Examples of good practice relating to developing skilled public services

Chile – innovation skills and abilities

Context
The Government of Chile has set out a vision to develop a more inclusive society, and sees public
sector innovation as a means to achieve it. But in order to achieve these ambitious goals, the
Government will need to improve the innovation-related skills and capabilities of the Chilean public
service. This report, the first of its kind on an OECD country, assesses the abilities, motivations and
opportunities in Chile’s public service for contributing to innovation, and provides recommendations
on how to further develop them

Good example
OECD work with the Chilean public administration investigated the different types of skills and abilities
that innovators and their managers use to innovate and manage innovation in the public sector. The
following abilities were identified:
•

listen to, and empathize with service users and other stakeholders, in order to discover the
challenges they face when approaching and using the service

•

knowledge of the mission and context of the public institution, in order to design solutions
that make sense in that context

•

ability to test an idea on a small scale, which requires the ability to anticipate, to test different
hypotheses, to project different scenarios, and to have the capacity to react quickly and to
adapt to results

•

capacity to work in/manage multi-disciplinary teams in order to understand various
approaches to a given situation and to be able to address it from different perspectives

•

resilience and perseverance, and the capacity to react to a changing context, for example
regarding political support or user satisfaction

•

convince others to get their buy-in

•

have good project management skills, which involve the ability to manage deadlines, risks,
people and outcomes, but also expectations from users, from the administrative hierarchy
and even from the political level

•

evaluate the impact of an innovation including a good knowledge of the process but also of
appropriate impact assessment methodologies, data and resources.

Find out more
Read the full report by clicking here:
https://www.oecd.org/fr/chili/innovation-skills-in-the-public-sector-9789264273283-en.htm

Estonia - Competency development model

Context
In 2003, the Estonian government began a renewal of the whole civil service by focusing more on the
skills and competencies inside the civil service, with an emphasis on top civil servants. As a way to
start being more systematic with recruitment and development of top civil servants, the government
created an experiment within the public administration department that focused on the leadership
development of top civil servants. In 2010, the experimental team formally became the Top Civil
Service Excellence Centre. Today, the Centre plays a key role in the development of the 94 current
top civil servants, building the pipeline of future leader, and providing support to the overall lifecycle
of leaders.

Good example
In 2016, the Centre again began to re-evaluate its activities. The competency model was determined
outdated and a new model was created Estonia updated their leadership competency framework to
set expectations for the kinds of leaders they wish to attract, select and develop. The framework
identifies the following aspects:

Each of the elements in the framework also includes activity indicators which are assessed on a scale
from 1 (never) to 5 (always). The framework identifies each of the elements in the diagram below and
provides examples of efficient and inefficient behaviour for each. For example, it calls for leaders to
be drivers of innovation, and offers the following definitions:





A driver of innovation is a pioneer; he or she promotes thinking outside the box, encourages
taking risks and directs the development and implementation of valuable innovations.
An efficient top executive actively looks for innovation opportunities, shapes an organisation
culture that supports creativity, learning and experimentation; encourages the team to
develop technical competencies and adopt new technologies.
An inefficient top executive sticks only with tried solutions, gets tangled in restrictions, is
afraid to be wrong and acts within safe limits, ignores the need for technical competencies as
well as the opportunities to adopt innovative technologies.

Find out more
Gerson, D. (2020), "Leadership for a high performing civil service: Towards senior civil service
systems in OECD countries", OECD Working Papers on Public Governance, No. 40, OECD Publishing,
Paris, https://doi.org/10.1787/ed8235c8-en.

New Zealand – Policy Skills Framework

Context
Policy practitioners need a diverse set of skills. This includes needing to understand the lives of the
people they are designing policy for, by engaging with citizens and stakeholders. They need to collect
and interpret the available evidence and data. They need to be savvy about the political context and
understand what government wants to achieve. They need to be able to identify the right advice about which solution will best achieve policy objectives. And they need to be able to communicate
that advice to decision-makers in the most effective way.

Good practice
The Policy Skills Framework (PSF) is a common description of the knowledge, skills and behaviours
required of the modern policy professional. Rather than focusing on competencies, the framework
outlines the mix of skills policy that practitioners need. It allows for varying levels of experience in
each component (from developing to expert/leading), acknowledging that individuals have different
strengths (skills breadth and depth).

Find out more



OECD (2017), Skills for a High Performing Civil Service, OECD Public Governance Reviews,
OECD Publishing, Paris, https://doi.org/10.1787/9789264280724-en.
https://dpmc.govt.nz/our-programmes/policy-project/policy-improvementframeworks/policy-skills [last accessed 19 March 2021]

Spain – Skills for public sector innovation

Context
The Spanish Institute for Public Sector Innovation (INAP) is an autonomous body responsible for the
training of civil servants at all levels. INAP introduced a Department of Public Sector Innovation in 2018
to support the institute’s mission to transform the Spanish public administration and better address
the needs of citizens. One of the key areas of concern for the new department is new skills for the civil
service, linked to the work that the institute is carrying out on the Sustainable Development Goals
Agenda, digitalisation, social change and new realities.

Good practice
In this framework, the department is working to improve innovation skills in four areas:
1. establishment of a common methodology for the detection of training needs
2. preparation of skills models for different professional profiles
3. promotion of an approval and certification model for qualifications valid for all
administrations (national and regional)
4. development and application of evaluation methodologies acquired formally and informally.
The department’s work aims to contribute to INAP’s ambition to become increasingly
democratic, inclusive, diverse, sustainable, representative and aligned with the society it
serves. To serve this purpose, focus is given to improving its selection processes and attracting
valuable and diverse (highly skilled) talent, learning values, competencies and skills of public
servants, and reflection and research on the challenges facing the state and its public
administrations within a framework of partnerships
The department’s work aims to contribute to INAP’s ambition to become increasingly democratic,
inclusive, diverse, sustainable, representative and aligned with the society it serves. To serve this
purpose, focus is given to improving its selection processes and attracting valuable and diverse (highly
skilled) talent, learning values, competencies and skills of public servants, and reflection and research
on the challenges facing the state and its public administrations within a framework of partnerships.

Find out more
OECD (2019), Innovation Skills and Leadership in Brazil's Public Sector: Towards a Senior Civil Service
System, OECD Public Governance Reviews, OECD Publishing, Paris,
https://doi.org/10.1787/ef660e75-en.

Switzerland – Competencies for civil servants in Switzerland

Context
The competency model of the Swiss federal administration is made of up of 10 competencies grouped
under management, personal and social competencies as follows: Management competencies:
leadership, people management, effective action in the political context, strategic thinking and action,
change management, entrepreneurial thinking and action. Personal competencies: personal
responsibility, loyalty, focus on objectives and results, ability to cope with stress, self-reflection,
capacity for learning and changing, analytical and conceptual thinking, networked thinking. Social
competencies: ability to communicate, ability to deal with criticism and conflict, ability to work in a
team, service orientation, diversity management.

Good practice
Each competency is printed on a card that includes a definition of the competency, various dimensions
which give the competency tangible relevance, and a statement of the kinds of behaviours that
demonstrate this competency. For example:
Effective action in the political context refers to the ability of individuals to analyse the political context
in its full complexity, to recognise opportunities for taking action, and to consider and take advantage
of the dynamics of political processes to achieve the goals that lie within the scope of their own
responsibility
•

Dimensions: Political sense, ability to act in the political process, ability to forge consensus
and compromise, focus on stakeholders, public appearance skills.

•

Behaviors: Analyses the political context and takes advantage of opportunities to act.
Considers political processes in order to achieve objectives within scope of own responsibility.

•

Keeps up with political developments and deepens own understanding of events.

•

Takes the political process into account in the performance of own tasks.

•

Puts forward own suggestions to help reach a consensus or compromise.

•

Knows the needs and expectations of political stakeholders, networks effectively with

•

the political environment.

•

Represents own administrative division plausibly in wider political and media circles.

Find out more
OECD (2017), Skills for a High Performing Civil Service, OECD Public Governance Reviews, OECD
Publishing, Paris, https://doi.org/10.1787/9789264280724-en.

United Kingdom – Success Profile Framework

Context
The United Kingdom has been testing a model that illustrates how generic competency frameworks
can be incorporated into more specific SCS positions. Success profiles take common competency
frameworks and tailor them for specific positions (abilities, behaviours) while also referencing
technical abilities and experience, framed as mastery of specific activities.

Good practice
The model takes a strengths-based approach, to identify what a person not only should be able to do,
but what they like to do, which gives them a personal sense of satisfaction and growth.

Find out more
Gerson, D. (2020), "Leadership for a high performing civil service: Towards senior civil service systems
in OECD countries", OECD Working Papers on Public Governance, No. 40, OECD Publishing, Paris,
https://doi.org/10.1787/ed8235c8-en.

