status
of their staff and their salaries. The Treasury of the Ministry of Finance administers this
registry and provides advice to all budget users on how to use the system.

Regular analytical reporting is one of the functions that is currently largely missing in the
Serbian civil service. The CSL requires the HRMUs to prepare regular performance
appraisal reports which are collected by the HRMS, who collects the data and prepares a
joint performance appraisal report for the civil service. There are, however, no
requirements for annual analytical reporting in other HRM areas, which limits the
potential use of the HRM data both for the Government and individual civil service bodies.

Conclusions

As the analysis shows, the institutional framework of the HRM area in civil service is rather
complex. It involves several stakeholders with different reporting schemes. The
implementation of the policy is not directly subordinated to the policy development and
co-ordination. Therefore, ensuring well-functioning and coherent policy cycle would
require very good co-operation between these stakeholders.

A more detailed analysis of tasks performed by different stakeholders shows that in most
cases the general logic of MPASLG being responsible for policy design, HRMS for support
and HRMUs for implementation, is followed. However, in some areas the picture is more
complex. For instance, in the recruitment area, the implementation function is shared
with HRMS and HCSC. In the training area, it depends on the type of training whether it is
performed by the NAPA or HRMU. In case of the record keeping, it is the MoF and HRMS
who are quite deeply involved in the implementation via the information systems they
administer, Also these complexities would require good co-operation and co-ordination
between the different stakeholders. In addition to that, it would require clear delineation
where the functions of the central co-ordination agencies end and the role of the HRMUs
start.

10| aw on the Register of Employed, Elected, Appointed and Engaged Personnel of the Users of the Public
Funds, Official Gazette No. 68/2015.
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It can be considered having a more regular and permanent way of co-ordinating the
activities of different central co-ordinating bodies. This does not even have to be
formalised in the first stages. MPASLG could start organising regular (e.g. bi-annual)
meetings for all main stakeholders where they can present each other their main
activities and plans in the civil service area. This would create a forum for more
systematic discussions. There should also be more formalised co-ordination network
for the representatives of the HRMUs organised by the MPASLG and HRMS to discuss
the issues in the professional area so that the HRMUs are not just informed about the
developments but are also involved in the decision-making.

13



3. Analysis of the main characteristics of HRMUs

For the purposes of this analysis, the questionnaire on statistical data on conducting the
HRM function was prepared and distributed to all civil service institutions (ministries,
subordinated bodies and special organisations — 65 in total), with the exception of the
Government services'l. We received 27 filled in questionnaires (see Annex 3). Given that
the Ministry of Agriculture, Forestry and Water Management is carrying out HRM
functions for six of its subordinated bodies!?, the overall response rate was 50%.

The term “HRM staff” used in the analysis includes all the people who carry out HRM
tasks, irrespective of the share of time they devote to this function during their working
hours. This has enabled us to get a more comprehensive overview of all the people
actually involved in the HRM work. But this may also be somewhat misleading, as most of
this staff is not carrying out HRM work on a full time basis, as will be explained in more
detail in the case of ensuing analysis.

The number of staff dealing with the HRM matters differs between institutions and
includes people employed on a permanent basis, temporary and contractual basis. The
majority of HRM staff are employed on a permanent basis (see graphs 1, 2 and 3). A few
analysed organisations had also HRM staff engaged on temporary and contractual basis.
The highest number of HRM staff hired on a temporary basis is in the Customs
Administration (see Graph 3), while the highest number of contractual staff can be found
in the Geodetic Authority (see Graph 3). Both organisations are rather large institutions
with a high total number of staff.3

11 The Government services are a special form of civil service institutions, in addition to ministries,
subordinated bodies and special organisations.

12 The Ministry of Agriculture, Forestry and Water Management is carrying out HRM functions for the
following subordinated bodies: the Veterinary Administration, the Administration for Protection of Plants,
the Republican Water Directorate, the Forestry Administration, the Administration for Agricultural Land,
the Directorate for National Reference Laboratories.

13 Customs Administration has 2839 staff in total, while the Republican Geodetic Authority has 4123 staff
in total. The data are from February 2019.

14



Graph 2. Number of HRM staff in ministries employed on a permanent, temporary and

contract basis.
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Graph 3. Number of HRM staff in subordinated bodies employed on
temporary and contract basis.
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Graph 4. Number of HRM staff in special organisations employed on a permanent,
temporary and contract basis
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The share of HRM people in the total number of staff in individual institutions varies
widely throughout the civil service. The share of staff engaged in HRM matters in
ministries (see graph 5 below) ranges from 0.8% of the total number of employees in the
Ministry of Agriculture, Forestry and Water Management to 4.5% in the Ministry of Youth
and Sports.

Graph 5. Share of staff who carry out HRM functions in ministries
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The share of HRM staff in subordinated bodies and special organisations varies even more
widely (see graphs 6 and 7 below). This is due to the fact that some of these organisations
are very small. This is, for example, the case of the Anti-Mining Center, which has only
four people in total. As one of the employees deals with the HRM matters, the share of
HRM staff in relation to total staff in the Center is 25%. This raises an issue of the
economic viability of organisations with such a small number of staff.

This may raise a question whether the HRM issues in small organisations should be
centralized and carried out by another body. Such practice is not unknown in the Serbian
civil service. Namely, in the period of early 2000s, the MPALSG was responsible for
carrying out HRM functions for bodies which had fewer than 90 members of staff. The
results of this practice, however, were not very effective, as those bodies resisted this
practice, finding it as an intrusion in carrying out their HRM policies. On the other hand,
currently, the Ministry of Agriculture, Forestry and Water Management carries out HRM
functions for six bodies within the ministry, which looks like more efficient way of
organising its HRM function. The Ministry, however, is assisted by a member of staff from
these subordinated bodies, at least one person who informally assists it with HRM issues,
as it would be very difficult to do this work without any assistance from the body in
question.

This points to two preliminary conclusions. First, there are already models in use that
enable more efficient way of managing HRM issues within the ministries’ area of
government. The example of Ministry of Agriculture, Forestry and Water Management
should be studied more closely to use it as an example also for other ministries. Second,
it is necessary to have someone responsible for the HR issues in a subordinated body
even if a ministry provides the HR services centrally. In this case, it is quite likely that
this member of staff would not only have the HRM responsibilities, but also would be
responsible for other administrative functions. Other options in this respect will be
presented in more details in the concluding section.
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Graph 6. Share of staff who carry out HRM functions in subordinated bodies
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Graph 7 Share of staff who carry out HRM tasks in special organisations
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As mentioned earlier, the presented the share of HRM staff in civil service bodies may be
misleading, as most institutions report that HRM staff also carry out additional tasks
which are not related to HRM. In fact, 86% of institutions report that HRM staff carry out
other functions, while in only 14% of institutions this is not the case (see Graph 8).
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Graph 8. The percent of institutions where staff responsible for HRM matters carry/do
not carry out other functions (financial, general legal affairs etc)

i Percentage of bodies
where HRM people carry
out other functions

i Percentage of bodies
where HRM people do
not carry out other
functions

In institutions where HRM people do carry out other tasks, majority of them devote their
time to HRM issues between 25-75 of their overall working hours.

Graph 9. Percentage of time which staff who carry out other tasks devotes to HRM issues

i Less than 25% of time
i Between 25-75% of time

.. More than 75% of time

When asked to assess to which HRM function they devote most of their time (by assigning
numbers from 1 to 10 to each function) *, most civil service institutions have

14 Number 1 denotes that they spend most of their time to designated function, while 10 means that they
devote least time to this function.
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acknowledged that they spend largest part of their time on record keeping, recruitment
and selection, job analysis and job evaluation. While they spend least time on disciplinary
proceedings, strategic planning and preparation of analytical reports (see Box 1). A
number of institutions have also emphasized that they spend quite a lot of time on other
technical HRM tasks, such as issuing decisions related to status of personnel, e.g. annual
or sick leave, overtime work, presence at work, salaries, issuance of confirmations on the
work related status etc., while fairly limited time is devoted to substantive HRM issues.
One of the key problems in this respect is malfunctioning of the HRMIS, which does not
allow a number of institutions automating some technical tasks (e.g. annual leave,
remuneration etc.).

The position and structure of the HRMUs within

institutions vary across the civil service, Box 1 The amount of time HRMUs

depending on the type and the size of the spent on different HRM functions

institution. In ministries, the HRMUs are
organised as organisational units (departments
or sections) within the secretariat. In other
institutions, HRMUs are usually organised
within the department/ section for legal,
general and financial affairs. The heads of these
units report to the top management of
institutions, which enables them access to the
institutions management. The structure of the
HRM unit usually consists of a head, human

Record keeping

Recruitment and selection

Job analysis and job evaluation
Performance appraisal

HR planning

Training and career management
Preparation of analytical reports
Strategic planning

. Disciplinary proceedings

0. Other tasks
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resource specialists, and administrators.

Overall, the number of HRM staff in the Serbian civil service does not appear to be low,
but the administrative work takes an ample of their time and resources. There are
considerable differences in the share of staff working on HRM issues to the total
number of staff in different institutions. In smaller organisations this percentage is
rather high, which raises an issue of whether certain HRM elements should be
delegated to other authorities (parent ministry and/or shared services centre) in order
to achieve economies of scale. Most of HRM staff also carry out other tasks, which
further reduces the available time to devote to substantive HRM issues. Malfunctioning
of the HRMIS additionally exacerbates the situation.

4. Qualitative analysis of the capacities of the HRM staff

We divided the HRM work into 11 sub-areas for the purpose of the qualitative analysis of
performance of the HRM functions in the civil service bodies. The questionnaire was
developed to assess the current state of affairs of carrying out key HRM functions in a
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sample of 13 civil service institutions. Respondents were employees responsible for HRM
(see Annex 4).

All aspects of HRM, i.e. all questions were divided into four levels:
Level 0 - this aspect of HRM is not applied at all,

Level 1 —is applied in part but to a lesser extent,

Level 2 - is applied in part but to a greater extent,

Level 3 - is applied in full),

These levels were further described separately for every HRM function as seen in the next
section. Based on the description, SIGMA assessed the level of development of HRM
functions in all organisations.

4.1. Strategic HRM planning

In successful modern organisations, the HRM function is integrated with other strategic
processes. Serious changes, reforms, adapting to EU standards, etc. cannot happen
without a good planning as all these changes cannot be achieved in a short period of time.
Therefore, it is necessary to work according to predetermined steps and in sync with other
areas, which is only possible with harmonised strategic objectives. These objectives are
defined in multi-year strategies, guidelines and annual work plans, and need to be
reflected in the daily operations, thus guaranteeing their actual implementation. This, in
turn, needs to be supported by strategic objectives in the HRM area that would ensure
the availability of competent, professional and motivated people.

LEVEL 0 - 8%

Agency/organisation has no strategic objectives, guidelines that would direct the HRM
policy in the next few years.

LEVEL 1 -54%

Agency/organisation has partly - to a lesser extent - developed a strategic framework for
the HRM policy by having few strategic objectives in the overall organisational strategy.

LEVEL 2 - 23%
Agency/organisation has partly — to a great extent — developed a strategic framework of
HRM policy for the next period, either via having separate HRM strategy or clear and

comprehensive HRM related objectives in the organisational strategy.

LEVEL 3 - 15%
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Agency/organisation has fully developed a strategic framework in the HRM area for the
next years. It contains development of modern HRM functions with a concrete and
realistic action plan.

The situation varies between bodies in the area of strategic planning. In well over half of
all assessed bodies, strategic planning of HRM issues is at the basic level of development
or lower, i.e. having a few or no HRM related objectives in the organisational strategy. In
23% of interviewed organisations, the strategic framework is arranged to a higher degree,
by establishing more comprehensive HRM related objectives in the organisational
strategy. Only in the case of Republican Geodetic Authority and the Ministry of
Agriculture, Forestry and Water Management where strategic HRM framework is very
well defined, with concrete and realistic plan for their implementation. For example, in
the Republican Geodetic Authority, the HRM strategy is one of the chapters of its
organisational strategy. The Strategy contains key HRM functions, including recruitment
and selection, performance appraisal, professional development (with the emphasis on
training), establishment of electronic database of personnel, etc. and an action plan which
defines actions to be undertaken to implement the objectives of the strategy.

4.2. HR Planning

HR planning is a process in which forecasts the demand for human resources, based on
the needs of the organisation, operational requirements and anticipated changes in the
internal and external environment. HR planning is the process of linking the needs and
personnel of the organisation in order to achieve its strategic objectives. It has to provide
the right personnel with the necessary level of education and specific training that will
suit their needs and requirements. One of the aspects of HR planning is also management
of mobility of employees — planning and implementation of various programs to reduce
the manpower, such as dismissal of employees, voluntarily leaving the service
(resignation by employees), retirement, etc. The HR planning in Serbia is regulated by the
Decree on the Preparation of the Human Resources Plan in State Bodies,'® which requires
all civil service institutions to develop their annual HR plans, which are the basis for the
recruitment and selection and mobility of civil servants. The HRMS is responsible for
collecting individual institutions HR plans and preparing a joint HR plan for the whole civil
service, which is adopted by the Government.

LEVEL 0 - 0%

15 Republican Geodetic Authority, Strategy for Reforming the Republican Geodetic Authority up to 2020,
adopted by the Government of Serbia in 2017.
16 Decree on the Preparation of the Human Resources Plan “Official Gazette”, No. 8/2006.
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HR planning at the agency/organisation does not exist apart from the systematization
act, there is no personnel plan and employment and departure of staff is done without a
plan. Staff fluctuation has no relation whatsoever to the agency’s strategic goals.

LEVEL1-69 %

The agency/organisation has adopted an HR plan, however, it exists as a formality, does
not have an important relation with the agency’s strategic goals and is not properly
harmonised with the budget, therefore its implementation is being held back
significantly.

LEVEL2-31%

The agency/organisation has made an HR plan, which includes not only the number of
personnel required but also their competences in order to be able to fulfil the
organisation’s objectives. The personnel plan is aligned with the budget, but due to
various circumstances, it is not often followed in practice.

LEVEL 3 - 0%

The agency/organisation has made an HR plan which is harmonised with the strategic
goals and results that have to be accomplished. Planning is based on the analysis of the
needs for HR. HR plan is harmonised with the budget; employment and mobility of
employees in practice takes place mostly in accordance to the HR plan.

The results obtained in this segment of human resource management show that the HR
planning is carried out either mainly for the sake of complying with the legal requirements
(in 69% of institutions). In the remaining 31% of the institutions, however, the HR planning
does represent an important tool in planning the number and competences of their staff,
but is not linked to strategic goals and results of the organisation and is often not fully
implemented. Some respondents were also of the view that the HR plan form, as
prescribed by the current legislation, is overly detailed (as it contains the number of staff
for each rank, which is a changeable category) and not sufficiently flexible HRM tool of
modern organisations.

Several respondents were of the view that the HR planning has lost its importance over
the past few years, due to the fiscal consolidation process, which has introduced special
instruments for controlling the number of staff in the civil service and the rest of the
public sector. Namely, the Law on the Method of Determining the Maximum Number of
Employees in the Public Sector adopted in 2015 and the subsequent Government
Decision, specified the maximum number of staff for each civil service institution and

17 Official Gazette No. 86/2015, 81/2016, Constitutional Court Decision 95/2018.
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regulated the procedure for obtaining the additional number of staff (with the consent
from the Government commission). The civil service bodies were, however, also obliged
to prepare their HR plans and submit them to the HRMS, which prepared a joint plan for
the whole civil service. Over the past few years, the Government did not adopt the joint
HR plan for the whole civil service, which made the existing individual HR plans not legally
binding. Instead, the only legally binding document for recruitment and selection process
was the Law and the Government decision on the maximum number of employees. For
this reason, the personnel planning process was not implemented as expected and lost
its importance in the civil service. However, the situation of employment freeze could
have been used for strengthening the HR planning as this should have pushed the
organisations to put their current resources into a more efficient use.

4.3. Job analysis and job evaluation

Job analysis, is the process of gathering and assessing the relevant information about jobs
and defining the knowledge, skills and capacities they require. The result of a job analysis
is a job description, as an instrument that enables organising and precisely defining the
terms of reference of each employee. Job evaluation, on the other hand, is a process of
determining a relative value of a job within an organisation, so that each job can be placed
at the appropriate level of organisational hierarchy and adequate salary level can be
determined. This is done via classification (analytical evaluation / classification / job
grading) of jobs as well as the identification and determination of key competences for
individual categories and positions of civil servants.

The role of the HRMU is to ensure that the jobs are described well enough to ensure fair
and uniform classification across the organisation as this would determine the salary level
of employees. Job descriptions should also provide good quality input for recruitment.

LEVELO-0 %

Job descriptions are not based on a job analysis (job analysis is not carried out in an
organisation) and categorization of jobs is not carried out on the basis of job classification
methodology.

LEVEL1-15.4%

Job analysis and job evaluation are carried out partially - to a lesser extent — job
descriptions only partially reflect the jobs actually performed (descriptions are too
general and not clear), and job classification is carried out just in order to respect the

required legal requirements.

LEVEL2-69.2 %
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Job analysis and job evaluation at the agency/organisation are carried out well — job
descriptions to a greater extent match the jobs actually performed (although some
descriptions are too general and not clear), and the job classification exercise provides a
solid base to determine the rank of a job position, although it is not always used in an
effective way.

LEVEL3-15.4%
Job descriptions at the agency/organisation completely match the jobs actually

performed; descriptions are prepared on the basis of job analysis and job classification
exercise provides a reliable base for job classification.

The interviews showed that job descriptions exist in all bodies, as parts of the Rulebook
on internal organisation and job classification that largely correspond to the tasks
performed on the job, but sometimes can be vague and generalised. The discrepancies
between job descriptions and tasks that are actually performed on the job is a result of
an inadequate prior job analysis, which is not effectively carried out in some institutions
(15%), especially in organisations which have a high number of staff, where HRMUs have
to rely on the analyses conducted by non-HR professionals. In majority of institutions, job
evaluation process was assessed as adequate and HRMUs were confident to carry it out
as required by the legislation and good practice.

All civil service institutions are currently in the process of introducing competences in the
job descriptions. This process has been quite a demanding task, as it is done for the first
time in the Serbian civil service. The support in this process was provided to the
institutions by the HRMS. Although the initial level of support was assessed as adequate,
most civil service bodies were of the view that it will take time to integrate the
competences in the system and that the deadlines envisaged by the amendments of the
Civil Service Law, adopted in December 2018, were too tight to introduce this important
change. The HRMUs will need to further develop their capacities in this field in order to
ensure smooth implementation of the competency framework.

4.4. Recruitment and selection

Recruitment of potential candidates is the process of finding a sufficient number of
qualified candidates in order to enable the organisation to select the best among them to
fill in the vacancies. The next step is the selection and appointment of the best
candidates. The role of the HRMUs is ensuring that the recruitment methods and tools
help to attract qualified candidates and sift out the best of them. HRMUs need to improve
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the knowledge of selection committee members on using these tools. HRMUs also have
to ensure the uniform application of selection methods within the organisation.

LEVEL 0 - 0%

The role of the HRMU is minimal in conducting recruitments — they are taking care of the
technical arrangements of the selection procedure, structural units are rather
independent in choosing the selection tools and decisions. There are no specific
guidelines or supportive tools provided in addition to what is said in the legislation. Only
minimum records are kept about the selection process.

LEVEL1-15%

HRMU/HRM expert is involved in all selection procedures to a lesser extent. HRMU may
provide some basic support for the selection committee and provide legal advice in
interpreting the civil service legislation in this area. It does not have an opportunity to
express its opinion during the selection process. HRMU keeps records of the main stages
of the recruitment and justifications behind decisions.

LEVEL 2 - 46%

HRMU/HRM expert is involved in all selection procedures to a higher extent. He/she is a
member of a testing panel and is responsible for conducting and recording of all selection
phases (from notification to appointment) and providing professional advice on choosing
the selection methods, which is followed up in most cases. It also has a vote in a testing
panel. HRMU keeps records of the main stages of the recruitment and justifications
behind decisions.

LEVEL 3 -39%

HRMU/HRM expert is leading the recruitment procedure, is responsible for conducting
and recording of all selection phases (from notification to appointment), has a vote in
testing panel and presents the shortlisted candidates with written summary of the testing
results to the appointing authority. HRMU is controlling the choosing of the selection
methodologies. The selection methodologies are standardised and leave a clear audit
trail of the decision making process.

Responses from the interviews indicate that HRMUs are largely involved in the
recruitment and selection process. In a great majority of interviewed institutions (85%),
representatives of HRMUs are members of the selection panels and have a vote in the
selection process. They also have a leading role in the selection of the testing methods,
which are used by the selection panels. In 39% of the institutions, HRMUs are of the view
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that they play a key role in the selection process and lead the process, which is a quite
positive trait.

All HRMUs, however, will need to strengthen their capacities in the recruitment and
selection to be able to implement the amendments of the CSL, which changes these
processes considerably. The HRMUs need to use a new competency framework which has
been introduced with the CSL amendments. They will be responsible for testing the
functional (sectorial) competences, while the HRMS will be in charge of testing the
behavioural competences of perspective candidates. For this reason, there is a need to
strengthen the HRMUs capacities on assessing functional competences.

4.5. Performance appraisal

Performance appraisal can be defined as a process of assessing individual contributions
of employees in achieving organisational objectives in a predetermined time period.
Performance appraisal should be based on constant dialogue between civil servants and
their managers throughout a year as well as formal meeting at least once a year
depending on the regularity of performance reviews required. Appraisal is an opportunity
to check whether a civil servant has met the objectives that s/he was tasked with, as well
as to make an overview of her/his work and competences required for performing the
job-related tasks. The main outcome of the performance appraisal is to identify the
training and professional development needs that would lead to improved performance
and career development. Performance appraisal may also provide the basis for a personal
development plan. At the end of the year, the HRM unit may collect performance
appraisal forms and personal development plans and use them, along with corporate
analysis of training needs to prepare a training plan of the organisation.

LEVEL 0 - 0%

Performance appraisal is not carried out or is done only in some organisational units
LEVEL 1 -15%

The organisation carries out a performance appraisal to ensure minimum compliance
with the performance appraisal rules, HRM unit keeps records and ensures that the
appraisals are in line with the requirements of the CSL.

LEVEL 2 -77%

The organisation carries out the performance appraisal, to ensure a high degree of
compliance with the performance appraisal rules. The HRM unit assists line managers in

carrying out performance appraisal, especially setting individual/ organisational SMART
targets for the upcoming period. However, the assessment results are still not being used
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in planning of trainings and, in practice, the assessment system does not have much
influence on the career development of employees in practice.

LEVEL 3 - 8%

The organisation fully implements the performance appraisal system. The HRM units
provide all assessment tools needed for the line managers to carry out performance
appraisal, including coaching and mentoring in all aspects of performance appraisal
(setting targets, conducting performance appraisal interview etc.). The assessment is a
basis for the planning of trainings for the employee and the assessment system affects
the career development of the employee.

The interviews have shown that in a majority of the interviewed institutions (77%), the
role of the HRMUs in the performance appraisal is to ensure compliance with the
performance appraisal rules. The HRM unit assists line managers in carrying out
performance appraisal, especially setting individual/ organisational targets for the
upcoming period. However, the assessment results are still not used in planning of
trainings and the assessments do not have much influence on the career development of
civil servants in practice. Only in one of the interviewed institutions, the performance
appraisal provides a basis for the planning of civil servants trainings and affects civil
servants career development.

The recent CLS amendments have introduced new performance appraisal rules, which are
implemented from the first quarter of 2019 (setting of organisational units’ objectives).
For this reason, the HRMUs will need to develop additional capacities to carry out
performance appraisal, in spite of relatively well-developed role in this HRM function.

4.6. Training and career development

The system of training and career development is an essential part of any HRM system.
An effective training system needs to be sustainable, planned in a longer term (linked to
the personnel and strategic planning), and its contents should meet the needs of civil
service bodies. The system should allow for continuous training of civil servants in
accordance with their professional development needs. Sustainability and long term
planning presume an adequate and stable budget in each civil service body. For example,
in the EU member states, that percentage is between 3% - 5% of the budget allocated for
salaries of civil servants?,

LEVEL 0 - 0%

18 p. Miklic, A. Rabrenovic, D. Ahmetovic, A Cesic, “Analysis of HRM Practices in Civil Service in BiH”,
Sarajevo, 2014, report prepared for the EU funded project “Modernisation of the HRM in the Civil Service
in BiH”.
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The agency/organisation does not plan training and does not deliver trainings on its
own. There is no analysis to identify training needs and trainings are decided on an ad hoc
basis based on the offers from central training providers and donors.

LEVEL1-77%

The agency/organisation has only a few elements of a training system. There is a formal
procedure in place to apply for trainings. Planning of trainings is, however, not systematic
and is based on supply by central training providers or donors, not the demand. There is
no systematic analysis of needs; even when there is a periodical training plan, the
trainings often do not get implemented in practice. There is no clear training budget and
the costs are covered on ad hoc basis. There is no evaluation of conducted trainings.

LEVEL 2 - 23%

The agency/organisation has several key elements of a training system. Employees are
provided with specific trainings in accordance to the needs arising from the nature of their
jobs and the needs of the agency. Analysis of training needs exists; needs of employees
and the agency needs are taken into account.

Annual training plans also exist and they are harmonised with the budget. Evaluation of
training exists, but no reports are issued. A registry of completed trainings is in place,
evaluation results are recorded and consulted for planning of future trainings.

LEVEL 3 - 0%

Vocational and professional training and development is part of the agency/organisation
strategy. Analysis of training needs at the agency level is regularly done; there is a direct
link between the HR planning, assessment system and the planning of trainings. There is
a long term and an annual training plan. A plan is prepared on the basis of the principle
of demand for knowledge; the effects, that is, the implementation of the acquired
knowledge in practice, is being monitored. The training plan is fully harmonised with the
budget allocations for trainings and it is implemented in practice in most cases. Regular
comprehensive training reports are issued.

The interviews have revealed that the training in majority of institutions is based on
supply rather than demand. The institutions rely on the trainings provided by the HRMS
and NAPA and rarely prepare their own training plans and deliver the trainings. Only the
institutions with a high number of staff (e.g. the Customs Administration, the
Administration for Execution of Criminal Sanctions) have their own training capacities,
used to train their staff in specific sectoral matters. The institutions do not assess the
effectiveness of their trainings.
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There does not appear to be sufficient level of awareness, neither of the HRMUs staff or
managers of the importance of training, as an essential tool of HRM. Currently, much
depends on whether the manager of the body/unit attaches some importance to that or
not.

4.7. Disciplinary procedures

Disciplinary procedures should ensure good and ethical conduct of civil servants. The
HRMUs usually have an important role to play in disciplinary proceedings by being
responsible for conducting and recording disciplinary process and justifications behind
decisions. The HRMU also have an important role in the prevention side — they should
analyse the conducted proceedings and take a proactive role to reduce the number of
disciplinary proceedings by raising awareness of civil servants on their rights and
responsibilities, codes of conduct/ethics, organising training on good management
practices etc.

LEVEL 0 - 46%

The HRMU does not take part in disciplinary proceedings. There are no specific guidelines
or supportive tools provided in addition to what is said in the legislation. Only minimum
records are kept about the disciplinary proceedings.

LEVEL1-15%

HRMU/HRM expert is involved in all disciplinary procedures to a lesser extent. HRMU
may provide some basic support for the manager or disciplinary committee and provide
legal advice in interpreting the civil service legislation in this area. It does not have an
opportunity to express its opinion during the disciplinary proceedings. HRMU keeps
records of the main stages of the disciplinary proceedings

LEVEL 2 - 31%

HRMU/HRM expert is involved in all disciplinary proceedings to a higher extent, He/she
is a member of a disciplinary committee, provides professional advice to other members
of disciplinary committee if needed, and has a say in the process. HRMU keeps records of
the main stages of the disciplinary proceeding and justifications behind decisions

LEVEL 3 - 8%
HRMU/HRM expert is leading the disciplinary proceedings, is responsible for conducting

and recording of all of its phases, is a member of a disciplinary committee and has a say
in the process. HRMU keeps records of the main stages of the disciplinary proceeding and
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justifications behind decisions. It analyses the conducted proceedings and takes a
proactive role to reduce the number of disciplinary proceedings by raising awareness of
civil servants on their rights and responsibilities, organising training on good management
practices etc.

The picture is rather mixed in this area. In around half of all interviewed institutions,
disciplinary procedures have either not been carried out over the past couple of years, or
did not involve the HRM personnel. Some HRMUs are of the view that taking part in
disciplinary proceedings is goes against their work on other areas of HRM and that they
personally do not want to be involved in the process of civil servants sanctioning. They
think that this responsibility could be carried out by other staff, preferably by lawyers,
especially as the CSL requires that one of the members of the disciplinary commission
should be a lawyer®®. However, in more than third of institutions (39%) HRMUs do take
an important part in the disciplinary proceedings.

4.8. Personnel records

Keeping personnel records is one of the essential tools of ensuring efficient personnel
policy. An organisation cannot be effectively managed without having proper overview of
the number and competences of its staff. Furthermore, personnel records should support
HR planning, analysis, internal mobility, etc. One cannot effectively manage organisation
without having proper overview of the staff. Also the implementation of strategic
objectives and public policies requires good overview of the resources available, including
human resources. The information system should serve as a support to human resources
management (recruitment, appraisal, promotion, training, salaries, annual interviews), as
well as a database supporting managerial decision-making. Without easily obtainable and
up-to-date data, including data on evaluations, interviews and training, modern human
resources management is very limited.

LEVEL 0 — 0%

In the agency/organisation records are kept only in paper forms.

LEVEL1-62 %

There is a simple stand-alone electronic database for storing basic HRM data (name, date

of birth, position held, rank, salary level), but data may not be necessarily complete or up-
to-date.

19 Article 113, paragraph 3 of the CSL.
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LEVEL2-38 %

There is a comprehensive electronic database consisting most relevant HRM data (in
addition to basic HRM data also data on training, performance appraisal, career history,
disciplinary procedures etc.). The data are complete and-up-to date for most of these
areas. The HRMIS is used to produce (within a short timeframe) different kinds of reports
which are presented to the management.

LEVEL 3 - 0%

There is a comprehensive electronic database which is kept up-to-date in real time, and
it is integrated with the payroll or other management information

systems. The HRMIS is capable of urgently producing different kinds of reports which are
presented to the management, who takes them into account when making strategic
decisions on the management of an organisation.

The interviews revealed that civil service bodies use different kinds of HRMIS in their
everyday work. Most of the institutions (62%) regularly use and update the Central
Register of Employees, which is located in the Treasury. This system, however, contains
only a limited number of data regarding the personnel (name, education, rank, etc.) with
the focus on the salaries of employees, while other HRM data, such as performance
appraisal, promotion, training are missing. The remaining 38% of the institutions use
either the HRMS information system (Central Personnel Record — PERBIT) which contains
comprehensive HRM data and is able to provide a number of analytical reports, or have
designed their own HRMIS which operate to their satisfaction (e.g. Directorate for
Measures and Precious Metals, Administration for Execution of Criminal Sanctions).
PERBIT is unfortunately not more widely used throughout the civil service as it has a
limited number of licenses and entrance points and would need to be upgraded to be
available to all institutions. It is also not linked to the Treasury payroll database.
Therefore, the capacity of keeping electronic HRM data is rather limited, that also inhibits
good quality reporting.

4.9. Analytical HRM reporting

Analytical reporting is an important part of the HRM system as it provides a basis for
decision-making in the area, especially for the management of the organisation. If the
HRMU is able to provide analytical reports, the management can make an evidence based
decisions on managing its human resources.

LEVEL 0 - 0%
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HRMU does not analyse regularly HRM related data.
LEVEL1-69.2 %

HRMU compiles report on basic HRM related data: e.g. total number of staff by different
units, number of people dismissed or hired, average age, years of service. Conducting ad
hoc reports on specific areas is difficult due to bad quality of data and/or missing
technologic capacities.

LEVEL2-30.8 %

HRMU complies report on wider area of HRM characteristics responding to ad hoc requests
(within reasonable time limits) from management in most areas. The reports are regularly
presented to the management.

LEVEL3-0%

HRMU compiles a comprehensive HRM report at least on an annual basis which gives a
clear overview of the developments in the related to the strategic objectives. The report
is used for making decisions in the HRM area and discussed more widely within the
organisation.

In a majority of institutions (69%), the HRMUs are capable of compiling report on basic
HRM related data: e.g. total number of staff by different units, number of people
dismissed or hired, average age, years of service; and responding within reasonable time
limits to ad hoc requests from management in most areas. However, the practice of
making a comprehensive HRM report at least annually, which gives a clear overview of
the developments and is related to the strategic objectives, is missing. Less than third of
the interviewed organisations (31%) do make annual reports which are presented to
management, but these reports are not discussed more widely within the organisation.
These results are well in sync with the HR record keeping findings, showing that well-
functioning HRMIS is a prerequisite for enhancing analytical capacities.

4.10. Co-operation between the HRMU and the Central HRM units (HRMS and
NAPA)

This question examines how the HRMUs perceive co-operation with the central co-
ordination bodies in the civil service area such as HRMS, HCSC and NAPA. Development
of HRM greatly depends on the quality co-operation between the central institutions and
individual HRMUs. The latter should understand that they are the key for the
development of practice in the HRM area, while the former should be more engaged in
dealing with strategic issues by formulating HRM policies, proposing new principles for
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the HRM system, suggesting good practices, giving instructions etc. While the central
agencies should provide a platform for the co-operation, the HRMUs should proactively
contribute to the network by raising issues and sharing their practical experience.

LEVEL 0 - 0%

Agency/organisation does not co-operate with the central HRM units (HRMS, HCSC,
NAPA)

LEVEL1-31%

Agency/organisation partly-to a lesser extent co-operates with the central HRM units.
There is co-operation in some issues that are legally envisaged such as recruitment, but
not on most other aspects of HRM.

LEVEL 2 - 61%

Agency/organisation partly but to a greater extent co-operates with the central HRM
units. Co-operation is extended to analysing needs, staff planning, training, preparing of
guidelines, strategies, record keeping etc.

LEVEL 3 - 8%
Agency/organisation fully —in all HRM issues — co-operates with the central HRM units

(HRMS, HSCS, NAPA). The HRMU actively contributes to the HRM network which its
practical experience, and is not just receiving support from others.

The general assessment is that the co-operation between the central HRM bodies,
primarily HRMS and HRMUs is good. The majority of the interviewed HRMUs (61%) co-
operate with the central HRM units rather actively. Most of the respondents are very
satisfied with the responsiveness of the HRMS to their request to support them in a wide
range of HRM issues, including the recent introduction of competences in the job
descriptions, which has been a major undertaking for civil service institutions. The co-
operation includes a range of other HRM areas, including recruitment and selection,
performance appraisal, personnel planning, preparation of the rulebooks of internal
organisation and systematisation etc., and preparing guidelines in respective areas.

The HRMUs however, do not have a permanent and regular network where they can
share their practical experience in carrying out HRM tasks. Although the HRMS
occasionally invites them to discuss changes of the HRM practices, there are no regular
meetings of the HRMUs where they could present the challenges they face in their day-
to-day operation and learn from each other’s experience. In spite of this, some of the
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interviewed HRMUs do assist other HRMUs through informal contacts established during
their career in the civil service.

4.11. Functioning of HRM unit

In this final section, we analyse the overall functioning of the HRMUs in implementing the
merit based and professional civil service policies. Their role can be quite diverse,
depending on the substance of the work they carry out in day-to-day operations. The
HRM unit or a person responsible for HRM may be responsible mainly for technical
administrative decisions, or can take a more important role in managing human
resources, as discussed in the previous sections. The importance and role of HRM
departments greatly depends on how the top managers understand the importance of
HRM function.

LEVEL 0 - 0%
There is no unit or person in charge of HRM issues in the body/organisation.
LEVEL1-61.5%

There is a unit or person who deals with certain HRM issues in the body/organisation.
More or less, these are functions of traditional personnel management — record
keeping, decisions on employment, etc.

LEVEL2-30.8 %

There is an independent unit in the agency/organisation that greatly covers all
segments of a modern HRM. That means that the Unit does not cover only the usual
functions but also deals with other aspects of HRM, such as HR planning, recruitment
and selection, assistance in performance appraisal, training needs assessment of civil
servants, career development etc.

LEVEL3-7.7%

There is a unit in the agency/organisation where all activities of a modern HRM are
organised in one place. Manager of the body and senior management respect the
recommendations given by the unit and closely co-operate with the unit in all issues of
HRM. Head of HRMU has a direct access to the top management of the body and is
involved in making strategic organisational decisions.

The vast majority of bodies seem to have organisational units performing HRM functions,
which carry out mainly formalistic, i.e. technical tasks. These tasks primarily include
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keeping of records and making formal decisions related to civil servants’ status and, to a
lesser extent, dealing with the other substantive HRM issues. This also confirms the
conclusion of the previous chapter, which showed that the HRM staff devote quite a lot
of time to technical tasks. This precludes them from being able to give attention to
substantive HRM issues, i.e. plan on how to use their human resources most effectively
in order to achieve the objectives and fulfil the mission and vision of their organisations.

4.12 Conclusions

When comparing all the HRM functions, it is positive that only in two of them, there are
HRMUs where the capacities are at the lowest level of the scale —i.e. they are basically
missing (see Graph 21). The strategic HRM capacities seem to be rather low, although
there are positive cases available for lesson drawing. In case of disciplinary procedures,
the HRMUs are not even completely sure if it needs to be their role. The areas where the
HRMUs feel themselves more confident are recruitment and selection, performance
appraisal and job analysis and job evaluation. In turn, the areas with substantial room for
development are strategic planning, training and career development, personnel record
keeping and analytical HR reporting. This means that the focus of increasing their
capacities should be in the latter areas. In most of the areas there is strong support
needed from central co-ordinating HRM bodies. For instance, in the HR record keeping
and analytical reporting, it is the HRMS that needs to provide central HRMIS to reach
higher development levels. In the other areas, the support should be given by guidelines,
training courses, experience sharing etc.

Graph 21. The comparison of capacities of HRMUs by different HRM functions
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The HRMUs, however, also need to develop their capacities in the areas where they felt
most confident (job analysis and job evaluation, recruitment and selection and
performance appraisal); due to amendments of the CSL that introduces a competency
framework. The CSL amendments require introduction of competences in the job
descriptions (an integral part of job analysis and job evaluation), introduce new
recruitment and selection methods and a new system of performance appraisal. In
addition to that, other SIGMA assessments have shown that the performance appraisals
are conducted rather formalistically with little practical value, in Serbian civil service. So
the confidence is HRMUs might not be fully justified, or their understanding of the value
of the appraisal is limited. For this reason, the HRMUs are in need of a comprehensive
strengthening of their HRM capacities in order to be able to implement newly designed
HRM policies.

5. Recommendations

5.1. The recommendations for the central HRM co-ordination bodies
1) Strengthening the institutional framework of HRM
- Clarifying the role distribution of the central HRM bodies especially in the areas

where there is some overlap (recruitment, training; and record keeping once the
new central HRMIS is established) or missing (analytical reporting)
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- Institutionalising the co-ordination system of the central HRMU bodies by
establishing a permanent council where HRM policy related issues are discussed
and solutions for the Government proposed. MPASLG should start organising
regular (e.g. bi-annual) meetings that bring together the top officials of
institutions responsible for different parts of HRM policy (see Graph 1). In the first
stages, this can be tested informally. If the format works, it can be institutionalised
alsoin the legislation. This would help to ensure more uniform policy development
in the HRM area that includes several stakeholders with different reporting lines.

- Strengthen the co-ordination, co-operation and networking of human resource
management units, by establishing a network of HRMUs. All these units face
similar problems, develop good practices and make mistakes from which others
can learn. Therefore, it would make sense to establish co-ordination network of
the civil service personnel managers to improve the practice of HMR, exchange
experiences and co-ordinate solutions to shared issues. It would also be very
useful if this network could be linked to the network of private sector HRM units,
in order to gain knowledge on HRM practices in the private sector.

2) Reduce administrative burden of the HRMUs, by

- Reviewing the HRM business processes, to minimise the bureaucracy required in
employment related decisions (e.g. approval of annual, sick leave, remuneration
related decisions etc). It should be considered conducting a pilot project by the
HRMS together with international experts to review a couple of more complex
HRM processes by using process management tools, to figure out if they are
designed efficiently and eliminate unnecessary steps. This should also include
analysis of whether the HRM related decisions are done at the right managerial
level or could they be delegated to lower levels.

- Introducing a functional central HRMIS system that is interoperable with other
management information systems (e.g. payroll) and registries. The system should
also have a functionality of self-service and digital approval of HRM procedures by
managers. This would require a comprehensive project plan that would allow
logically sequencing related activities. Some of the labour intensive activities (e.g.
standardisation of data fields across public bodies) can be already started before
the software is tendered.

- Inshort-term, centralising the provision of administrative aspects of HRM, such as
a record keeping function, of small agencies by delegating this function to
ministries to whom they report to.

- In mid to long-term, consider the centralisation of administrative aspects of HRM

of all civil service institutions, by centralising record keeping function and payroll
related decisions (keeping service records, administrative leave, overtime
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requests etc.) in a shared service centre, while leaving the substantive HRM work
in the individual civil service bodies;
3) Develop competency framework for HRMUs by:
- Describing expectations to the HRMUs — what level of development is required
(the analytical model used for the qualitative part of this study can be used as an

inspiration);

- Defining minimum level tasks of the HRMUs based on required level of
development;

- Describing standard HR jobs at different levels, as proposed in an example shown
in the Table 2 below;

- Defining necessary competencies of HR professionals on different levels based
on the tasks of HRMUs;

- Providing systematic and regular development programmes and guidelines based
on the competency model.

Table 2 Standard jobs in human resource management units (preliminary example).

Job Framework job description

Required competencies

Head of HRM Unit

- Manages the HRM unit by
organising work in a
number of HRM areas;

- Develops an agency's
personnel strategy and
policy and is responsible
for its implementation;

- Co-operates with the
central HRM agencies;

- Co-operates within the

HRM co-ordination
network;
- Co-operates in the

Collegium of Directors;

Competences, knowledge
and skills for HRM?Y;
Knowledge of public

administration and civil
service;

Knowledge of the body's
mission and strategy;

Managerial competences
(strategic thinking, resource
management, teamwork,
strategic networking,

influencing etc.);

39




HRM Specialist?!

Performs specialist tasks
in one or several areas of

human resource
management (for
example, recruitment
specialist, remuneration
specialist and training
specialist);

Provides input to the
agency's human resource
management policy

development;

Develops procedures in
the areas of HRM
management for which
he/she is responsible for;
Provides advice to staff
on the HRM issues.

Competences, knowledge
and skills for HRM;
Teamwork;

Orientation towards users
(managers);

Knowledge of the body's
mission and strategy.

HRM Administrator

Prepares staff records
(contracts, orders and
directives);

Enters and processes
data;

Prepares statistical
reports;

May  support  other

personnel in technical or
organisational matters.

Knowledge and skills for
administrative work in the
area of HRM / civil service;
Results orientation,
precision;

Orientation towards users.

The development of specific job profiles and competency lists would require more
comprehensive analysis and is therefore out of the scope of this study and should be done

in the next phase.

It needs to be emphasised that what we describe here are the standard jobs in HRMUs. A
concrete structure depends on the total number of employees in the body and the exact
role of the HRMU in given organisation. In some organisations, there may be a need to
combine the competencies required on these different levels where the HR professional
has overlapping responsibilities (e.g. performing both the HR manager and specialist or
specialist administrator tasks).

21 The job titles in this document are “working” terms and do not prejudice the analytical evaluation or
classification into different job categories.
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5.2. The recommendations for the civil service bodies

- Raise the awareness of top and line managers of the bodies to acknowledge their
role in HRM, with the support from the HRMUs. Changing the HRMUs’ focus from
administrative tasks to a strategic support to managers requires also a change in
the mind-set of managers, particularly at the senior level. The expectations
associated with this transition require a significant operational and cultural shift
and a re-emphasis on managers having the key role in people management.
Therefore, the training programmes and development activities offered to
managers should include a component on HRM explaining their role in the area.

- The HRMUs should be included in the strategic management of the body through
its manager who should be included in strategic management through the body’s
Collegium of Heads. In smaller institutions, where no separate unit is organised,
the person who independently performs the human resource function should
present HRM related issues regularly in the Collegium meetings.
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Annex 1: Questionnaire on the main characteristics of HRMUs.

This questionnaire is intended to collect information about the staffing capacities of the
human resources management units in the civil service institutions. This information is to
be used for an analysis of the HRM units capacities, which is carried out in co-operation
with SIGMA/OECD, in order to ease the implementation of the amendments of the Civil
Service Law (Official Gazette No. 95/2018).

1. Title of ministry/subordinated body/special organisation:

2. Title of the civil servant work post who fills in the
questionnaire:

3. What is the actual number of staff in the civil service body you work in? (Please
disregard the number specified in the Rulebook on Internal Organisation and
Systematisation and exclude personnel on maternity/long term sick leave etc.)

Please specify:

a) Total number of staff:

b) Civil servants employed on a permanent basis:

c) Civil servants employed on a temporary basis:

c) Employees:

d) Number of persons engaged on other basis (e.g. contracts etc):

4. What is the actual number of civil servants who work on HRM issues (personnel
planning, preparation of rulebooks on internal organisation and systematisation,
recruitment and selection, performance appraisal, training, record keeping etc)? (Please
disregard the number specified in the Rulebook on Internal Organisation and
Systematisation and exclude personnel on maternity/long term sick leave etc.)

Please specify:

a) The total number of staff dealing with HRM issues
b) The number of staff dealing with HRM issues employed on a permanent basis

¢) The number of staff dealing with HRM issues employed on a temporary basis

d) The number of employees dealing with HRM issues

e) The number of staff dealing with HRM issues engaged on other baS|s (e.g.
contracts etc)

f) The number of staff in the HRM unit (if it exists):
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5. Type of performed HRM tasks
Please assess the type of HRM tasks to which your HRM personnel devotes most of their
working time by inserting numbers from 1 to 10, where 1 denotes - the most time and
10 denotes — the least time.

a) Strategic human resources planning

b) HR planning

c) Record keeping

d) Job analysis and job classification (as an integral part of the

preparation of Rulebooks on internal organisation and
systematisation)

e) Recruitment and selection

f) Performance appraisal

g) Preparation and delivery of trainings
h) Disciplinary proceedings

i) Preparation of analytical reports ]
(as a support to the organisation’s management) L |

j) Other tasks (please specify) —

Do persons who deal with HRM issues in your organisation carry out other tasks which
are not related to HRM (e.g. financial management, legal affairs etc)?

Yes

No

If yes, please specify the amount of time a person(s) responsible for HRM in your
organisation spends carrying out on HRM issues:

a) less than 25% of time D

b) between 25- 75% of time D
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c) more than 75% of time D

Please provide additional explanation regarding the previous
questions if needed:

6. Please specify the title of the work post and ranks of civil servants who carry out
HRM tasks

Title of the work post Rank of the work post

7. What is the position of the HRM unit in the structure of your organisation?

Please specify the name of a higher level organisational unit whithin which the HRM unit
is placed in your organisation (e.g. Secretariat of the Ministry, Department for Legal and
Financial Affairs etc), to whom they report to:

8. Additional comments

Please add any additional comments you may have:

Thank you for taking your time to fill in the questionnaire!
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Annex 2. List of institutions which filled in the questionnaire on
HRM capacities

Ministries

. Ministry of Health

. Ministry of Economy

. Ministry of Youth and Sport

. Ministry of Environmental Protection

. Ministry of Finance

. Ministry of Construction, Transport and Infrastructure
7. Ministry of Agriculture, Forestry and Water Management
(including 6 subordinated bodies in the Ministry) 22

8. Ministry of Justice

9. Ministry of Mining and Energy

10. Ministry of Public Administration and Local Self
Government

Ul WN B

Subordinated bodies

1. Agency for Environmental Protection

2. Directorate for Management of Seized Property
3. Customs Administration

4. Tobacco Administration

5. Administration for Public Dept

6. Administration for Anti-Money Laundering

7. Administration for Determining Ships Capacity
for Sailing

8. Directorate for Measures and Precious Metals

Special organisations

1. National Academy for Public Administration
2. Agency for Peaceful Res. of Labour Disputes
3. Republican Property Directorate

22 The Ministry of Agriculture, Forestry and Water Management is carrying out HRM functions for the
following subordinated bodies: the Veterinary Administration, the Administration for Protection of Plants,
the Republican Water Directorate, the Forestry Administration, the Administration for Agricultural Land,
the Directorate for National Reference Laboratories.
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4. Republican Secretariat for Legislation
5. Public Procurement Administration
6. Republican Geodetic Authority

7. Institute for Intellectual Property

8. Republican Public Policy Secretariat
9. Anti-mining center
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Annex 3. Questionnaire on the HRM capacities.

QUESTIONNAIRE

For analysis of human resources management capacities in the state

administration bodies in Serbia (to be the basis for semi-structured interviews and follow up analysis of
HRMUs capacities)
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For each aspect of HRM, there is a detailed description of each level. All aspects of HRM have been split into four levels that are
descibed in detail (level 0 — is not implemented at all, level 1 —is partially implemented, but to a lesser extent, level 2 — is partly
implemented but to a greater extent, level 3 —is fully implemented). Examinee shall evaluate at which level the unit,
agency/organisation stands and mark that level accordingly. If the mark is between 0-2 level then in the space below the
description, shortcomings are shortly and precisely mentioned to justify why a particular HRM aspect is put at that level.

Data on Ministry/subordinated body/special organisation

Title of ministry/subordinated body/special organisation: _

Title of the civil servant work with whom the interview is carried out:

Number of civil servants who work in the unit competent for HRM (if it exists, if there is no special unit for HRM, number of servants
who deal with some segments of HRM —personnel records, preparation of decisions, training planning...):
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MODERN HRM TOOLS
(1)

LEVEL O

LEVEL 1

LEVEL 2

LEVEL 3

Agency/organisation has no
strategic objectives, guidelines
that would direct the HRM
policy in the next few years.

Agency/organisation has partly -

to a lesser extent developed
strategic framework for the
HRM policy by having few
strategic objectives in the

overall organisational strategy.

Agency/organisation has
partly —to a great extent
developed a strategic
framework of HRM policy for
the next period, either via
having separate HRM strategy
or clear and comprehensive
HRM related objectives in the
organisational strategy.

Agency/organisation has
fully developed a strategic
framework in the HRM area
for the next years. It
contains development of all
modern HRM functions,
with a concrete and realistic
action plan.

At the very beginning

In development — on a good path

Competent

Good practice

Non-existent

Basic competences

Sufficient level

Exceptional level
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MODERN HRM TOOLS
(2)

LEVELO

LEVEL 1

LEVEL 2

LEVEL 3

HR planning at the
agency/organisation does
not exist apart from the
systematization act, there
is no personnel plan and
employment and departure
of staff is done without a
plan. Staff fluctuation has
no relation whatsoever to

the agency’s strategic goals.

The agency/organisation has
adopted a HR plan, however,
it exists only as a formality and
does not have an important
relation with the agency’s
strategic goals and its
implementations is being held
back significantly.

The agency/organisation
has made an HR plan,
which includes not only
the number of personnel
required, but also their
competences , in order to
be able to fulfil the
organisation’s objectives.
The personnel plan is
aligned with the budget,
but due to various
circumstances, it does not

often followed in practice.

The agency/organisation has made
an HR plan which is harmonised
with the strategic goals and results
that have to be accomplished.
Planning is based on the analysis of
the needs for HR. HR plan is
harmonised with the budget;
employment and mobility of
employees in practice takes place
mostly in accordance to the HR
plan.

At the very beginning

In development — on a good path

Competent

Good practice

Non-existent

Basic competences

Sufficient level

Exceptional level
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MODERN HRM TOOLS
(3)

. A A A . .
A A .
Re ould be e O
ore spe qguestio 0
0 < < doing job
d job 0
0 A A
eque of revie g JD
one eve o o
e ed ethods do <
e fo ow do e
< < e 0 appro
0 e org 0 <

LEVEL O

LEVEL 1

LEVEL 2

LEVEL 3

Job descriptions are not based
on a job analysis (job analysis
is not carried out in an
organisation) and
categorization of jobs is not
carried out on the basis of job
classification methodology.

Job analysis and job evaluation
are carried out partially - to a
lesser extent — job descriptions
only partially reflect the jobs
actually performed
(descriptions are too general
and not clear), and job
classification is carried out just
in order to respect the legal
requirements.

Job analysis and job
evaluation at the
agency/organisation are
carried out well — job
descriptions to a greater
extent match the jobs actually
performed (although some
descriptions are too general
and not clear), and the job
classification exercise provides
a solid base to determine the
rank of a job position,
although it is not always used
in an effective way.

Job descriptions at the
agency/organisation
completely match the jobs
actually performed;
descriptions are prepared
on the basis of job analysis
and job classification
exercise provides a reliable
base for job classification.

At the very beginning

In development — on a good path

Competent

Good practice

Non-existent

Basic competences

Sufficient level

Exceptional level
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MODERN HRM TOOLS

(4)

A

LEVELO

LEVEL 1

LEVEL 2

LEVEL 3

The role of the HRMU is minimal
in conducting recruitments — they
are taking care of the technical
arrangements of the selection
procedure, structural units are
rather independent in choosing
the selection tools and decisions.
Only minimum records are kept
about the selection process.

HRMU/HRM expert is involved in
all selection procedures to a lesser
extent. HRMU may provide some
basic support for the selection
committee and provide legal advice
in interpreting the civil service
legislation in this area. It does not
have an opportunity to express its
opinion during the selection
process. HRMU keeps records of
the main stages of the recruitment
and justifications behind decisions.

HRMU/HRM expert is involved in
all selection procedures to a
higher extent. He/she is a
member of a testing panel and is
responsible for conducting and
recording of all selection phases
(from notification to
appointment) and providing
professional advice on choosing
the selection methods, which is
followed up in most cases. It also
has a vote in a testing panel.
HRMU keeps records of the main
stages of the recruitment and
justifications behind decisions.

HRMU/HRM expert is leading
the recruitment procedure, is
responsible for conducting and
recording of all selection
phases (from notification to
appointment), has a vote in
testing panel and presents the
shortlisted candidates with
written summary of the testing
results to the appointing
authority. HRMU is controlling
the choosing of the selection
methodologies. The selection
methodologies are
standardized and leave a clear
audit trail of the decision
making process.

At the very beginning

In development — on a good path

Competent

Good practice

Non-existent

Basic competences

Sufficient level

Exceptional level
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MODERN HRM
TOOLS (5)

PERFORMANCE APPRAISAL

ASSESMENT:
Indicate the level achieved

ASSESMENT:

Indicate the level of
competencies to carry out
this HRM function

LEVELO

LEVEL 1

LEVEL 2

LEVEL 3

Performance appraisal is not
carried out or is done only in
some organisational units

The agency/organisation carries
out a performance appraisal to
ensure minimum compliance

with the performance appraisal

rules, HRM unit keeps records and

ensures that the appraisals are in
line with the requirements of the
CSL.

The agency/organisation
carries out the performance
appraisal, to ensure a high
degree of compliance with
the performance appraisal
rules. The HRM unit assists
line managers in carrying out
performance appraisal,
especially setting
individual/organisational
SMART targets for the
upcoming period. However,
the assessment results are still
not being used in planning of
trainings and, in practice, the
assessment system does not
have much influence on the
career development of
employees in practice.

The agency/organisation fully
implements the performance
appraisal system. The HRM
units provide all assessment
tools needed for the line
managers to carry out
performance appraisal,
including coaching and
mentoring in all aspects of
performance appraisal (setting
targets, conducting
performance appraisal interview
etc.). The assessment is a basis
for the planning of trainings for
the employee and the
assessment system affects the
career development of the
employee.

At the very beginning

In development — on a good path

Competent

Good practice

Non-existent

Basic competences

Sufficient level

Exceptional level
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MODERN HRM TOOLS
(6)

TRAINING AND DEVELOPMENT

ASSESMENT:

Indicate the level achieved and
the level of competencies to
carry out this HRM function

ASSESMENT:

Indicate the level of
competencies to carry out this
HRM function

LEVEL O

LEVEL 1

LEVEL 2

LEVEL 3

The agency/organisation does not
plan training and does not deliver
trainings on its own. There is no
analysis to identify training needs
and trainings are decided on an ad
hoc basis based on the offers from
central training providers and
donors.

The agency/organisation has
only a few elements of a
training system. Planning of
trainings is not systematic; it is
based on supply by central
training providers or donors —
not the demand. There is no
systematic analysis of needs;
even when there is a periodical
training plan the trainings often
do not get implemented in
practice. There is no clear
training budget and the costs

are covered on the ad hoc basis.

There is no evaluation of
conducted trainings.

The agency/organisation has
several key elements of a training
system. There is a formal
procedure in place to apply for
trainings. Employees are provided
with specific trainings in
accordance to the needs arising
from the nature of their jobs and
the needs of the agency. Analysis
of training needs exists; needs of
employees and the agency needs
are taken into account.

Annual training plans also exist
and they are harmonised with the
budget. Evaluation of training
exists, but no reports are issued. A
registry of completed trainings is
in place, evaluation results are
recorded and consulted for
planning of future trainings.

Vocational and professional training
and development is part of the
agency/organisation strategy.
Analysis of training needs at the
agency level is regularly done;
there is a direct link between the
HR planning, assessment system
and the planning of trainings. There
is a long term and an annual
training plan. A plan is prepared on
the basis of the principle of demand
for knowledge; the effects, that is,
the implementation of the
acquired knowledge in practice, is
being monitored. The training plan
is fully harmonised with the budget
allocations for trainings and it is
implemented in practice in most
cases. Regular comprehensive
training reports are issued.

At the very beginning

In development — on a good
path

Competent

Good practice

Non-existent

Basic competences

Sufficient level

Exceptional level
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MODERN HRM TOOLS
(7)

LEVELO

LEVEL 1

LEVEL 2

LEVEL 3

The HRMU does not take part in
disciplinary proceedings. There
are no specific guidelines or
supportive tools provided in
addition to what is said in the
legislation. Only minimum records
are kept about the disciplinary
proceedings.

HRMU/HRM expert is involved in
all disciplinary procedures to a
lesser extent. HRMU may provide
some basic support for the
manager or disciplinary committee
and provide legal advice in
interpreting the civil service
legislation in this area. It does not
have an opportunity to express its
opinion during the disciplinary
proceedings. HRMU keeps records
of the main stages of the
disciplinary proceedings

HRMU/HRM expert is involved in
all disciplinary proceedings to a
higher extent, He/she is a
member of a disciplinary
committee, provides professional
advice to other members of
disciplinary committee if needed,
and has a say in the process.
HRMU keeps records of the main
stages of the disciplinary
proceeding and justifications
behind decisions

HRMU/HRM expert is leading
the disciplinary proceedings, is
responsible for conducting and
recording of all of its phases, is
a member of a disciplinary
committee and has a say in the
process. HRMU keeps records
of the main stages of the
disciplinary proceeding and
justifications behind decisions.
It analysis the conducted
proceedings and takes a
proactive role to reduce the
number of disciplinary
proceedings by raising
awareness of civil servants on
their rights and responsibilities,
organising training on good
management practices etc.

At the very beginning

In development — on a good path

Competent

Good practice

Non-existent

Basic competences

Sufficient level

Exceptional level
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MODERN HRM TOOLS
(8)

LEVEL O

LEVEL 1

LEVEL 2

LEVEL 3

In the agency/organisation
records are kept only on
paper forms.

There is a simple stand-alone
electronic database for storing
basic HRM data (name, date
of birth, position held, rank,
salary level), but data may not
be necessarily complete or up-
to-date.

There is a comprehensive
electronic database
consisting most relevant
HRM data (in addition to
basic HRM data also data
on training, performance
appraisal, career history,
disciplinary procedures
etc.). The data are
complete and-up-to date
for most of these areas.
The HRMIS system is used
to produce (within a short
timeframe) different kinds
of reports which are
presented to the
management.

There is a comprehensive electronic
database which is kept up-to-date
in real time, and it is integrated
with the payroll or other
management information

systems. The HRMIS system is
capable of urgently producing
different kinds of reports which are
presented to the management, who
takes them into account when
making strategic decisions on the
management of an organisation.

At the very beginning

In development — on a good path

Competent

Good practice
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MODERN HRM TOOLS
(9)

LEVEL 0

LEVEL 1

LEVEL 2

LEVEL 3

HRMU does not analyse
regularly HRM related data

HRMU compiles annual report

on basic HRM related data: e.g.

total number of staff by
different units, number of
people dismissed or hired,
average age, years of service.
Conducting ad hoc reports on
specific areas is difficult due to
bad quality of data and/or
missing technologic capacities.

HRMU compiles an annual HR
report on wider area of HRM
characteristics and is capable
of responding to ad hoc
requests (within reasonable
time limits) from management
in most areas. The annual
HRM report is presented to
the management and staff.

HRMU compiles a
comprehensive HRM report
at least on an annual basis
which gives a clear overview
of the developments in the
related to the strategic
objectives. The report is
used for making decisions in
the HRM area and discussed
more widely within the
organisation.

At the very beginning

In development — on a good path

Competent

Good practice

Non-existent

Basic competences

Sufficient level

Exceptional level
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MODERN HRM TOOLS
(10)

CO-OPERATION WITH THE
CENTRAL UNITS FOR HRM

ASSESMENT:
Indicate the level achieved

LEVEL O

LEVEL 1

LEVEL 2

LEVEL 3

Agency/organisation does not
co-operate with the central
HRM units (HRMS, Civil Service
Council, NAPA)

Agency/organisation partly-to a
lesser extent co-operates with
the central HRM unit (HRMS,
Civil Service Council, NAPA).
There is co-operation in some
issues, that are legally
envisaged such as recruitment,
but not on most other aspects
of HRM.

Agency/organisation partly
but to a greater extent co-
operates with the central HRM
unit (HRMS, Civil Service
Council, NAPA). Co-operation
is extended to analysing
needs, staff planning, training,
preparing of guidelines,
strategies, record keeping...

Agency/organisation fully —
in all HRM issues — co-
operates with the central
HRM unit (HRMS, Civil
Service Council, NAPA). The
HRMU actively contributes
to the HRM network which
its practical experience, and
is not just receiving support
from others.

At the very beginning

In development — on a good path

Competent

Good practice
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MODERN HRM TOOLS
(11)

LEVEL O

LEVEL 1

LEVEL 2

LEVEL 3

There is no person in charge of
HRM issues in the
agency/organisation.

There is a unit or person who
deals with certain HRM issues in
the agency/organisation. More
or less, these are functions of
traditional staff management —
record keeping, decisions of
employment.

There is an independent unit
in the agency/organisation
that greatly covers all
segments of a modern HRM.
That means that the Unit
does not cover only the
usual functions but also
deals with other aspects of
HRM, such as HR planning,
recruitment and selection,
assistance in performance
appraisal, training needs
assessment of civil servants,
career development etc.

There is a unit in the
agency/organisation where all
activities of a modern HRM
are organised in one place.
Manager of the body and
senior management respect
the recommendations given
by the unit and closely co-
operate with the unit in all
issues of HRM. Head of HRMU
has a direct access to the top
management of the body and
is involved in making strategic
organisational decisions.

At the very beginning

In development — on a good path

Competent

Good practice
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Annex 4. List of conducted interviews.

List of conducted interviews based on the questionnaire for analysis of the HRM
capacities of the Serbian civil service bodies

Ministries

1. Branislava Stojanovic, Head of Department for HRM and Legal Affairs, Ministry of
Economy

2. Bora Jankovic, Head of HRM unit, Ministry of Youth and Sport

3. Selena Aleksic, Head of HRM section, Ministry of Agriculture, Forestry and Water
Management

4. Zoran Vukojcic, Head of Department for Legal Affairs and HRM, Ministry of
Finance

5. Stanija Visekruna, Secretary General, Ministry of Public Administration and Local

Self Government

Subordinated bodies

Dragana Gnjatovic, Head of Section for Employment Relations and HRM,
Customs Administration, Ministry of Finance

Milos Selakovic, HRM specialist, Administration for Determining Capability of
Ships for Sailing, Ministry of Construction, Transport and Infrastructure

Sanja Pesic Damjanovic, HRM specialist, Administration for Execution of Criminal
Sanctions, Ministry of Justice

Vanja Radovic, Head of Department for Legal Affairs and HRM, Directorate for
Measures and Precious Metals, Ministry of Economy

Special organisations

N

Ivana Lalatovic, Head of Department, Republican Geodetic Authority
Vladimir Tankosic, HRM specialist, Institute for Intellectual Property

Ivica Lazovic, Deputy Director, Republican Agency for Peaceful Resolution of
Conflicts

Marija Mitrovic, Head of Section for HRM and Legal Affairs, Republican
Secretariat for Public Policies
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