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Motivation

• Importance of civil service for effective governance
• Economic development & public trust in government
• Participation in EU policy-making & implementation of EU policies

• Civil service reform in Croatia 
• Regular revision of Civil Service Law since mid-2000s
• Lack of evidence regarding quality of implementation and staff 

experience with civil service management 



Croatian survey 

• Civil servants in ministries, agencies, local government and court 
administration

• Online survey
• Croatian language

• Survey period
• January – March 2020

• 7.020 respondents
• Response rate, ca. 20%
• Broad spectrum of civil servants
• 18 institutions with more 20 respondents



Demographics of respondents in Croatia
Proportion of survey 

respondents 
Gender Female 65%

Male 35%

Education No University Degree 25%

University Degree (BA, MA, PhD, Voc) 74%

Age Average number of years 42.1 years

Years of service Average number of years 14.0 years

Status

Upper management 19%

Lower management 15%

Supervision 6%

Technical-professional 23%

Administrative support 20%

Type of institution 

Central administration 53%

Agency 18%

Local administration 18%

Court administration 10%



Overview of results 
1. Work motivation is consistently high across all levels of public administration 
2. Turnover intention is comparably high, except for upper management 
3. Scope for improving job satisfaction, job engagement, public service motivation 

and integrity of civil servants 
4. Merit recruitment is widely practiced but still scope for expanding written exams
5. Job mobility is low, competitive advancement is uncommon and political 

connections are important for career advancement 
6. Performance evaluation processes tend to be incomplete and with little impact on 

salaries and career progression
7. Civil servants lament a lack of praise and recognition and a lack of encouragement 

to innovate at work 
8. Ethical leadership practices receive critical evaluation from staff
9. Generally, civil servants’ attitudes and experience with HRM vary greatly across 

institutions and groups of staff
10. The first National Survey of Public Servants in Croatia provides basis for effective 

monitoring and benchmarking of institutions in the future 



Desirable attitudes and behaviour of 
civil servants 

Job satisfaction 

Job engagement  

Work 
motivation 

Public service 
motivation

Commitment to 
public 

administration

Integrity 



Job satisfaction: 66% of civil servants agree or 
strongly agree that they are satisfied with their job

Job satisfaction is 
lower in Croatia than 
in Slovakia (72%) and 
Chile (79%).

Job satisfaction 
varies across 
institutions and 
groups of staff 



Job satisfaction differs across the state administration

At central level state 
administration and in the court 
administration, 60% agree or 
strongly agree that they are 
satisfied with their job. 

At local level state 
administration and in agencies, 
72% and 74% respectively 
agree or strongly agree that 
they are satisfied



Job satisfaction varies 
greatly across 
individual institutions

Variation in job satisfaction is 
higher among the central level 
institutions than between the 
levels of the state 
administration



Job satisfaction is higher among high-ranking 
managers compared to other ranks

78% of upper level 
managers agree or 
strongly agree that 
they are satisfied 
with their job versus 
65% for civil service 
average



Job satisfaction changes with years of service: It 
initially decreases but increases during later stages 
of one’s career

Female civil 
servants are 
slightly more 
satisfied with 
their job than 
male civil 
servants



Lessons from studying job satisfaction in Croatia
• Scope for improving job satisfaction in Croatian civil service 
But 
• Job satisfaction varies greatly across 

• Levels of the state administrations
• Individual institutions
• Hierarchy
• Years of service
• Groups of staff such as gender

ÞNeed to take into account variation when considering reform 
measures
ÞNeed to work closely with leadership of institutions when 

seeking to change civil servants’ attitudes 



Civil servants feel, on average, ‘often’ 
engaged by their job

Job engagement 
measured as an 
index of three 
questions 



Identifying the un-engaged staff: 60 – 65% of civil 
servants are often or always engaged but around 
20% are rarely or never engaged by their job 

Job engagement is higher 
at the local level and in 
agencies than at the central 
level and in the court 
administration. 

At the central level, the 
Ministry of Public 
Administration has the 
highest degree of job 
engagement. 



Civil servants in Croatia are motivated to work hard 

On average, more than 
80% of civil servants 
agree with statements 
that indicate their 
willingness to work hard

Work motivation is higher 
at the local level state 
administration

Upper management is 
more motivated to work 
hard than other ranks. 



Civil servants are motivated to serve society: 60% 
are willing to sacrifice themselves for the good of 
society

For comparison, in Slovakia 
62% of civil servants are 
willing to sacrifice themselves 
for the good of society 

Pro-social motivation is 
highest at the local level. It is 
significant below the average 
in the court administration. 

Pro-social motivation 
increases with age. 



Commitment to work in public administration: 
Nearly 30% of civil servants want to leave within 
the next two years 

20% of upper managers want to 
leave within two years but
around 30% of all other staff 

By comparison, in Slovakia 11% 
of civil servants want to leave 
public administration within the 
next two years. 

Turnover intention is relatively 
higher for central level and 
court administration staff



Variety of turnover intentions among civil 
servants 

83% of civil servants 
indicate that there is 
a lack of recognition 
of good work. 

Lack of recognition 
relevant across all 
levels of the 
hierarchy! 



Integrity of civil servants: Civil servants would 
rather not use their position for personal gain but 
nepotistic intentions are more accepted



But: the willingness to report ethical problems 
is low

40% of upper level 
manager would 
report ethical 
problems – but only 
30 per cent of their 
subordinates would 
dare to do so



Conclusion 
• Attitudes of civil servants in Croatia 
• Work motivation is high but scope for raising job satisfaction, job 

engagement, public service motivation and integrity
• Considerable proportion of staff with intention to leave public administration 
• Widespread perceived lack of recognition of effort and good work 

• Large variation in attitudes across institutions and groups of staff 
• Need to tailor reform initiatives and support activities to institutions 
• Work with leadership of institutions to improve attitudes of civil servants

• In future, need for more survey responses for more effective 
benchmarking of institutions 



Human resources management 
practices 

Recruitment and selection

Career advancement 

Performance evaluation

Salary management 

Job protection 

Job design

Leadership



Recruitment
Attraction to civil service 
Recruitment channels 
Assessment 
Selection criteria 



What has attracted civil servants to work in public 
administration? Job security and interest in work 
are most important 

Civil servants are less driven 
by income and the prestige 
associated with a civil 
service career. 

73% chose to work in the 
civil service because they 
are interested in the type of 
work. 

71% did so because they 
wanted to have a positive 
impact on Croatian society. 



Most civil servants learned about their first job in 
the civil service thanks to a public advertisement

Relative importance of informal, 
word of mouth recruitment has 
declined over time.  The role of 
the central job portal has 
increased in absolute and relative 
terms for the last 7-8 years. 

Compared to Slovakia (58%), word 
of mouth is less important in 
Croatia (25%) and formal channels 
of recruitment are more 
important.



Formalisation of recruitment over time: Central 
online job portal has grown in importance, while 
word of mouth has declined



Merit recruitment procedures are widely applied: 
80% has passed an interview, 60% have sat a 
written examination at entry point

In Slovakia, less than 50% 
of the civil servants 
passed a written exam 
when entering the civil 
service.

Reliance on written 
exams has increased over 
time. 

Recruitment without any 
assessment has declined 
over time and is very rare 
by now.



Growing importance of merit recruitment: 
Role of written examinations has continuously increased since early 2000s. 



Educational qualifications and job-specific 
skills are the most important selection criteria

Over time, education and job-
specific expertise have 
constantly remained the most 
important selection criteria. 

Over time, previous work 
experience has become more 
important. 

Personal and political 
connections have been 
important for a significant 
minority of civil servants.  



Personal connections: Help from family, friends or 
other personal acquaintances inside the civil 
service help getting a job in the civil service

For 11%, personal connections 
were very important to get the 
first job in the civil service. 

For 46%, personal connections 
played at least some role during 
recruitment. 

Importance of personal 
connections appears to have 
declined over time. 

Ministries of Interior and Foreign 
Affairs with highest mean for 
importance of personal 
connections



Recruitment: What to focus on? 
• Selection criteria 

• Scope for reducing political and, especially, personal connections at point of entry
• Personal and political connections are negatively associated with desirable attitudes of 

civil servants

• Announcement
• Growing role of central portal but word of mouth remains relevant
• Central portal associated with less politicization and nepotism at entry

• Assessment 
• Wide use of interviews and written exams 
• Interviews and written exams are associated with 

• Greater importance of merit criteria
• Less importance of political and personal connections 

• Recruitment practices vary across institutions, especially 
importance of connections
ÞContinue to expand role of central portal and merit assessment 

procedures to take advantage of their positive effects



Career advancement 
Mobility 
Advancement procedures 
Advancement criteria 



Job mobility: Most civil servants spend their 
career in the same institution 

Job mobility in Croatia 
(65% never change 
institution) and Slovakia 
(62% never change 
institution) is very similar. 

Most civil servants (45%) 
have never advanced to a 
better position (e.g. more 
responsibilities, more 
prestige, more salary) 
during their career.



When civil servants advance to 
a better position, they are 
mostly transferred within their 
own institution 

60% of civil servants who have 
advanced to a better position did 
so thanks to an internal transfer. 

Internal and public competitions 
for career advancement happen 
rarely



Job performance is the main condition for career 
advancement but personal and political 
connections are also important 

Job performance matters 
more for career 
advancement in the local 
and court administration 
and in agencies than in 
the central level 
administration. 

Political connections are 
most important at the 
central level 
administration. 



28% of the civil servants believe that political 
connections are ‘very important’ in order to 
advance to a better position in the civil service 

Political connections are 
more important at the 
central level

37% and 29% of lower and 
middle ranking managers 
believe that political 
connections to advance to a 
better position are ‘very 
important’. 



Career advancement: What to do next? 
• Job mobility

• Scope for increasing job mobility within and between institutions

• Career advancement criteria 
• Political connections perceived as important for career advancement, especially 

among lower level managers
• Perceived importance of political connections are negatively associated with 

desirable attitudes of civil servants 

• Scope for expanding competitions for career advancement 
• Competitive advancement is negatively associated with political connections and 

positively associated with merit criteria 

• Career advancement experience varies across institutions 
and ranks 
ÞConsider expanding competitive career advancement



Salary management 
Salary satisfaction
Salary sufficiency 
Salary criteria 
Salary competitiveness 
Salary bonuses 



Salary satisfaction and perceived sufficiency 
are moderate but salary incentives are weak

Salaries mainly increase 
with years of service.

Only 19% agree or strongly 
agree that good 
performance will be 
rewarded with a salary 
increase. 

Large differences in salary 
satisfaction and salary 
management between 
institutions 



55% of the civil servants receive salary bonuses and allowances 
but differences between institutions are large. Most bonuses 
amount to less than 10% of the overall salary.



Salary management: What to do next? 
• Salary satisfaction and perceived sufficiency are positively associated 

with desirable attitudes of civil servants
• Salary incentives are weak 
• Performance rarely leads to salary increases 
• Large variation in use of salary bonuses 

• Salary bonuses and performance-related salaries are both positively associated with 
salary satisfaction, salary sufficiency and, indirectly, with desirable attitudes of civil 
servants

• Salary experience and management varies across institutions 
ÞConsider expanding performance aspect and review of the salary 

bonus system in order to leverage positive effect



Performance evaluation 
Frequency of evaluations 
Evaluation process 
Consequences of evaluations 



80% of staff have had at least one performance evaluations 
during the last two years. But several agencies do not evaluate 
their staff, objectives are rarely agreed in advance (33%) and 
feedback is rarely provided (33%). 



Performance evaluations emphasise negative 
(rather than positive) consequences for civil 
servants’ careers

54% agree or strongly 
agree that a negative 
performance evaluation 
may lead to their 
dismissal. 

41% and 29% agree or 
strongly agree that a 
positive evaluation will 
lead to their career 
advancement or a salary 
increase respectively



Consequences of evaluations 
differ across institutions. 

Evaluations more influential 
in Ministry of Public 
Administration than in other 
institutions



Performance evaluation: What to do next? 
• Frequency of evaluations

• Ensure that institutions comply with requirements 

• Evaluation process 
• Ensure that managers agree objectives in advance and discuss the results of evaluation 
• Both ex ante agreement of objectives and ex post discussion of results are positively

associated with desirable attitudes of civil servants

• Consequences of evaluations 
• Consider more emphasis on positive effect of evaluations, especially, career advancement 
• Effective evaluations are positively associated with desirable attitudes of civil servants

• Performance evaluation practices differ across institutions 
ÞConsider working with managers to improve performance evaluation 

process and strengthen impact on career progression and salary rises 



Job protection 
Protection from dismissal 
Dismissal for poor performance 
Political change and job stability 



Most civil servants feel protected from 
involuntary dismissal

53% agree or strongly agree that it 
would be difficult to dismiss them 
from the civil service. 

32% believe that bad performance 
would lead to their dismissal 

39% agree or strongly agree that 
government changes affect their 
job stability 

Perceived job protection is 
generally lower at the local level 
and at the upper management 
level.



Job protection: What to do next? 

• Civil servants feel protected from involuntary dismissal

• Positive effect of the link between poor performance and dismissal is 
recognized by civil servants 
• Positively associated with desirable attitudes of civil servants 

• Some variation across levels of public administration and individual 
institutions but less compared to other areas of HRM



Job design 
Autonomy 
Job interest
Skills and training
Innovation on the job



Job design with focus on job autonomy, skill 
levels and encouragement to innovate 

97% of civil servants agree or 
strongly agree that they have 
sufficient skills to perform their 
job. 

69% of civil servants feel 
autonomous when doing their 
job. 

But: Civil servants feel less 
empowered to innovate (29%) 
and to influence (31%) the work 
of their department. 



Job design: What to do next? 
• Perceived skills and job autonomy relatively high 
• Both skills/competencies and perceived job autonomy are positively 

associated with desirable attitudes of civil servants

• Civil servants lack sense of empowerment on their job and in their 
department 
• Opportunity to influence departmental work and to innovate positively 

associated with desirable attitudes

• Civil servants lament lack of praise for their work 
• Receiving regular praise is positively associated with desirable attitudes

ÞConsider greater empowerment of staff and, for a start, encourage 
managers to praise their staff more often! 



Leadership 
Focus here on ethical leadership 



Do managers care for the well-being of their 
staff and do they practice ethical leadership? 

52% agree or strongly agree that 
their superior cares for their well-
being. 

Evaluations of ethical leadership are 
low: only 26% see ethical standards 
enforced. Only 32% discuss ethical 
principles with their superiors. 

Lower managers and tech-prof staff 
even more critical of their 
superiors. 



Ethical leadership 
varies across 
institutions: 

Several ministries 
with low ethical 
leadership 
evaluations 



Leadership: What to do next? 

• Leadership practices 
• Low evaluation of ethical leadership practices
• Ethical leadership consistently associated with desirable attitudes of civil 

servants – one of the largest predictors of desirable attitudes

• Major differences in the evaluation of ethical leadership across 
institutions, especially evidence when comparing ministries

ÞInvest in (ethical) leadership practices should be a priority of future 
reform initiatives 



Conclusion: What next for Croatia’s civil service? 
1. Work motivation is consistently high across all all levels of public administration 
2. Turnover intention is remarkably high, but also scope for improving job satisfaction, engagement, 

integrity and pro-social motivation. 
3. Growing role for central portal but word of mouth remains important: Consider initiatives to widen 

reach of portal
4. Wide application of merit exams and interviews, but still scope for expansion. 
5. Increase competitive career advancement to reduce importance of political and personal 

connections for advancement 
6. Work with managers to strengthen performance evaluation processes and positive impact on salaries 

and career progression 
7. Promote a climate that encourages innovation by all civil servants and better recognizes their work
8. Invest in quality of management, in particular, ethical leadership 
9. Work closely with the leadership of institutions to take into account large differences between 

institutions and groups of staff
10. Regular conduct National Survey of Public Servants in Croatia to increase participation, enhance 

benchmarking and capture change over time



Thank you! 


