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Abstract
Aim: The study aims to analyse the implementation of strategic human resource 
management (SHRM) in European public administrations, focusing on gener-
ational challenges, workforce planning, and HRM strategies to enhance public 
sector attractiveness.
Methodology: The research is based on a large-scale international and Hun-
garian study, utilizing surveys, interviews, and statistical analyses conducted 
among EUPAN member states and observer countries to assess HRM frame-
works and generational workforce integration.
Findings: The results indicate varying levels of SHRM adoption, with some 
countries implementing comprehensive HRM strategies while others face struc-
tural and policy challenges. Additionally, the study highlights the role of HR 
data-driven decision-making and the impact of generational shifts on public 
administration workforce planning.
Value: This research provides practical recommendations for improving gen-
erational management and modernizing recruitment and retention strategies in 
public administration. By identifying best practices and gaps, it offers insights 
for policymakers and HR professionals seeking to adapt HRM frameworks to 
demographic changes and labour market demands.

Keywords: Strategic Human Resource Management (SHRM), Generation-
al Workforce Management, Public Sector HR Strategies, Data-Driven Deci-
sion-Making in HRM
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Introduction

The landscape of public administration across Europe is undergoing significant 
transformation due to demographic shifts, evolving labour market expectations, 
and the increasing need for strategic human resource management (SHRM). 
Governments must navigate the challenges of an aging workforce while ensur-
ing the recruitment and retention of younger generations to maintain institution-
al effectiveness and continuity. The public service workforce across European 
countries is aging, which poses significant workforce management challeng-
es, such as maintaining a pipeline of public sector talent. The aging workforce 
presents challenges and opportunities for organizations, requiring HRM strate-
gies emphasizing knowledge transfer, workplace flexibility, and the retention of 
older employees to maintain organizational effectiveness (Truxillo et al., 2014).

This study explores the extent to which European public administrations imple-
ment SHRM principles and how these influence workforce planning, organiza-
tional performance, and the attractiveness of public service careers. The research 
also examines the role of HRM strategies in managing generational diversity and 
fostering intergenerational knowledge transfer. This article presents data-driven 
insights on HRM strategies in European public administrations by leveraging find-
ings from an extensive international and Hungarian research project conducted 
under the Hungarian EU Presidency 2024. The study employs a mixed-methods 
approach, combining questionnaire responses from 26 EUPAN member states 
and the European Commission, in-depth interviews, and comparative analysis 
of national HRM policies. The results provide a nuanced understanding of how 
European countries address workforce aging, generational expectations, and 
HR-driven policy reforms. Furthermore, the paper highlights best practices and 
emerging trends that can inform future HRM strategies in public administration. 
Doing so contributes to the ongoing discourse on modernizing civil service HR 
policies and ensuring long-term workforce sustainability.

Research context and methods

The research focuses on key themes related to strategic human resource manage-
ment (SHRM) and generational challenges in European public administration. 
One of the primary areas of investigation is the extent to which public sector 
organizations develop and implement HRM strategies, particularly in response 
to workforce aging and the recruitment of younger generations. The study also 
examines the prevalence of life-cycle-based HRM strategies and the role of 
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workplace satisfaction surveys in shaping organizational policies. Additionally, 
the research explores the impact of data-driven decision-making in HRM plan-
ning, comparing different approaches across EU member states. Another crucial 
aspect is the effect of decentralized HRM structures on public  service workforce 
management and the challenges that arise from implementing SHRM in various 
administrative contexts. By analysing these themes, the study aims to provide 
a comprehensive understanding of generational workforce dynamics and best 
practices for ensuring the sustainability and effectiveness of public administration.

The article analyses findings from our large-scale international and Hungari-
an research project, including questionnaires, interviews, and statistical analy-
ses. The article proposes extending aging strategies and implementing modern 
HRM practices to enhance the integration of younger generations into the civ-
il service. By doing so, it aims to expand the knowledge base on generational 
management and modernizing recruitment practices in the public sector.

The study addresses a specific topic within a large-scale international and do-
mestic (Hungarian) research project. It was prepared for the Hungarian EU Pres-
idency 2024 as part of the EUPAN (European Public Administration Network) 
activities. The primary focus of the research was the management of different 
generations in the civil service, 1 aiming to address the demographic challeng-
es that all countries are increasingly facing. The empirical research consisted 
of four main phases. The first phase involved data analysis and a review of the 
relevant literature to establish the framework for this research. In the second 
phase, a questionnaire was developed and distributed to EUPAN member states 
and observers (and the European Commission). The third phase involved the 
questionnaire conducted within the Hungarian state administration, including 
the central and territorial levels. The fourth phase included conducting organi-
sational questionnaires and in-depth interviews to complement the quantitative 
data. Data empirical collection lasted for four months in 2024.

The international questionnaire gathered responses from 27 partners. Out of 
a total of 38 entities (27 member countries, the European Commission, and 10 
observer countries), 27 completed the questionnaire. This represents approx-
imately 71.05% of the total entities. Structured, closed-ended responses were 
organized and analysed using Microsoft Excel. This facilitated calculations of 
frequencies, percentages, and averages, while visual representations such as 
charts highlighted trends across countries. Open-ended responses were man-
ually reviewed and analysed to identify and collect the best practices from the 

1	 Civil service: the body of government officials employed in civil occupations that are neither political 
nor judicial.
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countries. Data cleaning and systematic categorization ensured the reliability 
of the findings. This methodological approach provided a balanced perspec-
tive, leveraging numerical patterns and detailed qualitative insights to address 
the research objectives effectively.

Strategic thinking 

The concept of strategic human resource management (SHRM) was formed in 
the 1990s and became an entirely accepted approach after the turn of the mil-
lennium (McMahan, 1992); (Boxall & Purcell, 2003). As recent research has 
shown (Storey et al., 2019), the approach to HRM has changed significantly in 
recent times, with new areas of study (leadership, performance, ethics, genera-
tions) becoming the focus of attention (Haq, 2011; Nolan-Flecha, 2019; OECD, 
2020). Despite the wide range of research, experts agree that organisational per-
formance and achieving organisational goals depend primarily on the composi-
tion, competencies and readiness of human resources, which management must 
address at a strategic level and within a strategic framework.

As the earlier EUPAN’s research during the Latvian Presidency found, “[the 
factors of attitudes towards public administration] are at least partly based on 
actual problems connected with strategic personnel planning. This means that 
it is impossible to improve public administration’s image as an employer only 
through communicative means. However, in the long-term, it might only be 
achieved by systematically developing personnel policy, adjusting it to the over-
all strategy of public administration and labour market demand.” (Foundation 

“Baltic Institute of Social Sciences” & O.D.A. Ltd., 2015).
Almost a decade since the study was carried out, we have been prompted to ex-

amine the framework for strategic planning in public administration in the context 
of our questionnaire. In other words, the extent to which specific HRM strategy 
is developed within public administrations. Although we are unable to provide 
comparative data for previous years due to the lack of a similar survey, and thus, 
it is not possible to outline trends and developments, the research can neverthe-
less provide information on the strategic HRM thinking of public administra-
tions in the EU Member States, European Commission and observer countries.

HRM strategy in the central public administrations

The management of different generations in the civil service is a priority of the 
EUPAN presidency program of Hungary during the rotating presidency of the 
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Council of the European Union (aiming to address the demographic challenges 
that all countries are increasingly facing). Therefore, in our questionnaire, we 
not only asked about the strategic HRM framework of the EUPAN countries but 
also examined the extent to which the strategy regarding the ageing of person-
nel, including the employment of both older and younger generations, is a fea-
ture of the strategy. Accordingly, we examined the continued employment of 
the older generation after retirement age and the challenges of attracting young 
people to public administration.

Our analysis of the HRM strategy has been limited mainly to the level of cen-
tral administration. Our research defined central administration as core minis-
tries and agencies of central and federal governments. The reason for narrowing 
the focus is that, on the one hand, the strategic management of public adminis-
tration has its most significant impact at the level of central administration and, 
on the other hand, the fact that even if HRM strategies are adopted at the level 
of territorial administration in a country. Age-specific issues are addressed; this 
is not necessarily the case for all territorial administration bodies in the country. 

Many EUPAN countries and observer countries responded to the questionnaire, 
allowing us to analyse data from 26 countries and the European Commission. 
Of these entities, 26 responded to questions 9 and 10 on the state of play of the 
HRM strategy and the ageing strategy, respectively. 

From the answers to question Q9 (Is there an HRM strategy in the central 
administration?), 14 of the responding countries have an HRM strategy in the 
central administration, which indicates a 50% rate. The responses are summa-
rised in the chart below (N=27).

Figure 1
HRM strategy and ageing strategy in the central public administrations

Note. EUPAN, 2021.
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As can be seen from the chart, the HRM strategy is very often accompanied by 
a strategic element addressing age specificities, but in Germany, there is a sep-
arate ageing strategy. 

Some of the responding countries also provided additional comments to the 
completed questionnaire, which helped to refine further the picture of the situ-
ation of HRM strategy in central administrations. 

In Austria, the individual departments carry out strategic human resourc-
es planning, management, and coordination (human resources management). 
The federal administration needs an overall strategy for the ageing workforce. 
However, individual ministries take measures in this area based on their stra-
tegic fields of action. 

In Denmark, the HRM strategies are handled by the local HRM units at the 
local workplaces. Due to the decentralized organisation of the Danish central 
government, they do not make decisions or create strategies across the central 
government. 

In Finland, the government is focusing on the whole life cycle management 
of public officials instead of specific ageing management. Therefore, measures 
mentioned in the questionnaire are taken as part of everyday management and 
work but not as part of a specific strategy.  

In Ireland, the Department of Public Expenditure, NDP Delivery and Reform 
(DPENDR) has overall responsibilities for the civil service workforce, while 
individual Departments and Offices receive delegated sanction from DPEN-
DR. The Department does not currently have one overarching HRM strategy 
for the Civil Service workforce, but it does provide policy and strategy across 
individual aspects of HRM. Aspects of DPENDR’s approach to the develop-
ment of the workforce are included in the Better Public Services – Public Ser-
vice Transformation Strategy 2030. Individual Departments can also devise and 
develop their strategies for HRM, people, and culture.

Poland and Latvia are working on developing their specific HRM strategy. 
Poland uses specific standards for human resources management, and Latvia fo-
cuses more on public administration modernization and learning and develop-
ment plans for public administration employees.

 The Public Management Agency was established in 2023 in Lithuania and is 
responsible for implementing state policy in public administration and civil ser-
vice, including HRM. The agency improves human resources management by 
organising and implementing centralized career management for institutional 
executives, ensuring the legality of competitions for career civil servant posi-
tions, and enhancing the human resources development process and organisa-
tional culture of public institutions.
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In Germany, there is a specific program for structured knowledge transfer en-
titled “Wege-Weiser,” a specific concept for organising the remaining working 
years and the transition to retirement.

The project Wege-Weiser was developed by the German Federal Ministry of 
the Interior, Building and Homeland in 2021. The idea behind it is that, like 
any other employer, the Federal Administration is interested in keeping older 
employees healthy and motivated for as long as possible. After all, they have 
a wealth of knowledge and valuable experience. Measures for age- and age-ap-
propriate work organisation and a health-promoting environment play a key role 
here. The public sector has a role model function. Therefore, different measures 
should be implemented in order that:

Employers recognize the particular strengths of this group of employees. They 
are better than before, but they also utilize them so that employees continue to 
feel valued as experienced, often long-standing employees.

Employees are informed about voluntary employment opportunities at an 
early stage of the remaining working years, the transition to retirement, and 
the time after that.

Both sides are enabled to plan transparently and structurally and to organise 
the remaining working years, the transition to retirement, and the time after-
wards smoothly (Pathfinder, 2021).

In Spain, the importance of data for management, the talent attraction program, 
the evaluation of the performance of the public employee’s program, etc., are mak-
ing up an HRM strategy from the Spanish Secretariat for the Civil Service, all of 
them in line with introducing reforms to make the civil service more desirable to 
younger generations and attract specific professional profiles in the IT fields. In 
this sense, there is a framework document entitled ”Consensus for an open ad-
ministration,” developed by the Ministry for Digital Transformation and the Civil 
Service, that, as a roadmap, includes the guidelines for inclusive public employ-
ment with better working conditions and strategic planning for the human resourc-
es, paying particular attention to count on the social dialogue to get the results. 

The European Commission has adopted in 2022 a well-elaborated Human 
Resources Strategy, presenting a shared vision for a modern, flexible and val-
ues-driven organisation that empowers staff to deliver outstanding results for 
people across the EU and globally. The strategy addresses the Commission’s 
need to perform at the highest level in the interest of Europeans and the staff’s 
need for an attractive workplace and a fulfilling career where their excellence 
and efforts will be rewarded. The strategy focuses on the three strategic priori-
ties to address the Commission’s common challenges: attractiveness, selection 
and recruitment, and carrier prospects (European Commission, 2022).

https://www.bmi.bund.de/SharedDocs/downloads/DE/veroeffentlichungen/themen/oeffentlicher-dienst/wege-weiser-2021.pdf?__blob=publicationFile&v=4
https://commission.europa.eu/document/download/3d1dc4df-7995-44b8-bf08-396930fb8c9d_en?filename=C-2022-2229-EN.pdf
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As the additional answers show, around half of the responding countries have 
an HRM strategy, and two more, Poland and Latvia, are preparing one. However, 
this does not mean that the other countries do not have a strategic framework for 
HRM at all. Austria, Denmark, and Germany coordinate this task at a lower level 
due to their administrative structures, while Finland takes a life-cycle approach. 

Ageing strategy in the central public administrations

For question Q10, we asked whether the central administration has a strategy 
regarding the ageing of personnel in central government administration (per-
sonnel management). The number of responses to this question was lower, with 
eight countries (Switzerland, Belgium, Denmark, Spain, France, Germany, Ita-
ly, Greece; (N=8)) and the European Commission indicating that they had such 
a strategic framework. They typically cover the whole public administration, 
while in Germany, they cover the specialized branches under the control of min-
istries, and in Belgium, they exclusively cover ministries or central agencies. 

The dates of adoption of the current ageing strategy are very variable. Belgium, 
Denmark, and Italy adopted their strategy more than five years ago, Germany 
and Spain between three and five years, and Greece, France, and the European 
Commission between one and three years. In contrast, Switzerland adopted its 
strategy less than a year ago. 

Greece, France, and the European Commission have not yet reviewed their 
strategy, while Switzerland, Denmark, and Spain have recently revised their 
strategy less than a year ago. Italy and Belgium reviewed their ageing strate-
gies between one and three years ago, while more information is needed on the 
review of Germany. 

The questionnaire also asked which of the ageing objectives the strategy prior-
itizes. Belgium, Italy, Greece, and the European Commission consider attracting 
young people to the workforce to be of paramount importance. Denmark and 
Spain consider the continued employment of the older generation after reaching 
retirement age. In contrast, Switzerland, France, and Germany consider these 
two elements equally important. 

In terms of ageing strategy, the questionnaire offered several options (Increas-
ing the required length of service for full/retirement pension; Reducing weekly 
working hours for individuals aged 60 and over by up to 15 hours, without ad-
versely affecting future pension; Providing a flexible work schedule for more 
extended periods; Reducing working hours with a minor decrease in benefits; 
Performing mentoring tasks; Volunteering; Scholarships; Mentoring; Training/
continuing education opportunities, and support for studies; Accelerating career 
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advancement; Premium salary; Special benefits, e.g., Family Support Benefit; 
Favourable employment conditions, e.g., more flexible working hours, support 
for training, and additional leave for individuals raising children or starting 
a family; Mandatory retirement for senior government officials), but only few 
responses were received, so these are not examined in details.

Satisfaction and Progress 

An organisation must meet employees’ expectations to retain them, or they will 
likely leave. Therefore, it is essential to holistically manage the relationship be-
tween the organisation and its employees, encompassing motivation, incentives, 
and rewards. Since the 1960s, the concept and significance of the psychological 
contract have increasingly come to the forefront of workplace research. Within 
the psychological contract framework, the employee and the employer mutu-
ally understand and accept the written and informal aspects of the employment 
relationship. (Argyris, 1960). The psychological contract expresses the writ-
ten, unwritten, spoken, and unspoken expectations between the employee and 
the employer in their relationship. (Baker et al., 1985) During this research, we 
examined EUPAN countries’ practices regarding satisfaction surveys and or-
ganisational development programmes.

Workplace satisfaction surveys can help reveal how much the psychological 
contract is fulfilled. The data collected from these surveys can highlight areas 
where employees’ expectations are not being met, thereby assisting employers 
in improving the employee experience, increasing satisfaction, and strengthen-
ing commitment. Regular workplace satisfaction surveys are positively associ-
ated with improved management practices and organisational culture in public 
administration (Park, 2020).

The culture and structure of the civil service system affect the likelihood of 
implementing formalized organisational development programmes, with some 
countries preferring more informal or decentralized approaches.

Workplace satisfaction survey at the central level in the last five years

Engaged employees perform better, take more initiative, and are more innovative 
than those who are not engaged. Higher engagement leads to fewer sick days 
and better retention, influenced by good leadership, favorable working condi-
tions, and opportunities for career growth. The OECD Government at a Glance 
(2023) report found that 70% of civil servants in seven countries were satisfied 

https://doi.org/10.1037/0022-0167.32.1.94
https://doi.org/10.1007/s11115-020-00465-6
https://doi.org/10.1787/9789264276905-en
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with their jobs, and 63% felt inspired by their work. Public sector organisations 
might consider strategies to enhance organisational attachment and ensure that 
all levels of staff feel valued and motivated.

Q 19 investigated whether there have been workplace satisfaction surveys at 
the central level in the past 5 years. Below, we have compiled the responses 
submitted by the EUPAN countries (N=27).

Figure 2
Workplace satisfaction survey in the last five years by country

Note. EUPAN, 2021.

We can observe different practices among certain countries, satisfaction sur-
veys are conducted annually at the central level (E.g., Bulgaria, Finland, Lat-
via), while in others, they occur less regularly (E.g., Lithuania every 2 years; 
Switzerland every three years), every few years, or rarely.

Out of 27 responding countries, 18 confirmed that a workplace satisfaction 
survey for personnel was conducted at the central level within the last five years 
(Yes: 66.67%; No: 25.9%; No Data: 7.41%). This suggests that a significant 
majority, specifically 66,67 % of the surveyed countries, have taken steps to 
assess and improve employee satisfaction at a central level. The relatively high 
percentage reflects a common practice among these countries to monitor and 
address workplace satisfaction, which is crucial for organisational well-being 
and efficiency.

This data suggests that workplace satisfaction surveys are recognized as a stra-
tegic priority, with 66,67% of surveyed countries conducting them. This reflects 
a growing awareness of the link between employee well-being and organisation-
al performance. The high percentage indicates a commitment to fostering pos-
itive work environments, gathering employee feedback, and addressing issues 
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proactively. Additionally, it implies that these countries have established sys-
tems to assess and improve workplace satisfaction regularly, showcasing a ma-
ture approach to human resource management. 

Based on the country examples, the main focus areas of employee satisfac-
tion surveys are:

Management practices: Leadership effectiveness, management satisfaction, 
and organisational culture.

Work environment: Physical and mental work conditions, job content, and the 
overall work environment.

Employee motivation and engagement: Motivation, engagement, and com-
mitment, including meaningful work, recognition, and influence opportunities.

Career development: Career prospects, professional development, and train-
ing opportunities.

Work-life balance: The balance between work and private life (flexible work-
ing hours and remote work options).

Interpersonal relationships: Team dynamics, interpersonal relationships, and 
organisational communication.

Remuneration and benefits: Compensation, benefits, and job security.
Innovation and digitalisation: The impact of digital tools and adopting inno-

vative practices.
Examining these areas is a key to understanding and improving public ad-

ministration employees’ well-being, motivation, and performance. It helps to 
highlight strengths and areas for improvement, ensuring a supportive work en-
vironment and efficient management.

We asked the respondents to briefly explain their practice, which we present 
in a short, summarized form.

Best practices in employee satisfaction

European public administrations employ diverse strategies to assess and en-
hance employee satisfaction, reflecting varying administrative structures, stra-
tegic priorities, and levels of centralization. Several countries, such as Austria, 
Finland, and Latvia, have adopted regular, systematic employee engagement 
surveys that provide insights into workforce motivation, leadership effective-
ness, and career development opportunities. Austria’s large-scale Federal Em-
ployee Satisfaction and Motivation Survey, for instance, covers nearly 28,000 
participants and identifies key areas of concern, including process efficiency 
and career advancement pathways. Similarly, Finland’s long-standing joint per-
sonnel survey, which has been in place since 2004, boasts a high response rate 
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(75%) and consistently improves leadership practices and working conditions. 
With its biannual Public Administration Employee Engagement Survey, Lat-
via ensures that employee sentiments are regularly assessed and benchmarked 
against international standards.

Other countries, such as Belgium, Luxembourg, and Lithuania, integrate their 
surveys into broader HRM strategies, leveraging the findings for policy adjust-
ments and organizational development. Belgium’s federal administration con-
ducts workplace satisfaction assessments every two to three years, translating 
survey insights into targeted action plans. Luxembourg employs a standardized 
survey across 36 administrations, fostering leadership development and partic-
ipation-driven improvements. Lithuania’s biennial Employee Opinion Survey, 
though limited to state agencies, provides a critical pulse check on job satisfac-
tion, with findings shaping HR policies at the ministerial level.

Some administrations approach employee engagement from a decentraliza-
tion perspective. Denmark and Ireland, for instance, rely on locally managed 
HRM strategies, where responsibility for workplace assessments is delegated 
to individual departments or institutions. Denmark mandates workplace satis-
faction and well-being surveys every three years at the local level rather than 
imposing a central framework, aligning with its highly decentralized public 
sector model. Similarly, Ireland’s Department of Public Expenditure oversees 
civil service workforce policy but allows individual government departments 
to develop HRM strategies within an overarching policy framework.

Several countries have taken steps to integrate satisfaction surveys into broader 
modernization efforts. France and Spain have linked employee assessments to 
large-scale public sector reform initiatives, prioritizing digital transformation 
and workforce flexibility. France’s FP+ consultation, involving over 110,000 
civil servants, underscores strong demand for reorganized working hours and 
telework solutions. Spain, meanwhile, uses data-driven HRM approaches with-
in its talent attraction program, focusing on making public service careers more 
appealing to younger professionals.

Meanwhile, countries like Poland and Croatia are transitioning and working to 
institutionalize strategic HRM approaches. Poland’s “Your Civil Service” survey, 
conducted in 2024, gathered over 23,000 responses, underscoring employees’ 
job stability and work-life balance as top priorities. Croatia, participating in an 
EU multi-country project on public sector HRM, is refining its methodology 
for tracking civil servant well-being and career satisfaction.

Finally, the European Commission has set an example by implementing an elab-
orate HR strategy aligning employee engagement with institutional goals. The 
latest 2023 Staff Survey, with a record participation of over 23,500 employees, 
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highlights strong overall engagement (73%), demonstrating how a well-struc-
tured HRM strategy can reinforce employer branding and enhance workforce 
retention.

These practices demonstrate the importance of embedding employee satisfac-
tion assessments into broader HRM frameworks. While some countries excel 
in regularity and comprehensiveness, others are refining their methodologies 
and integrating survey findings into long-term strategic planning. The diverse 
approaches highlight the varying maturity levels in HRM strategies across Eu-
ropean public administrations, offering valuable insights into how different sys-
tems balance employee well-being with institutional objectives.

Organisational development programme in the past five years

Q20 investigated whether there have been any organizational development pro-
grams at the central level in the past 5 years.

Figure 3
Organisational development programs

Note. EUPAN, 2021.

The data shows that 10 out of the 27 surveyed countries (N=27) confirmed that 
an organisational development programme was implemented at the central level 
in the past five years (No: 59.26%; Yes: 37.04%; No Data: 3.7%). This means 
that a relatively small portion, precisely 37%, of the countries have undertak-
en central-level initiatives to improve organisational structures or processes. 

The modest percentage indicates that organisational development at the cen-
tral level may not be a widespread focus among the majority of these countries, 
suggesting potential areas for further growth or investment in this area.
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Cultural differences might influence the emphasis placed on organisational 
development. In some countries, there may be preference for more informal 
or decentralized approaches to organisational improvement (E.g., Denmark).

The percentage may reflect the continuity of policies. Countries experiencing 
frequent government transitions or political challenges may be less likely to im-
plement long-term programmes, such as organisational development, resulting 
in fewer initiatives at the central level.

The data could also suggest differing national priorities. Some countries focus 
more on other areas, such as infrastructure, healthcare, or education, leaving 
organisational development at the central level as a lower priority.

The relatively modest percentage (37%) may suggest that some of the sur-
veyed countries require more resources, such as funding. Countries with strong-
er economies or greater resource access might be more inclined to invest in 
such initiatives.

These ratios may mirror these factors, highlighting the complexity of imple-
menting organizational development programs at the central level across dif-
ferent countries.

We asked the respondents to briefly explain their practice, which we present-
ed in a summarized form.

Best practices in organizational development

European public administrations have adopted various organizational develop-
ment strategies to enhance leadership, workforce planning, and modernization 
efforts. While some countries prioritize centralized reform programs, others fo-
cus on decentralization, flexibility, and tailored agency-specific interventions.

Comprehensive national strategies have been implemented in Belgium, Ita-
ly, and Portugal, where broad-based reforms seek to modernize HR practices 
and align workforce management with evolving governance needs. Belgium’s 
organizational development initiatives emphasize leadership enhancement, in-
tegrity, and inclusion, reflecting a strong ethical dimension in public service re-
newal. Italy’s Public Employment Reform (2023) has introduced a structured 
framework for strategic HR management, emphasizing digital competencies 
and performance evaluation, ensuring uniformity across government levels. 
Similarly, Portugal’s Strategy for Innovation and Modernization (2020-2023) 
highlights digital transformation, decentralized decision-making, and leader-
ship development as key drivers of public administration reform.

Meanwhile, Latvia and Luxembourg have positioned organizational learning 
and continuous development at the core of their strategies. Latvia’s Learning 
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and Development Plan (2021-2027) aims to transition public administration 
into a learning organization, focusing on leadership, digital transformation, and 
workforce professionalization. Luxembourg’s “FP2025” initiative complements 
this approach by promoting ongoing improvements in strategic HR planning, 
workforce management, and leadership capability.

A more targeted, agency-level approach is visible in Finland and Ireland, where 
organizational development programs are managed at the institutional rather 
than national level. Finland’s decentralized model allows each agency to design 
its initiatives, ensuring that organizational improvements align with sector-spe-
cific challenges. In contrast, Ireland has implemented a Civil Service Organi-
sational Capability Review Programme, fostering systematic departmental and 
agency efficiency evaluations since 2016. This structured review mechanism en-
hances long-term adaptability while maintaining oversight at the national level.

Other countries, such as France and the European Commission, have incorpo-
rated employee well-being and future-oriented transformation into their strate-
gies. France’s Occupational Health Plan (2022-2025) prioritizes workplace qual-
ity, social dialogue, and employee support systems, recognizing that sustainable 
workforce engagement is essential for effective governance. The European Com-
mission, through its Corporate Organisational Change unit (2022) and Centre for 
Organisational Transformation (2023), has taken a proactive approach to mod-
ernization, focusing on AI integration, flexible working, and leadership training. 
The Commission’s structured support for change management and cross-sectoral 
learning positions it as a model for large-scale administrative transformation.

Finally, Serbia’s National Academy for Public Administration (NAPA) repre-
sents a specialized training-focused model dedicated to equipping civil servants 
with the skills necessary for a dynamic public sector. Unlike broader moderni-
zation programs, this initiative concentrates on professional capacity-building, 
ensuring that employees receive targeted training in key areas of governance.

These diverse organisational development strategies reflect European public ad-
ministrations’ varying administrative traditions and reform priorities. While some 
countries favor comprehensive national strategies, others emphasize decentral-
ized, sector-specific approaches. Regardless of the model, leadership development, 
digital transformation, and strategic workforce planning are common themes, re-
inforcing the need for continuous adaptation in public sector management.

Personnel decision support

A recent survey suggests (Lattice, 2024) that when it comes to demonstrating the 
impact of HR on other business stakeholders, European HR teams are ahead of

https://commission.europa.eu/document/download/3d1dc4df-7995-44b8-bf08-396930fb8c9d_en?filename=C-2022-2229-EN.pdf
https://lattice.com/state-of-people-strategy-report-2024
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the curve compared to their counterparts in other non-European countries. Un-
doubtedly, European HR solutions are very advanced (European Commission, 
2022; Paksi-Petró, 2023). However, it is questionable to what extent these solu-
tions have been adopted by public administrations in the EUPAN countries and 
whether they can contribute to strategic decision-making and the achievement 
of administrative objectives using a wide range of HR strategy tools.

Decision support systems at the central level

In relation to the existence of a human resources strategy, countries were also 
asked which decision support systems are used in central administrations for 
strategic personnel planning (Q21: Indicate what procedures are used in your 
organisation’s strategic personnel planning!). We have also provided the answer 
options beforehand to make the answers easier to analyse. The frequency of the 
responses is illustrated in the figure below (N=24; multiple answers were possible).

Figure 4
Frequency of categories used in strategic personnel planning in the central public administrations 

Note. EUPAN, 2021.

As can be seen in the figure, the most frequently used category was the assess-
ment of available human resources (number of employees, age, professional 
composition) option, with 21 mentions in total. Although five countries did not 
tick this option, there is reason to believe that some form of Analysis and as-
sessment of available human resources is present in these countries. The second 
most frequent item selected by respondents was setting up strategic frameworks 
(organisation’s mission, strategic goals, operating environment). Although the 
definition of strategic frameworks is one of the essential elements of planning, 

Péter Klotz – Csilla Paksi-Petró: 
Strategic HRM and generational challenges in European public administration 

Setting up strategic frameworks (organisation’s mission,
strategic goals, operating environment)

Assembles of available human resources (number os
employees, age professional composition, etc.)

Prediction of the natural development of personnel
(retirement, promotion, long-term absence, etc.)

Examination of short, medium
and long term-needs

Analysis of the differences between the result of natural
development and predictable needs

Development of action plans
to meet needs

Analysis, evaluation,
feedback

0 5 10 15 20 25

https://commission.europa.eu/document/download/3d1dc4df-7995-44b8-bf08-396930fb8c9d_en?filename=C-2022-2229-EN.pdf
https://commission.europa.eu/document/download/3d1dc4df-7995-44b8-bf08-396930fb8c9d_en?filename=C-2022-2229-EN.pdf
https://www.eupan.eu/wp-content/uploads/2021/07/Ageing-and-Talent-Management-in-European-Public-Administrations.pdf


Belügyi Szemle, 2025 ∙ 10 2191

the responses suggest that the development of action plans to meet needs and 
the provision of feedback (analysis, evaluation, feedback) are less than half as 
frequent in EUPAN countries’ responses as the definition of strategic frame-
works. This may be due to the fact that HRM strategic planning processes are 
still developing the framework (as in the case of Poland, which is preparing its 
HRM strategy) or to the fact that the development of action plans and the Anal-
ysis and evaluation of the results of their implementation are part of another 
process (e.g., HR controlling) outside the HR strategic planning process. Ex-
ploring this finding thus requires further research.

Another interesting correlation that can be drawn from the responses is that 
while Prediction of the natural development of personnel (retirement, promo-
tion, long-term absence, etc.) and Examination of short, medium, and long-term 
needs are both important elements of the HR strategy toolbox of the respond-
ing countries, with 17 and 15 mentions respectively, Analysis of the differences 
between the results of natural development and predictable needs is much less 
present in the toolbox, with only eight countries mentioning such an exercise. In 
our view, this may indicate that while data-based forecasts are typically used in 
planning HR processes in central administrations, there is less capacity to ana-
lyse them and explore the causes and correlations more deeply and consciously.

The survey also provided an opportunity to ask what factors characterize 
strategic HR planning. [Q22 On a 6-point scale, please indicate to what ex-
tent the following factors characterize your organisation’s strategic personnel 
planning (1- does not characterize it at all; 6- completely characterizes it)]. In 
order to assess the importance of these factors, the response options could be 
ticked on a scale. Based on the responses received (N=21), the highest average 
score of 4.2 was given to the statement Workforce planning is aligned with the 
organisation’s strategic objectives. In contrast, the statement that the leaders’ 
approach is characterized by strategic thinking received an average score of 
4.1. Respondents least agreed with the statement. Responses to the changes in 
the labour market are quick and flexible. This received an average score of 2.8, 
suggesting that central administrations are less quick and flexible in adapting 
to changes in the labour market.

When comparing the responses to this question by country, we find that the 
Republic of Türkiye, Finland, France, Ireland, and Latvia are the most prom-
inent ones in terms of the strength of the factors. However, the responses are 
nuanced by the fact that several countries left this question blank, and respond-
ents did not fill in all the boxes.

Using similar tools to the previous question, the research investigated the 
extent to which data and evidence-based decision-making are a feature of the 
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organisations in the countries surveyed. [Q23 On a 6-point scale, please indicate 
to what extent the following statements characterize your organisation’s data- 
and fact-based decision-making (1- does not characterize it at all; 6 completely 
characterizes it)]. The number of responding countries was also slightly higher 
for this question than for the previous one (N=24 compared to N=21), and the 
average number of responses was also higher than for the previous question. 
While the lowest average for the previous question was 2.8, the average for this 
question is between 4 and 5 for all answers. The highest average score of all 
the answers was for Data tables available for management decisions, with 4.9. 
This is partly because low scores for this question were almost non-existent, 
with the majority of responses in the range 5 to 6 and a total of 16 countries in-
dicating that using data tables for decision-making is almost or entirely typical. 
Also, a typical activity is Reporting on personnel, which is prepared regularly. 
This received an average score of 4.7 from the responding countries, slightly 
behind the 4.3 for data used for workforce planning, and the public was regu-
larly informed. With regard to the latter value, two of the countries indicated 
a value of 1, which means that, in their case, this activity is not at all familiar, 
and the public is not regularly informed about facts and figures on personal af-
fairs. The lowest average score for this question was given to the option Data is 
used for social dialogue, with respondents giving an average score of 4.0 for 
using data in social dialogue.

In a country-by-country comparison, Austria was the top respondent, followed 
closely by Spain, Denmark, Ireland and Switzerland. It is also worth noting that 
many countries left the response options blank, and respondents needed to fill 
in all the fields, although the response rate for this question was higher than for 
the previous one.

Summary

In our study, we aimed to explore the extent to which European public admin-
istrations implement SHRM principles and how these influence workforce 
planning, organizational performance, and the attractiveness of public service 
careers. Summarising the answers regarding HRM strategy and aging strategy, 
it can be concluded that although human resource management strategy is an 
essential element of human resource management in central administrations, it 
is only present in about half of the responding countries. However, the picture 
of HRM strategy is nuanced by the fact that, due to their constitutional set-up 
and governance structure, some countries need to address HRM strategy in 
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a centralized way but at a sectoral or territorial level. Other countries, however, 
see the need to develop an HRM strategy and are working on it. Demographic 
changes and their impact on public administration require increased attention 
to generational issues. The responses to our questionnaire show that in about 
a third of the responding countries, this issue is already being addressed stra-
tegically, either in terms of attracting new generations into public service or 
knowledge transfer and retention linked to retirement. However, the main lines 
of the concrete supporting measures resulting from the strategy cannot yet be 
clearly outlined from the available data. The challenge and opportunity for de-
velopment in the coming years will be to raise HRM issues to a strategic level 
and to continuously update and revise these strategies in response to rapidly 
changing external and internal operating conditions.

We also examined EUPAN countries’ practices regarding satisfaction surveys 
and organisational development programmes. Regular workplace satisfaction 
surveys are positively associated with improved management practices and 
organisational culture in public administration. Many of the respondents have 
a well-established practice of regularly conducting satisfaction surveys. This 
indicates a commitment to fostering positive work environments, gathering 
employee feedback, and addressing issues proactively.  The culture and struc-
ture of the civil service system affect the likelihood of implementing formal-
ized organisational development programmes, with some countries preferring 
more informal or decentralized approaches.

As for personnel strategic planning and support, it can be concluded that the 
responding EUPAN countries have made significant progress in assessing hu-
man resources, forecasting expected changes in the short, medium, and long 
term, and developing strategic frameworks for HRM, but that there is still room 
for improvement in consciously analysing the context of these changes and 
strengthening their practical application. The challenge of adapting quickly and 
flexibly to changing labour market conditions appears particularly striking. At 
the same time, responding administrations are well-placed to develop and im-
plement a data and evidence-based decision-making system. In the responding 
countries, this approach is expected. Although there are areas (e.g. social dia-
logue) where data-driven decision-making is still less common, the widespread 
use of data and facts suggests good administrative decision-making.

Finally, our research has given us an insight into the HR practices of public 
administrations in the EUPAN member states, the European Commission, and 
observer countries. Although it is difficult to identify clear trends in strate-
gic HRM across Europe, the data suggest that EUPAN member states and ob-
server countries are paying considerable attention to HR challenges in public 
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administration. Our research has shed light on opportunities for improvement 
that can serve as inspiration for further strategies and developments in strategic 
human resources management.
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