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1. Introduction: The project and purpose of this factsheet  
 
In January 2011 CEEP started the project “Change in Public Services: Fora for the improvement of expertise in 

restructuring”. The objective was to promote expertise, exchange of information and good practices between public 

services providers, to develop tools to better anticipate and manage change and to develop a partnership to better 

tackle these issues in the future.  

The “Change in Public Services” project that was carried out throughout 2011, built upon earlier activities and 

developed them further: In 2009 CEEP, with the support of ETUC and the sectoral social partner organization in 

education, electricity, healthcare, postal services, public transport, railways and public administration initiated a 

project designed to improve expertise in anticipation, preparation and social support during restructuring in public 

services or services of general interest (SGI). The project titled “Anticipation of Change in Public Services” was 

intended by the social partner organisations to focus in particular on the "anticipatory" aspect of the restructuring 

process. A major outcome of the project was the creation of the basis for the Public Services’ Employers Forum in 

order to increase the exchange and collaboration between the cross-sectoral and sectoral social partners whose 

members provide public services, provide expertise and strengthen the voice of public services in Europe1.  

The “Change in Public Services: Fora for the improvement of expertise in restructuring” project on change in Public 

Services builds on the outcomes of these activities and put it on a higher level with a specific focus on the exchange 

of information as well as exchange of goodpractices in social dialogue. This is to be done in respect of the various 

autonomies of the participants. This exchange took the form of online workshops  and traditional, thematic 

meetings.  

To ensure substantial discussion in the framework of the online workshops, specific factsheets were prepared to 

provide expertise, research and background material in the context of the seven sectors to be covered by the project 

(education, electricity, healthcare, railways, postal services, public transport, public administration at central and 

local levels) and the five thematic topics to be addressed in online workshops that have been defined jointly by all 

project partners involved in the coordination and steering of this measure. The factsheets are expected to provide 

key information about major trends and contexts of change, highlight good practice and contribute to an exchange 

on how to improve the expertise of the participating organisations on change in public services.  

This factsheet deals with the issue of skills development in the context of restructuring in Public Services. It was 

drafted for the fourth out of five online seminar that took place on 14 November 2011. The factsheet was revised 

after the seminar on the basis of seminar discussions, further interviews with social partners and their written 

contribution, background materials sent by social partners as well as relevant documents available from sector social 

dialogue committees websites. 

                                                
1
 See CEEP 2010: A. Wild, E. Voss, Anticipation of Change in Public Services. Political Report and Anticipation of Change in 

Public Services. Diverse Backgrounds... Common Challenges, final report, Brussels, June 2010. 
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2. Background and key issues: Change and its impact on human resources   
 
Challenges faced by public sector2 in the European Union at present are numerous and complex. The European 

Institute of Public Administration (EIPA) indicated the following phenomena: 

 Demographic changes: ageing population, reduced working population and increased migrations; 

 Environmental issues: climate change and shortage of space; 

 Urbanisation: increased pressure on metropolitan areas, commuting and demand for housing; 

 Globalisation, internationalization and Europeanisation;       

 Weakening of ‘social capital’: decreasing participation in elections and mistrust towards public 

administration and public services; 

 Growing complexity of social issues: social fragmentation requires assistance from multiple agencies and/or 

multidimensional responses; 

 Less willingness to increase - or even decrease in – resources allocated to public sector, despite higher 

demands and expectation of citizens for better and/or more complex services3.           

The same challenges were listed in Strategy “Europe 2020” and classified as relevant for the whole economy. The 

Strategy additionally pointed out the need for smart growth, which shall be based on innovation, quality of provided 

services, increasing competition and effective resource allocation4. New roles of public administration are also a 

result of mergers, privatizations, decentralization, streamlining and rationalization5. Some of the above listed 

challenges seem to be especially important for human resources practices in public services providers.    

Ageing population has a two-fold consequence. One side of this phenomenon is ageing workforce; another - 

ageing of public services customers and change in the nature of required services. A report by the OECD found that 

in 13% of the member countries surveyed, at least 30% of central-government workers were 50 years of age or 

older6. Even in France, where public sector careers are still perceived as attractive ones, the average age of civil 

servants is three years more than the private sector mean. Managing older workers implies appropriate work 

organization and provision of training programmes as well as tailoring motivation and remuneration packages to 

                                                
2
 Challenges faced by public administration are equally relevant for all public services.    

3
 Prohl, M., Heichlinger, A. (eds.), Taking the Pulse of the European Public Administrations Key Findings of the European 

Public Award 2009,  EIPA, Maastricht, the Netherlands, 2009, p.1.    
4
 European Commission, Europe 2020 A European Strategy for smart, sustainable and inclusive growth, Brussels 2010, 

p.3; (available at : http://europa.eu/press_room/pdf/complet_en_barroso___007_-_europe_2020_-_en_version.pdf). 
5
 Bossaert, D. (ed.), Training and Human Resources Development in the European New Member States: New Practices and 

Innovation Trends, EIPA, Maastricht 2008, p.4. 
6
 OECD, Ageing and the Public Sector: Human Resource Challenges, Paris 2007 (available at : 

http://www.oecd.org/document/8/0,3746,en_2649_33735_39126065_1_1_1_1,00.html).  For example in 2005 central- 
government workers aged 50 and above represented 40% of the total workforce in Sweden, some 35% in Spain or over 
30% in Finland and France. 

http://europa.eu/press_room/pdf/complet_en_barroso___007_-_europe_2020_-_en_version.pdf
http://www.oecd.org/document/8/0,3746,en_2649_33735_39126065_1_1_1_1,00.html
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their needs7. Serving older customers requires altering existing services, introducing new ones and proposing more 

complex and individualized offer.  

Reduced working population is an increasing problem, especially while taking into account demographic 

trends. The EU active population is estimated to shrink as from 2013-2014; at present the number of people aged 

over 60 increases by two million per year, twice as fast as it did in 20078. This trend has an immediate effect on 

available workforce, in both qualitative and quantitative terms, but also puts additional pressure on recruitment and 

retention. Namely, it requires appropriate strategies to recruit immigrants, women and older workers - categories 

that may mitigate negative effect of workforce shortages. It becomes even more important in the situation of 

stronger competition for workers from private sector employers as well as from other countries, also the ones 

outside the EU9. Additionally, higher than average age of public services workers implies that important number of 

workers will be leaving working population to benefit from relatively generous retirement packages. It is rather 

unlikely that they worked longer than up to reaching retirement age. That makes recruitment challenges even more  

acute.    

Increased migrations also have multifaceted consequences. Firstly, migration drains some member states 

labour markets from skilled workers and causes labour force shortages. For receiving countries it poses challenges 

for effective human resources management of a more diversified workforce. Diversity can be linked to ethnic origin, 

religion, tradition, educational background and professional experience. Another aspect of migrations is that public 

services are to serve a more diversified customer base with different expectations and needs such as, i.e. managing 

more ethnically diversified classes in the UK. Therefore a more sensitive, personalized and ’out of the box’ approach 

is necessary.  

Globalisation makes the world smaller and exposes public services to more external influence. One of the 

consequences for human resources is transferring chosen HRM practices from private sector to public institutions or 

institutions providing public services. These are, for example, introducing teamwork, smaller operation units as well 

as new work organization, i.e. working from distance or the use of ICTs. Globalisation also influences increased 

migration and enlarges geographical scene for provision of public services, i.e. scope of healthcare services available 

in Spain for the British or the Dutch pensioners or increasing number of foreign patients. The ‘Europeanisation 

process’ influences public services provision by requirement to adopt European legislation, which shapes industrial 

relations in member  states more than before, i.e. by market liberalization, working time regulations, etc.                  

Liberalisation of services resulted in growing competition, not only with private service providers and/or new 

entrants on the market (competing for contracts), but also between different public services (competing for 

                                                
7
 OECD, Ageing.., op.cit.; the survey showed that the pace of workforce ageing in the public sector is more rapid than in 

the whole labour market and the rest of the society.  
8
 European Commission, op.cit., p. 5.  

9
 In the Economist of October, 31, 2009 in the article titled Public-service careers: A tough search for talent (p.68) we read 

that the basic problem in the public service careers is: “*...+ competing for talent with commerce and voluntary groups, 
and then retaining the loyalty of a fickle, sceptical generation”.       
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resources). At present, fewer contracts are granted on the basis of continuity and become a subject of tough 

competition. This requires flexibility and appropriate management skills to succeed on such a competitive market 

and ensure sufficient funds for operation. New member states are a good example of how structural funds (mainly 

ESF in the programming period 2007-2013) are used to complement scarce public funding . Public services providers 

(i.e. PES, hospitals, schools) that actively apply for ESF funds can provide more services than those that are inactive 

and rely only on public money. Another result of liberalization is the transformation of public services from 

traditionally state-owned industries to ones where either private ownership or state-owned multinationals gradually 

become dominant. Liberalisation has had a profound impact on employment: it caused serious job losses, but also 

changed required skills structure. Recruiting young workers with technical and technological skills and growing 

shortage of skills required by new operation model (sales, marketing, commercial and customer-orientation)10 are 

common problems across public services providers.        

Complexity of provided services grows and requires more interdependent and integrated service offer, 

introducing new services and delivering them in cooperation with partner institutions, i.e. social assistance is more 

and more often paired with professional rehabilitation11. In the already quoted issue of the Economist we read: “*...+ 

in an age when most policy issues (from climate change to migration) cut across ministries and state boundaries, the 

civil servants of tomorrow will have to be lateral thinkers (...)”12. These changes imply need for advanced managerial 

skills: thinking ‘out of the box’, ability to form alliances and seek synergies13.  

Limited financing poses more pressure on public administration units to ensure sufficient funds for daily 

operations. Necessary budget is not granted anymore; more and more often there is a need for finding alternative 

ways of financing. Private and private-public providers of public services know this reality quite well. Scarce budgets 

also result in more pressure on effectiveness to ‘do more with the same’ or even ‘do more with less’. It quite clearly 

puts more pressure on staff and requires them to be more flexible and entrepreneurial. Additionally, it is likely that 

employment in public services will be reduced in order to cut public spending14.  As a result, fewer workers will have 

to cope with more work in the situation of limited funding.    

Innovation and provision of smart services are usually associated with introducing e-services, which have a 

huge impact on work organization, workforce planning as well as staffing and training needs. Providing e-services is 

not only about tools used, but also about the way of using them. Innovative and smart services may also mean more 

interdisciplinary approach to work and offering complex solutions. However, the notion ‘smart services’ imply more 

                                                
10

 ECOTEC Research and Consulting, The employment impact of opening of electricity and gas markets, London, March 
2007, p.20.        
11

 Partnerships can serve multiple purposes. Among them one can find attracting new investment, protecting 
employment, accessing new skills, changing service culture, accessing EU funds or accessing partner networks.         
12

 The Economist, Public-service careers..., op.cit.     
13

 Bauby, P., Similie, M. (eds.), Public services in the European Union and in the 27 EU Member States, project “Mapping 
of the public sector”, CEEP, Brussels 2010, pp. 57-58.   
14

 ITC ILO, The impact of the global economic crisis on public administration, ITC ILO, Geneva 2010.  
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than just providing them with the use of ICTs. There is an expectation to use modern services in an active way; users 

want to be involved in their design and shape their provision. Moreover, customers want to be better informed 

where to find new services, when they are available etc. This trend will have a profound impact on skills: CEDEFOP 

research suggests that the future belongs to people with high and medium level skills while limited opportunities 

exist for workers with low or no skills15.         

Adopting to climate change resulted in transition towards low-carbon economy, introduction CO2 emission 

quotas and put renewable energy into spotlight. This has serious consequences for some public services providers, 

i.e. for energy sector (requirement to reduce CO2 emissions results in changing power plant profiles) or for railways 

sector (new opportunity as it is a more ’climate-friendly’ means of transport than the road one). Moving into low 

carbon technologies changes employment and skills structure in the companies: i.e. in energy sector there is less 

demand for workers in coal- based power plants, while the demand for workers with technical skills to work in 

nuclear or wind energy plants is increasing. Production, transmission and distribution activities change and new 

needs appear in marketing and customer service areas16.                         

 Concluding, while public service employers are challenged at various fields17, they need to continue 

delivering valuable and essential services. In order to do so they will have to: 

 cooperate more effectively with each other and with private and NGO sectors with a view to avoid overlap 

and/or duplication and deliver more cost-effective services;  

 design more efficient ways of working and innovate; 

 use shared services and outsourcing more often to cut costs; 

 focus more effectively on meeting changing needs of customers – more front-line autonomy is necessary to 

face this challenge and effectively interact with clients;  

 negotiate new/local terms and conditions of employment; 

 communicate and manage change effectively, including on-going communication with employee 

representatives to ensure employee support for planned changes18.       

Impact of the present economic situation - crisis and the threat of long-term recession - also needs to be taken into 

account as it will have consequences on employment, i.e. critical analysis of vacancies will have to be performed, 

majority of temporary contracts may not be extended and the stand-ins and substitutes will be appointed in a 

restricted way19.       

                                                
15

 CEDEFOP, Skills for green jobs. European synthesis report, CEDEFOP reference series 3057, Thessaloniki 2010. 
16

 ADAPT, SYNDEX, Towards a low carbon electricity industry: employment effects & opportunities for the social partners, 
material prepared for EPSU/EURELECTRIC/EMCEF, January 2011, p. 47.          
17

 The European Institute of Public Administration groups them in four basic categories: productivity, innovation, 
sustainability and learning challenges.  
18

Building productive public sector workplaces, Public Sector People Managers’ Association (PPMA) & The Chartered 
Institute of Personnel and Development (CIPD), London 2010.       
19

 B. Andersson, Recent developments in HRM in the Finninsh municipal sector, June 2011, p.2.   
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From this perspective preparing ‘employees of tomorrow’ will require focusing on: 

 individual competences and skills as well as continuing training and lifelong learning; 

 personal effectiveness and performance improvement; 

 innovation capacity at the workplace level;   

 know-how and knowledge management; 

 changing attitudes and behaviours of public services employees; 

 equipping employees at all levels with management skills.  

In order to attract ’employees of the future’ employers will need to design and implement flexible and innovative 

working time arrangements, renew tasks and division of labour, introduce appropriate and motivating remuneration 

systems, measure and evaluate effectiveness, ensure well-being at work and smooth work processes, enhance 

productivity and effectiveness through co-operation and trusts and, last but not least, strive for cost-effectiveness20.  

 

3. Challenges facing human resources -  trends and good practices   
 

It is important to note that services of general interest (SGIs) employ more than 64 million persons, which represent 

30% of the total employment in the whole EU. Public administration, whether national, regional or local, represents 

on average 7.2% of the total employment. The difference between countries is relatively low, ranging from 5.1% (in 

Ireland and Lithuania) to 9.9% (in Belgium); 16 out of 27 Member States are located between 6.0 and 7.8%21.  As a 

result, human resources trends and challenges faced by public services are relevant for quite a significant share of 

the European labour force.      

 

3.1. General and cross-sector trends and practical experience  

Personnel and effective human resources management contribute to providing effective public services to a greater 

degree than ever before. There are different responses to indicated challenges depending on the country: national 

context determines reforms in such fields as staff assessment, performance-related pay, code of conduct or specific 

rules for the senior civil service. Technical/organizational changes are not enough, if not paired with changes in 

employees’ behavior and attitudes. It can be only done with appropriate human resources management practices. If 

HRM practices do not follow changing nature of public services providers, then such negative effects as employee 

demotivation, lack of organizational trust or employee relations’ problems based on ethnic origins may appear22. 

HRM practice in public service providers  - especially in these sectors were liberalization is fully implemented or is 

                                                
20

 B. Andersson, op.cit., p.2.  
21

 Bauby, P., Similie, M., op.cit., pp. 23-24.
  

22
 Emery, Y., Giauque, D. (eds.), Paradoxes de la gestion publique, Paris : L’Harmattan, 2005 cited after Bossaert, D., 

op.cit. 
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being implemented – become similar to private sector HR solutions. HR practices are very different and are 

introduced at different levels. The question, however, is how to effectively transpose HR practices from private to 

public services providers’ institutions and how to make them operational.       

 

There are three main areas of HRM that are affected seriously by the above discussed challenges:  

o Recruitment and retention; 

o Training and development; 

o Remuneration and motivation system.    

 

Recruitment and retention 

HR managers have important task of recruiting employees with appropriate skills and attitudes. They compete not 

only with private and NGOs sectors, but more and more often with employers from other member states, and even 

countries outside the EU. The EU labour markets are highly interdependent, especially as regards some professions, 

i.e. doctors, nurses, technicians or IT specialist. As a result, migration of professionals to one country usually results 

in labour force shortages in another country.    

At present working for the public sector or public services provider is less respected than it used to be. To make 

things worse, together with less favourable image available perks become less generous. For example, in the UK 

there are propositions to cut down public sector pensions or to push up retirement age. In Austria there are 

suggestions to terminate agreements granting company-specific supplements and bonuses as well as social 

provisions. Moreover, there is also a visible trend of reducing number of workers with specific employment status 

and moving towards general employment system. According to OECD, this trend causes reduction of benefits, keeps 

mature workers at work longer and results in transferring specific pension scheme towards defined contribution 

scheme23. HR managers have lost one of elements that made employment in the public services, and they have to 

look for a different strategy to attract and retain employees. Additionally, attracting and retaining managers is 

especially important in the situation of the increased pressure on productivity and quality.  

Among strategies to cope with these challenges one can find: proactive recruitment strategies, delaying 

retirement age and providing incentives for staying at work longer. This is quite a challenge in many EU countries 

since generous pensions schemes, also early retirement options, in many EU countries encourage public services 

workers to retire relatively early in their career.   

OECD experts argue that there is a need for more workforce planning. It is possible that in the future public services 

will have to face re-allocation of human resources from one sector to another; already now some countries plan to 

increase staffing in healthcare and long-term care at the cost of decreasing staff in other sectors.        

 

                                                
23

 OECD, op.cit., p. 54.  
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Training and development 

In the recent decade training and development in public services became crucial to ensure appropriate skills level 

and build employability. Training and development are aimed not only at ensuring appropriate level of qualifications 

for present job, but also at preparing each employee for future job as well as potential changes of professional 

career. In Europe 2020 the Commission indicated seven flagship initiatives; among them there was:   

 

”(…) “An agenda for new skills and jobs” to modernise labour markets and empower people by developing 

their skills throughout the lifecycle with a view to increase labour participation and better match labour 

supply and demand, including through labour mobility”24. 

 

There is a continuous demand for high skills, especially management skills and business orientation; low or basic 

skills are not enough to succeed on the modern labour market. According to the Commission, at present “about 80 

million people have low or basic skills, but lifelong learning benefits mostly the more educated. By 2020, 16 million 

more jobs will require high qualifications, while the demand for low skills will drop by 12 million jobs. Achieving 

longer working lives will also require the possibility to acquire and develop new skills throughout the lifetime”25. 

These are trends that make training and development one of the most important HR areas: to train, retain and 

motivate people as well as to assist them in updating skills to changing labour market demand and changing nature 

of work. Training initiatives become more and more diversified: traditional ‘school-like training’ is being replaced by 

on-the job training, e-learning and blended learning. All this with the view to reach all groups of employees in a form 

the most convenient for them. Employers are interested to influence training programs content and training 

providers’ offer.  

 

Remuneration and motivation system    

Salary becomes important factor in competition for skilled and adaptable workers. Most OECD governments have 

delegated managers some autonomy to determine compensation levels; this mainly relates to variable elements of 

pay, while fixed ones are determined at the national level26. Wage differentials seem to be relatively small in the 

public sector , however the discrepancies with the private sector increase along the hierarchy levels. Lower 

positions, i.e. secretaries, are usually better paid in public sector than in private, whereas the situation is opposite as 

regards to posts higher on the career ladder. Attracting high-flyers to public sector or institutions-providers of public 

services is not the only challenge. Another is reduced possibility to motivate them in financial terms to raise 

                                                
24

 Europe 2020, op.cit., p.4.  
25

 Ibidem, p.16.  
26

 OECD, Government at a Glance 2009, Paris 2009, p. 76.   
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standards, i.e. by appointing the best workers as team leaders or managers and pay them adequately27. Public sector 

and public services providers are often accused of dominating administrative culture and are called to ensure more 

flexibility in shaping pay. In the UK some experts claim that: ”We need a much better-balanced system of public pay, 

with organisations like the NHS [National Health Services] and schools given greater freedom to vary pay so they can 

attract staff but also get value for the taxpayer"28. The situation is complicated by the ‘still-in-crisis’ state of public 

finances, which in some member states, already resulted in pay freeze or decrease (Ireland, Spain and Greece) and 

job losses in public sector. From this perspective, motivation packages become important instrument to attract and 

retain workers. The table below presents factors that affect the three above mentioned areas and the HRM answer.   

 

Table 1. Public services: drivers for change and HRM answer  

HR area Drivers for change HRM answer  

Recruitment and retention   Ageing workforce 

 Workforce shortages 

 Increased migration 

 Reduced public budgets  

 Strong competition from 

private sector  

 New recruitment practices  

 New recruitment sources 

 Increasing employment of 

migrant workers, women and 

older workers    

 Recruiting people with 

transferable skills and 

willingness to learn  

 Offering attractive and secure 

conditions of work
29

  

 Succession planning and skills 

forecasting at local and regional 

levels     

 Redeployment within company   

Training and development  Ageing workforce 

 Changing work organization (i.e. 

team work, unit work) 

 Changes in the nature of jobs 

(i.e. e-services, one-stop-shop) 

 Employability  

 LLL and CVT 

 New training provisions: e-

learning, blended learning and 

learning on the job 

 Training for a diversified 

workforce  

                                                
27

 The Economist, Briefing Public Sector Workers: (Government) workers of the world unite!, January, 8, 2011, p. 20.  
28

 Think tank attacks public sector pay, Public Sector, 9 May 2011 (available at : 
http://www.publicservice.co.uk/news_story.asp?id=16230).    
29

 It is likely that there will be more educated women entering the labour market therefore work arrangements should 
correspond to their needs, i.e. enabling balancing private and professional lives.  
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 Multi-tasking 

 New products and services, i.e. 

e-services 

 Training for life, not only for job    

 Training for redeployment of 

workers  within company   

 Developing ‘soft’ and ‘hard’ 

skills, i.e. interpersonal skills 

and ICT-related skills 

 Introducing incentives to 

encourage workers to 

participate in training 

Remuneration and motivation   Workforce shortages  - need to 

attract workers, also young  

 Competition for workers from 

private sector - need to retain 

employees 

 Need for LLL and CVT  

 Increasing workload  - new 

ways of providing services and 

new services     

 Modernization of public 

services  

 Designing attractive and 

individualized benefit systems 

 Providing training and 

development initiatives   

 Acquiring additional funds to 

‘top up’ salaries 

 Creating friendly and safe work 

environment  

 Introducing more flexible work 

organization and granting more 

autonomy to front line 

employees  

Source: authors’ own compilation, BPI Polska 2011.  

 

Employers’ representatives also indicate that well-being at work becomes more and more important as personnel 

reports high workload pressure, stress-level and work-related violence. It is also expected that work will be 

organized in a more flexible way and that various employees’ needs – as workforce becomes diversified - will be 

taken into account.         

 

Social dialogue and HR challenges    

Introducing modern HRM practices usually implies negotiations with trade unions. Majority of public services staff 

and their representatives are used to previous protected environment, therefore implementing more 

flexible/liberalized HRM practices is a challenge. Trade unions in public services are usually very careful about such 

notions as ’competition’, ‘flexibility’ and ‘merit-based pay’. Impact of globalization and requirements to meet the 

Europe 2020 Strategy targets calls for revising (or re-defining) industrial policy. There is also a need to examine 

whether implementing national collective agreements at the local level can facilitate introduction of more flexible 
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HRM. Re-visiting collective bargaining system and collective agreements is important for effective anticipation and 

management of change: it ensures that majority of employees is supportive towards proposed changes. Additionally, 

social partners’ role in anticipating change and indicating future challenges is growing. They can contribute to 

designing and introducing innovative solutions as well as to conducting future skills needs analysis (possibly in a form 

of joint employers-trade unions projects). Long-term workforce planning and development is particularly important 

in the situation of climate change or liberalization-related pressures.                             

Proposing universal approach and/or regulations in the employment and HR area is difficult as the European policies 

are sector-specific. Moreover, the subsidiarity principle very often limits possibility to implement internationally-

wide HRM solutions; local focus seems to be the right approach. International HRM practices are implemented in 

case of multinational companies, however, they tend to be tailored to the receiving country reality and often 

become ‘hybrid solutions’ with only a few elements of the country of origin model30.      

 

3.2 Sector specific trends, experiences and good practice  

Some of the challenges related to HR and employment issues are common for public services employers, while some 

remain sector-specific. The section below is based on interviews conducted with sectoral social partner 

organisations’ representatives - partners in the project in May 2011.      

 

Healthcare 

Among the most urgent challenges HOSPEEM representatives indicated: 

 Employee attraction and retention: this is a special challenge in case of highly educated employees (approx. 

60-70% of all healthcare staff) with high expectations  

o Challenges: ageing workforce, competition for staff with private sector, increased migrations.   

o Response: the Framework of Actions on Recruitment and Retention of December 2010 which is 

aimed at supporting recruitment and retention of healthcare workers, improving work organization, 

developing and improving workforce planning mechanisms, encouraging diversity and workforce 

equality in the health workforce, supporting initial training, life-long learning and continuous 

professional development, and, last but not least, achieving the safest possible work environment.     

 Managing cross-border migration effectively  

o Challenges: brain drain, labour force shortages, cost of healthcare staff education and loss of the 

trained staff for the benefit of foreign employers/employers from different sectors.      

                                                
30

 A. Kwiatkiewicz, Polish Employment Relations Under the Challenge of French Foreign Direct Investment [in]:Globalizing 
Employment Relations Multinational Firms and Central and Eastern European Transitions, S. Contrepois, V. Delteil, P. 
Dieuaide, S. Jefferys, (eds.), Palgrave Macmillan, London 2011, p.176. 



  

13 

 

o Response: “Code of Conduct and Follow-up on Ethical-Cross Border Recruitment and Retention” of 

April 2008 to ensure effective workforce planning; involvement in consultations of draft directive on 

the recognition of professional qualifications; strategies to ‘re-attract’ workers who have dropped 

out of the sector.    

 Innovative solutions to improve attractiveness of work in healthcare sector    

o Challenges: improve sector image and promoting it as modern working environment offering 

interesting career opportunities.      

o Response: introducing family-friendly work organization; increasing safety at work (Sharps Directive, 

Multi Sector Guidelines to tackle third party violence and harassment related to work); making LLL 

and CVT more visible; introducing ‘motivational packages’ – effective benefit system.  

 Need for new management 

o Challenges: need for managerial ability and imagination, application of the ‘entrepreneurial spirit’ in 

every day work31.   

o Response: appropriate training programmes; promoting new management behaviours and attitudes.   

 Consequences of the European legislation 

o Directive on cross-border health (2011) - operational since mid-2013. 

o Directive on temporary agency work (2008).  

o Directive on the recognition of professional qualifications (2005) - currently revised. 

o Directive on working time (2003) - currently revised – point of interest: on-call time.  

Numerous initiatives with a view to strengthen social dialogue have been initiated, i.e. project realized at present in 

the Baltic States. It is believed that strong social dialogue can contribute to developing effective HR practices, i.e. 

defining the most suitable training provision, improving work environment or tackling recruitment and retention 

challenges.    

       

Railways 

Among the most urgent challenges CER representative indicated: 

 Demographic challenge 

o Challenge: ageing workforce, competing for employees with private sector, shortages of employees 

with specific skills. 

                                                
31

 For example in Britain the King's Fund's commission inquiry on the NHS showed that there is an urgent need for a new 
style of leadership (‘shared leadership’) to overcome financial pressures and adapt to future challenges. According to the 
inquiry general and clinical managers can play a crucial role in improving productivity and service transformation. At 
present the NHS is said to be over-administered and under-managed. More in The NHS needs more managers, portal 
Public Service, 18 May 2011 (available at : http://www.publicservice.co.uk/news_story.asp?id=16338). 

http://www.publicservice.co.uk/news_story.asp?id=16338
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o Response: recruitment and transfer of competences (‘know-how’) from more mature employees to 

new entrants32; joint work on employability in the face of demographic change33.        

 Recruitment 

o Challenge: attracting people to railway sector, which is not perceived as modern and dynamic.  

o Response: more diversity in the nature of contractual arrangements; more fixed-term contracts and 

subcontracting; making up for lost status (railway sector employees used to have public servant 

status) and privileges; making the sector attractive place to work.     

 Competence development 

o Challenge: ageing workforce and numerous retirement in the nearest future, liberalization of 

services, which caused changing work organization, need for multi-tasking and new skills (i.e. e-skills) 

related to automatization and ICTs use, implementing sector-wide business and client-orientation, 

culture shift (from ‘closed’ sector culture to more ‘client-oriented’ one).      

o Response: rethinking professional training and competence development; working group to discuss 

certification of specific categories of workers and their competences.         

 Consequences of the European legislation 

o Directive on certain aspects of the working condition of mobile workers engaged in interoperable 

cross-border services in the railway sector (2005) – based on joint social partners agreement. 

o Directive on working time (2003) - currently revised – points of interest: on-call time.     

o Directive on safeguarding employees’ rights in the event of transfer of undertakings (2001). 

Railway sector representative pointed out that there was a big wage pressure, consequences of which should be 

tackled at the level of each member states34. However, exchange on practices, experiences and adopted solutions 

may be interesting. Further initiatives/joint projects may be realized in the field of workers’ security (third  party 

violence) and also social impact of the transfer of undertakings.       

 

 

                                                
32

 It is estimated that in the next 5 years 30%-40% of the present workforce will leave the sector.    
33

 Results were published in March 2011 in publication titled Employability in the face of demographic change – prospects 
for the European rail sector; it is a guide to over thirty examples of good practices concerning recruitment, competence 
development, health promotion and creating favourable working conditions to accommodate employees’ needs. One of 
the key messages of the report is that employability shall be one of the core elements of the modern HR policies. The 
elements of individual and corporate responsibility were defined.      
34

 The UK privatized railway sector is called to introduce new working practices and reduce wages. Recently the UK 
Transport Secretary stated that: “A 21st century rail network needs 21st century employment practices, from the 
boardroom to the shop floor. (…) Addressing inefficient working practices and excessive wage demands will form a key 
part of the strategy for building a sustainable and affordable railway. More on current issues in the UK rail sector can be 
found in Let’s scrap out- of- date working practices, portal Public Service, 13 May 2011 (available at : 
http://www.publicservice.co.uk/news_story.asp?id=16286). 
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Post35  
Among the most urgent challenges La Poste representative indicated: 

 Rapidly changing market 

o Challenge: number of letters has significantly decreased, introducing and using more ICTs in 

everyday work, managing multi-channel marketing and sales.          

o Response: introducing news services to make up for lost market (i.e. quasi-financial services), 

introducing new work organization, often with the use of new tools and techniques.         

 Rapidly changing skills  

o Challenge: changing nature of postman’s tasks; need for postal clerks with multiple skills. 

o Response: anticipatory competence management, appropriate training, coaching sessions in some 

cases, certification programmes run in cooperation with specialized higher education institutes.        

 Recruitment and retention 

o Challenge: recruiting people and retaining them despite relatively low salary level; in case of some 

positions freeze on recruitment and/or dismissals – ’doing the same job with less staff’.       

o Response: internal recruitment, initiatives aimed at motivating employees, new organization of 

work.  

 Ensuring that there is more women in the managerial positions (required level: 25%) 

It was also indicated that chosen HR model has an important impact on social model in the company, i.e. in case of 

post services dominating type of employment is full-time employment contract. According to La Poste 

representative the topic of social regulations can also be interesting for other public services. Two agreements were 

signed within the framework of sectoral social dialogue committee – on development of competences (2006) and on 

accident prevention (2010).         

 

Electricity 

Among the most urgent challenges EURELECTRIC representative indicated: 

 Shift towards low carbon economy  

o Challenge: profound job transformation36, demand for new skills37 and skills mismatch, need to 

anticipate demand for skills.    

                                                
35

 This section is based on the material received from representative of La Poste and can be treated as representative for 
the whole sector.  
36

 According to EURELECTRIC data there is more job creation than destruction, but the most intensive process is job 
transformation.   
37

 Increase in demand for people with high skills and management skills is observed; demand for ‘STEM skills’ – science, 
technical, economic and mathematics, also e-skills.   
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o Response: joint report Towards a low carbon electricity industry: employment effects & opportunities 

for the social partners (2011); analyzing social impact of planned changes; providing more training 

and LLL opportunities; ensuring more links between enterprises and universities.     

 Recruitment 

o Challenge: needs to anticipate recruitment and shifts in demand for workers.  

o Response : anticipatory workforce planning.     

 Mobility 

o Challenge: need to improve mobility in Europe38. 

o Response: participating in consultation process of mobility-related directives.  

 Consequences of the European legislation 

o Directive on working time (2003) - currently revised ; EURELECTRIC opts for ‘narrow revision’ and 

welcomes social partners’ direct involvement in negotiations.  

o The EU set of directives on mobility (i.e. seasonal work or intra-corporate transfer) – currently 

discussed; important as will regulate grounds for recruiting third-country nationals with high and 

missing skills (i.e. technical staff, engineers etc.)  - EURELECTRIC recognizes that there is a need to 

improve mobility.   

Recently launched project consists of two phases. It is to assess rationale for creating European Sector Skills Council 

in electric industry (Phase I) and address mobility issue as well as examine link between mobility and skills (Phase II). 

The project will be completed in 2012. EURELECTRIC members are also in the process of discussing seven flagship 

initiatives of the Europe 2020 Strategy.  

Another issue that needs to be tackled is taking into account social dimension of planned economic changes (i.e. 

massive dismissals in case of closing down nuclear plants). Social dialogue has a very important role to play, which is 

pointing out social consequences of such processes as, i.e. de-carbonisation process.           

 

Education  

Among the most urgent challenges EFEE representative indicated: 

 Recruitment and retention  

o Challenge: ensuring sufficient labour force supply, shortage of teachers with specific specialization in 

some member states, difficult to recruit experienced teachers39, austerity measures - budget cuts, 

attracting young people and male teachers, reduction of ‘drop out’ rate.  

                                                
38

 It is worth noting that EURELECTRIC and HOSPEEM both indicated mobility issue as important for getting access to 
skilled workforce from third countries and enlarging their recruitment pool. 
39

 In the nearest future shortage is estimated at approx. 1 mln across the EU, especially as regards maths, IT, science and 
technical fields (‘STEM skills’). More difficulties in hiring is observed as regards vocational training teachers and further 
education staff. 
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o Response: working group on recruitment and retention was set up; in some member states agency 

workers are engaged to fill in vacancies, especially as regards support services; considering specific 

policies for managing age and gender.  

 New management   

o Challenge: managing different size classes as well as diversified classes (so-called ‘mixed ability 

clasess’), managing working time (i.e. combining traditional teaching with e-learning), need for ‘real 

managers’ to run schools, managing workers with different backgrounds and education,  ‘doing 

more with less’.  

o Response: introducing shared services; adopting ‘private sector perspective’ in school management; 

fundraising strategies; project ‘School Leadership’.    

 New image of the sector 

o Challenge: making teaching attractive career and school good place to work, ‘compensating’ for 

deterioration of the professional status and lost privileges, reflecting on the dilemma ‘vocation or 

profession?’.      

o Response: promoting school as attractive place to work; managing threats to staff (i.e. reducing 

stress at work and third party violence).  

 Changes in professional competences  

o Challenge: introducing e-services and growing diversity due to migrations, maintaining skills level 

and enabling acquisition of new skills. 

o Response: sharing information/good practices among member states, i.e. Belgium and the 

Scandinavian countries that face migration challenge; addressing the issue of ICTs and the use of 

ICTs at the EU level.     

 Third party violence 

o Challenge: reducing third party violence, ‘control’ over the use of social media.  

o Response: striving to create safe place to work; joint initiatives on stress and third part violence.            

EFEE representative also indicated that there were no major problems with workforce planning as that was 

predominantly responsibility of national administration level, the system was relatively straightforward and the 

professional profile well-established. Teachers, alike  doctors, are ‘slow to grow’ and adjusting labour force to 

changes is not as quick as elsewhere. Another area for consideration is perception of teaching as a profession, which 

is a broader policy approach. Employment and HR issues are always present in proceedings of the European Sectoral 

Social Committee on education. The present (and the very first) Work Programme of the social dialogue committee 

is focused on demographic change and its impact on recruitment and retention as well as on quality of teachers and 

evaluation process.            
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Public administration   

Among the most urgent challenges CEMR representative indicated: 

 Ageing public administration workforce  

o Challenge: ageing workforce - example: in Finland approx. 80% of public administration workers will 

have reached 65+ age by 2030. 

o Response: need to introduce age-management in HR practices; training programs to update 

professional qualifications. 

 Recruitment 

o Challenge: attracting skilled people to work in public administration, competition with private sector 

for employees with appropriate skills and attitudes; recruiting diversified workforce (a.o. barriers in 

recruiting non-nationals for public administrators posts, lack of language competency, lack of 

appropriate mechanisms for recognition of qualifications and/or administrative complexities in 

having them recognized).    

o Response: making training and LLL offer more attractive; improving image of the sector; employing 

migrant workers, recruiting people in various places and using various techniques, ensuring work-life 

balance to retain employees, ensure more flexibility to take employees’ needs into account.      

 Migrant workers 

o Challenge: the challenge is two-fold: i) how to go about recruitment of migrant workers to public 

administration; ii) how to serve migrant workers to facilitate their full integration with the society. 

o Response: network of city administrations to discuss issues related to migrant workers; 

developments related to recognition of professional qualifications; CLIP project40.  

 Employment reductions  

o Challenge: ‘doing the same - or more - with less’, loss of special employment status of public 

administration employees41.   

o Response: need to allocate staff across public administration; introducing e-services and innovative 

ways of providing services.    

 Modernisation of public administration  

o Challenge: introducing e-services, ICT solutions (i.e. 24-hour-service), ‘empowerment of citizens’42.  

                                                
40

 Project aimed at examining policies and practices in twenty five cities in terms of municipal employment and municipal 
services provision; the main focus was equality and diversity policies in relation to employment and service provision for 
migrants. More in CLIP – Equality and diversity in jobs and services  (available at : 
http://www.eurofound.europa.eu/areas/populationandsociety/clipdiversity.htm).  
41

 According to EPSU/CEMR 2009 report there are 16 EU countries where some categories of public administration 
employees have specific status, and 11 where public administration employees do not enjoy this status.     

http://www.eurofound.europa.eu/areas/populationandsociety/clipdiversity.htm
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o Response: designing appropriate ICT training programmes and lifelong learning initiatives; providing 

e-skills training for existing workforce; providing training aimed at changing attitudes & behaviours; 

Joint Expert Workshop on HRM (2005)43.     

 Consequences of the European legislation 

o Directive on the recognition of professional qualifications (2005) - currently revised.  

o Directive on working time (2003) - currently revised - issues to tackle: multiple contracts with the 

same employer and proposing appropriate responses to traditional work organization while some 

services are provided on a- 24-hour basis; supporting comprehensive revision and sector-based 

derogations.   

o It is necessary to clearly define European legislation and its relations with country specific 

arrangements leaving room for social dialogue outcomes.  

In general, CEMR believes that the importance of HR is growing in the situation of budget cuts, employment 

reductions and pressure for providing good quality smart services. Leadership and management skills have became 

very important.  

 

Issues indicated as of cross-sectoral importance 

 Recruitment and retention 

o Qualitative and quantitative labour force shortages; 

o Attracting skilled employees with initiative and business orientation;    

o Maintaining standards in the situation of reduced budget and pressure on wages;  

o Offering attractive offers despite fewer motivational factors, i.e. pressure on wages, loosing specific 

status, less respect, less employment stability etc.;    

o ICTs can be powerful tools to attract young people to work in the public services.        

 Demographic challenges 

o Ageing workforce;  

o Ageing customer base; 

o Increasing migration; 

o Increasing diversity of workers and customers. 

 Health and safety of employees providing public services  
                                                                                                                                                                
42

 Term ‘empowerment of citizens’ means use and re-use of information, which gives citizens a more active role in 
relations with public administrations; it is strengthened by introducing ICTs, i.e. enables on-line comparison of available 
services and making informed decisions.      
43

 The workshop was organised in December 2005 within the framework of the European sectoral social dialogue. Main 
conclusions of this workshop were that HR practices were indispensable for improving attractiveness of public 
administration and should correspond to public sector values. Discussed issues included : workers’ participation, HRM 
strategy link with organizational strategy, strategies to attract employees and quality of employment conditions. 
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o Third party violence; 

o Improving working conditions - making public services more attractive. 

 Training and lifelong learning 

o Provision of training programs; 

o Strategies for updating skills of existing workforce;  

o Anticipating future skills needs – sharing experiences on methods and strategies to anticipate future 

skills need; 

o Recognition of professional skills to facilitate recruitment and mobility.  

 New Public Management (NPM) 

o Inspiration from private sector and economic theories; 

o Preference for private ownership; 

o From input to output/outcome control; from process to result; 

o Stronger emphasis on management and general qualities of leadership; 

o Delegation of management and structural devolution; 

o Decentralisation and creating ‘single-purpose organizations’;  

o More short-term, specific contracts;  

o Preference for financial incentives over non-financial ones, i.e. status, respect; 

o Emphasis on saving, economical efficiency and cost control44.  

 Ensuring sustainable financing  

o Decent pay; 

o Necessary investment in infrastructure (i.e. buildings, IT infrastructure). 

 Equality issues   

o Changing image and conditions of work in female-dominated sectors - female workers suffer from 

gender pay gap and occupational segregation.   

 Corporate Social Responsibility (CSR) in public services 

o How to go beyond marketing?  

o What does it mean for employment and HR practices?    

 Improving the image of public services 

o Need to change/restore image of public services: modern and dynamic employment opportunity 

with interesting career opportunities. 

 Improving HRM efficiency.  

 

                                                
44

 More in Prohl, M., Heichlinger, A., op.cit., p.13.   
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It was also indicated that there were some limits to cross-sectoral exchange and cooperation. They are related to 

subsidiarity principle and sector specificities. Subsidiarity implies that majority of issues related to employment and 

HR practices are decided at the level of each individual member state. Sector specificity influences transferability of 

sector practices/experiences as they may not be not relevant for all sectors alike.    

Concluding, representatives of different public services providers agreed that growing importance of HR and HRM 

practices is observed at present. Human resources are perceived as one of the organization’s strong competitive 

assets, especially when public services’ employees need to become entrepreneurial, innovative and customer-

oriented in their everyday work.   

 

4. Key points arising from the seminar discussion  

‘Public Services Employers Forum’ is created, a.o., to exchange information and best practices as well as to learn 

from good and innovative practical examples and/or initiatives carried out by national or European sectoral social 

partners. Main points of the discussion in the context of the online seminar on 9 June 2011 on change and its impact 

on HR were the following: 

 Customers want to influence design and provision of services, therefore services need to become ‘active’ 

and public services employees more responsive and open to customer needs; 

 There is a growing need for workforce diversity - to better serve diverse customers and to compensate for 

labour force shortages;  

 National level collective agreements shall be implemented locally to correspond to local reality;  

 Among the most pressing and common HR challenges are recruitment and retention, ‘doing less- or more- 

with fewer workers’, motivating employees and promoting merit and quality-oriented work culture; 

 There is a need to rethink industrial relations model and re-negotiate some collective agreements - usually 

these with stipulations on pay, benefits and pensions;    

 Transposition of effective HR practices from private sector is possible provided they are tailored to public 

services reality; 

 For some sectors (i.e. energy, railways, post) liberalization has had a profound impact on employment, 

occupational structure, skills and competencies and career paths; the question arises what role is there for 

social partners in this transition process to ensure “Just Transition” – a more fair and efficient process;        

 For some sectors (i.e. energy, railways) climate change has already had and will continue to have important 

influence on employee skills and competencies; it is predicted that re-skilling of the already employed may 

be more important than recruiting people with new skills;      

 In public services there will be profound changes concerning jobs: not only job creation and destruction, but 

changes within existing job pool depending on the type of provided services; 
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 Social partners involvement in training, re-training and up-skilling (i.e. training needs analysis, influence on 

training programs content) and commitment to lifelong learning are crucial for internal redeployment.           

 

Participants also stated that it was useful to exchange information and practices from different sectors as such an 

exchange stimulated thinking and inspired to designing sector-specific solutions. Among potential topics of next on-

line seminars participants indicated:  

 Analyzing skills needs and skills development strategies (related to introducing new technologies); 

 Comparing different sectoral/national frameworks and systems in HR management; 

 Examining role of social partners and collective bargaining in the context of managing change;  

 Addressing the issue of active citizens and customers.             
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