EXPIRIENCES OF CIVIL SERVANTS TRAINING IN SERBIA

Ivana Zlatanović M.A
, Snezana Antonijević

1. Importance of Professional Development of Civil Servants
Integration into the European Union, the positioning in the “European Administrative Space”, the adjustment to changes in the environment, orientation to citizens are just  some of the demands facing the state administration in Serbia. The successful implementation of state administration reform is reflected above all in the improvement of efficiency and effectiveness of its work. The key element of implementing this globally set request requires the creation of the professional development system, which will ensure the continuous improvement of professional knowledge and skills of civil servants. Only in this way will employees be able to keep the pace with the increasing professional requirements in terms of knowledge, with the demand of applying new technologies and working methods, with the request for developing new standards and providing services for citizens. The development of employees has a role in the creation of new values and implementation of required organisational changes and the training of civil servants become more important in all member states of the EU and in the European institutions.

The state administration reform depends on the professionalism, motivation and readiness for change of people in charge and responsible for its successful implementation. The main stakeholders of the state administration reform are civil servants; thus, the efficiency of changes in state administration depends on their expertise and professionalism. The State Administration Reform Strategy and the Civil Servants Law emphasise the importance that must be given to the professional development of civil servants in order to establish a complete, modern and non-political civil servants system. The Strategy defines certain directions that represent guidelines for the professional development policy.

The Strategy also recognises the need and the importance of developing the long-term policy of civil servants’ professional development, as well as the existence of the institution in charge of the general professional development programme. Professional development accordingly becomes a key instrument of the modern state administration.

It should be borne in mind that the development and training of civil servants is one of the links in the chain of human resource planning and development besides HR planning, that is their selection and recruitment in state administration, as well as their assessment and promotion. The connection of all elements of this system secures the preconditions for the efficient and effective performance of the civil servants system.

The professional development of employees in state administration is a continuous, systematic organised and planned process in which, through learning and practical work, knowledge is improved, and skills and abilities developed. Today in the “knowledge society”, the continuous improvement of knowledge and skills in professional life is required; thus, the civil servants have to constantly improve their knowledge and skills.

The main reason that determines the importance and need for continuous professional development is the fact that in transitional countries, such as Serbia, we encounter the changes in the legal system. Namely, every year a great number of legislation is passed which represent new challenges for civil servants and require, besides the adequate understanding, their proper implementation.

Transitional countries encountering the complete change of the legal system and adoption of a significant amount of legislation require civil servants who adequately understand and apply this legislation. Systematically organised and planned forms of professional development contribute to understanding the aforementioned contents in better way, to master the required knowledge, skills and procedures, and in this way contribute to the better implementation of legislation in the daily work of civil servants. Besides, the key contribution of professional development is the improvement of the efficiency of state administration achieved by adjustment and modernisation of civil servants’ knowledge of IT and communication technologies. The possibility and the need of reassigning from one job position to another job position within the administration, in the horizontal and vertical scale in the sense of re- assignment or promotion, contributes additionally to the importance of professional development in state administration. Namely, the process of civil servants’ professional development is closely linked to the process of monitoring work and civil servants’ appraisal. The aim of appraisal, defined by the Civil Servants Law partly refers to the creation of conditions for proper decision-making on promotion and professional development.

Good managerial skills entail the manager’s assistance to his or her employee during the entire appraisal period to implement working objectives. The principal officer achieves this by monitoring his or her work and by referring him or her for professional development in the field necessary for the successful achievement of defined working objectives.

Proposed professional development should be based on practical perception during the appraisal period. It may assist the person that is evaluated to overcome his or her weaknesses in work or to focus his or her attention to career development. The consequences of the appraisal procedure may be connected to the professional development process in a different ways. For example, a civil servant who has been assigned an “unsatisfactory” mark may be referred to additional professional training in order to have more chances to be successful during the special appraisal. A civil servant may be included in the regular professional development programmes made for all civil servants or he or she may be offered special programmes intended for civil servants marked with “unsatisfactory”. The HR unit at the proposal of the evaluator adopts the decision on the professional development. Those civil servants who are graded with the high mark (5) at the end of the appraisal period represent a valuable potential of state administration and special attention should be given to their professional development needs.

At the same time, regardless of how much we are persuaded in favour of the power of education and development, one should have in mind that all problems and difficulties in the functioning of state administration cannot be regulated only and exclusively by the professional development of civil servants.

Professional development of civil servants may not be reduced to individual seminars and other forms of professional gathering of civil servants. This is a long-term process in which knowledge is improved and the skills and abilities are developed.

2. LEGISLATIVE FRAMEWORK OF THE GENERAL PROFESSIONAL TRAINING

The Civil Servants Law regulates the field of the professional development and training. This Law stipulates that civil servants shall have the right and obligation to improve professionally in conformity with the needs of the state authorities. The Republic of Serbia shall secure the funds for training in its budget. The Law also defines that the professional development is based on programmes that determine forms and content of the development as well as the amount of required funds for development.

The legislator prescribed two types of professional development programmes – general whose preparation and implementation rests with the Human Resources Management Service (hereafter: the Service) and special which is in competence of each individual authority. The Government adopts for each year the general programme of professional development for civil servants in state administration authorities and services of the Government (hereafter: the GPPD), at the proposal of the Service, while the principal prepares the programme of special professional development of civil servants in the state authority in conformity with particular needs thereof. 

In accordance with the Civil Servants Law, the Regulation on the Establishment of the Service prescribes that the Service (Article 2, paragraph 8) “prepares for the Government the proposal of the general programme of professional development of civil servants and organizes the professional training in accordance with the adopted programme”.

A civil servant may be offered additional education relevant to a state authority after the completion of the internal competition within the state authority and preference shall be given to civil servants who have achieved higher performance marks during the last three years. The state authority bears the costs of the additional education. Following the additional education, the civil servant must remain with the state authority for at least double the time of the duration of the education. Otherwise, he/she must reimburse the costs of the additional education by a single payment.

GPPD has been drafted in accordance with the horizontal needs for professional development of civil servants from state administration authorities and services of the Government and should represent the aggregate of general, joint knowledge and skill necessary for a civil servant independently of state administration authority in which they work. Namely, it reflects the joint needs of all state authorities in accordance with the joint horizontal tasks or those tasks that appear in all or in majority of state administration authorities (for example, HR tasks, financial management, legal drafting, etc). Horizontal tasks are those administrative and expert tasks which are to a lesser or greater extent present in the work of all state administration authorities, namely typical tasks and which the majority of civil servants at the same hierarchical level or of the same profession must perform in the fulfilling daily working duties in state administration authorities.

On the other hand, the special programme is directed to the needs of each individual state authority in accordance with the scope of work of authority in question and types of tasks performed by civil servants in the relevant authority. Unlike the general professional development programme of professional development which, which is the same for all civil servants from state administration authorities and services of the Government, there should be as many special programmes as many as there are state administration authorities and services of the Government.

The annual programmes of special professional development adopted by the state administration authorities should derive from the GPPD. Only by the unity of general and special professional development programmes one may meet in their entirety the diverse needs of civil servants for knowledge that is lacking or to skills necessary for efficient and effective performance of daily work. 

3. System of Professional Development – Key Points
3.1. Objectives and Principles of the General Programme of Professional Development (GPPD)
The annual GPPD has great importance primarily for the implementation and coordination of professional development of civil servants from state administration authorities and services of the Serbian Government. The GPPD is also important for planning professional development of civil servants at the level of each individual authority. This document represents a first step in regulating the process of professional development of civil servants in the Republic of Serbia and lays foundations for the establishment of the civil servants professional development system. At the same time, a document of this type should represent in future one of the basic documents by which the state administration authorities plan certain activities from the field of professional development. It enables the determination of staff development required for the successful implementation of objectives and tasks of authorities.

3.2. General Objective of the GPPD

The GPPD has the aim of ensuring the systematic approach to planning, implementation and coordination of professional development of civil servants in fields where there is a need for professional development and where those programmes ensure conditions for the inclusion of all civil servants in the training programme.

3.3. Special Objectives of the GPPD

The other (special) objectives of the GPPD are defined as:

· contribution to the professional development planning at the level of each state administration authority, especially in preparing the special professional development programme;

· contribution to the implementation of the annual working programmes of the authorities;

· contribution to the annual budget of the authority.

3.4. GPPD Principles

The professional development of civil servants shall be based on the following principles:

· according to the Civil Servants Law a civil servant shall have the right and obligation to improve professionally in conformity with the needs of the state authorities;

· professional development must be based on previously determined civil servants’ needs;

· professional development planning for each civil servant must be in accordance with the career development plan of each civil servant;

· professional development planning is carried out in accordance with planned and implemented working results of the civil servant and, inter alia, annual appraisal report;

· strengthening of capacities contributes to reinforcement of motivation for continuous

· professional development;

· professional development must take into account a working experience of the participant;

· the programme content must ensure the adequate relationship between the theoretical and practical, knowledge and skills;

· professional development must respect differences in individual capacities, styles, manners of learning as well as in the previous experience;

· programme implementation entails the inclusion of different forms as well as modern interactive methods and at the end 

· it is necessary to ensure the systematic monitoring and evaluation both of the achieved results of the GPPD and of the implementation process.

3.5. Training needs analysis
The training needs analysis is the process of identifying differences between the existing knowledge and skills of civil servants and knowledge and skills necessary for efficient performance of a certain task and realization of an organization`s objectives. The used methodology is a combination of top-down and bottom-up approach. That means that we used different models and instruments in identifying civil servants` training needs.

The analysis of national and international strategic documents has enabled recognition of priority reform processes. Another type of analysis – legal analysis – involved 39 rules of law altogether (11 laws, 19 regulations, 5 rulebooks, 3 rules of evidence and 2 directives) which specify the most important areas of state administration functioning and also the most important tasks carried out by civil servants independently of the state administration authority in which they are employed. The horizontal tasks analysis of state administration has enabled determining the course of examining civil servants` needs when it comes to their continuous professional development. The basic methodological approach in the valid regulations analysis with the goal to determine “horizontal” tasks (tasks common to all state administration authorities) is determined by the question if the observed function i.e. task appears in all or at least in most authorities. For instance, the function of human resources management, the function of financial management or drafting legal acts are functions that inevitably appear in all state administration authorities. The next step was to collect data from civil servants themselves in order to determine their interest and priorities regarding professional development. Also, meetings with relevant institutions within public administration helped us concretize the contents of training courses. 
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3.6. Target Groups
Results obtained through the training needs analysis enabled categorization of civil servants` target groups for whom the training was intended. Thus general professional training of civil servants serves to satisfy needs of professional training and development of different categories of civil servants in accordance with the hierarchy of job positions:

· civil servants in appointed positions;

· principal officers of smaller organisational units in state administration authorities;

· newly employed civil servants in state administration;

· as well as all other civil servants.

The Programme GPPD is at the same time designed to satisfy professional training needs of other target groups bearing in mind the type of performed work:

· civil servants in human resource units as well as individuals dealing with HR in their state administration authorities and special organisations;

· civil servants conducting the administrative proceedings;

· civil servants in charge of EU integration;

· civil servants responsible for giving information of public importance;

· civil servants in charge of public relations;

· civil servants dealing with finance matters;

· project coordinators and project assistants.

3.7. Contents of thematic areas

The General Programme of Professional Development for the last year was composed of nine thematic areas. Each thematic area included several modules within which the implementation of a different form of professional development is planned. The main thematic areas were: Governmental System and State Administration Affairs, Civil Service System, Modern Administration and Management in State Administration, Transparency, Project Management in the EU, Towards the European Union, General and Common Affairs in State Administration, and Training of Trainers. 
Professional development of civil servants in 2008 shall be undertaken within the following thematic fields:

1. CONSTITUTIONAL ORDER

1.1. Governance organization in the Republic of Serbia

1.2. Human and Minority Rights and Freedoms

2. GOVERNMENTAL SYSTEM AND THE STATE ADMINISTRATION AFFAIRS

2.1. Regulatory Framework in the Area of the State Administration

2.1.1. The State Administration System

2.1.2. Internal Organization of the State Administration Authorities

2.2. Administrative Procedure and Administrative Dispute

2.3. Preparation of Regulation

2.3.1. Regulation Drafting Methodology

2.3.2. Regulatory Reform and Application of Methods for Simplifying Regulatory Environment and Elimination of Unnecessary Regulations

2.3.3. Regulatory Impact Analysis

3. CIVIL SERVICE SYSTEM

3.1. HR Planning

3.1.1. Job Analysis, Job Description and Job Classification

3.1.2. HR Planning Needs

3.2. HR Selection

3.2.1. Process of Filling Job Positions and HR Selection in the State Administration

3.2.2. HR Selection Methods

3.3. Monitoring Employees’ Work and Appraisal of Civil Servants

3.3.1. Civil Servants Appraisal – from setting working objectives to appraisal

3.3.2. Conducting an Appraisal Interview

3.3.3. Appraisal Reporting

3.4. HR Development (Training) Plans

3.4.1. Training Needs Analysis

3.5. Central HR Register

3.5.1. Keeping the Central HR Register

3.5.2. Central HR Register System as the Support to the HR Management

4. MODERN ADMINISTRATION AND MANAGEMENT IN THE STATE

ADMINISTRATION

4.1. Management in the state administration

4.1.1. Strategic Management

4.1.2. Goal Oriented Management

4.1.3. Change Management

4.1.4. Human Resources Management

4.2. Annual Operative Plan (AOP)

4.2.1. Introduction to Annual Operative Planning

4.2.2. Methods and Techniques for Analysis Implementation

4.2.3. Project Cycle Management in the State Administration

4.2.4. Monitoring, Reporting and Evaluation Mechanisms

4.3. Management in the state administration

4.3.1. Efficient management

4.3.2. Teamwork and Decision-making

4.3.3. Negotiating and Negotiation Skills

4.3.4. Motivation and Quality of Employees’ Performance

4.3.5. Communication Skills and Conflict Resolution Skills

4.3.6. Time management and Chairing a Meeting

4.3.7. Stress Management

5. PROJECTS IN THE STATE ADMINISTRATION

5.1. Projects financed from donations and developing assistance

5.1.1. Identification and Project Proposal Drafting in the Process of Programming of International Assistance

5.1.2. Logical Framework Drafting

5.1.3. Project Proposal Drafting for the Instrument for Pre-Accession Assistance (IPA)

5.1.4. Identification and Project Proposal Drafting in the Process of Programming of International Assistance (for means provided by the Kingdom of Norway)

5.2. Projects financed from the Budget and / or domestic sources of finance

5.2.1. National Investment Planning Office – Project Proposals and Data Entry into the IT System

6. PUBLIC FINANCE SYSTEM

6.1. Budget System

6.1.1. Budget System Bases

6.1.2. Preparation and Budget Planning

6.1.3. Analysis of Legislative Financial Effects

6.1.4. Budget Implementation

6.2. Public Procurement

6.2.1. Application of Public Procurement Act

7. TOWARDS THE EUROPEAN UNION

7.1. Basic EU Training

7.1.1 EU Law and Procedures

7.2. Twinning Training

7.2.1 Inter and intra Coordination of the EU Accession Process

7.2.2 Main EU Policies, Harmonization and Implementation; Project Management

7.3. Specialized Training

7.3.1 Stabilization and Association Agreement and Preparation for Membership Negotiations

7.3.2 Negotiation Techniques in the EU Accession Process

8. TRANSPARENCY

8.1. Public Relations

8.1.1. Public Presentation and Presentation Skills

8.2. Publicity in Work and Corruption

8.2.1. Free access to the Information of Public Significance

8.2.2. Openly about Corruption

9. GENERAL AFFAIRS

9.1. Use of Language in Administration

9.1.1. Application of Grammatical, Stylistic and Syntax Rules

9.2. Computer Literacy

9.2.1. Basic Course in WINDOWS XP Bases of Computer Literacy and Windows Operating System (Windows XP)

9.2.2. MS WORD – Elementary Course

9.2.3. MS WORD – Advanced Course

9.2.4. MS EXCEL – Elementary Course

9.2.5. MS EXCEL – Advanced Course

9.2.6. MS Power Point - Advanced Course

9.2.7. Internet and Email

9.2.8. MS Access – Elementary Course

9.3. General Affairs

9.3.1. Role of IT Systems in the State Administration and E-government

9.3.2. Safety and Protection at Work

9.3.3. Importance of Gender Equality in the State Administration

9.3.4. Office Management

10. TRAINING OF TRAINERS IN THE STATE ADMINISTRATION

10.1. Basic Training

10.2. Specialized Trainings

11. FOREIGN LANGUAGE

11.1. French Language

11.1.1. General Course

3.8. Lecturers and trainers
For the purpose of training and other forms of professional training, we hired domestic and foreign experts, professors and associates of the Serbian universities, as well as civil servants. At the same time, employees in the Service in charge of different areas (civil servants’ assessment, staff selection and recruitment, the job analysis and the maintaining the Central Personnel Registry) shall be included in the implementation of certain training programmes.

In accordance with this, it is planned to form a group of lecturers amongst civil servants who will be trained to implement the programme. The intention to use the internal capacities of the state administration and hire civil servants as lecturers who after the selection and additional training prove to be able to implement the training. This may be achieved by gradual involvement and increase of civil servants who would provide support to the training with the simultaneous reduction of lecturers from the circle of consultants. Thus, the aim is to establish a situation whereby in future the civil servants from state administration authorities will have main role in the implementation of the GPPD. This refers to civil servants who following the selection and additional trainings will have a capacity to do the training and who will have, beside the expert knowledge, developed lecturing skills.

Different modalities of hiring lecturers/instructors for the realisation of training within the GDPD are possible and they will depend on the requests, goals and content of individual programme, but also on the individual lecturers, their knowledge, skills and experiences.

In this year, and 2009, we will try to establish a pull of trainers for most of the topics and/or thematic areas. 
3.9. Implementation Forms and Methods

The realisation of a general professional development programme presupposes the application of different forms and working methods that enable the exchange of experiences, knowledge, approaches and needs of all participants. The organisational forms as forms within which the knowledge and skills are acquired or educational tasks are achieved presuppose the diversity of activities and application of different interactive methods by which the planned objectives are reached. Beside lectures as the main forms of professional development, the objectives of the GPPD shall be achieved through other organisational forms such as seminars (informative, pre-seminars, instructive seminars and cycle seminars), workshops, conferences, instructive courses, courses, round tables and others.

Some of the forms shall be used in the development process and are the following: oral presentation, interview, discussions, demonstrations, projects, problem solving, roles, case studies and others. The selection of methods shall depend on the defined training tasks, organisational and technical capabilities; lecturer’s working style and abilities. The programme implementation requires the use of adequate equipment. All audio/visual equipment are used in the training (lap tops, projector, white board, camera, video camera, flip chart). Better training quality and the more efficient work of the lecturer is achieved by using equipment.

3.10. Monitoring and Evaluation of Professional Development Implementation
Each individual training within of the general programme of professional training requires monitoring and evaluation. We use a simple form of evaluation sheet to get information about satisfaction of participants about the training: content of the educational process, activity of the participants in the educational process, self-assessment of knowledge level before and after training, organization of time, space, working methods of lecturers, adequacy of applied methods in achieving planned results, material and technical conditions for the realization of the process etc. After some training, knowledge test with diversity question (open, ended, open-ended, multiple-choices etc) is used with aim to test participant’s level of knowledge. However, the real and essential value of the programme is reflected in the achieved results on the individual and wider organisational plan. That’s why, after the first year, we conduct evaluation research about the outcomes of GPPD.

One of the priority tasks of the Service refers to the establishment and the development of a system for monitoring and evaluation of the professional training programme.

4.  Facts; One Year Behind
Employees from 94 state administration authorities (out of 110 altogether), services of the Government and support services of administrative districts participated in professional development programmes organized by the Service. 

According to the General Professional Development Programme for 2007, 133 training courses altogether were delivered (no courses were organized during August due to holidays). 

The total number of participants in 133 training courses was 2394 (127 additional participants from the authorities for whose development the Service is not in charge of participated in the courses). 

The number of civil servants who participated in the training courses was 1700 (19 is the average number of participants per a training course), out of which number 1248 civil servants attended only one training course. 

The total of 452 civil servants attended 2 and more courses: 
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293 civil servants attended 2 courses,
· 107 civil servants attended 3 courses,

· 29 civil servants attended 4 courses, 

· 17 civil servants attended 5 courses, 

· 4 civil servants attended 6 courses. 
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	Month
	Number of participants
	Number of trainings

	January
	182
	4

	February
	236
	7

	March
	31
	2

	April
	107
	5

	May
	214
	12

	June
	118
	8

	July
	86
	4

	August
	0
	0

	September
	211
	14

	October
	439
	29

	November
	453
	27

	December
	317
	21

	Total
	2394
	133
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Realization of GPPD according Thematic Areas
	Thematic Area
	Number of trainings
	Number of participants

	1 ТA
	7
	117

	2 ТA
	36
	821

	3 ТA
	27
	503

	4 ТA
	4
	79

	5 ТA
	2
	57

	6 ТA 
	41
	643

	8 ТA
	13
	130

	9 ТA
	1
	11


Thematic area 1 – Governmental System and State Administration Affairs
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Thematic area 2 – Civil Service System
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Thematic area 3 – Modern Administration and Management in the State Administration
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Thematic area 4 – Transparency 
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Thematic area 5 – Projects in the State Administration
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Thematic area 6 – Public Finance System
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Thematic area 7 – Towards the European Union
Data are not available.
Thematic area 8 – General and Common Affairs in the State Administration
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Thematic area 9 – Training of Trainers in the State Administration
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4. 63   average   gr ade for  all seminars     

  94 state  administration   authorities  

  9 thematic  areas     19  participants   per training  

  1700 civil  servants  

  2394  participants  

  133  trainings  

  GPPD   F acts  for  2007  


From the time when the Service were established (in December 2005) till now, more than 200 trainings for civil servants have been organised. In relation to the ranks, these are the statistical data: the following ranks attended the training: 8 per cent of civil servants in appointed positions, 24 per cent of senior counsellors, 24 per cent of independent counsellors, 28 per cent of counsellors, 6 per cent of junior counsellors, 5 per cent of associates and 2 per cent of clerks, while 4 per cent of participants do not fall in any category. Bearing in mind the gender break down, a higher percentage of women, namely 73 per cent of participants in the training were women in comparison to the 27 per cent who were men.
The participants highly graded the quality of organised seminars (the average grade for all seminars was 4.63). 

5.  Future Challenges
In order to have a quality proposal of the annual programme of professional development and to respond to the needs of the direct beneficiaries – civil servants, Service is facing the following tasks in 2008 and forward: 

· development of methodology for determining civil servants’ needs for professional development;

· development of evaluation system for assessment of quality of the general programme of professional development; (both of the implementation process and of the achieved results, which is the most important). They are reflected in the achieved changes at the individual plan of improving professional knowledge and skills of civil servants and changes in the functioning of individual state authorities;

· establishment of system for financing the general programme of professional development;

· regulation of the legal framework for hiring lecturers needed for the implementation of the general programme of professional development;

· certifications of trainers;
· data base about trainers, trainings and trainees;
· and many others.
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