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INTRODUCTION 

Basic information  

The Project “Restructuring and Optimisation of Public Administration in Republic of 

Serbia” (hereafter: the Project) is financed from the EU IPA 20141 and implemented with 

the support of the World Bank.  

In the first phase of the project, the World Bank, in cooperation with relevant 

stakeholders in Serbia, prepared the following functional analyzes :  

1) Horizontal functional analysis of the “State administration plus” (94 

institutions at central level);  

2) Functional analyzes in the sectors of public services delivery: health, 

education, social protection, employment and compulsory social security;  

3) Functional analysis of the Ministry of Finance, and   

4) Functional analysis of the Ministry of Agriculture and Environmental 

Protection. 

All these functional analyzes offered recommendations for changes in the public 

administration of Serbia, based on which it was necessary to define the measures for 

optimization of a certain public administration subsystem, and then to ensure their 

implementation.  For this reason, within the project, a "Change Management Support Team" 

was formed (hereinafter: CMST), which brings together experts for functions that are 

important for managing change: (1) communication, (2) organisational development, (3) 

regulatory reform, (4) Human resources development and (5) Financial analysis. The CMST 

operates under the direct coordination of the Ministry of Public Administration and Local Self-

Government (hereafter: MPALSG) but it is available and provides all the necessary assistance 

to all other organizational forms in the sectors covered by the project. 

Each of the relevant ministries from the sectors covered by the project, in cooperation 

with the GPUP and other interested parties, prepared their optimization action plans, most 

of which became an integral part of the Action Plan for the implementation of the 

Government Program (hereafter: AP IGP)2 and part of the new Action Plan for the 

implementation of the Public Administration Reform Strategy in the Republic of Serbia 2018-

2020 (hereinafter: AP for the PAR Strategy)3, as well.  

                                                             
1 “EU IPA 2014 Trust Fund” 
2 The Government of the Republic of Serbia accepted the SP SPV in October 2017. 
3 Action Plan for implementation of the Public Administration Reform Strategy in Republic of Serbia 2018-2020 
(„Official gazette RS” no. 54/2018) 



   

  5 
 

Optimization Action Plans have their own narrative part and a tabular section with an 

overview of the optimization measures, which are arranged according to the respective fields 

of work, so that for each measure is the defined purpose, the expected result, the indicators 

of success (indicators) for 2017, 2018, and/or 2019 , responsible institution and partners with 

whom it cooperates. Each measure is aligned and linked to a strategic document in a specific 

department.  

The implementation of individual measures from the action plans for optimization and the 

achievement of expected results requires the acceptance and implementation of the change 

management concept. 

The Document  

The Document „Strategic Framework for Change Management“ is one of basic deliverables of 

the Project given that one of the expected long-term effects of this project is to support the 

establishment of the concept of change management in the implementation of public 

administration reform in Serbia. Given the estimates from the functional analysis of WB, 

Serbia lacks a strategic framework for change management, which would be the basis for the 

introduction of such a concept. In formal legal terms, this document is not a general act, but 

it is an educational and practical guide for all stakeholders in the implementation of public 

administration reform. Hence the purpose of this document is multiple:  

1) to offer a theoretical basis to anyone who wants to learn more about the change 

management concept, 

2) to be used as a handbook for organized change management to all practitioners who 

will work on implementing changes and achieving strategic goals in organizational 

forms in the public sector in Serbia, 

3) to present practical examples of organized change management that have been 

developed and / or proposed in Serbia as possible models for future reform activities, 

4) to propose a Training Program for strengthening the capacity of personnel to 

introduce the concept of managing public sector changes in Serbia. 

An integral part of this document is the Strategic Framework for Communication Activities in 

Change Management, with the accompanying proposal of the Action Plan of Communication 

Activities. 

General context  

Change is a constant factor, but it does not happen in isolation. External factors and current 

social circumstances in which a change occurs affects many aspects of change, just as the 

change has an impact on them. Preliminary research and work on which this document is 

based has shown that this interdependent factor is often neglected. 
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It is important to recognize that change management - as a concept and set of skills - is not 

widely used in reform efforts in Serbia4. This does not mean that there are no attempts to 

manage the changes, but that a mechanism has yet to be established to link coordination and 

communication at the horizontal and vertical level between various stakeholders and the 

public sector factors, and that the importance of leadership and timely communication is not 

sufficiently utilized in the implementation of the change. 

 

INTRODUCTION TO CHANGE MANAGEMENT 

Change management refers to any approach in the transition of individuals, teams, and 

organizations using methods designed to redirect resource use, business processes, budget 

allocation, or other modes that significantly transform the team or organization. It ensures 

that the results are achieved without difficulty and successfully in order to achieve lasting 

benefits throughout the organization, as well as beyond. In principle, each change implies 

action in terms of: (1) organizations, (2) people and (3) processes, PICTURE 1.  

 

 
 

This practically means that for the concept of change management we need to think about 

the answers to the following questions: 

                                                             
4 See World bank’s Functional analysis (2017) 

Organisation

PeopleProcesses 
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(1) What should be done? 
(2) Who should do it? and 
(3) How it should be done? 

The significance of the organization and the process is undoubted, but the impression that in 

the conditions that exist in Serbia, it is very important that we focus on the personnel in the 

management of changes, because the changes are most visible on them. The neglect of 

personnel issues during a change has a negative effect on the change initiative, because 

people will not want to abandon the previous mode of work, habits and organizational 

culture, and to adopt new ones. At the very beginning of the change management process, it 

is necessary to understand that:  

 There are no easy solutions, 

 Processes need to be adapted to changes that are being implemented, and not vice 

versa,  

 Changes require teamwork and leadership,  

 The change can not be implemented against the organizational culture, even when it 

is subject to change, 

 To communicate until everyone understands the purpose and reasons of the change.  

Change versus reforms  

It is important to distinguish the change from reform since they do not have the same 

meaning in practice. Reforms are just one way to provoke change; other ways can include 

new technologies or social changes, such as economic events, immigration or migration, etc. 

The reform is, as a rule, a planned, conscious process that is managed by the Government and 

which leads to improved public service delivery and better satisfaction of the needs of users 

(citizens, businesses, civil sector), and the change is the effect resulting from the reform 

process. The reform sets out the goals to be achieved (strategic goals), and the change shows 

how these goals are achieved. Managing change in this regard refers to the way to deal with 

the intended and, more often, the unwanted consequences of reform. 

Types of Change  

It is important that those who work on changes define what kind of change is expected, i.e. 

which is necessary or desirable. It is often necessary to create several types of changes at the 

same time. This will help the management to anticipate how the change will affect the 

organization and will, accordingly, guide communication, organize work or allocate resources, 

etc. Basic types of changes5 are: 

                                                             
5 Ackerman, L. (1997) Development, transition or transformation: the question of change in organisations. 
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 Development - improves or corrects existing aspects of an organization, often focuses 

on improving skills or processes. It can be planned or spontaneous. It is usually 

gradual, but it may also be abrupt. 

 Transition - it strives to achieve a desired state that is different from the one existing. 

It is a gradual, planned and radical change. 
 Transformation - requires changes to the assumptions on which the organization is 

based and its members. By nature it is radical.  

 

Change approach - cycle of change  

There are several different models of change that have been developed over the past several 

decades, but for the purpose of this document, the most famous Koter model (1995) is 

proposed. What is crucial about the different models of change is that everyone shows that 

it is not a linear process but a more continuous (constant, cyclical) process, PICTURE 2  
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The cycle of change in eight basic steps  

 

All these steps are equally important and should not be ignored, especially in countries in 
transition, such as Serbia. Special attention is needed for Step 2, which refers to the 
establishment of support for change by key stakeholders (decision-makers). Monitoring and 
Evaluation (Assessment of Objectives Completed, Step 7) is also very important and should 
not be missed, because every change process must be monitored and critically analyzed to 
adequately respond to unexpected.  

In order to ensure that all steps (phases) of the change are running smoothly, it is necessary 
to establish Change Management Framework. This framework consists of rational, 
emotional and process elements that can be used to manage the change and transition of an 
organization. The Change Management Framework gives managers a structure that will guide 
them through the process of change in order to achieve the desired results. In the end, it is 
very important that the middle and senior managers accept that it is not possible to manage 
changes without the follow-up of all these steps, and in their case, the stages of setting the 

Step 1
Еstablish the need for 

change

Step 2 
Establish an agreement and 

a change team

Step 3 
Set the vision and 

values

Step 4 
Communication and 

Engagement

Step 5 
Empower others

Step 6 
Set short-term goals

Step 7 
Monitor and 

evaluate

Step 8 
Consolidate 

Organizational 
Culture and 

Institutionalization



   

  10 
 

vision, communication and lair of others (incentive, delegating competencies, etc.) to provide 
a synchronized process of monitoring and evaluating the results achieved.  

Is change management really necessary?? 

Change management is not a guarantee for the successful implementation of reform 

initiatives, but a way to maximize their realization. As noted, the realization of the change will 

depend to a large extent on the commitment of the leader, on the manner of communication 

among stakeholders, on the disposal of all available resources, and in particular on the 

engagement of staff and their involvement in the implementation of the change. However, 

statistical data from over 1200 global organizations (PROSCI 2016) point to positive 

experiences.  PICTURE 3 shows this claim.  

Relationship between managing change and achieving planned results 
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Phases in a strategic approach to managing change  

Four key phases are recognized in the change management process:  

(1) Analysis: recognize the need for change, determine the type of change in question, 

consider the organizational culture; 

(2) Planning: determine responsibilities and deadlines; 

(3) Execution: implement, manage, and adjust to changes;   

(4) Evaluation: Reporting and revision of results.  

 

PICTURE 4 

                                                      RESISTANCE         
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Need  

Type of change 
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Implementation 
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change 
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This approach is based on the following assumptions: 

1) That the goals and expected results of the change are defined at the highest level of 
the management of the body / organization and that they are in line with the vision 
and general goals of the body / organization; 

2) That the strategic framework for change management has been agreed and agreed 
(confirmed, approved) by the top executives in the body / organization;  

3) That the change management team has been established, that its task, competencies 
are known, and that the necessary preparations have been made - exchanged 
information, initial consultative meetings, collected documentation, etc.. 

4) That plans are prepared (at operational, executive level) for managing changes with 
defined deadlines, responsibilities and outcomes. 

What after defining the strategic framework for change 

management? 

Formulating a strategic framework for change management (change) is the first and 
indispensable step in implementing a specific reform measure or activity. It gives direction 
and it starts working. Once it is determined, a change management team shall be formed - 
for the implementation (implementation) of a specific measure or activity (working group, 
commission, team for implementation, etc.).   

Creating a Change Management Team 

The Change Management Team should assemble all the functions we need in implementing 
a certain measure or activity (as a part of the overall measure). Team members are managers 
or officials and other employees in the body / organization that is the bearer of the measure, 
or in the partner authority with whom it is co-operating in the implementation of the 
measure. According to its structure, the Change Management Team should assemble 
members directly responsible for a particular function that is necessary when implementing 
a measure. The team can have multiple levels: higher (strategic or decision-making level) and 
lower (operational or level of direct execution). In any case, people who are in the body / 
organization responsible for the following functions should be brought together: 

1) Support the management in determining the vision and development strategy,  
2) Execution of personnel and human resources management, 
3) Financial planning and analysis, budgeting and salaries, 
4) Coordination or execution of monitoring and reporting activities on optimization 

measures on a whole body / organization, 
5) Internal and external communication to a new authority / organization, 
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6) IPA support for optimization 
7) Coordinating the team and maintaining contact outside the team.  

  
Team Change Management Teams therefore represent various functions, organizational 
units, or decision-making levels in the body / organization. It is useful that they have the ability 
to communicate and work skills in a team, have an impact on decision making in a body / 
organization, they are experienced in their jobs for which they are responsible. The team does 
not have to work on the implementation of the measure all the time, but it is necessary that 
the work within the change management team is understood as a priority for the body / 
organization.  

The Change Management Team initially prepares its own operational plan of work that should 
include the key activities to be carried out, their executors and with whom they cooperate, 
the source of funding and the budget (at least framework) and deadlines for execution, as 
well as the instruments for validation (confirmation) that the activity was carried out as 
planned - an indicator or indicator of success. Special attention should be paid to the risk 
analysis and other factors (external and internal) that can help or negatively affect the 
implementation of the change (so called "SWOT" factor analysis; PICTURE 5). 

Risk analysis involves assessing whether technical preconditions, quality data, financial 
resources, staffing potentials, motivation and willingness to perform and / or accept changes 
are met, what are the attitudes towards change, organizational culture, communicaton within 
the body / organization and outward, the influence of the environment, the level of customer 
service satisfaction, etc. In this way, the opticians will be recognized by the changes and will 
recognize the ways to overcome them and determine who and what should they do.  
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PICTURE 5 

„SWOT” 
factors 

Positive Negative 

Internal Strenghts 

What are we good at? 

What can we be satisfied with? 

What knowledge and resources do we 
have? 

Weaknesses 

Where are we not good enough? 

What are we unhappy with? 

What resources do we lack? 

External Opportunities 

What or who can help us? 

What have we not used enough? 

How can we improve our knowledge 
and resources? 

Threats 

Who or what can stop us? 

What seems to us as a "key problem"? 

What is the possibility of failure? 

 

Resistance to change  
Identifying and overcoming resistance to change is one of the most important components 

of the concept of change management. Resistance needs to be timely and properly 

recognized and targeted to act to overcome or appreciate in order to adapt to change 

management in order to achieve the desired goal. It is most often related to the function of 

communication. Usually it is necessary to consider all factors that can represent sources of 

resistance to change, and to draw up a Plan to Overcome Resistance to Changes, which 

should contain pro-active measures that are in advance, timely planned, prepared and 

implemented. 

In order to recognize the change resistance and understand how to overcome or import it is 

useful to consider the following:  

o How does one feel about the proposed change? 

o What kind of reaction can we expect about this? 

o What can we do about it? 

What is important for executives is to understand in advance that the resistance to change 

is not, as a rule, a negative phenomenon. This is the normal reaction to the unknown, 

whereby the individual naturally starts from his own experiences, previously experienced, 

which he projects on new situations and initiatives, in order to reduce the "personal risk" to 

a minimum.  
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Managers should understand the resistance to change (or the possibility of their occurrence) 

and their sources, and in advance prepare measures that will help them overcome, or adjust 

the change to the resistance. A strategic approach to managing change involves looking at all 

possible sources of resistance to preparation, planning measures to overcome resistance, 

within which communication with all subjects from which resistance is expected, as a rule, 

has a prominent place.    

 

Monitoring and evaluating the results achieved in the management of changes 

By monitoring and evaluating the achieved results, we determine the extent to which we have 

been successful in managing the change. This phase requires that we have all the necessary 

data (which have the necessary integrity). At this stage, the planning of a new change 

management cycle is practically the beginning - first of all in relation to the results that have 

not been achieved (or have not achieved their effects), i.e. in relation to the consequences of 

the results achieved (for example, it can be ascertained that the change in the organizational 

structure requires additional training for the full-time).  

The process of monitoring and evaluation 

Monitoring and evaluation of the results achieved is done during the overall management of 

the change, but it is definitely the key moment of completion of the activity - the realization 

of the change. In the process of monitoring and evaluating the results we are looking at: 

o Is and how much is the planned goal accomplished? 

o What are the experiences - what have we learned? 

o What needs or is it desirable to do? 

What should be monitored and evaluated? 

In the monitoring and evaluation phase of the results we need to determine whether and 

what the change has been made and what its effect is. In this regard, it is useful to consider 

the following issues at this stage: 

o How much initial need for change has been achieved? 

o How much is the need for change ending with the achievement of the planned 

result? If there is a misunderstanding in this respect, how will it be overcome? 

o To what extent is the change initiator satisfied with the achieved change? How 

satisfied are the employees and other interested parties? 

o How much results have been achieved in accordance with the original plan, in 

terms of quality, timely and utilized resources? 

o What are the experiences gained and how can they be used in the new cycle? 
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o What is the need for a new cycle of change and what? 

Method of monitoring and evaluation 

Activities on monitoring and evaluation of the results of a change involve the collection of 

data and information, their analysis and perception from different aspects, but always 

focused on what was planned to be done - the results of measure or activity. The sources of 

verification help in this, but in addition to looking at the indicators, it is necessary to examine 

the views of the stakeholders and their assessment of the achieved results.   

The methods of collecting and processing data can be very different and depend on the 

particularity of the measure being implemented or the circumstances under which the change 

is carried out. Usually they mean: 

 Consultative meetings, workshops, presentations, conferences 

 interviews and interviews with stakeholders 

 Reports, surveys, analyzes, etc. 
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STRATEGIC FRAMEWORK FOR CHANGE MANAGEMENT IN 
OPTIMIZATION OF THE PUBLIC SECTOR IN SERBIA - proposal 

This section will offer a proposal for a strategic approach to managing changes in the 
implementation of public sector optimization measures in Serbia in the period 2017 - 2019. 
This will include: 
 

1) Stakeholders analysis  

2) "SWOT" analysis 

3) Risk and resistance analysis and plan for their overcoming 

4) Monitoring and evaluating results 

Stakeholders analysis   
 

Given its competence and purpose the MPALSG should be the leading institution for 

managing change in public sector optimization (change management agent) at the horizontal 

level. In addition to this, a very important role should be: the Office of the Prime Minister, the 

Ministry of Finance (MF), the General Secretariat of the Government (GSG), the Republic 

Secretariat for Public Policies (PPS), the Information Technology Office and the E-Government 

(EGO), Ministry for EU Integration (MEI), National Academy of Public Administration (NAPA). 

In a wider sense, the interested parties are all other ministries and state administration bodies 

and institutions from various Public administration subsystems, as well. In addition to the 

above-mentioned, a significant role have the EU Delegation and the World Bank Office in 

Serbia. PICTURE 6 shows detail stakeholder analysis: 
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Title Role Significance Impact Remark - recommendation 

MPALSG Coordination, 
Execution 

Primary High A key institution: focus on it 

Cabinet of the 
Prime minister 

Support, 
Мonitoring 

Primary High Ensure communication and cooperation with 
MPALSG 

MF Support, 
Мonitoring, 
Execution 

Primary High Currently, it is primarily influential 
Ensure communication and cooperation with 
MPALSG 

GSG Support, 
Мonitoring 

Primary High Ensure communication and cooperation with 
MPALSG 

PPS Support, 
Мonitoring 

Secondary Medium  Ensure communication and cooperation with 
MPALSG 

EGO Support Secondary Low Ensure communication and cooperation with 
MPALSG 

MEI Support Secondary High Ensure communication and cooperation with 
MPALSG 

NAPA Support, 
Execution 

Primary Low Ensure communication and cooperation with 
MPALSG 

Other ministries 
and bodies  

Support, 
Execution 

Secondary High Ensure communication and cooperation with 
MPALSG 

ДЕУ Мonitoring, 
Direction, 
Support,  
Counseling 

Secondary High Ensure regular information and timely 
support 

Светска банка Мonitoring 
Support,  
Counseling 

Secondary High Ensure regular information and timely 
support 

„SWOT“ analysis  

 

By analyzing internal and external factors, which can have a positive or negative impact, we 

determine the key strengths, weaknesses, opportunities and threats to implement the 

desired change. By their observation, we recognize possible resistance with changes and we 

are considering variants for their overcoming. This is a key activity during planning, as its 

neglecting leads to a change not being realized within the planned time frame or achieving 

the expected effects. Actions that are planned to strengthen positive factors (strengths, 

opportunities) and mitigate the negative effects (weaknesses, threats). They can be very 

different, depending on the circumstances and peculiarities of each factor and its source. In 

any case, this way determines the right place for each of the concrete actions that we will 

take during the change management. PICTURE 7 gives an overview of factors that may be of 

importance when managing a change in execution of optimization measures at a horizontal 

level.  
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Internal factors External factors 

Strengths Weaknesses Opportunities Threats  

1. The need for change 

management has been 

confirmed by top 

executives in MPALSG 

and stakeholders 

2. The change 

management team 

(employed in MDULS 

and for the interspersed 

parties + CMST) has 

been established 

3. Experience in managing 

changes exists among 

team members 

4. Financial resources for 

the operation of the 

team are provided - at 

this stage 

1. At organizational level, 

not all interested 

parties are ready to 

manage changes 

2. Not all of the key 

features for managing 

change are developed, 

especially 

communication 

3. Managing change in 

optimization is not a 

priority activity for all 

team plans - too large a 

scope of jobs 

4. Internal communication 

is not recognized as an 

important function; the 

competencies of 

organizational units or 

delegated officials for 

this function are not 

defined everywhere 

1. Strong support and 

understanding by 

DEU and WB 

2. WB’s Functional 

analyzes indicate 

the status, 

directions and 

recommendations 

for change and are 

accepted (in 

principle) by all 

stakeholders 

3. Optimization 

measures are in line 

with the strategic 

objectives of the 

ministries 

4. There is sufficient 

space to adapt to 

the characteristics 

of the subsystem or 

to changes in 

external 

circumstances and 

the impact on the 

implementation of 

optimization 

measures 

1. Unexpected changes 

at the political level – 

changes among 

strategic goals or 

priorities 

2. The lack of a strategic 

approach to external 

communication with 

public service users 

3. Disposal or delay in 

enforcement affects 

the resistance to 

change - there is 

fatigue in the change. 

 

Risk and resistance analysis and overcoming them 
In order to conduct risk and resistance analysis and prepare adequate measures for their 

overcoming, the CMST will conduct on-line research on the attitudes of civil servants 

regarding public administration reform process. The research will point to potential critical 

points of resistance, attitudes to reform activities. Through trainings CMST will communicate 

with participants on risk and resistance factors and will support them to understand the 

importance of risk and resistance analysis and finding ways for their overcoming.   
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Other measures to overcome resistance to the changes that GPUP will initiate are the 

development of communication channels: magazines, internet presentations, social 

networks, as well as work on optimization measures through workshops, consulting meetings 

and training programs. 

Monitoring and evaluation of results achieved 
 

Different techniques of data collection and exchange can be used to monitor and evaluate 

the results achieved in the implementation of measures from the action plans for 

optimization (period 2017-2019). Reporting, communication and auditing within the EU IPA 

2014 project "Restructuring and Optimization in the Public Administration of the Republic of 

Serbia 2015-2018" are one of the ways to monitor and evaluate the results achieved: 

1) Reports on the work of the CMST and its members, in accordance with the 

Project Reference Framework, 

2) Joint monthly meetings MPALSG, DEU, WB and CMST, 

3) Meetings of the Steering Commette of the project, attended by 

representatives of all ministries responsible for the areas covered by the 

project, 

4) Communication tools developed through the project: magazine "Change 

Management", internet presentation www.upravljanjepromenama.gov.rs .   

According the ToR of the project one of the main tasks of the CMST is to monitore execution 

of the action plans for optimization by the involved departments, which involves the 

collection of data from the competent authorities, their processing and preparation of the 

consolidated report, with an assessment of the achieved results. 

These are methods for monitoring and evaluating the results that can be used through the 

project. Since the implementation of optimization action plans is part of the overall public 

administration reform process, AP IGP and AP for PAR Strategy, other types of reporting are 

also possible and evaluation of the implemented change.  

 

 

Change Management Support Team 

 

http://www.upravljanjepromenama.gov.rs/
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Annex 1 – Examples of Operative plans for implementation of 
measures from the Action plans for optimisation   

In the first phase of the project, the World Bank, in cooperation with relevant 

stakeholders in Serbia, prepared the following functional analyzes :  

1. Horizontal functional analysis of the “State administration plus” (94 institutions at 

central level);  

2. Functional analyzes in the sectors of public services delivery: health, education, social 

protection, employment and compulsory social security;  

3. Functional analysis of the Ministry of Finance, and   

4. Functional analysis of the Ministry of Agriculture and Environmental Protection. 

All of these functional analyzes offered recommendations for change. Based on these 

recommendations, each competent ministry, in cooperation with interested parties, 

prepared its Action Plans for Optimization: 

1. Action Plan for Horizontal Optimization - the lead institution is the Ministry of Public 

Administration and Local Self-Government; it was approved by the Council for Public 

Administration Reform in December 2017  

2. The Action Plan for Optimizing the Provision of Public Health Services – the lead 

institution is the Ministry of Health, which approved it in February 2018; 

3. The Action Plan for Optimizing the Provision of Public Services in Primary and 

Secondary Education – the lead institution is the Ministry of Education, Science and 

Technological Development; approval is expected; 

4. Action plan for optimizing the provision of public services in the sectors: (1) mandatory 

social insurance, (2) employment and (3) social protection – the lead institution is the 

Ministry of Labor, Employment, Veterans' and Social Affairs; it is approved in May 

2018;  

5. Action Plan for Optimization in the Agriculture Sector – the lead institution is the 

Ministry of Agriculture, Forestry and Water Management; it is approved in February 

2018; 

6. Action Plan for Optimization in the Environmental Protection Sector – the lead 

institution is the Ministry of Environmental Protection; it is approved it in May 2018; 

7. Action Plan for Optimization in the Ministry of Finance; it was approved by the Public 

Administration Reform Council in December 2016.  
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In cooperation with line ministries, project support and GPUP were agreed, on the basis of 

which the ЦМСТ prepared and implemented a set of trainings in the period March-May 2018 

on the topic "Change Management - Preparation of Operational Plan for Implementation of 

Optimization Measures" and "Managing Changes Using Management Techniques facts ". The 

following organizational forms took part in the Training Program: 

1. Ministry of Agriculture, Water Management and Forestry, 

2. Ministry of Environmental Protection, 

3. Ministry of Public Administration and Local Self-Government, 

4. Ministry for Labor, Employment and Social Affairs - Family and Social Care, 

5. Ministry of Finance, 

6. Directorate for Agrarian Payments, 

7. Treasury Administration, 

8. Government Human Resources Management Service, 

9. National Employment Service. 

The basic outcomes from these trainings were the Operational Plans for the implementation 

of the concrete measures that were previously planned in the Action plans for optimization 

within a specific sector. The approach was that "one model does not suit everyone". 

Understanding the nature of the necessary changes requires the answers to the following 

questions: 

o What is the scope of the change? 
o How many people will be influenced by the change? 
o Who will be affected? 
o Will the people affected by the change have the same or different views of 

the change? 
o What should be changed (process, organization, functions and jobs, staff, 

etc.)? 
o What is the time frame for the change? 

Certainly, a uniform approach to change management can provide stable support from all 
stakeholders. Such an approach should encompass:  

1) Examining the purpose and expected results of a particular change (eg the goal that is 
desired by implementing a specific optimization measure, the purpose and reasons 
for its implementation, etc.) 

2) Examining all factors that can be important for managing change (the so-called SWOT 
analysis) 

3) Identify key functions that are necessary to implement the change 
4) Creating a team from members who will be responsible for individual functions and 

implementation of the change 
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5) Agreement on methodology and key activities, especially regarding communication 
during change management 

6) Analytical and research phase 
7) Presentation of the first results and recommendations; public discussion and 

gathering comments, opinions and remarks 
8) Finalization, adoption (approval) and presentation (publication) of public policy 

documents, planning acts or normative regulations, etc. 
9) Provision of conditions for their implementation (training, financial or material 

resources, etc.) 
10) Monitoring and assessment of the achieved results; making recommendations for 

adjusting to the circumstances and the achieved change.  

OPERATIVE PLANS FOR IMPLEMENTING MEASURES FROM THE ACTION PLAN FOR 

HORIZONTAL OPTIMIZATION (AP HFA)   
 

The CMST supported development of the Action Plan for Horizontal Optimization 

(hereinafter: AP HFA) based on the recommendations of the World Bank's Horizontal 

Functional Analysis. After a broad consultative process, the plan was approved by the Public 

Administration Reform Council in December 2017. AP HFA contains 7 optimization measures 

within 4 related areas.  

1) Organizational transparency, 

2) Improving the organizational structure of public administration, 

3) Improve horizontal coordination 

4) Strategic management of human resources in public administration. 

 

For each measure, the expected result and the indicator of success for each year covered by 

the action plan - 2017 and 2018. 

The bearer of all optimization measures from AP HFA is MDULS, and the project and the CMST 

provide direct support in the implementation of all AP HFA measures. Below are the proposals 

of operational workplans for implementation.   

Important notice! Communication activities for each of the measures presented here are 
elaborated in detail in the Strategic Framework for Communication Activities. 
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Area 1 - ORGANIZATIONAL TRANSPARENCY  
Goal: The process of optimization is carried out with a special emphasis on the needs arising 

from the European integration process 

MEASURE 1.1: IMPROVED MANAGEMENT OF INSTITUTIONAL DEVELOPMENT FOR THE 

EUROPEAN INTEGRATION PROCESS 

Result: Improved planning of the institutional capacities necessary for the implementation 

of the Acquis   

Indicator for 2017: Amended Regulation regulating the principles for internal organization 

and job classification (systematization) in state administration bodies..     

 

SWОT 

Internal factors External factors 

Strenghts Weaknesses Opportunities Threats  

The measure is in line 

with the current EU 

integration process. 

Lack of personnel 

capacities in MPALSG. 

It is possible to provide 

support for the 

implementation of the 

measure, as it improves 

the process of 

harmonization with the 

EU regulations. 

Insufficient coordination 

between organizational 

forms. 

 

Operational plan for realization of measure 1.1 in 2017: Term 

1. The agreement of the MPALSG on how to implement the measure September 2017 

2. Engagement of the Project and CMST: additional research, analysis and 
preparation of a draft of the Regulation that regulates the principles for 
internal organization and systematization of positions in the state 
administration bodies 

October 2017 

3. Workshop for presenting results to MPALSG and other interested parties, 
in order to get comments and suggestions for the finalization of the draft 

November 2017 

4. Preparation of the final draft of the Regulation that regulates the 
principles for internal organization and systematization of positions in the 
state administration bodies 

November - 

December 2017 
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Area 2 - IMPROVING THE ORGANIZATIONAL STRUCTURE OF THE PUBLIC 

ADMINISTRATION   
 

Goal: Providing a strategic focus on the core functions of the state administration, pooling 

capacities for auxiliary functions and preventing further fragmentation of the public 

administration system 

 

МEASURE 2.1: ACHIEVING AN OPTIMAL RATIO OF THE NUMBER OF EMPLOYEES WORKING 

ON BASIC AND THOSE WHO WORK ON JOINT / SUPPORTING FUNCTIONS IN THE STATE 

ADMINISTRATION 

 

Result: Defining common / accompanying jobs in state administration, established standards 

for their implementation and standards for determining the number of employees who 

perform joint / accompanying tasks in the state administration. 

 

Indicator for 2017: „Guidelines for establishing standards for performing common / 

supporting functions and the necessary ratio of the number of employees working on basic 

and supporting functions in state administration bodies and holders of public authority“ 

 

 

SWОT 

Internal factors External factors 

Strenghts Weaknesses Opportunities Threats  

Horizontal functional 

analysis is a sufficient 

analytical basis for 

defining standards for 

determining the ratio of 

the number of employees 

who should perform joint 

/ accompanying tasks. 

Lack of personnel 

capacities in MPALSG. 

 

By establishing these 

standards, it is possible 

to more effectively 

focus the existing 

personnel resources on 

the performance of the 

basic tasks of the state 

administration body. 

Poor external 

communication and 

coordination between the 

organs can strengthen 

resistance with changes 

and optimization measures. 

 

Operational Work Plan for Measure 2.1 in 2017: Term 

1. The agreement of the MPALSG on how to implement the measure August 2017 

2. Preparation of a project task for the engagement of a consultant 

3. Engagement of a consultant for drafting a guideline 

August – September 

2017 
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4. Agreement on the methodology for preparing the draft guidelines September 2017 

5. 5. Consultant work on the drafting of guidelines: research, consideration of 

available documents and data, additional analytics, etc. 

6. 6. Questionnaire, if necessary 

7. 7. Semi-structured interviews and focus groups with key staff, if necessary 

8. 8. Preparation of a preliminary draft 

September - October 

2017 

9. Workshop for presenting results to MPALSG and other interested parties, in 

order to get comments and suggestions for the finalization of the draft  

October – November 

2017 

10. Preparation of final draft, preferably with options, and submission of MDULS for 

further processing 

November 2017 

 

MEASURE  2.2: SETTING UP CLEAR RULES, CRITERIA AND CONDITIONS FOR ESTABLISHING 

NEW ORGANIZATIONAL FORMS IN THE PUBLIC SECTOR, IN ORDER TO REDUCE THE 

ESTABLISHMENT OF ORGANIZATIONAL FORMS WITH A SMALL NUMBER OF EMPLOYEES. 

 

Result: To norm criteria for establishing a new organizational form in the public sector 

(public administration). 
 

Indicator for 2017: Guidelines on Mandatory Criteria for Establishing a New Organizational 

Form   

SWОT 

Internal factors External factors 

Strengths Weaknesses Opportunities Threats 

Horizontal functional 

analysis indicates not a 

major institutional 

fragmentation at the 

republic level, and in 

cases of obvious 

overlap of 

competences and 

excessive synergy 

between the 

competencies of 

individual 

organizational forms. 

Lack of personnel 

capacities in 

MPALSG. 

 

1. The result of this 

measure has a 

positive impact on 

the optimization 

process at the 

republic level. 

2. In case of excessive 

resistance changes, 

this measure can be 

applied only in future 

cases. In this way, 

the future 

fragmentation of 

institutions on the 

In order to be effective, this 

measure requires that future 

criteria for establishing a new 

organizational form are 

consistently applied in 

practice. Any deviation will 

negatively affect the effects 

of this measure. 
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republican level will 

be prevented. 

 

Operational work plan for Measure 2.2 in 2017: Term 

1. The agreement of the MPALSG on how to implement the measure August 2017 

2. Preparation of a project task for the engagement of a consultant 

3. Engagement of a consultant for drafting a guideline 

August – September 

2017 

4. Agreement on the methodology for preparing the draft guidelines September 2017 

5. Consultant work on the drafting of guidelines: research, consideration of 

available documents and data, additional analytics, etc. 

6. Questionnaire, if necessary 

7. Semi-structured interviews and focus groups with key staff, if necessary 

8. Preparation of a preliminary draft 

September - October 

2017 

9. Workshop for presenting results to MPALSG and other interested parties, in 

order to get comments and suggestions for the finalization of the draft  

October – November 

2017 

10. Preparation of final draft, preferably with options, and submission of MDULS for 

further processing 

November 2017 

 

MEASURE 2.3: OPTIMIZATION OF THE INTERNAL ORGANIZATIONAL STRUCTURE OF THE 

STATE ADMINISTRATION BODIES, THE SERVICES OF THE GOVERNMENT AND SERVICES OF 

THE ADMINISTRATIVE DISTRICTS.  

 

Result: Establish an internal organizational structure in the state administration bodies, the 

services of the Government and the services of the administrative districts, so that it allows 

easier internal coordination and optimization of the work.  

 

Indicator for 2017: "Feasibility Study with Guidelines", which will re-examine existing ones 

and establish new standards for internal regulation in state administration bodies, 

government services and administrative districts and make recommendations for amending 

certain regulations.  

 

Indicator for 2018: An amended regulation regulating the principles for internal organization 

and systematization of the workplaces of state administration bodies. 
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SWОT6 

Internal factors External factors 

Strengths Weaknesses Strengths Weaknesses 

1) This measure 

provides an easy 

way to achieve 

fast optimization 

effects. 

2) There is 

sufficient 

knowledge and 

necessary 

information for 

the 

implementation 

of this measure 

3) The necessary 

political support 

is provided 7 

1) Lack of personnel 

capacities in MPALSG. 

2) There is a lack of 

agreement that such 

measures are applied 

consistently 

throughout the public 

sector (not only in the 

state administration). 

3) No civil servant in 

MPALSG is responsible 

for the 

implementation of 

this measure 

4) It is a question of the 

motivation of civil 

servants to be 

involved in the 

implementation of 

this measure because 

there are already too 

many analytical 

documents and 

studies that are not 

being implemented 

5) Insufficient quality 

data management 

6) The expected 

outcome should be 

more precise, it is 

necessary to 

harmonize AP HFA 

1) Positive effects 

of the 

implementation 

of this measure 

at the 

organizational 

and financial 

level. 

2) Most ministries 

have already 

agreed with the 

objectives 

expected from 

this measure 

3) Personnel 

management 

units in all 

ministries and 

state 

administration 

bodies are 

trained to 

implement this 

measure in 

practice 

4) This project and 

capacity of 

CMST are 

available to the 

bearer of the 

measures for its 

implementation 

5) Communication 

with human 

resource 

management 

1) The current complex and 

divided internal 

organizational structure 

for most authorities is a 

consequence of problems 

in the system of 

performance assessment 

of employees (civil 

servants) and its 

implementation requires 

the simultaneous 

implementation of 

measures to improve this 

component of human 

resources management. 

2) Insufficient good 

communication between 

officers and managers of 

the body 

3) The managers of the 

authorities are not 

sufficiently informed 

about the results of this 

measure. There is a lack 

of internal and external 

communication about 

the results expected from 

this measure. 

                                                             
6 Developed trough the training "Change Management: Preparation of Operational Work Plan", held by the 
CMST on March 21, 2018 in a joint organization with MPALSG and the National Academy of Public Administration 
7 At its session of 13 February 2018, the Public Administration Reform Council adopted the document "Feasibility 
study for the optimization of the organizational structure of state administration bodies in the services of the 
Government and the professional services of the administrative districts". 
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units is 

satisfactory to 

the personnel 

services 

 

Operational work plan for Measure 2.3 in 2017: Term 

1. The agreement of the MPALSG on how to implement the measure August 2017 

2. Preparation of a project task for the engagement of a consultant 

3. Engagement of a consultant for drafting a guideline 

August – September 

2017 

4. Agreement on the methodology for preparing the draft guidelines September 2017 

5. Consultant work on the drafting of guidelines: research, consideration of 

available documents and data, additional analytics, etc. 

6. Questionnaire, if necessary 

7. Semi-structured interviews and focus groups with key staff, if necessary 

8. Preparation of a preliminary draft 

September - October 

2017 

9. Workshop for presenting results to MPALSG and other interested parties, in 

order to get comments and suggestions for the finalization of the draft  

October – November 

2017 

10. Preparation of final draft, preferably with options, and submission of MDULS for 

further processing 

November 2017 

 

Operational work plan8 for Measure 2.3 in 2018: Term 

1. Establish a team for the implementation of a measure (working group) June 2018 

2. Consider changing and identifying strategic goals Јул  2018 

3. Analyze the current state (documentation, reports data, analyzes), determine 

the exact number of employees; analyze the cost of using the new model of the 

organization; carry out additional analyzes, consider, define and prepare a 

proposal for the selection of the best option 

August - October 

2018 

4. Review the draft change management strategy with MPALSG 

5. Prepare draft normative act 

6. Hold a presentation of the draft normative act, collect comments and 

suggestions for its finalization 

October  - November 

2018 

7. Prepare the final draft of the normative act 

8. Implement the adoption procedure 

November - 

December 2018 

 

                                                             
8 Developed trough the training "Change Management: Preparation of Operational Work Plan", held by the 
CMST on March 21, 2018 in a joint organization with MPALSG and the National Academy of Public Administration 
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Area 3 - IMPROVING HORIZONTAL COORDINATION  
 

Goal: Improved horizontal coordination in the development and implementation of public 

policies by relieving the Government and strengthening its strategic capacity  

 

MEASURE 3.1: IMPROVING THE EFFICIENCY OF THE PROCESS FOR THE PREPARATION OF 

LAWS, BY-LAWS AND OTHER ACTS AND STRATEGIC AND PLANNING DOCUMENTS 

 

Result: Improved cooperation between the authorities, at the expert level, in the procedure 

of preparing working versions of laws, by-laws, etc. in the procedure prior to the public 

hearing stage, i.e. prior to their adoption by the Government, but at the same time not to 

reduce transparency in the work of the Government 

 

Indicator for 2017: Guidelines for improving the cooperation of organs within the procedure 

for preparation of documents and acts on which the Government decides, with 

recommendations for amending the relevant regulations. 

 

SWОT 

Internal factors External factors 

Strengths Weaknesses Strengths Weaknesses 

The need to implement 

this measure is 

recognized by all key 

stakeholders: MPALSG, 

the General Secretariat 

of the Government, the 

Ministry of Finance, the 

Ministry of European 

Integration 

Lack of personnel 

capacities in MPALSG. 

This measure will 

improve cooperation 

between the bodies, at 

the expert level, 

efficiency and 

effectiveness of the 

process of preparing 

documents and 

regulations, which will 

lead to better 

regulation 

After regulatory changes 

have been made in 2018, the 

effects of this measure 

largely depend on future 

implementation in praxis. 

 

Operational work plan for Measure 3.1 in 2017: Term 

1. The agreement of the MPALSG on how to implement the measure August 2017 

2. Preparation of a project task for the engagement of a consultant 

3. Engagement of a consultant for drafting a guideline 

August – September 

2017 
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4. Agreement on the methodology for preparing the draft guidelines September 2017 

5. Consultant work on the drafting of guidelines: research, consideration of 

available documents and data, additional analytics, etc. 

6. Questionnaire, if necessary 

7. Semi-structured interviews and focus groups with key staff, if necessary 

8. Preparation of a preliminary draft 

September - October 

2017 

9. Workshop for presenting results to MPALSG and other interested parties, in 

order to get comments and suggestions for the finalization of the draft  

October – November 

2017 

10. Preparation of final draft, preferably with options, and submission of MDULS for 

further processing 

November 2017 

 

 

MEASURE 3.2: CONSOLIDATION OF FUNCTIONS OF STRATEGIC, OPERATIONAL AND 

FINANCIAL PLANNING AND INTERNAL CONTROL 

 

Result: Improved strategic and operational planning and internal control over the 

implementation of strategic and planning documents in ministries and other state 

administration bodies. 

 

Indicator for 2017: Information with analyzes and guidelines for the consolidation of 

functions of strategic and operational and financial planning and internal control, with 

recommendations for amending relevant regulations. 

 

Indicator for 2018: Amended regulation that regulates the principles for internal organization 

and systematization of positions in the state administration bodies and changes in other 

regulations to which it is stated in the Information with the analysis and guidelines. 

 

SWОT 

Internal factors External factors 

Strengths Weaknesses Strengths Weaknesses 

1. There is a need to 

improve the 

coordination of the 

planning function in 

the ministries 

Lack of personnel 

capacities in MPALSG. 

The implementation of 

this measure would 

create conditions for 

improving the planning 

function in all 

Insufficient capacity of the 

secretariats of ministries. 
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2. Certain planning 

coordination 

components have 

already been 

achieved (eg 

coordination of 

budget preparation, 

annual work plans, 

staffing plans, etc.) 

ministries, in a unique 

way. 

 

Operational work plan for Measure 3.2 in 2017: Term 

1. The agreement of the MPALSG on how to implement the measure August 2017 

2. Preparation of a project task for the engagement of a consultant 

3. Engagement of a consultant for drafting a guideline 

August – September 

2017 

4. Agreement on the methodology for preparing the draft guidelines September 2017 

5. Consultant work on the drafting of guidelines: research, consideration of 

available documents and data, additional analytics, etc. 

6. Questionnaire, if necessary 

7. Semi-structured interviews and focus groups with key staff, if necessary 

8. Preparation of a preliminary draft 

September - October 

2017 

9. Workshop for presenting results to MPALSG and other interested parties, in 

order to get comments and suggestions for the finalization of the draft  

October – November 

2017 

10. Preparation of final draft, preferably with options, and submission of MDULS for 

further processing 

November 2017 

 

Area 4 - STRATEGIC MANAGEMENT OF HUMAN RESOURCES IN THE PUBLIC 

ADMINISTRATION  

Goal: Long-term sustainable human resources for the needs of work on priority policies of the 

government 

MEASURE 4.1: CREATION OF CONDITIONS FOR KEEPING PERSONNEL IN STATE 

ADMINISTRATION BODIES WORKING ON BASIC AND PRIORITY TASKS WITHIN THE 

COMPETENCE OF THE BODY  

Result: Established personnel retention policy that is in line with the three-year planning cycle 

and the preparation of the program budget 

Indicator for 2017: Document "Human resources situation analysis with HR 

recommendations for keeping personel", which includes guidelines for amending regulations.   
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Indicator for 2018: Modification of the necessary regulations to be indicated in the „Human 

resources situation analysis with HR recommendations for keeping personel" 

SWОT 

Internal factors External factors 

Strengths Weaknesses Strengths Weaknesses 

There are developed 

analyzes and 

recommendations from 

various projects that 

point to the importance 

of appropriate policies 

for retaining quality staff 

in order to improve the 

work of the public sector 

Lack of personnel 

capacities in MPALSG. 

 

It is expected that the 

implementation of this 

measure will lead to a 

consistent and efficient 

human resource 

management practice 

in the state 

administration. 

Lack of understanding that 

the underdeveloped human 

resource system is an 

obstacle to the authorities 

to retain the best personnel 

working in the core 

business. 

 

Operational work plan for Measure 4.1 in 2017: Term 

1. The agreement of the MPALSG on how to implement the measure August 2017 

2. Preparation of a project task for the engagement of a consultant 

3. Engagement of a consultant for drafting a guideline 

August – September 

2017 

4. Agreement on the methodology for preparing the draft guidelines September 2017 

5. Consultant work on the drafting of guidelines: research, consideration of 

available documents and data, additional analytics, etc. 

6. Questionnaire, if necessary 

7. Semi-structured interviews and focus groups with key staff, if necessary 

8. Preparation of a preliminary draft 

September - October 

2017 

9. Workshop for presenting results to MPALSG and other interested parties, in 

order to get comments and suggestions for the finalization of the draft  

October – November 

2017 

10. Preparation of final draft, preferably with options, and submission of MDULS for 

further processing 

November 2017 
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OPERATIONAL PLANS OF WORK FOR IMPLEMENTATION OF MEASURES FROM 

OTHER RESOURCES ACTION PLANS - based on vertical functional analyzes9 
 

Sector: ENVIROMENTAL PROTECTION  

Area 1 Development of modern human resources management at the Ministry of 

Environmental Protection (MEP) 
 

Goal: Efficient human resources management, especially in terms of strategic planning and 

management 

MEASURE 1.1: ESTABLISH A PROACTIVE AND PLANNED DEVELOPMENT OF HUMAN 

RESOURCES AND EMPLOYEE TRAINING - ESPECIALLY IN THE INSPECTION SERVICES 

Result: Improved performance of the inspection service in MEP through strengthening of 

their administrative capacities and development of efficient human resources management 

Indicator for 2018: Analysis of needs for strengthening administrative capacity and human 

resources in inspection services conducted 

Indicator for 2019: Established internal policy (strategy) of HRM development in inspection 

services of MEP 

SWОT 

Internal factors External factors 

Strengths Weaknesses Strengths Weaknesses 

1. Employees in MEP 
are motivated to 
implement this 
measure 

2. There are employee 
information 
databases 

3. The Human 
Resources 
Management Unit 
has sufficient 
experience, 

1. A methodological 
approach to 
identifying 
functions and 
describing jobs is 
not applied 

2. In practice, there is 
no sufficient 
financial analysis 

3. The measures for 
optimization are 
insufficiently 

It is possible to provide 

professional support 

from other bodies and 

projects. 

1. Chronic lack of financial 
resources and existing 
financial consolidation 
policy 

2. Professional training 
and training are not 
equally accessible to all 
employees in inspection 
services (especially 
those working in 
administrative districts) 

                                                             
9 Developed during the training "Change Management: Preparation of Operational Work Plan", which CMST held 
in the period March - May 2018, in a joint organization with MPALSG and the NAPA. 
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knowledge and 
resources to 
implement this 
measure 

4. Organizational 
culture MEP 
recognizes teamwork 
as a value 

 

communicated 
within the MEP 

4. The policy of 
retaining quality 
staff is ignored 

5. Digital literacy of 
employees in 
inspection services 
is not at a 
sufficiently high 
level 

3. Information and 
communication 
equipment was worn 
out 

4. Unforeseen changes to 
regulations affect the 
organization of the work 
of the MEP 

 

Operational plan for measure 1.1 in 2018: Term 

1. The CMST conducts a preliminary analysis of the current situation and makes its 

recommendations 

June - July 2018. 

2. Establish a team for the implementation of a measure (working group) August 2018 

3. The members of the working group, in cooperation with other organizational 

units, analyze the current situation, ie consider the change and determine the 

proposals of actions and possible options; If necessary GPUP is included 

4. Employee questionnaire, if necessary 

5. Semi-structured interviews and focus groups with key staff, if necessary 

6. Preparation of a preliminary draft 

August – September 

2018 

7. Preliminary draft working group represents the management of the MEP to 

receive comments and suggestions 

October 2018 

8. Preparation of the final draft, preferably with options, and submission to the 

management of the MEP for further approval 

November 2018 

 

MEASURE 1.2: DEVELOPMENT AND HARMONIZATION OF ALL TASKS WITHIN THE 

COMPETENCE OF THE MEP AND THE FUNCTIONS IT PERFORMS IN ORDER TO ACHIEVE 

STRATEGIC GOALS IN AN EFFICIENT AND HIGH-QUALITY MANNER 

Result: The organization of work and the systematization of job positions in the MEP are in 

accordance with the obligations of achieving strategic goals 

Indicator for 2018: Organization and systematization of workplaces in MEP, which enables 

the implementation of new responsibilities arising from EU membership 

Indicator for 2019:   / 
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SWОT 

Internal factors External factors 

Strengths Weaknesses Strengths Weaknesses 

1. The current situation 
and shortcomings are 
known 

2. Adaptability of 
employees in the 
MEP to changes is 
high 

3. There are relevant 
analyzes in the field 
of human resources 
potentials (certain 
update is needed) 

4. The basic tasks within 
the competence of 
the MEP are at the 
top of the 
Government's 
priority (especially 
waste and waste 
water management) 

5. A research on 
employee attitudes 
regarding the current 
state of internal 
organization is being 
prepared 

6. Colleges of executives 
are regularly 
maintained - internal 
communication is 
primarily provided in 
this way 

7. Informally there is a 
good organizational 
culture (job 
introduction, internal 
communication) 

1. Large fluctuation 
(outflow) of staff, 
and it takes 2 to 3 
years to train new 
ones 

2. Internal 
procedures for 
training of 
personnel are not 
prescribed - how 
priorities are 
defined in terms of 
professional 
development 

3. Limited financial 
resources 

4. It is not a financial 
analysis of an 
internal staff policy 
- what is the "cost 
price" of the 
current situation 

5. The financial 
management 
function in the 
MEP is not 
positioned as 
primary supporting 
and auxiliary, so it 
does not provide 
sufficient support 
to other sectors 

6. Apathy and a lack 
of motivation for 
one part of 
employees - the so-
called "tired of 
change" 

7. Collegiums shall be 
held without 
conducting 
minutes and 
determining 
conclusions 

1. Support by this 
Project and CMST 

2. Office for IT 
(establishing 
cooperation) 

3. Portal “E-
Government” 

4. Coordinating body 
support unit 

1. Organizational 
discontinuity (the 
environment was 
under the jurisdiction 
of several different 
ministries ina past 
decade) 

2. It could lead to non-
fulfillment of 
obligations within EU 
integrations. 
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8. Insufficient training 
for program 
budgeting in 
accordance with 
organizational 
goals and strategic 
priorities of MEP 

9. Excessive volume 
of work per 
employee, on 
average 

10. Transfer of 
knowledge among 
employees is not 
regulated 

 

Operational plan for measure 1.2 in 2018: Term 

1. The CMST conducts a preliminary analysis of the current situation and makes its 

recommendations 

June - July 2018. 

2. Establish a team for the implementation of a measure (working group) August 2018 

3. The members of the working group, in cooperation with other organizational 

units, analyze the current situation, ie consider the change and determine the 

proposals of actions and possible options; If necessary GPUP is included 

4. Employee questionnaire, if necessary 

5. Semi-structured interviews and focus groups with key staff, if necessary 

6. Preparation of a preliminary draft 

August – September 

2018 

7. Preliminary draft working group represents the management of the MEP to 

receive comments and suggestions 

October 2018 

8. Preparation of the final draft, preferably with options, and submission to the 

management of the MEP for further approval 

November 2018 

 

Sector:   AGRICULTURE   

Area 1 Functioning of the Ministry of Agriculture, Forestry and Water Management 

(MAFWM) at the horizontal level 
 

Goal: Reducing costs and more efficient use of available financial resources 

MEASURE 1.2: FUNCTIONAL REALIZATION OF THE COMPETENCES OF THE ADMINISTRATION FOR 

AGRARIAN PAYMENTS 

Result: The Administration for Agricultural Payments is managed by the Farm Register in accordance 

with the law regulating this register. 
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Indicator for 2017: Agreed preparation of the Implementation Plan for the takeover of the Farm 

Register 

Indicator for 2018: Realization of the Farm Register from the Treasury Directorate  

Indicator for 2019: The Farm Register is conducted by the Administration for Agricultural Payments 

SWОT 

Internal factors External factors 

Strengths Weaknesses Strengths Weaknesses 

1. The existing register 
is well-managed and 
conceived 

2. Employees (who are 
currently working) 
are well trained to 
work with the registry 

3. Employees are 
motivated to 
implement this 
measure 

4. There are analytical 
documents and 
elaborates on the 
options for 
downloading - 
primarily in technical 
terms (the AJAX 
system envisages and 
defines the method 
of implementing this 
process) 

1. Financial resources 
are limited 

2. In the Action Plan 
for Optimization, 
the goal is not 
sufficiently 
precisely defined 

3. The vision of the 
registry in the 
future is not clear 
enough 

1. It is possible to use 

the documents 

that were prepared 

earlier: the Study 

on the 

Establishment of 

the Administration 

for Agrarian 

Payments from 

2007, the Plan for 

the Takeover of 

the Register 

(2016), the Action 

Plan (PG 11) 

2. The Government of 

the RS needs to 

monitor the 

implementation of 

this measure 

3. It is necessary to 

directly engage the 

managers of the 

Administration for 

Agrarian Payments 

and the Treasury 

Department 

1. There is a lack of clear 
political support for 
the implementation of 
this measure 

2. Conditions for the 
transfer of trained, key 
staff from the Treasury 
Department to the 
Administration for 
Agricultural Payments 
were not created 
simultaneously with 
the acquisition of the 
register. 

 

Operational plan for measure 1.2 in 2018: Term 

1. The CMST conducts a preliminary analysis of the current situation and makes its 

recommendations 

June - July 2018. 

2. Establish a team for the implementation of a measure (working group) August 2018 
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3. The members of the working group, in cooperation with other organizational 

units, analyze the current situation, ie consider the change and determine the 

proposals of actions and possible options; If necessary GPUP is included 

4. Employee questionnaire, if necessary 

5. Semi-structured interviews and focus groups with key staff, if necessary 

6. Preparation of a preliminary draft 

August – September 

2018 

7. Preliminary draft working group represents the management of the MEP to 

receive comments and suggestions 

October 2018 

8. Preparation of the final draft, preferably with options, and submission to the 

management of the MEP for further approval 

November 2018 

 

Area 2 Development of modern human resources management in the Ministry of 

Agriculture, Forestry and Water Management (MAFWM) 

Goal: Efficient human resources management, especially in terms of strategic planning and 

management 

MEASURE 2.1: ESTABLISH A PROACTIVE AND PLANNED DEVELOPMENT OF HUMAN 

RESOURCES AND EMPLOYEE TRAINING - ESPECIALLY IN THE INSPECTION SERVICES 

Result: Improved implementation of phytosanitary, veterinary and agricultural inspection 

services in MAFWM, through strengthening their administrative capacities and development 

of efficient human resources management 

Indicator for 2017: A working group for drafting a new Rulebook on organization and job 

classification in the MAFWM has been established, based on the recommendations of the 

World Bank. 

Indicator for 2018: Analysis of needs for strengthening administrative capacities and human 

resources in phytosanitary, veterinary and agricultural inspection carried out  

Indicator for 2019: Established internal policy (strategy) of human resource development in 

MAFWM inspection services   

SWОT 

Internal factors External factors 

Strengths Weaknesses Strengths Weaknesses 

1. The MAFW personnel 
are motivated to 
achieve the results of 
these measures 

1. A methodological 
approach to 
identifying 
functions and 

It is possible to provide 
expert support from 
other bodies and 
projects. 

1. Chronic lack of financial 
resources and existing 
financial consolidation 
policy 
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2. Data on employees 
are neat and well-
managed 

3. Requested 
implementation of 
measures and use of 
IPA funds 

4. Employees have 
sufficient experience, 
knowledge to 
implement this 
measure 

5. Organizational 
culture recognizes 
teamwork as value 

describing jobs is 
not applied 

2. In practice, there is 
no sufficient 
financial analysis 

3. The measures for 
optimization are 
insufficiently 
communicated 
within the 
MAFWM 

4. The policy of 
retaining quality 
staff is ignored 

2. Professional training 
and training are not 
equally accessible to all 
employees in 
inspection services 
(especially those 
working in 
administrative districts) 

3. Information and 
communication 
equipment was worn 
out 

4. Unforeseen changes to 
regulations affect the 
organization of the 
work of the MAFW 

 

Operational plan for measure 2.1 in 2018: Term 

1. The CMST conducts a preliminary analysis of the current situation and makes its 

recommendations 

June - July 2018. 

2. Establish a team for the implementation of a measure (working group) August 2018 

3. The members of the working group, in cooperation with other organizational 

units, analyze the current situation, ie consider the change and determine the 

proposals of actions and possible options; If necessary GPUP is included 

4. Employee questionnaire, if necessary 

5. Semi-structured interviews and focus groups with key staff, if necessary 

6. Preparation of a preliminary draft 

August – September 

2018 

7. Preliminary draft working group represents the management of the MEP to 

receive comments and suggestions 

October 2018 

8. Preparation of the final draft, preferably with options, and submission to the 

management of the MEP for further approval 

November 2018 

 

Sector: EMPLOYMENT   
 

Goal: Raise quality in providing National Employment Service (NES) services 

MEASURE 1.1: IMPROVEMENT OF THE PROFILING SYSTEM AND PROFESSIONAL ADVISORY 

WORK WITH THE UNEMPLOYED PERSONS IN THE NES 

Result: The process of certification of the employment advisors in the NES has been carried 

out; Realized training program for job counselors for advancement of advisory and profiling 

methods; Risk profiles of unemployed persons on the NES records developed in accordance 

with the new methodology 
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Indicator for 2017: The number of certified employment counselors and counselors for the 

employment of persons with disabilities has increased to 85% of the total number of advisors 

by the end of 2017.   

Indicator for 2018: 100% employment counselors and counselors for employment of disabled 

people NES are certified; The number of trained employment counselors and counselors for 

employment of persons with non-profitability is 25% compared to the total number; Number 

of unemployed persons with risk profile developed increased to 50% 

Indicator for 2019: The number of trained employment advisors and job advisers for 

employment of persons with non-profitability is 100% compared to the total number; 

Number of unemployed persons with risk profile developed increased to 80% 

MEASURE 1.2: IMPROVING THE EFFICIENCY OF THE EMPLOYMENT ADVISOR'S WORK IN THE 

NES BRANCH OFFICES FOR WORK WITH EMPLOYERS 

Result: A training program for job counselors for employers has been implemented, in 

accordance with the newly developed Training Program; The increased number of employers 

is familiar with the services and measures of active employment policy; Increased 

participation of persons with NES record in total employment. 

Indicator for 2017: The number of employer tours increased in 2017 compared to the planned 

number; Increased participation of employment of persons from the National Employment 

Service in total employment increased in 2017.    

Indicator for 2018: The number of employment advisers and counselors for employment of 

persons with disabilities who passed the newly developed Employee Training Program has 

been increased to 25% of the total number of advisers by the end of 2018; The number of 

contacted employers by the end of 2018 increased in relation to the planned number from 

the Project Operational Manual; Increased participation of persons with NES records in total 

employment in 2018 compared to 2017.   

Indicator for 2019: The number of employment advisers and counselors for employment of 

persons with disabilities who passed the newly developed Training program for employers is 

100% of the total number of advisers by the end of 2019; The number of employers' tours in 

2019 increased in relation to the planned number in 2018; Increased participation of persons 

with NES records in total employment in 2019 compared to 2018. 
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SWОT 

Internal factors External factors 

Strengths Weaknesses Strengths Weaknesses 

1. There are sufficient 
financial resources 

2. The internal network 
of trainers 
(educators) 

3. All necessary 
technical conditions, 
space etc. are 
available. 

4. There is sufficient 
experience in 
organizing internal 
training 

5. The redesign of the 
training program is 
underway (June / July 
2018) 

1. The vision of the 
training program is 
not harmonized 

2. There are 
differences 
between the vision 
and the specific 
outcome of the 
training program 

3. Employees are 
potentially 
saturated with 
trainings 

4. Due to the volume 
of work it is 
possible that 
employees will not 
be available for 
these trainings 

1. The realization of 

this measure can 

be supported by 

the World Bank 

Project 

"Improving the 

employment 

competitiveness" 

2. The CMST and the 

Project support is 

also possible 

1. Due to external factors 
that can not be affected, 
it is possible to break 
the deadline for a 
redesign training 
program 

2. Outflow of staff from 
the NES 

 

Operational plan for measures 1.1 and 1.2 in 2018: Terms 

1. Establish a team for the implementation of the measure (working group) within 

the NES 

June  - July 2018 

2. The members of the working group, in cooperation with other organizational 

units, analyze the current state, that is, consider the change and determine the 

proposals of actions and possible options; If necessary the CMST is included 

3. Preparation of the preliminary draft of the Training Program 

August - September 

2018 

4. 4. The preliminary draft document of the working group represents the 

leadership of the NES for comments and suggestions 

October 2018 

5. Preparation of the final draft, preferably with options, and submission to the 

NES management for further approval, followed by its implementation 

October - November 

2018 

 

Sector: SOCIAL PROTECTION  

Goal: Optimization in providing public services to social assistance beneficiaries 

MEASURE 1.1: OPTIMIZATION OF EXISTING RESOURCES (MATERIAL, FINANCIAL, HUMAN) 

IN SOCIAL PROTECTION INSTITUTIONS FOR CHILDREN WITH DISABILITIES 

Result: Development of other services in the local community and family support services 

with children in crisis 
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Indicator for 2017: Increase in the number of institutions that made the Transformation Plan 

Indicator for 2018: Normated detailed conditions and standards for the provision of family 

co-workers are standardized - MLEVSP rule 

Indicator for 2019: Increase in the number of licensed providers of other services in the local 

community and family support services with children in crisis 

SWОT 

Internal factors External factors 

Strengths Weaknesses Strengths Weaknesses 

1. Significant potential 
of employees in 
MLEVSP for adjusting 
to changes 

2. There is the 
necessary knowledge 
and experience (for 
the development of 
services to the 
community) 

3. There are dedicated 
transfers to support 
local self-government 
for community 
services. 

4. Normative conditions 
have been met - 
there is legal 
regulation 

1. Lack of staffing 
capacities in 
MLEVSP 

2. The ban on 
recruiting new 
staff is still in force 

3. Transformation 
plans developed 
by institutions 
have so far not 
been accepted in 
the MLEVSP 

4. There are no 
financial analyzes 
to show the costs 
and benefits of 
this measure 

5. Poor internal 
communication at 
the vertical level 
(managers-
officials) regarding 
the expected 
results of this 
measure 

1. It is necessary to 
use the MPALSG 
and Standing 
Conference of 
Towns and 
Municipalities 
authority more 
towards the units of 
local self-
government 

2. The possibilities for 
more active 
involvement of the 
NGO sector are not 
sufficiently 
considered 

3. Analysis of the 
expenditure of 
funds - more 
concrete control 
(concerns the 
functioning of local 
governments) 

4. Broad field 
consultations - 
consultative 
processes 
(multisectoral ...) 
 

1. Political changes and 
changes in leadership in 
the MLEVSP and local 
self-governments 
negatively affect the 
achievement of results 
of this measure; leads to 
a change in the priorities 
of the ministry, even 
local self-government 

2. Poor capacity at the 
local level for the 
provision of community 
services. Local self-
government is very 
difficult to take on 
obligations in social 
protection. There are no 
sanctions for local 
governments in this 
regard, so that they can 
not influence them. 
There are also local 
governments that do 
not have services in the 
local community. 

3. Cooperation between 
NGOs and local self-
governments is uneven. 
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Operational plan for measure 1.3 in 2018: Terms 

1. Define a project task for a consultant who will assist the MLEVSP in preparing 

the draft de-institutionalization strategy 

2. Engagement of a consultant 

3. Preparation of a preliminary draft strategy and presentation of MLEVSP 

June 2018 

4. Establish a team for the implementation of a measure (working group) June 2018 

5. The members of the working group in cooperation with, analyze the current 

situation, ie consider the change and determine the proposals of actions and 

possible options; Consider the plans for transformation of institutions that have 

been implemented so far; If necessary the CMST is included 

6. Questionnaire for local governments, if necessary 

7. Semi-structured interviews and focus groups with key staff, if necessary 

8. The members of the working group draft a final draft strategy 

August - October 

2018 

9. Preparation of plans for transformation of institutions for confirmation by the 

MLEVSP 

November 2018 

 

 

 

 

 

CMST 
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Annex 2 – TRAINING PROGRAM (Capacity development) 

Capacity development is a process through which individuals, organizations and societies 

gain, strengthen and maintain their knowledge, skills and abilities to perform tasks for which 

they are responsible for setting and realizing their own development goals. It is mainly about 

improving efficiency, often at the organizational level. 

The basic concept of change management implies a certain degree of individual or collective 

learning.  

Overview  

Training planning uses top-down approach to ensure that national and strategic plans are the 

basis for determining the necessary training in ministries.   

Optimization and change are dual-oriented processes: "from the bottom up and down to the 

top", which begin at the individual level and lead upwards in organizations to the performance 

and results of organizational units and ministries.   

In PICTURE 7 a chain of planning and training outcomes are presented.  

 Result    Planning 
Central level 

 

Influence      National Plans  

 
 Monitoring 

and 
evaluation  

 

    

Organisational 
level 

Outcome 

 
Monitoring 
and 
evaluation  

  Strategic and operative plans  

    

    

Individual level 

Performance  
Monitoring 
and 
evaluation  

Individual plans – objectives 

    

                      Implementation  

 

Activities for capacity development should be continuous and sustainable, which means that 

training and other development activities should continue after the completion of this project 

and the Project and CMST support, as this is the best way to ensure the full effects of the 

changes that will be achieved. Hence, MPALSG and NAPA should have a decisive role in 

defining specific training activities and topics related to the introduction and strengthening of 
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the concept of change management in public administration. Of course, education should be 

targeted at officers and employees who are directly involved in certain changes, regardless of 

the department they come from. It is also very important that training programs in terms of 

the training method, the topics to be addressed, the manner of exposure (work in training) 

and the time when certain topics will be reflected should be tailored to the specific business 

obligations of employees and deadlines for their execution.  

Training program for change management and optimization action plans 

In the process of implementing action plans for optimization, prepared on the basis of WB 

recommendations, the Training Program should support the implementation of concrete 

measures from these plans. It should be coordinated by MPALSG and implemented in 

cooperation with NAPA. In the process of preparation, it is necessary to consult the needs of 

the linear organs.  

The basic topics that are recommended are: 

(1) "Change management and public administration optimization: introductory training". 

The training should cover the basic issues related to the management of changes in 

the public sector, as part of a comprehensive process of reform and optimization of 

public administration. Target group are officials from all organizational forms in the 

public sector, and especially leaders of the lower and middle rank. The participants 

get acquainted with the training:  

‒ basic goals and directions of reform and optimization of public administration 

in Serbia, 

‒ the notion and concept of change management and the importance of correct 

management of changes for the process of optimization of public 

administration, 

‒ key components, a strategic and analytical approach to change management, 

‒ how to analyse all factors (internal and external, positive and negative) that 

can influence the realization of the change, that is, they become acquainted 

with ways to recognize and overcome resistance by changes, 

‒ how to recognize and involve all stakeholders in the change and 

‒ how to ensure timely and correct communication during the change, etc..  

The outcome of the Training is to acquire basic knowledge about change management 

and optimization in public administration. The training lasts one working day, the 

method of work is a lecture with presentation and discussion. 

(2) "Change management and public administration optimization: advanced level". The 

training program should, as a rule, be prepared based on concrete measures for 

optimization in a specific department or public administration as a whole. The target 
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group of this training is managers and employees in organizational forms that are 

actively involved in the implementation of a specific action plan (or measure) for 

optimization. Through this training, participants are introduced to: 

‒ goals, expected results and the purpose of concrete measures for optimization 

in public administration, 

‒ the concept of change management and its practical application in specific 

circumstances, possibly with examples of good practice in similar reforms in 

EU Member States, 

‒ how to identify all stakeholders and communication channels with them, 

‒ how to recognize key components and functions in the change management 

process and to form a change team in their organization, 

‒ how to set an operational work plan, 

‒ how to ensure proper identification and management of facts during the 

implementation of the change, 

‒ how to concretize resistance to change, understand their sources and select 

activities that will help overcome them.  

The outcome of the training is the draft operational plan for the implementation of a 

specific optimization measure, which can be practically applied. The training lasts one 

working day, the method of work is a lecture with presentation and discussion.  

In order to achieve full effects on the introduction and strengthening of the concept of 

management of changes in public administration, this Training Program, its outcomes and 

target groups should be constantly reviewed. This ensures both the sustainability and the 

applicability of the entire concept in the future. Therefore, in cooperation with MPALSG, 

NAPA and the CMST, other topics that are important for the development of capacities for 

change management, in particular those related to: improvement of internal and external 

communication, development of human resources, macro analytics, identification of key 

functions and processes, their organization, systematization and standardization.  

In order to ensure the objectives of the Training Program in addition to classic techniques 

(training in NAPA premises), methods will be applied that enable more training courses to be 

available, i.e. participants are maximally focused on training. In this sense, distance training 

(video technique) and multi-day training are appropriate.  
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