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Abstract

In labour-intensive organizations, such as pubdicta organizations, people are the
most valuable asset. However, the issue of recemtrand retention of human resources in
public sector organizations has been tackled with@udeep concern for the arising
competition in the labour market, towards both @iévand other public sector organizations.
In the past scarce attention was paid to the diffies that public sector organizations face in
recruiting and retaining employees. Recent studies/ever, showed that such belief is no
longer true: many public sector organizations hveompete with both private and other
public sector organizations to find the most capainid qualified individuals.
This paper aims at investigating the reasons fig tlecreasing appeal of public sector
organizations as employers and proposes a possible to increase public sector
organizations attractiveness.
In the paper | argue that managerial control systand performance evaluation systems in
particular are a fundamental tool to increase @ftreness and competitiveness of public
sector organizations as employers.

Key words: performance evaluation, managerial control, coitipeness,
attractiveness

Introduction

Over the last ten years many changes have occumrdtie public sector
worldwide. One of the most significant changes rédga deeper concern for
efficiency, effectiveness, economy and accountgbiihich led to a wider use of
management control systems in accordance with B Noctrine.

There has been also a change in the way workinthenpublic sector is

conceived. Light (1999:1) warns that “the governtrmantered public service has
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been replaced by a new public service in which gowent must compete for

talents”. In his research Light surveyed gradudtesn the top twenty schools of

public administration in the United States of Arsarfinding out that they are more

likely to look for challenging work, flexible orgaations and broader career paths
rather than job security. Public sector organizegtimeed to understand this deep
change in order to get the best talented peoplertaed.

Wallace et al. (2000) share this opinion considgtiimat while public sector
organizations have experienced new ways of orgagizvork, new means of
delivering public services and a new nature of julVork, human resources
acquisition and developing systems have not kege.pa

In some countries working for a public sector orgation has always been a
target sought for. Workplace security, in some sas$ms been considered more
important than other aspects, such as the remimedatvel or the acknowledgment
of the performance undertaken. This has keptyviiay public sector organization far
from recruiting problem.

Even if there still exists a sort of “myth” of publsector employment, public
sector organizations begin to face competition enruiting highly qualified and
motivated people.

A number of studies (OECD, 2007, 2005, 2001; S@Ai4; Chetkovich C.,
2001; Conant, 2000; GAO, 2000; Walker, 2000; Voinby 2000; Light, 1999;
Garland, et al. 1989; Volcker, 1988) show that mubéctor organizations are facing
problems in recruiting and retaining their humasoreces, with deeper difficulties
for the highly qualified positions. Public sectaganizations do not easily find the
workforce they need and there is an increasing etitgm to secure the most

talented people.

“The presence of this talent cannot be assumedewenw The reality
of the marketplace is that there is a strong coitipetfor talent, and
the public sector must compete with the privatetasetor human

resources with increasing complex skills” (Wallatel., 2000:55).
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Such an aspect emerges in a very clear way froomaeyg carried out by the
Organization for Economic Co-operation and Develept{OECD, 2001):

“In the next 10 years, many OECD Member countridkve forced

to hire a remarkable number of new employees téacepcurrent
employees as they reach retirement age. Restmgtafigovernment
functions, privatisation and cuts in personnel sijgn have, in many
countries, already led to decreased numbers ofiguhployees.
However, while the number of public employees i$ inoreasing, a
special challenge for the public sector will be htawattract well-
educated personnel” (OECD, 2001, p.4)i.

Figure n. 1 shows the trend of the ratio betwedraats and leavers over total
public employment in the period 1990-1999. Theor&tr each year considered is the

arithmetic mean of the surveyed countries ratios

“This indicator is designed to provide cross-coyrirends of the

turnover rate of public employment rather than \wed for the

OECD as a whole. The ratio of leavers across tbesetries has been
increasing for the past 10 years. Structural charigge downsizing

and privatisation of public sector functions hav¥ieced this trend.

The ratio of entrants to the public sector has bretatively stable for

the same period. From 1996, the number of leavassbeen greater
than the number of entrants. This trend will raissues for the
competitiveness of the public sector as an empld@@ECD, 2001, p.

5).

According to the OECD, several countries have dlydaegun to face problems of

both personnel recruitment and retention, togethtr, in over 50% of the cases, a

critical skills shortage (see Table 1). In othera@® not only in some countries it is
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not so easy to find people available for a positioa public sector organization, but
there are also retention problems, especiallyraadaritical skills are concerned.

The OECD observed that a few countries have alreagherienced problems in
recruiting qualified personnel. Other countries boer, are facing less problems in
recruiting than in retaining experienced personifeith a two-four years’
experience), particularly in the 20—34 age grospeeially if graduated.

An indicator of this change is the number of appits per advertised post,

commonly used as an indicator of recruitment lev&tzording to the OECD survey:

“In some countries, such as Germany, Korea, Poldrednumber of

applicants has not decreased in recent years.higr aountries (e.g.

Spain), a drop of 15-25% can been seen, dependitigedevel of the

post, while the total number of posts advertisezlfeanained the same
or higher than in previous years (1998- 1997). pai§, the largest

drop of applicants has occurred in senior post£¢0O, 2001, p.10).

Although this indicator is not sufficient to proeich complete view of the problem, to
know whether it is a temporary or a permanent égsaeand to understand the
implications on the attractiveness of the publictee however the decrease in the
number of applicants per advertised post is a wapprtant element to be considered
when evaluating the attractiveness of the publitaseas an employer.
There is a progressive decrease in the level ohditteness of public sector
organizations as employers and public sector orgéions run the risk to be a
residual option for potential workers. In this wiaynay happen that the most skilled
and qualified individuals move away, finding jolfeak in the private and, in some
cases, in the non-profit sector more attraétive

The paper aims at exploring the reasons for tliseasing phenomenon and at
proposing the use of managerial control systems gmssible solution to it. In

particular, this study focuses on the use of peréorce evaluation as a managerial
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tool to make public sector organizations more cditipe and attractive when

recruiting and retaining human resources.

1 WHY DO PUBLIC SECTOR ORGANIZATIONS FACE PROBLEMSIN

RECRUITING AND RETAINING HUMAN RESOURCES?

Some authors consider the difficulties in recrgjtand retaining personnel not
only a problem but the signal of a crisis in humesource management in the public
sector (Soni, 2004, Light, 1999; Voinovich, 2000aMér, 2000). They also state that
the crisis started in a “quiet” way in the 19708l &980s and continued in the 1990s
and is at its higher levels today.

The OECD (2001) found that some of the reasongptaim this reduced appeal
of public sector organizations are the following:

= Lower level of wages compared to the private sector

» Not very positive, clear or stimulating image o thublic sector;

» Slow advancement including the fact that senioistynore important
than merit;

» Lack of the public sector in reaching students gratiuates in the way
most commercial companies do;

= Changes in employee attitudes and values towar#;wor

» Unclear career paths and insufficient career planni

The lower level of wages has traditionally beeneakness of the public sector
as employer, partially counterbalanced by a higherkplace security. The lower
level of wages together with the promotion and eargystem has contributed in
building, in some cases, an image of the publitose®t always positive.

Among these factors, it is interesting to notel#ok in career development and
planning and the complain for a slow advancemedtfan a reduced role of merit

when compared to seniority.
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Some authors believe that a major problem has tieetack of recognition of
the importance of human capital (Voinovich, 2000allte et al.; GAO, 2001), as
people have often been considered a cost to dwgrrdtan a precious asset.

According to Soni (2004:157) “the younger generatiends not to choose
public service careers because of the negativetagpn of government’s hiring
process, lack of challenging work and its systemeofards”.

In the United States of America several federalnags have faced the same
problem and tried to find a response to it. Manywsys have been conducted in order
to better understand this phenomenon, in partidwahe General Accounting Office
(GAO), the Merit Systems Protection Board (MSPBJYl &y the Office of Personnel
Management (OPM). A common reason has been foube @ lack in performance
evaluation systems.

A survey conducted by the polling company Hart @e&eserch for the Council
for Excellence in Government (CEG) in 2001 found that “the professional and
college-educated segments of the current U.S. wor&flargely dismiss the federal

government as a suitable employer”:

“The federal government is facing a two-front caafie in competing
for talented employees. For workers focused onsgoélpersonal
advancement, such as having a challenging job iofylrewarded for
outstanding work, private business appears to offfmm better
opportunities. And those who would rather contrbud society
increasingly view the non-profit sector as theitunal home. Thus,
the federal government is left with job securityitssprincipal asset
for recruiting workers, and will not be enough ttract a high-quality
workforce in the face of strong competition fronmttbohe for profit
and non-profit sector”, (CEG, 2001).

The problem or recruiting and retaining capacityhva the public service is made

more urgent by some other factors:
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1. The relation between recruiting and retention one oside and
unemployment on the other side;
2. The mobility of employees;

3. The ageing of the public sector employees.

The relation between recruiting and retention oe side and unemployment on
the other side

An interesting comparison can be made betweenndegs of the 2001 OECD
survey, as far as the problem of recruiting anen&n is concerned, and the

unemployment rates in the same countries.

This comparison highlights that countries with l@glinemployment rates have
less problems in recruiting people. However, sometries, such as Finland, with an
unemployment rate of almost 9% in 2004, face récremt problem. Germany as
well, with an increasing and quite high unemploytrrate (9.8% in 2004), in a few
years will face problems in recruiting personnes. fAr as retention is concerned, in
Spain, notwithstanding an unemployment rate of %lis 2003 and 11% in 2004,
according to the OECD survey, there will be diffims in a few years. Poland has a
critical skill shortage with an unemployment rafel8.8% in 2004".

Therefore, even if it is plausible that the lowse unemployment rate the bigger
the problems in personnel recruiting and retentlomwever the overall picture is
diversified. Even in those countries with higheeoployment rates, such problems
have already arisen or will be faced in a few years

As already observed, the problem does not condércoantries in the same
way, for several reasons and among them the diffelemographic trends. However,
even in those countries with less problems in persbrecruiting and retention in
general, difficulties have been already faced asafahighly qualified and skilful
people are concerned.

The mobility of employees
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Another remarkable aspect is the mobility of empks/between the private and
the public sector and within the public sectorlits&lobility from the public to the
private sector is not new in many countries, esgbgcfor the highest professional
levels. Less common are the movements from theaferito the public sector; this
may indicate a lack of competitiveness of the pubdictor in the labour market.

Different degrees of mobility may be linked to diént approaches to recruiting

and promotion, i.e. Career-based Systems and doditised Systems.

“In career-based systems, civil servants are usually hired at the very
beginning of their career and are expected to nenraithe public
service more or less throughout their working lifieitial entry is
mostly based on academic credentials and/or a safiVice entry
examination. Promotion is based on a system ofegrattached to the
individual rather than to a specific position. Tlisrt of system is
characterised by limited possibilities for enterithg civil service at
mid-career and a strong emphasis on career develttpm
Position-based systems focus on selecting the best-suited candidate
for each position, whether by external recruitment internal
promotion or mobility. Position-based systems allomore open
access, and lateral entry is relatively commonEQD, 2005:4).

A reduced mobility between the public and the geveector and vice-versa is a
factor which limits the appeal of the public sea@sremployer as workers are induced
to conceive it as an “enclave” with limited exchagagvith the outside.

The ageing of the employees

The ageing of the public sector employees is amdidetor influencing the
capability of attracting and retaining capacity hwit the public service as large
numbers of experienced public servants retire (OEZID7:7).
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“The consequences of an ageing workforce are magnih the
public sector because it generally has an olderodeaphic profile
than the private sector (OECD, 2006). The challesfgatracting and
retaining capacity within the public service asg&arnumbers of
experienced public servants retire is set to beoavigg concern in
many OECD countries” (OECD, 2007:4)

According to the United States Office of ExecutiResources Management

(OERM, a component of the Office of Personnel Mamagnt) (OPM, 2006:4) in the
United States the average federal employee is thare46 years old and almost 50%

is more than 50 years old.

OPM also believes that:

A significant retirement wave among current Fedemployees is coming —
we should expect 40 percent of our workforce toedietween 2006 and
2015;

Competition for scarce talent among employers thinout the national
economy is increasing;

The applicants we must attract hold differing exagans; their needs and
interests have shifted from past generations, winehns we must offer a

wider variety of employer-employee relationships.

The GAO (2000, a) estimates that at least 660,000lay/ees will have retired

by 2010.

Similar data are provided by the Council for Exeelle in Government (CEG)

(http://www.excelgov.org according to which by 2005 more than half of fadle

workers (some 900,000 employees) became eligibleetoement, and this figure is

higher today. The CEG believes this figure willne@se to 60 percent of the federal

government’'s General Schedule (rank and file woddd employees—and 90

percent of the Senior Executive Service (federakegament’s top managers)— in the
next ten years (CEG, 2006).
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2 How 10 DEAL WITH RECRUITING AND RETAINING PROBLEMS: THE ROLE
OF PERFORMANCE EVALUATION

After identifying the main reasons influencing pobkector organizations
capability in attracting and retaining human resesr what are the possible solution
to this problem?

In 2001 the Council for Excellence in GovernmenE(@) conducted a survey to

understand the reasons of such a problem anddtesint possible solutions to it:

“The survey results reflect widespread agreemeat the biggest
barrier to attracting and retaining talent in tleedral government is
bureaucracy — shorthand for a culture that doesrexagnize and
reward creativity and performance. The problem e€ruiting is

exacerbated by the perception (according to thisesu the reality)

that government does not recognize or reward inmmvaand

excellent performance” (CEG, 2001).

The survey found out that the ten most effectiveysvo try and solve this

problem are the following:

Top 10 effective solutions for attracting and retaining talented people in
public service

1. Recognize/reward creativity and performancesdéfal employees and teams
2. Make it easier for people to move in and oug@fernment;

3. Develop better managers;

4. Maintain a high-quality workforce by addressitige problem of poor-
performing employees;

5. Provide a work environment that uses state-efatt information and
communications technology;

6. Offer a loan-forgiveness program to recent gasekli who take government

jobs;
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7. Offer salaries that are more competitive withsthpaid by the private sector;
8. Make the hiring process quicker and simpler;
9. Improve/streamline the political appointmentsgess;

10. Have more opportunities for training and prsiesal development.

According to the CEG survey the most effective soku for attracting and
retaining talented people is recognizing and rewgrdgood performance and
creativity.

The issue of performance recognition is stricthkéd to the promotion policies
adopted. In the public sector in many countriesge&adevelopment and advancement
have traditionally been seniority-based rather thatrit-based (OECD, 2001,
Marsden, French, Kubo, 2001), thus determiningdaiced appeal of public sector
organization for talented workers. OECD suggests th growing importance be

given to merit and skills:

“One way to improve and retain the motivation otigger staff could
be through the development of a promotion policy.dpportunity to
be given more challenging tasks and to be prombtedne’s own
achievements may play an important role in recrertm and
retention” (OECD, 2001:17).

A survey made in 2002 by the Italian Department Riublic Funtion
(Dipartimento della Funzione Pubblica, 2003) invele public sector organizations in
Italy with some 3,200 respondents at different lewe the organizational hierarchy,
highlighted the importance of performance evaluatto improve organizational
well-being. When asked to make suggestions as tprowe the level of
organizational well-being in their organization,op& interviewed gave a great
importance to the introduction of performance est@n systems.

Following this survey in 2004 a directive regardif@yganizational Wellbeing”

was enacted. One of the expressed objectives tach&eved by improving the
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organizational well-being is to make public admirson more attractive for the

most talented people.

“In a first approximation, we could say that orgaational well-being
refers to the capability of an organization to podenand maintain the
highest degree of physical, psychological and $osell-being of
workers in any kind of activities” (Dipartimento I#e Funzione
Pubblica, 2003, p. 24).

This Directive deals with the need to improve therkvenvironment in the
Italian public sector and one of the expressedabibjes to be achieved by improving
the organizational well-being is to make the publizninistration more attractive for
the most talented people. One of the proposed todie used to achieve this goal is
performance evaluation.

Another interesting experience is that of the Uhitégngdom where a new wave
of reforms in the public sector started in the &8s with a Labour (Blair)
Government A White Paper on Modernising Government was ssdain March
1999. One of the objectives to be achieved was@long more people into the civil
service from outside” (p. 6).

In the Prime Minister Report (December 1999), fkey elements were spotted
to improve the public administration. Among theseneents, the need to make the
Public Administration more open and apt to attiendl foster new talents and better
opportunities for employees. Following this path,ai study regarding Performance
Management in Senior Civil Service (SCV) publishad1999, the UK Cabinet

Office presented some recommendations to improkfeqmeance management:

“We need to take more practical steps to encourages people to
apply to join the SCS at every level from outside arder to
'ventilate’ the management culture. In this respexpressions of
intent are no longer adequate. More needs to be toentify posts

in the SCS below Permanent Secretary level whichiladvdenefit

293



Not Working for the Public: Tackling the Increasi@gmpetition in Public Sector Labour
Market

most from an injection of external skills and whialould be most
attractive to external candidates. More needs taldre to attract
these candidates, not least by tackling the igreeraabout the Civil
Service which discourages many outsiders from apglyAnd when
external candidates are successful, much more c¢hoeldone to

prepare them to compete for the highest postsairstrvice” (p. 14).

One of the suggested steps to be taken into actowthieve these objectives,
is the introduction of performance appraisal system

Similar findings are reported in a research coretidby David Marsden,
Stephen French and Katsuyuki Kubo (2001) in whiekytshowed that performance
evaluation is a very important tool to increase ljulbsector organizations
competitiveness as employers. This piece of resemvolved a sample of some
5,000 UK public employees in different MinistrieBhe research demonstrates that
the incentive effect of monetary rewards is notyvaund if compared to the effect
induced by a performance evaluation which is pgezkeas fair and trustworthy. Also
very important is the incentive effect induced bylanning system which helps
define clear objectives and goals. At the same, tthreresearch highlights as the de-
motivating effects of an evaluation system not pmed as fair are stronger than
those linked to the risk of not getting financiedvard.

“Our study confirms that PRP in the British puldervices has had a
positive incentive effect for significant numbers employees, but
that this depends on getting above average additifinancial
rewards, and even more importantly, on the qualitthe goal-setting
and appraisal process. Our analysis confirms tmeosiwe effect on
employee motivation of appraisals that employees$ dee not a fair
reflection of their performance. Although discussimf PRP for top
executives, sales and sports personnel have tetodémtus on the
incentive effect of additional rewards, the expece of ordinary

public employees in our study strongly suggests tiha strength of
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marginal financial incentives is weak compared witlat of goal-
setting and appraisal. Likewise, the damage dongobyly conducted
appraisals outweighs the benefits of additionahrizial incentives”
Marsden, French and Kubo, 2001:22).

In the UK case as well, performance evaluation imayconsidered to play a
very important role in making public sector orgatians more capable of attracting
and retaining the best workers.

The different surveys and studies presented hilgtd@yseveral ways to improve
the appeal of the public sector as employer. Defiepossible solutions have been
suggested each of them with different implicatioHswever, all these studies and
surveys seem to have a point in common when it sdmsuggest ways to invert the
present trend in recruiting and retaining peopleublic sector organizations, that is
to say the importance of performance evaluatioarinoverall management control
system.

An effective management control system is capabiecpeasing the probability
that an organization reaches its objectives. lsdae by acting on the behaviour of
organization’s members by setting clear objectiaesl goals and by fostering
personalization and individualization in managingran resources.

According to Flamholtz (1996:71) management consd set of mechanisms
(both processes and techniques) designed to irctkagprobability that people will
behave in ways that lead to the attainment of degdional objective,

Performance evaluation and rewards are subsystéitie @verall managerial

control system:

“the evaluation and reward subsystem refers to ¢benponent
systems of the overall core control system whichl deth the process
of assessing human performance and rewarding itan{Roltz,
1996:71).

295



Not Working for the Public: Tackling the Increasi@gmpetition in Public Sector Labour
Market

Even though there are several factors that inflaepeople’s choice among
different alternative job opportunities, some indials (at least the most skilled and
professionally sound) might consider positively @ren necessary the effective
operating of a management control system (and tbdonmance evaluation
subsystem in particular), to prefer a certain oigion rather than another. An
effective management control system will fostetemicgoal setting process and a fair
performance evaluation, coping with the need toogeize and reward good
performance. Performance evaluation, however pisveerful behavioural tool only if
strictly linked to the planning system as it is §ibke to evaluate performance only
after defining what objectives and goals have toabkieved and after measuring
them.

“A new emphasis on performance and on the valueuofian resources
allows employees to better understand how and wigr twork is
important and allows elected officials and the putd better understand

what public organizations do and how they do it"a(l&ce et al.:59).

Therefore, an evaluation system based on critbiaa @re, as far as possible,
clear and consistent with the organizational oljest is a powerful tool to increase
the level of competitiveness of public sector oigations as employer and,

therefore, to attract highly qualified workers.

3 POSSIBLE COUNTERPRODUCTIVE EFFECTS AND UNINTENDED
CONSEQUENCESOF EVALUATION SYSTEMS

From what has been said above, it is clear thauatran might be a positive
element in increasing the attractiveness of a pu#ctor organization as employer;
however, it is necessary to consider its possiblenterproductive effects as far as

recruiting and retaining personnel are concerned.
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The choice among different work opportunities iraplithe consideration of
several elements, such as how performance is @edluRerformance evaluation
emerges as a powerful tool to increase the atvewtiss of the public sector as
employer and employees consider as positive thetliat career advancements are
coherent with the appraisal of the performance aken and with the results
achieved.

However, if the evaluation system does not leachgsessments shared and
based on clear criteria, the effect of evaluatiaghinbe the reverse of the desired
one.

In particular, the above-mentioned research by MarsFrench e Kubo (2001),
with reference to PRP schemes, underlines thak tiereven a sort of negative

prejudice expressed by a relatively large numbentefviewees:

“Across the organisations we surveyed, it was widebught that
performance pay was a device to cut the pay bilker@®0% thought
management applied a quota to good appraisals;nar&@b% of
employees thought they would not be awarded pedooa pay even
if their work was good enough; and over 40% thodgi® managers
used performance pay to reward their favourites.ti@nlatter two

guestions, similar results have been found in tBefétleral service”
(p.5).

An interesting analysis of some unintended conserpse of performance
evaluation was made by Van Thiel and Leeuw (2002)their article about the
Performance Paradox, which consists in a “weaketation between performance
indicators and performance itself’, they report somf the most common

counterproductive effects of performance evaluation
“It is reasonable to assume that no matter how viekénded

evaluation and auditing are, they have also ledaime unintended

consequences. First of all, the proliferation @ulators and auditors
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has increased the monitoring costs of the organizsatand the state.
Second, within policy-implementing organizationgie t increased
measure pressure can create dysfunctional effectsas ossification,
a lack of innovation, tunnel vision, and suboptiatian. These
unintended effects can jeopardize the effectiveaeskefficiency of
policy implementation. Third, there is some evidetitat monitoring
has led to symbolic behaviour; that is, monitoraqgpears to be in
place but is in fact not. And finally, in some ca#eis unclear what is
actually being measured (e.g. the definition ofliggd, (p. 270).

One of the main unintended consequences of perfarenavaluation is linked
to the performance measurement system in use, @srrpance measurement is
propaedeutic to evaluation. An excessive focus twnibers” may have
counterproductive effects when the value produceddme activities is not easily
measurable. In some cases, the initial enthusiagmwhich the introduction of a
performance measurement system was welcomed waststdal by disillusion due
to the fear that measurement could dominate ther dadltivities (Townley at al.,
2003). From this stand point, techniques such asBélanced Scorecard can be of
help, although even for them some criticism begiarmerge (Flamholtz, 2004).

The introduction and management of performance uatiain systems may
determine some counterproductive effects from #ipal point of view. Such effects
are linked to three aspects:

1. The political meaning of evaluation;
2. The political beliefs of the evaluator;
3. The opposition of the people evaluated.

As far as the first aspect is concerned, it is twvarbting that performance
evaluation cannot be neutral from a political pahview. Such a view, even though
related to program evaluation and not to perforraa@luation, is shared by Caiden
(1998, p. 44).
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“Performance measures have high political saliengealuation of
programs is politically sensitive. Programs pulglishown to be failing
according to the chosen criteria are subject tacktt Supporters of
evaluation would maintain that this is as it shobéd But programs are
not abstract entities: they are people-administsatpoliticians, clients.
All these stakeholders in a program may fairly dgioesthe performance

chosen to evaluate the program, which are also@uatral”.

Longenecker et al. (1987) highlighted that in sarases managers deliberately
distort subordinates’ performance ratings for padit reasons (Longenecker et al.,
1987).

According to Poon (2002) when employees perceied ferformance ratings
to be determined by political considerations thely @xperience job dissatisfaction.
Such dissatisfaction in turn, lead to greater & to quit the job.

Similarly, Vigoda (2000) suggests that:

“Reactions to politics in traditional public systenmay be more
destructive-passive than destructive-active (iexif). One way of
interpreting this finding is that employees in feaeli public sector
are less willing to give up work security and temnewven if they feel
that that politics is all around them” (Vigoda, BOB42).

Llewellyn (1996), analyzing case studies, highkglite role of politics with
reference to performance measures. She arguesitfeaent political interests may
originate different performance measures and thelh & performance measurement
system may promote particular values.

Politics may also determine a lack of rationality performance evaluation

systems implementation:

“Broadly speaking, for both approaches to resultdiation, the most

frequent criticism is related to a lack of ratiahal in the
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implementation of these systems; this lack is oftestified by the

nature of the circumstances external to the orgdioiz (in part due to
the political system, to the variability of its umMg and to the kind of
service to citizens), by the existence of professiavorks (in many
cases subject to personalization of service tosysand by strong
changes over time of emergent social needs or qmul

(Dipartimento Funzione Pubblica, 2004 b, p. 16).

With a scarce inclination towards a managerial eagh, performance
evaluation can play a particularly delicate roled atan be used at one’s own
advantage and, in turn this can determine the engst of several obstacles to a
rational decisional process (Downs e Larkey, 1%8tdes, 1979).

The ideas or, better, political beliefs of evaluatoeed to be taken into account:

“The role of evaluators who measure performanggoiitically sensitive
contexts is complex. The evaluator may have stigpigions about the
issue at hand, and may sympathize with one of #raes involved. In
case of asymmetrical power relations the evaluasorparticularly
vulnerable” (Noordegraaf e Abma, 2003, p. 868).

Some authors have highlighted that public employreetheir acting as civil
servants cannot and should not allow their politidaas to influence the activities
they are asked to undertake to fulfill their indibnal duties (Buccellato, 2002;
Ricci, 2002).

However, it is necessary to carefully observe thssjble influences that the
political ideas of the evaluator may have on thal#ation process.

Finally, there is a third element to be consideiredrder to verify the way
politics influences the evaluation processes: & gbpassive resistance by people
under evaluation. In fact, they could hinder thie@fve operating of performance
evaluation systems fearing that the evaluationlt®soight be used against them for

political reasons. This opposition can spring frthra will to hide poor performance
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or from the concern of an instrumental use of eaabm. In the second case, the
origin of this opposition may be found in the idieat the principle of alternate
government might lead to a radicalisation of theilSpSystem concept. This means
that managers may feel the risk of a negative ewian for their closeness to a
different political coalition or just for having be appointed by the previous
government even if they do not belong to a specialition.

The first report on internal control among Italiaviinistries (Presidenza
Consiglio dei Ministri, 2001) highlights that inaly managers performance
evaluation fell behind notwithstanding several pgeof legislation, as much as one
can talk about “non-evaluation”. Among the reasans “alibis” advanced the

managerial responsibility emerges:

“The failure in achieving a goal could be consideaebehaviour liable to
punishment by political authority, that is deemedbe unacceptable
because of the first two alibis (lack of an adequakerformance

evaluation system and disproportion between ohljestand resources)”
(p.17).

Notwithstanding their importance, the cited, potEntpolitical implications
may be overcome considering performance evaluasoa part of a wider managerial

control system with the above-mentioned features.

4 CONCLUSIONS

Recent studies have shown that public sector azgdons begin to face a

strong competition from private sector and non4prafganizations in recruiting and

retaining the best and most talented workers. Ctitigpetakes place among public

sector organizations as well.
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If the problem may appear more serious for the dsgloffices, however it
concerns other levels as well, even though in wdiffe ways. An increasing
competition has been observed also in those cesnitrith high unemployment.

Hence, the need to strengthen the role of publatoseorganizations in the
labour market clearly emerges together with thedn&® improve its level of
attractiveness.

In fact, the various changes that have occurred tive last ten years, in
addition to the traditional problems encountereat @xample, the lower level of
remuneration), have decreased the capability ofipgbctor organizations to attract
and retain highly qualified workers. Several stadigave highlighted the existence of
such a problem and have suggested deep changestat successfully.

One of the changes occurred in the public sectotha introduction of the New
Public Management ideas (Barzelay, 2001). The Nehli® Management postulated
the need to introduce managerial tools in the pubdictor as well, with adequate
adjustments, without losing their peculiar features

Performance evaluation plays a central role in mgameent control systems, as
it allows to trace people performance to their gbotion to the achievement of
organizational objectives and goals. Notwithstagdime problems in implementing
an evaluation system to make this link effectivewlver the possibility to link
performance to a monetary or non monetary rewaddirgcentive system, appears to
be an important motivational element (Flamholt@)9

Performance evaluation of people operating in dip@ector organization is a
contribution to strengthen its attractiveness apleyer towards other public sector
organizations and towards the private ones as well.

There are also risks in case of deficiencies in phase of performance
evaluation design and management that can leadotmterproductive effects
compared to the desired ones. Among them, thoatedeto the political dimension.

Improving the level of attractiveness and the cdpglof retain their workforce
is for public sector organizations of paramount ant@nce in order to increase the
probability of achieving organizational objectiveBo do so, the contribution of

several factors is needed and, in particular, facefe management control system.
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Performance evaluation alone is not enough to as&@eublic sector organizations
appeal as an employer of choice: the co-ordinatpdrating of the overall

management control system is needed, togetheranptisitive work environment and
a high quality politics. However, performance ewilon systems are a fundamental
tool to help public administration attract high tiiyahuman resources, capable to

operate for the achievement of organizational goals
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Tablel
Problemsidentified at present or in thefuture

Recruitment Retention Critical

Country Now Inafew Now Inafew Skills
years years Shortage

Austria v
Canada 4 v v
Denmark v
Finland v
Germany v
Italy v
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Korea v
Norway v v

Poland v
Portugal v
Spain v v
Sweden 4 v

Source: OECD, 2001

Table2

Unemployment ratesin OECD countries

Standardised Unemployment Rate (SUR)

Measure| Level, rate or quantity series, s.a.

Frequency Annual
Time 2000 2001 2002 2003 2004 2005 2006

Country

Austria 3,6 3,6 4,2 4,3 4,8 5,2 4,7
Canada 6,8 7,2 7,7 7,6 7,2 6,8 6,3
Denmark 4,3 4,5 4,6 54 55 4,8 3,9
Finland 9,6 9,1 9,1 9,1 8,8 8,3 7,7
Germany 7,2 7,4 8,2 9 9,5 9,4 8,3
Italy 10,1 9,1 8,6 8,4 8 7,7 6,8
Korea 4,4 4 3,3 3,6 3,7 3,7 3,5
Norwa 3,4 3,6 3,9 4,5 4.4 4,6 3,5
Poland 16,1 18,2 19,9 19,6 19 17,7 13,8
Portugal 4 4 5 6,3 6,7 7,6 7,7
Spain 11,1 10,4 11,1 11,1 10,6 9,2 8,5
Sweden 5,6 4,9 4,9 5,6 6,3 7,3 7

Source: OECD (in
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" The cited study does not make any distinctions among the different typologies of workers
(managers, clerks, etc.) and does not discern data according to the sector of activity of the
public sector organizations considered and the different types of job contracts. Hence, the
data presented must be analyzed cautiously before drawing any conclusions. However, the
analysis carried out is a useful source of information to study the capability of public sector
organizations to compete in the labour market.

" Ten selected OECD Member countries have been used for the calculations.

" An issue which will not be investigated in this paper, even though of considerable
importance, regards the different roles that public sector personnel may have (managers,
clerks, etc.).

VTt is necessary to observe that the unemployment rate does not necessarily decrease with
an increase of the employment rate. Therefore, even in those countries where the
unemployment rate does not decrease or even rises, it is possible that the number of
workers in public sector organizations becomes higher. In such a case, a possible explanation
would be that job opportunities offered by public sector organizations have been able to
attract people who were not even looking for a job and, for this very reason they were not
calculated in the unemployment rate.

¥ For an interesting comparison of human resource management (HRM) reforms in the

United Kingdom, Australia and New Zealand, see Kernaghan K. (2001).

V' According to Flamholtz (1996), objectives are what an organization wants to achieve in the
long run in each key result area. Goals are specific things that the organization seeks to
attain by a specified time.
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