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INTRODUCTION

The issue of human resources is a complex issueaTtg organization that has the goal to produce
efficient and productive operation should dedicgitecial attention to it. Within the current contekt
European integration, stabilization and associatiuth the process of globalization, it is a higlogty
to adopt appropriate Human Resources Managemeintgzohnd strategies in NSI.

In the case of the State Statistical Office of Regpublic of Macedonia (SSO of RM), as a small
statistical office from less developed country, lammesources management requires complex
approaches and continuous transition of Human Ressianagement policy.

The State Statistical Office of the Republic of Mdonia, in the management process, puts specific
emphasis to rationalize the use of the availatdewees, both financial and human. Indeed, steisti
offices in small countries, in general, have lowedget resources to perform the same activities.

Having in mind the scarce financial resources diractly influence the high flow of skilled labour
force and, in that direction, especially effortsdmao retain young people to work in the Offices th
State Statistical Office of the Republic of Macei@os putting special emphasis on human resources
development and creating strong policy for recreitininduction, training and development, and
promotion. This would be in close relation withadsishing culture of quality, integrity and
professionalism.

The State Statistical Office of the Republic of Mdonia, as a small office facing the challenges of
increasing demands for statistics that are reljdlstely, internationally comparable and
comprehensive, recognized the benefit of constairtihg of its employees in order to respond ts¢he
challenges. Developing the key competencies thawahdividuals in the organization to perform
current and future jobs through planned learniriyidies, and ensuring a match between the
individual and organizational needs, is essenteakyrategic process and is closely connected with
several practices like management developmentegsanal skills training, mentoring, customer
service training, organizational-development catasigns, environment, etc.

Practical steps are already taken in the strearalitiee State Statistical Office of the Republic of
Macedonia, like the new training plan based on pesttices, the mentoring system, the Code of
Ethics, the Cost Efficiency System etc. Togethéhwincouraging and promoting of professionalism
by and under leadership of the Director Generahdmuresources will be the real gear in coping with
globalization and information technology.

This paper has three main objectives: first, tégenthe process of the country’s transition when
NSQO’s changes were very complex and specific, skdoreview the significant progress within the
human resources structure till nowadays, and ttorgrovide an overview of the current human
resources development policy of the State StatisDéfice of the Republic of Macedonia in the
context of managing human resources in an effi@edteffective manner.

1. SYSTEMIC CHANGES

After the independence of the Republic of Macedami®991, according to the new position of the
Office as a State Statistical Office in the areatafistics and the new challenges in front afidlical
changes were made to the educational and the ragtuse of the employees.
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In the period from 1991 to 1997, the main actigitid the State Statistical Office were directed
towards the realization of the programmes, estaiblisof new surveys, training of the employees
through participation in international events, teag of foreign languages etc. However, all these
activities were made without having a systematjragach, and certainly without human resources
management policy. Besides, although significagabizational changes were made, the residing
typical administrative culture dominating the babawf the staff limited the progress in achieving
substantially better performance. Substantial ceamg this culture are indispensable, particularly
since the limited resources require much biggedldlbty to the rapidly changing needs.

As it was mentioned, in this indeed difficult petjgriority was given to the realization of the aah
programme with the available limited resourcesyatriby the needs of the external factors. In
addition, a significant step forward was made i87,9vhen the Law on State Statistics was adopted.
The Law regulated the official statistics and resgthened the position of the Office as a cootdina

of the statistical system in the Republic of MaggdoFurthermore, the State Statistical Officetsthr
with the programming of its work for five (5) yeaesd the first Five Year Statistical Programme was
prepared in 1998. All these improvements contrithtieethe strengthening of the State Statistical
Office and to the beginning of its capacity builglitncluding the human resources management.
However, a lot of time was needed before we staviffdthe systematic approach to human resources
development. Namely, the preparations for the filah for human resources development, was
initiated in 2007, and it was finalized in 2008.

2. SIGNIFICANT PROGRESS WITHIN THE HUMAN RESOURCES STRUCTURE

Regarding the staff sufficiency, in the period begw 1991-2008, the staff number was significantly
increased by 44%, which contributed to the reogion of the Statistical Office into a modern and
effective state institution oriented towards pravidquality statistical data for the Government &mel
state officials, as well as for the users fromwider public.

Current situation

The State Statistical Office, currently employ®tlt of 252 persons, of which 172 work in the caintr
office in Skopje and 80 are distributed throughttwet 8 Regional Departments. The gender structure is
70% female and 30% male. The average age of emggdged5 years. 67 % of the employees have a
faculty education, and the average working expedéa 18 years which presents high loyalty towards
the institution.

The main characteristic of the transformation & @ffice, at the view of the educational structofe
the employees, is the significant increase in tmalver of employees with a faculty education. This i
a consequence of the increase of the educationgtste in the whole country, as well as because of
the need for application of the scientific methanlshe realization of the statistical activitiebet
realization of the international cooperation ang aéipplication of modern informatics equipment by th
employees in the Office.

In accordance with the analyzes of the availalal# structure and the needs for optimizing the work
processes, the State Statistical Office plansdease the number of employees with faculty
education, especially with economic and IT backgohwand to reduce the number of the employees
with higher and upper secondary education.
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Figure 1: Employees by education level in the @kefi©91-2008
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Figure 2: Employees by type of university degré&€&

1) Other includes: Bachelors of Science- Geogra@imgmistry, Forestry, Mechanical Engineering,
Agriculture, Architecture, Construction, Technolagyd Geodesy; Bachelor of Art - Sociology,
Philosophy and Bachelor of Literature - Philology

The new Act for Systematization and Organizatio2@38, foresees 350 working posts, which are
planned to be fulfilled by 2012. It is charactadshat for all working posts with faculty educatio
preconditions are the knowledge of at least oneigorlanguage and the working with PC.
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The Office invested a lot in the learning of Enlglianguage. Since 1993, the State Statistical ©ffic
from its budget started to finance massive langlegming. Later, in the school years 2004-2008, an
2005-2006, approximately 25 % of the employeesiddd English language courses. The above
contributed to the fact that from the persons viattulty education, 80 % speak one of the world
languages.

The staff from the State Statistical Office is wieHlined. For illustration, during 2007, the emm@eyg
participated in 95 international events and 76 expéssions. In total, 641 persons had a possitidit

be trained. 27 % out of the total individual traigs belong to the National Accounts. The
improvement of national accounts statistics is i Vegh priority in all current projects in the &a
Statistical Office. Through this process it is easyidentify gaps in other statistics. Actuallyeth
developments of business statistics and sociakttat are going on at the same time. The new IT
strategy (2009-2011) is under preparation andlitssrve as IT support to all policies in the Odfic

Table 3. Participation in international events by sectors, 2007
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Figure 3: Participation in international eventssegtors, 2007

Status of the employees- In 2000 the Law on Civil Servants was broughtatcordance with the
Law, all employees in the State Statistical Offiere a status of civil servants.

The State Statistical Office, as part of the statministration, has to respect completely the Law o

Civil Servants. However, due to the specificitiéshe work domain of the Office, certain stipulaiso

in the Law are actually limiting regarding the adate promotion in the career, updating and
development of the human resources that are abshswf the Office. Due to all these factors, the
State Statistical Office prepared its plan for hommasources development and implements many
activities for education and development of the Aomesources in accordance with the particular
needs of the Office.

The intensive activities on appropriate human resgsipolicy are one of the reasons for the decrease
of the fluctuations of the human resources.

In the period from 2001-2004, the highest fluctoiatof employees was registered. 35 persons left the
Institution, due to retirement, establishing of Igheal/statistical departments in many banks and
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hiring of statisticians for much higher wages tivathe state administration. However, this fluctomt
decreased due to the harmonization of the wagesi@gutih@ civil servants (before this the salaries in
the SSO were the lowest among the public admitisila and to the new human resources
development plan that is an important support ¢osthengthening of the State Statistical Office.

Milestones in the human resources structure

The first significant change within the staff stiwe was made in 1991, by increasing the number of
high-qualified staff and retiring of 45 personstwidwer educational level.

Starting from 1993, the State Statistical Officgibhs with a systematical approach towards learning
foreign languages, application of the modern gteéismethods and using of the modern informatics
equipment that was being supplied permanently.

The second significant change within the staffcttite came after the Law on State Statistics was
brought and after intensive involving of the Officethe international statistical cooperation .
Consequently, in the period from 1999-2000, 65@eswith faculty education were employed, mostly
with Faculty of Economics and Faculty of Informatidechnologies.

The Stabilisation and Association Agreement (SAéieen the Republic of Macedonia and the
European Union (signed in April 2001 and enteréd farce in April 2004) and the granted status of
candidate country to the Republic of Macedonia @eazer 2005) contributed to the increased level of
integration of the National Statistical System vilie European Statistical System.

The upgrading and strengthening of the State 8Stati©ffice, related to the improvement of the
availability, quality, comparability and timelineststatistical data towards their aligning witle th
statistical acquis, require a lot of human resairce

Therefore, the third significant change is plantethke place in the period from 2007 - 2010.
Namely, in the frame of the realization of the Natl Programme for Adoption of the Acquis, it is
foreseen to reinforce the staff with 62 new pesswith faculty education.

In 2007/2008, there was an employment of 10 newqpex. In addition, during 2008, it is planned 18
more persons with faculty education to be emplogsdyell, thus significantly reinforcing the Office

3. HUMAN RESOURCES DEVELOPMENT POLICY

In a very fast changing environment, as there leas Ihuge increase in policies, which resulted in
huge expansion in the field of statistics, a mague is raised - how does one cope with such an
increase when resources have not followed?

In order to answer this question and to learn nabiaut itself and to improve the performances of its
work, in the second half of 2006, the State SiatikDffice made a self-assessment using the Common
Assessment Framework (CAF). CAF is recognised asaay—to — use tool to assist public sector
organisations across Europe to use quality manageieehniques to improve performance. The CAF
provides a self-assessment framework that is canaly similar to the major TQM models, EFQM in
particular, but is specially conceived for the priskctor organisations, taking into account their
differences.

In this paper we will refer only to two of the foareas that the State Statistical Office has ssdeand
prioritized in which, for the beginning, improvenieactivities will be realized in the direction to
managing with human resources. They are the fofigwi

a. The organization shall plan, manage and promotétingan resources in line with the
strategic planning

b. The organization shall manage the finances

The organization shall plan, manage and promote thBuman resources in line with the strategic
planning
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The State Statistical Office concluded that it didt have enough developed system of human
resources management, and therefore a Plan for HuResources Development was developed in
2008, which is in direction to the European experés and knowledge.

The main objective of this plan is that the Offgteould change its current situation, and thantte
should be given to the developing of the humanuess.

Currently, the Human Resources Development Pol&P) lays on five (5) pillars:

1.Providing the State Statistical Office with hurmrasources through coordination of the quantitative
and qualitative work requirements in the Officetwtihe candidates’ competences and potentials;

2. Human resources development
3.Motivation
4.Maintaining of the human resources

5. Human resources unit’s scope of work

Providing the State Statistical Office with human esources through coordination of the
guantitative and qualitative work requirements in the Office with the candidates’ competences
and potentialsis planned to be done through the following até&s

i. New organizational structure, established in AR2U08
ii. Prioritization of the staff needed
iii. Defining the real needs of the State Statisticdilc®f
iv. Defining the additional competences of the cartdisla

Human resources developmentould be reached through the following activitiedich started in
2008:

i. Introducing of the mentoring system -

Mentoring system means that to each newly empl@grdon a mentor is determined who does not
necessarily have to come from the organizatiornahfine employed is in. The mentor’s basic taskis t
give support to the newly employed person in thecgss of his/her socialization in the Office, by
giving him/her support and advices in the processigther work involvement, delivering his/her
requests and positions to the senior managersldmimediating in solving the conflict situatioiifie
period of holding the meetings between the menidrthe employed can be set in accordance with the
employee’s needs, but not less than 4-5 times ia Jaa meetings can be held in the Office or oetsid
the institution. Socialisation is the process dfluding the new staff in the formal and informal
organisational structure in the Office and gainting working and other culture which is dominant in
the State Statistical Office.

ii. Preparing of the annual training plan

Training of the employees is one of the most imgrarsegments of the human resources management,
besides the employment of new staff, managementoaganization and sources for the financial
resources and salaries. In this direction, for $tate Statistical Office it is a challenge to have
employees that are trained with skills, capabditéend experience to respond to the quality requests
which jointly lead towards confidence building hetinstitution.

Every employee has the right and duty to profesdipnmprove oneself. Therefore, the Office
prepared the Annual Training Plan for 2008, anctheined that each employee should have at least
three (3) days training, during each year.

ii. Introducing the self-training of the staff

The State Statistical Office started with the in&grtraining. In June and July, 6 (six) lecturegeve
presented to the employees on different issuesutingata on national accounts, screening,
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strengthening of the performance and quality moimigp practices, cost calculation system,
preparations for the Census of Population 2011 @edsus cartography. In average, 26 persons
participated per activity. Participants had a gaii to fill in an evaluation form for each legt; and
in general the feedback is very positive. In aeséam 1 to 10, the average mark is 8.

Motivation- Usually motivation is connected with staff salariest taking into consideration that this

question is regulated by the Law on Civil Servatiteg Office dedicates an attention to the other
components. The staff motivation will be increasky providing better working conditions, rotating

the State Statistical Office staff every 3 or 5rgeand allowing the new staff to pass part of their
working experience in the Regional Departmentsaddition, higher motivation of the staff can be

provided if the employees’ autonomy and resporigibénd team working are stressed.

Maintaining of the human resourcesAs it was previously mentioned, the State StiaasOffice has
staff that is well trained and educated. Therefarspecial attention is given to the maintainingheaf
human resources. Nowadays, the salaries of thieseimiants have been significantly increased, and s
it can be stated that one of the main factors figqpleyees leaving the Office has been overcome.

Human resources unit’s scope of work Whit the new organisational structure, the scdp&ark of
this unit has radically changed. Its main objedisee:

-to conduct the information system for human resesirrelation between employees, training
and development, motivation and staffing procesh@nOffice;

-to participate in the Office’s organisational-dieyenent process related to human resources;

-to prepare different legal Acts, and to suppdm internal training system in the Office.

The organization shall manage the finances

The working process requires lots of resources lwhire not completely available with the budget of
the State Statistical Office. Therefore, in ordecontinue this process in the best possible martimer
Office has to increase the efficiency of its woikhis is only possible if the information on resces,
costs and outputs is fully available.

As a result of the analysis of the strengths, &edcbntext and areas for improvements in this field
general, it was summarized that:

a. The existing accounting system at the Stad@is8tal Office can not provide
precise information about the separate expenseveify statistical survey;

b. Significant resources coming from donationsrareincluded. In the case of the
State Statistical Office, significant resourceatttan not be neglected are coming
from donations, especially for improving knowledgeghrough trainings,
workshops, conferences, expert missions, etc.)

Therefore, the top management made a decisionil &w@ost calculation system, with the following
main objectives:

a. to determine all expenses/costs and to attribuemtio the individual
statistics;

b. to optimize the work processes

As a next step, an Action Plan for developing tloae&pt for the cost calculation system was provided
in October 2007. The plan foresees realizatiorheffollowing activities in the period 2008-2009 and
to become operational in 2010:

- Revision of the existing Catalogue of Activities

“Activities” in the Office, are those typical sesss that determine the workflow of a cost unit. The
main objective of the Catalogue of Activities (wimdy) is to enable the Office to determine the
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burdening of the working posts and through analysiwill be possible to conclude whether the
working posts are: overburdened, adequately budden@&ot burdened. This should enable the Office
to make an analysis of the staff availability.

Furthermore, this will contribute to calculatirfietexpenditures for employees that directly infeeen
the budget. This will lead towards fulfilling thebjectives of the organization in an efficient and
effective manner, because it should help to esérttet exact number of employees - neither more nor
less than the number needed — that perform thesgagetasks.

The first version of the catalogue was prepare2005 for other purpose - to register the time used
certain activity. Therefore this catalogue was detailed and comprised approximately 300 activities
However, keeping in mind the final purpose of tlgatogue, i.e. the analyses to be conducted using
the cost-calculation method, and the practicability the reporting burden on the staff of using th
catalogue, it was reduced and now it consistsairad 80 activities grouped in 23 groups of ackbgti

- Defining the costs sources

Basically, data should be collected at the sourcd double data entry should be avoided, where
possible. Not all available data from the adminigte accounting system at the State Statisticht©f
can be used directly as a cost source. Cost soaredn:

i. Electronic form (data already entered ) in a diatoghode

ii. Electronic form of existing data in the Office (Wworg hours
in the Office)

ili. Number of paper forms (most of them have to bebésteed )
that will be filled in periodically and will contai detailed
description of the workflow concerning data coliegt

- Preparation of the Catalogue of Cost-Units

The Catalogue of Cost-Units is used to identifytdeks that need human resources. So, a task is
considered as a “cost-unit”, if it can be separ#étech other tasks, but due to same parametersyit ma
be grouped with other, similar tasks. A cost-uait be a professional subject matter or an
administrative task. A cost-unit element in thei€¥fis typically a statistical survey, a developinen
project, a data supply, a yearbook, financial tat&sThese catalogue elements are grouped imto a t
(2) level catalogue hierarchy to form aggregatexligs of cost-units. The Catalogue of Cost-Units in
2008 is consisted of 330 costs-units grouped igrbips of cost-units.

It covers the following groups of cost-units:
a. Annual Statistical Programme;
b. Cabinet of the Director;

c. Departments for Finances, Legal and Generaliraffenternational Cooperation
and European Integration;

d. Internal Audit;
e. Public Procurement Commission;

There is a possibility the data on cost-unit todggregated on the level of organisational units,
according to the belonging of the employees totiganisational units.

- Catalogue of Types of Costs

In general, costs are divided as personnel andrialatosts. Personnel costs include the salary,
transport , food and training costs. In addititime, catalogue of material costs comprises:

» Traveling costs and per diem for trips that areqadégorized as training

= Communication and transport costs
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= Contractual services and other services

= Capital costs

» Interventions and regular maintenance
= Office materials

= Insurance

» Membership fees, office representation

- Identification of the modules of the Cost Calculaon System

According to the current considerations and plahe, Cost Calculation System will comprise data
from several modules

-Module for work time reporting for calculation personnel hours per cost — a
test version

-Module for staff training for calculation of traing expenses per cost unit- a draft
version prepared

-Module or modules that should be developed inr&utior calculation of other
material costs

- Design and implementation of IT system for Regist of Employees

A Register of Employees shall be developed, whestety of basic identification information and job-
related data will be kept. Currently, the Officasmiises with the current data in electronic formeAf
the development and testing of the Register, pl&ned historical data on each employee to be
entered in electronic form.

-Implementation of the IT system for registrationof the monthly personnel hours

A database is designed and a draft version of pipdication for registration of monthly personnel
hours is available. Starting from September 2008; a group of employees will have a possibility to
use it in order to test its functionality. Afterethiest usage and the implementation of the findihgs
will come up, during 2009, it will be used as aopipplication for registration for all State Ssétial
Office's employees.

- Establishing of Unit for Internal Control and definition of the procedure of data control

To perform all the tasks of the Cost Calculatiost8gn a control unit will be established, as pathef
Department for Internal Financial Control. This toh unit will be responsible for checking the
correctness of the data, compared with the presevidence. In addition, it will be responsible for
distribution of the costs by formula, for calcutatiof personnel costs and for integration of thiada
obtained from the cost calculation system. Thed®ities will require close cooperation with the
Department for Human Resources.

- Design and implementation of an IT system for pesonnel electronic file

The personnel electronic file will contain basidoimation about employees (from the Register of
Employees), information about promotions, demotiaignging department, planned and realized
training activities, money invested (module foririnag evidence) and other things (from additionally
developed modules)

- Calculating the costs for goods, services and dégd expenses
In general, different methods for calculating tlusts are planned. According to the analysis of the
type of material costs and cost evidence sourbesState Statistical Office made:
= Some material costs that could be attributed ttaestatistics directly (trainings, expert fees,
copying, printing, costs for the interviewers);
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= Some of the material costs that could not be aittei to a statistical survey can be attributed
to a cost center (traveling expenses, public ig#jtoffice material, mail and telephone...)
= Most of the material costs are attributed to thdiviiWual sets of statistics by formula
(equipment and licenses, internet, fuel, paperd mragazines, office rent, translations,
membership fee in international organizations, pase of furniture, cars...)

- Integration of data from all cost sources in on€ost Calculation System

The following chart presents information flow falculating the cost for a statistical survey. Fame
parts of the system, IT modules are already dedigne development of the complete system is under
consideration.

As soon as the detailed specification of all thecfionalities, the complete data flow and workflare
clarified the missing parts will be completed.

Personnel training costs are part of the matedats; but, through the personnel electronic fibeyt

are logically attributed to the personnel costse Tievelopment of the yellow part of the systemnis
going - items that have to be recorded, becausiéogreen costs evidence exists.
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-Definition of all the outputs (reports) from the Cost Calculation System

Collected data will be used for preparation of rhydannual evaluations. Monthly evaluations will be
made for the directly allocated costs, and fortladl rest (attributed by formula) they will be done
annually. That means that the exact cost for thigstital survey will be available on a yearly lmse

It is planned the following monthly/annual repdxshe prepared:

a. Reports by cost units
b. Reports by activities
C. Reports by organisational units

The results will be submitted to the top and theimemanagers of the State Statistical Office for
further data analysis and recommendations.

- Defining the recommendations (guidelines) from th data analysis

The last, but not least planned activity, is tbéirdng of the recommendations from the data asisly
The top and the senior managers of the State tgtati®ffice, based on the data analyses, shoukema
recommendations about cost units. They can recommemnain cost unit to:

-continue to exit;
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-examine the possibilities to reduce the costs;

-be increased:;

-be integrated in other cost unit;

-include new cost unit;

-be excluded.
Each recommendation should be covered with goodaeapon. After the implementation of the
recommendations, it is expected that the work @eee will be optimised.

Conclusions

In this paper, firstly, is reviewed the processtlé country’s transition when the NSO’s
changes were very complex and specific; seconldéysignificant progress within the human resources
structure till nowadays; and thirdly, an overview provided of the current human resources
development policy of the State Statistical Offfethe Republic of Macedonia in the context of
managing the human resources in an efficient afedtéfe manner.

It is demonstrated that a small office can propé@uhction only with well established human
resources management policy. This policy has t@admepted by both the top management and the
employees. It has to lead to well educated, loyal enthusiastic persons that are ready to cope with
the challenges. Therefore, the State Statisticit®©bf Republic of Macedonia is on good track to
respond efficiently to the requirements and thdlehges.



