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GERMANY

1. General context

The federal government launched the “Modern State – Modern Administration” programme on
1 December 1999 against the background of the changing social conditions to form the basis of a
comprehensive modernisation of the state and the administration. Inspired by the model of the enabling
state, it places particular emphasis on efficient administration. With this in mind, the efficiency of the
deployment of personnel and funds is to be much improved. Various projects have therefore been launched
within the framework of the programme which can be seen as being related to “motivated employees”. The
aim of these projects is to create a competitive personnel structure and to achieve greater staff motivation.
One of the 15 main projects envisages an amendment of Service Law. With the reform of the law on the
public service, the federal government wishes to give its staff a new outlook, to promote their willingness
to perform and to offer public employers greater scope to act with greater differentiation in terms of its
personnel.

The public administration is not currently facing difficulties in recruitment. With regard to the anticipated
demographic development, and the concomitant potential difficulties associated with recruiting skilled
staff in the future, steps are, however, being taken which are reflected in various main projects and
schemes within the “Modern State – Modern Administration” programme.

2. Problems identified in terms of the competitiveness of the public employer

The number of qualified applicants for the public service remains higher in Germany than the number of
posts advertised. The public administration hence has currently no difficulties in filling posts. This is also
because staff reductions of approximately 1.5% per year have been taking place in the German
administration for some years. There are recruitment problems in specific areas only, in which particular
specialists are needed, such as in information technology. The problems here are caused largely by the fact
that the competing private sector is able to offer higher levels of pay.

3. Programme and measures to cope with these problems or other plans

3.1. Legislative changes in this context

Using the selection criteria of suitability, performance and qualification, the public administration has been
able in the past to recruit particularly highly skilled staff in the face of competition from the private sector.
Furthermore, various steps have been taken recently which are intended to address the problems that have
occurred in past years in recruiting particular specialists in specific areas (cf. No. 2):
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i. Initial steps were taken to increase the performance element in pay in the 1997 Service Law
Reform Act (Reformgesetz für das Dienstrecht): This means:

•  the reward of outstanding performance by granting performance bonuses and allowances; and

•  promotion through the seniority ranks of the pay scales (which is linked to increased pay)
depending on specialist performance.

The intention is therefore to offer a fresh impetus to both existing staff and potential applicants.
In the context of the Pay Structure Act (Besoldungsstrukturgesetz) (cf. 2 below) these approaches
are being consistently elaborated on in order to increase staff willingness to perform and to give
public employers greater scope in pay to respond to needs, regional requirements and funding.

ii. On 17 January 2001, the federal Cabinet adopted the draft of an Act to Modernise the Pay
Structure (Gesetz zur Modernisierung der Besoldungsstruktur - Besoldungsstrukturgesetz). This
is one of the 15 main projects of the “Modern State – Modern Administration” programme and is
intended to make the law on pay more flexible. Public employers are to be given greater scope to
act in a more differentiated manner in the personnel area. Furthermore, staff are to be given a
new outlook and their willingness to perform is to be encouraged. The draft provides for the
following individual steps:

Introduction of payment bands each encompassing three pay scales – in the starting office and the
first promotion office of the executive and the administrative service. This means that a
university graduate can be recruited at pay scale A14 or A12, depending on “market
requirements”, not limiting recruitment to pay scale A13 as was previously the case.

Specific allocation/grading is no longer effected centrally, at the national level, but locally.

The public employer is given opportunities to differentiate regionally and according to sectors,
and to create performance incentives by increasing the number of possibilities for promotion.

Allowance for temporary performance of superior functions. This creates a possibility to
recompense financially the merely temporary assignment of tasks within managerial structures,
such as project work (up to a maximum of the third following pay scale). Furthermore, long-term
tasks typically assumed by the function-holder in question for a specific period only and which
mean increased special burdens, such as staff functions, may be suitably rewarded without
forgetting the temporary nature of these burdens.

Transferring regulatory competence for maximum achievable grades to the Länder. With a view
to achieving pay which is in line with functions and facts, the federal and Länder governments
have been empowered by a legal ordinance to set maximum limits for the number of promotion
posts for civil servants in their specific areas.

iii. A mechanism has already been created for reaching non-standard tariff agreements outside the
normal pay system particularly in order to be able to offer special incentives to recruit highly-
skilled specialists in special fields (IT in particular).
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3.2. Plans for improving the competitiveness of the public employer

In anticipating the foreseeable difficulties in recruiting skilled staff in the future, provisions have been
made for the following steps:

1. retaining the life tenure of civil servants, which guarantees this group of staff members greater
job security (although in the future this will no longer be the case in the most senior functions);

2. creating performance-orientated pay through variable payment;

3. making career structures more flexible;

4. undertaking targeted staff promotion through a wide variety of staff development programmes:

•  regular careers and promotion talks conducted by managerial and personnel staff;

•  promotion and development planning (assignment planning);

•  differentiated assessments;

•  promotion of women;

•  gender mainstreaming; and

•  targeted further training and qualification.

5. developing non-material incentive systems, such as:

•  a high standard of technical equipment;

•  flexible working hours;

•  teleworking;

•  flat hierarchies and sufficient scope to display initiative; and

•  a culture characterised by co-operative leadership, open communication, co-operation and
recognition.

Various main projects and schemes exist concerning this matter in the “Modern State – Modern
Administration” programme which can be seen as related to the “Motivated employees” reform area. Here
are a few examples:

•  the amendment to the Service Law (cf. above 3.1.);

•  personnel development;

•  the Federal Equality Act (Bundesgleichstellungsgesetz);
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•  the reform of the Service Law relating to teachers in higher education;

•  the examination of the tariff structures in the fields of science and research with a view to
increasing efficiency, competitiveness and motivation;

•  the re-design of the proposals system; and

•  the teleworking initiative.

Some of these projects have already been concluded and are now being introduced in all areas, for instance
the proposals system and the teleworking initiative, whilst others are well on the way and are likely to be
completed in 2002 at the latest.

A reporting system has been introduced for all projects. In addition to the annual progress reports,
developments are monitored in relation to particular milestones.

3.3. Policy of equality for women and men in the federal service

It is a declared aim of the federal government to implement equality for women and men and to eliminate
existing disadvantages. The “Women and Work” programme was adopted on 23 June 1999. Its aim is to
establish regulations and devise tools suited to advancing women’s vocational equality. The programme is
intended to improve women’s chances in labour markets and finding jobs, and hence to create greater
salary and income equivalence between women and men.

The Equality Act for the federal administration and the Courts of the Federation (Gleichstellungsgesetz für
die Bundesverwaltung und die Gerichte des Bundes) was adopted by the federal Cabinet on 13 December
2000.

The intention is to place greater emphasis on equality among the employees of the federal public service.
The necessary improvements and specific forms in this new Equality Act make the following provisions,
amongst others:

•  An individually-targeted quota arrangement: according to this, women are to be given preference,
taking the individual case into account, in those areas in which they are underrepresented in
comparison to men, and where they demonstrate equal suitability, qualification and performance,
in accordance with the specific aims of the equality plan, which is to be established by the offices.
This applies with the express inclusion of the functions entailing superior and managerial tasks,
both for all jobs and for promotions, enhancements, participation in promotion procedures and the
transfer of more senior service posts and jobs.

•  To give more concrete and binding form to the preconditions for equality plans.

•  To strengthen the competences and rights of the Equality Commissioners.
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4. Programmes and policies to encourage the current personnel in acquiring new skills or
competencies

The aim of the federal government is to purposefully encourage its employees as needed for efficient,
effective administrative activity. During the current electoral term, all ministries will establish personnel
development plans or elaborate and develop existing ones. These will open up possibilities to agree on
aims, and to engage in further training measures and individual development plans for staff. The aim here
is to recognise quality potential and to exploit these optimally through individual promotion measures.
There are, however, no key qualifications for the whole (federal) administration. Rather, it is a matter for
each individual department to establish these for their own areas. All departments have undertaken to do
so. In a working party in which all departments are represented, experiences are exchanged and paths
agreed together for the next procedure. In addition to specialist competence, the key qualifications cover
social, personal and methodical competences.

The target groups cover, in principle, the entire staff body. Some departments have already implemented
this, whilst others are currently concentrating in particular on management, and in some cases at case
officer level.

The measures have been adapted to the respective target groups and the needs of the individual
departments. Current points of emphasis in further training include topics such as computers in the
administration, the ability to function in a European context or managerial skills. Additional courses of
study and retraining measures will be offered in addition to further training which is already available.

Further training offerings must be paid for from the budgets of the respective authorities.

5. Overall assessment of these programmes

The aim of the programme is to meet the increasing demands made by technical, economic and social
change. In order to do so, it will be necessary to make good use of the potential offered by staff, and to
give them as many skills as possible (life-long learning). In addition to financial incentives, the intention is
for autonomy and competence to be the decisive motivating factors. It is too early, however, to evaluate the
steps that have already been taken. At present, the impact of those steps is being observed in order to be
able to make any appropriate adjustments.

6. Issues to be discussed

It should be stressed here that the federal government regards the “Motivated Employees” reform area in
the framework of the “Modern State - Modern Administration” programme as playing a significant role in
creating a competitive personnel structure in the public service. The planned amendment to Service Law as
a main project takes on a central role in this. In the framework of the discussions, therefore, both core
points of the amendment, namely the introduction of pay bands and the allowances system, should be
discussed in light of experience in other Member countries.


