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>> Background

 Fertility rates are low, citizens are ageing,
public employees get older, less younger
people work for more older (dependency
ratio widens)

» Negative impact on costs, productivity,
growth....
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...and possible challenges as regards
public employment

» Decreasing productivity of public workforce

 Need to do more with less - how to make sure that Public
Sector delivers quality in the future with smaller workforce?

* Need to keep public sector work attractive while introducing
cost-efficiency measures

* Need to increase retention and employment rates while
introducing change processes, restructuring

 Need to introduce new recruitment, pay and pension systems
while avoiding discrimination amongst generations and
sexes?

> Need for intelligent, innovative solutions in a turbulent
environment
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Grand policy answers in most OECD
countries

— increase labor productivity and efficiency (and therefore no
need to replace the number of leavers)

» downsizing, pension reforms, reform of working conditions

« invest in skills, training, education in order to increase
productivity

— boost public employment participation
 Increase participation rates of older employees
» female participation

— make sure that public employment remains attractive
— support greater immigration
— Increase fertility rates

— introduce age management (health- knowledge
management)

— fight discrimination, enhance inter-generational fairness
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>> Focus of presentation

» Relationship between ageing and the reform
of Public Employment and HR policies

 Is it possible a) to do more with a smaller
workforce, b) enhance productivity and
efficiency of the workforce, ¢) and remain an
attractive employer who can retain the
existing employees and attract employees in
a more competitive context?

— First, focus on OECD and EU countries
— Second, focus on Japan
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>> Increase labor productivity and efficiency

e Talent pool is getting smaller, more
competition with private sector, higher health
and social costs, doing more with less
possible?

— Downsizing

— Restructuring, Outsourcing

— Civil Service reform

— Reform of Working Conditions
— Reform of pay, pensions

— Workforce planning

— Innovation
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Anticipated changes in employment
levels, OECD 2010

Decrease
Mo change expected
expected |28 countries)

(5 countries)

MNotes: Data for Canada, Chile and Mexico are not available.

Source: 2010 OECD Survey on Strategic Human Resources Management in Central/Federal Governments (question 17).
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Employment in general government
as a percentage of the labour force

(2001/2011)
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civil service — towards a core civil service?

>> Qualitative changes: The end of a broad
Japan as best practice?

« EU Member States decrease civil service
employment more than other employment
forms

— Decrease of number of civil servants with the
exception of few countries (DE, IT, PL, BG)
 In the future, civil service employment
only in core government functions?
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Different categories of staff by EU Member
State and EC in central public administration
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Do these administrative sectors belong to central civil

service or do they have their own civil
service systems?

Central government

Government agencies = Central
civil
Diplomatic service service
Judiciary = Specific
Police civil
service
Military
H Not
Education part of
civil
University service
Hospitals
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Differences between civil servant employment
and contract employment by issues (average)

(1=very much, 2=somewhat, 3=fairly little, 4=not at all)

recruitment procedures
job security

career development procedures

pay systems
right to strike

pension system

ethical obligations
holiday arrangements
working time arrangements

health insurance
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The end of life/time tenure? Termination of

(1=Yes, 2=No)

//

civil-servant employment by EU Member State
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A = Disciplinary reasons
B = Poor performance

C = Restructuring

D = Downsizing

E = Re-organisation

F = Economic difficulties
G = Other

H =Sum
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basis of 14 Indicators: Max Weber, Economy and Society,
pp.219-227 and pp. 1046-1092
0% = Bureaucracy, 100% = Post-Bureaucracy, Source: Demmke/Moilanen 2010
100

>> Bureaucracy: Measurement of Civil Service Systems on the
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>> Side effects: Ageing, Public Employment
after the crisis and emerging challenges

* Reforms and motivation, performance, attractiveness of
public employment?

— Reforms may lead to greater challenges in attracting and
motivating qualified personnel
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Impact of austerity measures at workplace
level (N=25 countries)

Source: C. Demmke/T.Moilanen, Effectiveness of Public Service Ethics and Good Governance, 2012
lowering of job satisfaction
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hierarchical and closed organisations to open

>> Enhance attractiveness: From traditional,
and flexible org. structures

* no exclusive ladder-based recruitment system
 possibility of mid-career and top-level hiring

e recognition of private-sector experience in
career development, pay and pension calculation
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Does recruitment in civil service generally take place
at the lowest level in the relevant administrative

sector, by type of civil-service structure?
(Frequencies in parenthesis)

Mainly yes  No Total
Career
Type of structure 50 (9) 50 (9) 100 (18)
civil-service
structure Non-career
structure 000 100 (9) 100 (9)
Total 3309 67 (18) 100 (27)
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The Government Workforce in the Future:
Changes In size, structure, status, skills and

composition

Status exercised by nationals

Discrimination

Dominance of male employment

Dominance of public law status

Dominance of experts, recruited on the basis
of qualification and expertise

“Stagnant” workforce

Status exercised also by non-
nationals, trend towards further
restriction to nationals

Principle of non-discrimination,
Diversity Management, Representative
Administration

Increase in female employment

Dominance of labour law status

Continuous adaptation of skills, ageing
public workforce, competency
management

Mobile workforce, restructuring,
shifting
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Removing established civil service principles. A revolution?
Anti-Discrimination and intergenerational fairness.

* Proyoung workforce: Removing seniority in pay

* Proyoung workforce: Removing promotion based on service years
* Proyoung workforce: Removing automatic holiday increases

* Proolder workforce: Avoiding discrimination in Perf. Assessments
* Proolder workforce: Obligatory Performance assessments for all

e Minus/Plus measure: Abolishing mandatory retirement age

* Proyoung workforce: Removing recruitment at entry level

* Plus/Minus measure: Aligning dismissal notices, align layoff
notice period for older workers with long tenures with the
standard notice period applied to younger workers

* Proyoung workforce: Knowledge management and mentoring by,
older employees
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Pro older workforce: Changing perceptions
and attitudes

e Older employees and productivity
o Older employees and sickness levels
e Older employees and costs

o Older employees and recruitment

— Negative stereotypes still need to be combated
actively. Many employers report that qualified
applicants should have at least a number of
working years remaining before retirement to be
invited to interview

— Individuals encounter age barriers in the labour
market as soon as their early 50s.
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>> Pro older workforce: Employers policies

e Ensure greater age neutrality in
employers’ personnel decisions, starting
with the hiring process, for example by
Introducing anonymous job application
procedures

« Actions here could include setting targets
of more neutral hiring rates across ages,
and systematic monitoring of hiring
decisions
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Where are we? Age related HRM strategies
iIn OECD countries

<\

Efficiency savings (downsizing, pension reforms, retirement
age) and decreasing need for new entrants

Enhance skills and educational levels

Improve workforce planning

Maintain public sector employment attractive
Reform of recruitment policies

Increase employment rates of older workers/women
Support greater immigration

Increase fertility rates

Knowledge management and coaching

Health management, reducing absenteeism
Anti-discrimination, changing perceptions
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Ageing and public employment. What is
specific about Japan?

One of the wealthiest/powerful countries in the world

Highest life expectancy, low fertility rate, oldest population in OECD
Oldest labour market work force but not in public service

Low immigration rate

High employment rates of male and older, low unemployment

Small Public Sector

Traditional career civil service

Mandatory retirement age

High age related spending on health and long term care

Low employment rates of women

Difficulty to combine public/private life (mostly for women)

— Gender gap very high, family burden on women, limited spending on
child care, parental leave etc.

> =LA LER, BABEOEREAN,,

HRPTRILBETNAIIILEEDOVDED

BELEVTEYHES. EUOHAER, OECDEEIZBLVTRIEVEEEER
FEHTHEOSERHIEENARZLE LA, AFEHMICIFTHTIEELHL
ELWBRER

ELEHEOSIESRE, KRIVAER

INS TR AN HER P

EHRBGEAREREDOATFEEFHE

TE & F#p

MESIZEHE S ERE - NEADZH

THEDIENFLESR

DNROMIAEEE GFITHHEIZTE-T)

- DU —F vy TINERBICKED, KEORFEEB, FETOERK
BRICH g HREMGEIHG E




Japan: By comparison, not an old workforce
but public/private competition

Percentages of employees aged 50 or older, GAG, 2011
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Changes in old age dependency rate and
participation older workers

Source : OECD, Ageing and the Public Service, 2007

Participation rate Projected change in the old-age dependency ratin, 2000-2050°

of 50-64 year olds, 2004 Moderate Large Very large

High Denmark, lceland, Norway, Sweden, | Canada, New Zealand Japan

Switzerland, United States
Average Netherlands, United Kingdom Australia, Finland, France, Czech Republic, Korea, Portugal
Germany, Mexica, Ireland

Low Belgium, Luxembaourg, Turksy Ausria, Hungary Greece, Italy, Poland, Slovak Republic,

Spain

1. Countries have been ranked into the three categories for each vaniable according to whether they are more than
one half of a standard deviation away from the mean for all countries.

2. Ratio of the population aged 65 and over to the population aged 20-64.

Source: OECD estimates based on data on participation rates from OECD Labour Force Statistics and old-age

dependency ratios from the OECD Demographic and Labour Force Projections Database. In Ageing and Employment

Policies, Live Longer, Work Longer, OECD), 2006.
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Another option: Need to close the
gender gap

» Raising female labor participation rates not
only improves gender equality but also helps
boost and maintain growth rates across

 If, over the coming 20 years, Japan raised its
female labor participation rate from 62
percent to 70 percent—that of its Group of
Seven industrial countries (G7) compatriots
excluding outlier Italy—then its per capita
GDP would be approximately 5 percent
higher.
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Labor Force Participation Rate for Women
In Japan, 2014

(Percent)

Labor Force Participation Rate for Women in Japan (DISCONTINUED) (JPMLFPWMNA)
Source: U.S. Department of Labor: Bureau of Labor Statistics
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Percentage of female employees in central

government compared to total labour force
(2005), OECD
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>> High-public employment rates, child
caring policies, fertility

e Some countries combine high employment
rates, professional child care policies and
high fertility rates
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Cross-country relation between female
employment rates and total fertility rates,

OECD, 2010
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>> Specific Japanese challenges?

e Attractiveness of Public Sector

Recruitment, Competition with Private
Sector

Public/Private Competition
Generational Fairness
Female Employment
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>> Conclusions

« Ageing is not only about age management

« Ageing has important side-effects on public
employment, processes, structures and the
future of employment

* Itis not “only” negative but also brings many
opportunities
— Reform of civil services
— Reform of HRM
— Discussion on public-private tasks
— Removing Anti-Discrimination
— Bringing generations together
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>> Ageing and HRM challenges

 The possibility to rethink the division of labour between
the public and the private sector and also as regards
civil servants and private sector employees

» Get professional workforce planning and improve data
management because of the need to reallocate HR
resources across sectors resulting from additional
demands for staff in other sectors (health)

* Achieve better health management and keep workers
longer in service, contain health related costs

 Aiming at generational justice and anti-discrimination
(young vs. old: men vs. women: immigrants vs.
nationals)
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Need to better evaluate the effects of Policy

Tools

Policy goals Adapting the structure of Contribution to maintaining
Cost containment Capacity maintenance the public service to wider  flexibility in the wider labour
Policy focus ageing challenges market
Workforce planning Positive, minor Positive, major MNone but can help promote Positive, major
wider changes
Retaining older workers
— Pension reform Paositive, major Some positive in the long MNone Positive
n
— Other incenfives At bestnone, butoverall can Positive Mone Positive
have a negative effect
Targeted recruitment Negative Positive MNone MNegative
Career management Positive, minor Positive MNone Positive, minor
Mobility MNegative, minor Positive Mone Positive, minor
Dther pension reform Positive, major MNone MNone None
Efficiency savings Positive MNegative unbess wvery well MNegative unless wery well Positive
planned across sectors planned across sectors
— Downsizing Positive MNegative, minor Mone Mepative, minor
— Pay reform Positive Positive Positive MNone
— Drganisational and
management reforms
Functional review and Positive if well managed Positive if well managed Positive if well managed MNone
rearganisation of public
service delivery
Reallocation of staff and None Positive Positive None
resources
Maintain flexibility of the MNone-but can help better Positive MNone MNone-but can help better
wider labour market plan and awoid crisis plan and avoid crisis

Source: OECDYGOV conclusions from case studies.
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Figure 6.1: Proportion of the population aged 15+ expressing the opinion that there are
not enough opportunities for older and younger people to meet and work together in
associations and local community initiatives, March 2009
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>> Strategy led by German Ministry of Interior

o Cooperation amongst Federal Chancellery
and (most) Ministries

* Each Ministry has Working group working
with clear objectives on ageing related issues

— Involvement of NGO’s and Private Sector
» Regular monitoring of objectives

* Reporting at regular summits (so far two !),
Including the participation of the Chancellor

— (Leadership support is vital !)
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