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I  Introduction  

1 Human Resource Management and Common Assessment Framework 

The Human Resource Management (HRM) of the Public Sector is undergoing profound changes 

more than ever before. In addition to the commonly known demographic changes, retirement 

dynamics and its associated challenges in securing knowledge, tight budgets and striving for 

more efficiency, New-Work and related new requirements of employees will open up a massive 

influence on the process of public service delivery and public administration in general.  

This leads to the question how to master these challenges and how to implement the right 

interventions. 

 

The Common Assessment Framework (CAF) can play an important role in this. CAF is the 

European Common Assessment Framework for better Quality and Governance in Public 

Administration. The CAF improves public sector organisations through self-assessment and 

contributes to Good Governance. Issues of Human Resource Management are spread in the 

whole CAF. Two out of nine criteria are directly adressing human resource management (Criteria 

3 and 7) and many improvements which result from CAF-implementations can be assigned to the 

field of human resources management.  

 

The fifth version of the CAF, CAF2020, was released at the end of 2019. The unique approach of 

CAF lies in its quick assessment-phase, strong solution focus, clear implementing process and 

the exchange of experiences with the European CAF users.1 

Figure 1: Common Assessment Framework 2020 

Source: KDZ (2021) 
 

1 Parzer, P.: How to do CAF? The unique approach of the CAF program for successful change, in Prorok/Parzer: Transforming Public 
Administration with CAF, S. 31 ff, NWV,2020. 

 
 



INTRODUCTION  

6 

23.09.21 

2 The EU-Presidency of Slovenia and the European CAF-Correspondents 

The Slovenian EU-Presidency focuses amongst others on human resources, talent and age 

management in public sector. Therefore, the Ministry of Public Administration of Slovenia as 

national CAF Correspondent commissioned a study to shed light on the relationships between 

the CAF and Human Resource Management and People. This study has been supported by the 

European CAF-Correspondents who provided the lists of Effective CAF User (ECU), made 

contact with the ECUs and gave high valuable feedback for the development of the 

questionnaire. On the part of the Ministry of Public Administration, Ms. Barbara Zupanc, Ms. 

Loredana Leon and Ms. Barbara Peharc accompanied the implementation of the survey and 

made important contributions to the findings of the report.  

 

The target of this study is to gain insights into the effects of CAF implementation on the Human 

Resource Management practice of public sector organisations. 

3 Design of the survey 

Between 2015 and 2021 244 public sector organisations received the label Effective CAF User 

(ECU). The ECU is a certification for excellent and innovative public organisations that is 

recognised at European and international level. It guarantees high quality and service orientation 

as well as an efficient administrative organisation towards the interest groups (citizens, 

customers, suppliers etc.) of a public sector organisation.2 

 

The CAF-Correspondents of the European CAF-Network provided the contact data and lists of 

the Effective CAF User of the countries. In total 244 ECU certified organisations have been 

collected and have been invited to fill out an online questionnaire in June 2021.  

 

The questionnaire was divided into two sections. While section 1 asked for ñrealò evidence about 

the human resource related measures in the CAF-Improvement Plans, section 2 asked for the 

ñexpert perceptionò, if the implementation of CAF had an impact on the human resource 

management and people. 

 

Section 1 provides an overview of Human Resource related measures in the CAF-Improvement 

Plans. This first section of the questionnaire is related to criterion 3 ñPeopleò of the CAF and 

asked with Yes/No option, if the CAF-Improvement Plans of the organisations include actions for  

Ç managing and improving human resources to support the strategy of the organisation 

(sub criterion 3.1),  

Ç developing and managing competencies of people (sub criterion 3.2) and 

Ç involving and empowering the people and supporting their well-being (sub criterion 3.3).  

 

Section 2 of the questionnaire is based on components of Human Resource Management along 

the Employee Life Cyle (ELC).3 The following nine components have been defined to measure 

the expert perception of the CAF-impact4: 

Ç Human Resource Strategy 
 

2 For more information on ECU check the website www.caf-centre.eu  
3  App, S. et al. : Employer Branding : Sustainable HRM as Competitive Advantage in the Market for High-Quality Employees; Management 

Revue, Volume 23, issue 3, 2012, p. 262 ff.  
4 Detailed definitions of the phases and fundamentals are listed in the glossary of the annex.  

http://www.caf-centre.eu/
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Ç Organisational Culture  

Ç Attraction 

Ç Recruitment 

Ç Onboarding 

Ç Enabling 

Ç Retention 

Ç Separation 

Ç Measurement of Human Resource Management Effects 

 

The question asked was: ñAfter the CAF implementation in our organisation, we could perceive 

that é.ò. Five possible answers between ñòno effectsò to ñactions were realizedò could be chosen. 

Figure 2: Components of Human Resource Management 

 
Source: KDZ (2021) 
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Within both sections of the questionnaire the answers could be further differentiated based on the 

following categories: 

 

Ç ñSize of organisationò ï up to 100 employees, 101 to 1.000 employees, more than 1.000 

employees 

Ç ñFunction of organisationò ï ñAdministrationò, ñPublic Servicesò, ñEducationò, ñHealth & 

Social Protection and Othersò5 

Ç ñLevel of Governmentò ï ñCentral Governmentò, ñLocal & Subregional Governmentò, 

ñState and Regional Governmentò 

Ç Also, the country of origin has been collected. However, due to the small numbers of 

respondents in some countries, no country-specific evaluation was carried out. 

 

In total 59 organisations responded to the questionnaire (24 percent). 

Categories of the responding organisations  

 
Source: KDZ (2021) 

 

5 ñFunction of organizationò follows the traditional categories of the European CAF-Database and has been compiled based on the majorities of the 
respondents. 

Categories

Number of 

organizations Percentage

Size of organisation up to 100 employees 31 53%

101 to 1.000 employees 22 37%

more than 1.000 employees 6 10%

Function of organisation Administration 17 29%

Public Services 19 32%

Education 13 22%

Health & Social protection 6 10%

Others 4 7%

Level of Government Central Government 19 32%

Local & Subregional Government 14 24%

State and Regional Government 19 32%

Others 7 12%

Country Austria 6 10%

Bulgaria 11 19%

Finland 1 2%

Germany 2 3%

Italy 14 24%

Poland 3 5%

Portugal 5 8%

Slovakia 7 12%

Slovenia 5 8%

Others 5 8%

In total 59 100%
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Figure 3: Invited and responding ECU certified organisations 

 
Source: KDZ (2021) 
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II  Results of the survey  

1 Human Resource Management and People in CAF Improvement-Plans 

Criterion 3 of the CAF covers ñPeopleò with the three sub-criteria listed below. The participants 

have been asked which of the given CAF examples within each sub-criteria were covered in the 

CAF Improvement Plan(s) of their organisation. The following questions have been put to the 

contact persons of the ECU certified organisations: 

 

Please review your CAF Improvement Plan(s) and check which actions are related to Human 

Resource Management to answer the following question: 

Which of the following examples of Sub-criterion 3.1/3.2/3.3 were covered in the CAF 

Improvement Plan(s) of your organisation (maximum of 4 answers per sub-criterion possible)? 

 

The first findings are that 58 percent of the CAF-Improvement Plans contain measures for the 

improvements of human resource management (Sub-criterion 3.1). Significantly lower values 

show human resource development (Sub-criterion 3.2) with 36 percent and involvement and 

empowerment of the people with 40 percent (Sub-criterion 3.3). 

Figure 4: Human Resource Management and People in CAF-Improvement Plans (Median) 

 
Source: Survey Effective CAF Users, KDZ 2021 

  

Sub-criterion 3.1 
Manage and improve 

human resources to 
support the strategy of 

the organisation

58%

Sub-criterion 3.2
Develop and manage 

competencies of people
36%

Sub-criterion 3.3 
Involve and empower the 
people and support their 

well-being
40%

Median of approval
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A closer look at the examples which have received more than 50 percent approvals reveals in 

which fields of People the CAF has the highest impact. Those are covered by the CAF-

Improvement Plans of at least every second organisation: 

Figure 5: Top rated measures (examples) in the CAF-Improvement Plans 

 

Source: Survey Effective CAF Users, KDZ 2021 

  

[3.1] Ensure the 
necessary competences 

and capabilities [...]
59%

[3.3] Promote a culture of 
open communication 

and dialogue and 
encourage teamwork.

76%

[3.2] Implement a human 
resource development 

strategy/plan [...] 51%

[3.1] Analyse current and 
future human resource 

needs [...]
61%

[3.3] Regularly conduct 
staff surveys [...] 59%

[3.1] Support a 
performance culture by 

defining performance goals 
[é]  and monitoring the 

performance [...]
58%

Yes No
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1.1 Sub-criterion 3.1 ï Manage and improve human resources 

The management of human resources and knowledge is vital to ensure effective and user-centric 

public service delivery. Lasting trends like digitalization, New-Work etc. and a general shift in 

requirements of a good employer (meaningful work, flexibility, work-life balance etc.) force public 

sectors to rethink their human resource strategies. ñA comprehensive approach to managing 

people, the workplace culture and environment is a key part of strategic planning in an 

organisation. Effective human resources management enables people to contribute effectively 

and productively to the organisations overall mission, vision and the accomplishment of the 

organisations objectives.ò6  

Figure 6: Measures to manage human resources in the CAF-Improvement Plans of the 

organisation (Sub-criterion 3.1) 

 
Source: Survey Effective CAF Users, KDZ 2021, Detailed results concerning size and function of the organisation 

and level of government see Annex Table 1   

 

58 percent of the certified CAF-Users include measures for the further development of Human 

Resource Management in the CAF-Improvement Plans. In detail the results show: 

 

Ç Personnel requirement (61 percent), competence management (59 percent) and 

performance culture (58 percent) have the highest priorities in the CAF-Improvement 

Plans. 

Ç While personnel requirement (Analyse the current and future human resource needs) is 

on the top the detailed analysis shows that medium sized organisations (between 101 and 

1.000 employees) and Central Government are even higher affected by this topic with 73 

and 79 percent.  

 

6 See CAF 2020 guideline: https://www.eipa.eu/wp-content/uploads/2019/11/CAF-2020.pdf (2.8.2021) 
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Ç Regarding competence management (59 percent) it is noteworthy that this topic is 

particularly important in large organisations (83 percent) and in the social and health 

sector (83 percent). 

Ç Measures for performance management (e.g., performance goals, monitoring and 

dialogue) are subject of 58 percent of the CAF-Improvement Plans but show special 

importance in large organisations (67 percent), the public service sector (74 percent) and 

the Central Government (74 percent). 

Ç New values highlighted in CAF 2020 such as principles of fairness, political neutrality, 

merit based, diversity, equal opportunities etc. are not ñhot topicsò in the CAF-

Improvement Plans of the surveyed organisations. The low result of 31 percent can be 

attributed to the fact that this was newly introduced in CAF 2020. The detailed analysis 

shows that medium sized organisations (between 101 and 1.000 employees) and 

organisations from health and social sector are more aware of these principles with 45 

and 67 percent.  

 

One of the main measures for human resource management is the Human Resource Policy or 

Strategy. With 47 percent and 33 percent for large organisations (more than 1.000 employees) 

this is rated under average. One explanation can be that many organisations donôt have the 

competence or responsibility to decide on this issue. Nevertheless, a deeper analysis would be 

needed.   
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1.2 Sub-criterion 3.2 - Develop and manage competencies of people 

The employees deliver public services at the front to fulfill stakeholders needs within a dynamic 

and complex framework of different interests, obligations and policies (e.g. Law, Politics, 

Demography, Sustainability, Diversity etc.). The identification, development and management of 

peopleôs competencies is therefore crucial for the success of public sector organisations. 

ñIndividual competence development plans and regular performance dialogues prepare the 

ground for supporting staff to assume greater responsibility and to take more initiative to 

continually develop the organisationôs competencies. When this is in line with its strategic goals, it 

fosters peopleôs performance and supports a dynamic working culture also by promoting 

innovative training methods (e.g. e-learning, multimedia approach, design thinking approach).ò7 

Figure 7: Measures to develop and manage competencies of people in the CAF-

Improvement Plans (Sub-criterion 3.2) 

Source: Survey Effective CAF Users, KDZ 2021. Detailed results concerning size and function of the organisation 

and level of government see Annex Table 2 

 

7 See CAF 2020 guideline: https://www.eipa.eu/wp-content/uploads/2019/11/CAF-2020.pdf (2.8.2021) 
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36 percent or every third organisation confirmed that developing and managing competencies of 

people is covered in the CAF-Improvement Plans. Compared to sub-criteria 3.1 "Human 

Resource Management" this is a significantly lower value. Nevertheless, half of the CAF-

Improvement Plans deal with human resource development strategies and plans (51 percent) 

and innovative forms of learning (49 percent). In detail the results show: 

 

Ç Human resource development plans and strategies are more relevant for medium sized 

organisations (59 percent) and at the Central Government level (74 percent).  

Ç Innovative forms of learning are more firmly anchored in the large organisations (67 

percent) and the education sector (69 percent). 

Ç The other fields of human resource development like mentoring and coaching of new 

people (41 percent), individual competence development plans (36 percent), promotion of 

modern learning methods (36 percent), leadership development programs (31 percent), 

impact assessment of the trainings (29 percent) are rated significantly lower. The detailed 

analysis shows interesting deviations (e.g., 67 percent of the larger organisation include 

leadership programs in their CAF improvement plans).  

Ç Talent management is at the bottom of the list and is only found in 14 percent of the CAF 

Improvement Plans. Although this may be due to a lack of competences and 

responsibilities, it is still a future issue for the public sector that requires more attention. 

 

In general, the survey shows that the effect of the CAF on personnel development is significantly 

less pronounced than on human resource management. The data shows that the implementation 

focus in this fields lies in the definition of strategic HRM development plans, establishment of 

innovative learning formats as well as supporting newcomers with mentoring and coaching 

activities. Individual interventions (e.g., individual HRM development plans, leadership training 

etc.), the evaluation of training programs as well as measures to attract talents seem to be less 

relevant activities within the CAF Action-Plans. 
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1.3 Sub-criterion 3.3 ï Involve and empower the people and support their well-being 

ñPeople involvement is creating an environment in which people have an impact on decisions and 

actions that affect their jobs. Management and employees actively cooperate in developing the 

organisation, breaking down organisational silos by creating dialogue, making room for creativity, 

innovation and suggestions for improving performance. People should be assisted in order to 

achieve their full potential. The proper execution of people policies depends upon all leaders and 

managers throughout the organisation demonstrating that they care about people issues and 

well-being, and that they actively promote a culture of open communication and transparency.ò8 

Figure 8: Measures to involve and empower the people and support their well-being in the 

CAF-Improvement Plans (Sub-criterion 3.3) 

 

Source: Survey Effective CAF Users, KDZ 2021. Detailed results concerning size and function of the organisation 

and level of government see Annex Table 3 

 

40 percent of surveyed organisations have elaborated measures in their CAF-Improvement Plans 

to better involve and empower the people and support their well-being. In detail the results show:  

 

Ç There is a high relevance for the item ñPromote a culture of open communication and 

dialogue and encourage teamworkò. 71 percent of surveyed organisations among all 

sizes, sectors and levels of government confirmed that this issue is of high relevance and 

often discussed in the CAF-Improvement Plans. 
 

8 See CAF 2020 guideline: https://www.eipa.eu/wp-content/uploads/2019/11/CAF-2020.pdf (2.8.2021) 
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Ç Also, staff surveys are widely used (59 percent) to gain feedback on their perception and 

motivation. The results show that especially large organisations with more than 1.000 

employees (83 percent) decide to implement or further develop their staff surveys in the 

CAF-Improvement Plan. 

Ç Every second organisation (47 percent) is developing measurements for gathering ideas 

and suggestions from the employees. The educational sector as well as Central 

Government and the Local Level show a high approval (57 percent). 

Ç The establishment of good environmental working conditions and actions to improve the 

work-life-balance of employees ranks between 34 and 39 percent. The data shows that 

every third organisation especially in the sector of health and social protection is active in 

this field. The comparatively lower approval may have its cause in the often-indirect 

influence and dependency on the decisions of higher authorities of the CAF implementing 

organisation or requirements of law. 

Ç The very low approval (22 percent, or every fourth organisation) in the field of paying 

attention to the needs of socially disadvantaged employees and people with disabilities is 

remarkable. The reasons are not fully clear. On the one hand public sector organisations 

in many countries act as role model for inclusion of people with disabilities and therefore 

further measures are not set after CAF implementation. On the other hand, it cannot be 

ruled out that awareness of the topic needs to be increased. 

Ç Providing adapted schemes and methods for rewarding people in a non-financial way are 

often predetermined by law and cannot be influenced by the CAF implementing 

organisation in a direct way. The results show that a small number of organisations (15 

percent) have incorporated related measures into their CAF-Improvement Plans. 

 

The data shows that CAF has the power to overcome bureaucratic traditions by creating a culture 

of open communication, dialogue and encouraging teamwork. This finding may also lie in the 

CAF methodology itself, where the members of the Self-Assessment-Group have to discuss in an 

open manner and share with leadership and colleagues their perceptions on the strengths, areas 

of improvements and improvement actions of their organisation. Also conducting staff surveys, 

setting up frameworks to gather ideas from employees as well as to include them and their 

representatives in change initiatives received a high level of approval.  

 

Furthermore, it is noticeable that measures where public sector organisations depend on 

decisions from higher authorities rank at the end of the scale (e.g. ensuring good working 

conditions, flexible working, fully correspond to needs of people with disabilities, rewarding 

people etc.). 
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2 Impact of CAF on Human Resource Management and People 

While the prior chapter assessed the ñrealò evidence of human resource related measures in the 

CAF-Improvement Plans, this chapter focuses on the ñexpert perceptionò if the implementation of 

CAF had an impact on the human resource management and people in the organisation. 

 

For evaluating the expert perception, the components of the employee life cycle as described in 

the chapter ñDesign of the surveyò has been used (see the following figure). The concrete 

question for each component (and the related activities) was:  

 

After the CAF implementation in our organisation, we could perceive thaté  

-) No effects 

-) Discussion took place 

-) Actions were planned 

-) Actions were realized 

-) No competence/responsibility 

 

Using the median of the answers ñActions were realizedò and ñActions were plannedò (percentage 

of approval) within the single components show the following results: CAF has an impact on 

human resource management between 38 and 63 percent. The highest impact can be observed 

for the ñMeasurements of HRM effectsò (63 percent), for the ñOrganisational Cultureò (61 percent) 

and for ñEnablingò (56 percent). This confirms the high values in chapter 1, which recorded the 

evidence in the CAF-Improvement Plans. The high result for the "Measurements of HRM effects" 

is reflected in the results for staff surveys (59 percent) and performance culture (58 percent). The 

high results for ñOrganisational Cultureò can be also seen in 71 percent of the CAF-Improvement 

Plans which include measures for ñpromoting a culture of open communication and dialogueò. 

Similar can be observed for ñEnablingò: 51 percent of the CAF-Improvement Plans deal with 

human resource development strategies and 59 percent with competence management. 

 

The impact on Recruitment and Retention is with around 50 percent significantly lower, but this 

still means that half of the organisations see an impact of CAF on these topics. Around 40 

percent see an impact of CAF on the ñHuman Resource Strategyò, the ñAttractionò and the 

ñSeparationò. Also, these fields reflect the results of chapter 1 so that a consistency between the 

evidence in the CAF-Improvement Plans and the perception of the ñCAF-expertsò can be 

observed.  
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Figure 9: Impact of CAF on components of Human Resource Management 

 
Source: Survey Effective CAF Users, KDZ 2021 

 

  

Human Resource 
Strategy 42%Organisational Culture 61%

Attraction
38%

Recruitment
51%

Enabling
56%

Retention
48%

Seperation
39%

Measurements of HRM 
effects 63%

Median of realized and planned actions

Onboarding
44%
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The components are subdivided into concrete actions. The following table presents those actions 

which have received more than 55 percent approval (actions were realized).   

 

Figure 10: Top rated realized HR-actions after CAF-implementation 

 

 

Source: Survey Effective CAF Users, KDZ 2021 

  

Organisational Culture: 
The internal 

communication has been 
improved.

69%

Organisational Culture: 
An employee survey has 

been conducted.
66%

Measurements of HRM 
effects: The 

competences of 
employees have been 

improved.

63%

Organisational Culture: 
The teamwork has been 

improved.
61%

Retention: The well-
being of employees has 

been improved [...]
61%

Enabling: Employees 
have been informed about 

the introduction of new 
procedures [...]

56%

Actions were realized Other

Measurements of HRM 
effects: The satisfaction 

level of customers has 
been improved.

56%
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2.1 Human Resource Strategy 

The Human resource strategy aligns strategic goals of the organisation with the activities of 

human resources to foster innovation and agility of the organisation, supporting the 

transformation of culture up to improving the motivation, satisfaction productivity and overall 

performance of the organisation. So, the focus of the survey here was designed around the core 

topics of the Human Resource Strategy public sector organisations usually concentrate on. 

Figure 11: Human Resource Strategy - After the CAF implementation in our organisation, 

we could perceive that é.   

 

Source: Survey Effective CAF Users, KDZ 2021. Detailed results concerning size and function of the organisation 

and level of government see Annex Table 4 

 

42 percent of the Effective CAF User observe improvements in the field of Human Resource 

Strategy after the CAF implementation. In detail the results show: 

 

Ç Every second organisation confirms that the HRM strategy has been adapted (27 percent) 

or it has been planned to adapt after the CAF implementation (22 percent). Especially 

Central Government as well as State and Regional Level took actions in this field. Smaller 

organisations have been more reluctant. 

Ç The HRM strategy goes along with the establishment of human resource development 

plans which contribute to the implementation of the HR strategy. The picture is nearly the 

same ï every second organisation reports that the HRM plan has been established (25 

percent) or has been planned (24 percent) after implementing the CAF. This item shows a 
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relatively constant approval among different public sector institutions, while the 

educational sector shows the lowest rate of approval (23 percent).  

Ç The sensitivity for diversity issues finds its way into public sector organisations. 46 

percent of surveyed organisations confirm that after CAF implementation actions have 

been planned or realized. This result apparently contradicts the very few measures on 

questions of supporting disabled people, which can only be found in 22 percent of the 

CAF- Improvement Plans. 

Ç Leadership development programs are perceived to be implemented (25 percent) or 

planned (17 percent) after CAF implementation, especially in organisations with more 

than100 employees. 

Ç Key performance indicators and a controlling system in HR have been also met with good 

approval among all functions of public sector organisations (40 percent). Improvements 

concerning talent management and employer branding range quite low. 12 percent of the 

Effective CAF Users observe activities (realized actions) in this fields. More than one third 

reports that there is no competence or responsibility for creating an employer brand. 

 

There is clear evidence that CAF effects the adaptation of HR strategies, the establishment of 

human resource development plans, the implementation of leadership development programs as 

well as further developments in the field of HR controlling. It is particularly noticeable that the 

Effective CAF Users perceive CAF as a driver for more sensitivity in diversity issues (46 percent) 

and a very low effect for attracting new employees (e.g., talent management program ï 20 

percent, employer brand ï 22 percent). Thus, summarizing the data CAF works to strengthen 

strategic HRM activities and training and development activities whereas in the field of new 

human resource topics like talent management and employer branding CAF has a low impact. 

2.2 Organisational Culture 

The culture of an organisation shows which routines, values and assumptions are accepted by 

leadership and employees of an organisation. The culture of public sector organisations also 

reflects the different tasks and responsibilities of a public authority and is a catalyst for all 

processes and proposals, whether they are accepted or not by the organisation. Culture is a 

hidden driver for organisational performance and innovation and hard to change in the short-term. 
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Figure 12: Organisational Culture - After the CAF implementation in our organisation, we 

could perceive that é.  

 
Source: Survey Effective CAF Users, KDZ 2021. Detailed results concerning size and function of the organisation 
and level of government see Annex Table 5  

61 percent of the Effective CAF Users perceive that CAF has led to further development of their 

organisational culture. In detail the results show: 

Ç The main impacts of CAF on organisational culture are the improvements of the internal 

communication (86 percent planned and implemented activities), employee surveys (78 

percent), teamwork (73 percent) and the openness for suggestions and improvements (71 

percent).  The data shows that these findings are valid for all public organisations 

surveyed regardless of size, function, or level of government. 














































