
The carrier promotion of public 
employee for equal creation of 

wealth

Mihael Sket

IRDO Conference

Ljubljana, 2. june 2022



Subject

• Two systems: Social model then in 
political sistem (PS), now and forward

• Role of public employee (PE) in PS

• PE performance measurement (PM)

• Example of PM of PE

• Conclusion



Two systems: National state vs global networks
Global networks (economic system -ES) work through:
- Taxation policies
- regional and investment policies 
- global equity and expertise transfer

State governement (political system - PS) differes from ES:
- Organization: ES is structurally connected through new 

technology and informatization will not create 
hierarchies. In PS public employees execute power that in 
process that is defined by legislation, seperaton of 
powers, level of hierarchy)

- Orientation: ES is reacting on demands from customers 
(focus on front-line). PS has policy goals that are 
implemented by adressing beneficiaries, interest groups, 
voters, active citizens. 



PS welfare model: Social state from 1930*1
In Sweden social partnership model was developed:

• Antagonism bewteen farmers and workers interests was solved 
(prices of nutrition).

• Generous wages were agreed on all enterprises or sector level. 
Workers were not interested in redistribution.

• Corporations and entrepreneurs were ensured to retain their profits. 
This stimulate reinvestments and awarded more productive 
enterprises with less progresive taxation.

• Leading party SAP balanced interest of trade unions and industry (as 
farmers previously).

• With social peace Swedish public government could develop enough 
knowledge to introduce social programs (redistribution of incomes to 
unemployed or poor) and prevented the abuse of system. 

• The participation of workers (with generous wages and social 
security) prevented the elites from usurping the power.



After century: PS replaced by ES welfare*1
• Globalization brought lower production costs, and 

modern technologies for automatization (and 
informatization) of production have changed the balance 
for capital against workers. 

• More imbalance was made in financial sector, in USA 
from 1980 to 2007 this sector share grew from       5 % of 
GDP to 8 % of GDP, its profit grew by 800 %, threefold 
exceeded growth created by nonfinancial sector.

• Consequence: This deprived other sectors deprived of 
sources for innovation.

• Indicator: Increase of productivity in last two decades 
was not as fruitful as in time of active welfare state.



Forward: New social contract and role of PS*1
• New coalition needs to have a vision and ideas, and plan 

institutional innovations. 
• General solutions (as social security) are easier processed 

in time of economic and social changes, as they demand 
widely outlined programs, what could bring together 
great coalition. 

• Workers could struggle and gain more from investment in 
education, inclusive labor market and higher minimum 
wages. 

• Due to this three-way agreement the state should invest 
more in basic research and cooperative R&D with the 
goal to increase productivity, due to creation of new 
opportunities for skilled workers to contribute to 
production improvements. 

• This would create more opportunities for enterprises. (*1 
Acemoglu, Robinson, 2021, 637–680)



Role of public employee (PE)
• There is a need for a social system that would enable 

harmony between expert development and use of 
knowledge for creation of wealth. 

• This system could balance different interests of stakeholders 
in the process of social agreement.

• Role of PE is to stand-by in process of negotiation between 
partners 

• Role of PE is to fund R & D and education for growth of 
productivity and quality of life.

• In recent decades, in commonwealth countries the 
cooperation of governmental and market sector, where 
approaches of market sector were transferred governmental 
organizations (under the term new performance 
measurement) demonstrate their strength and weakness. 
(Table 1: SWOT analysis on two sectors approach to goals 
achievement)



Role of employee in ES*2
Aproaches from ES management:

• Workers focusing on results will be more 
productive.

• Self-management and self-organization are leading 
educated and articulated worker into the 
development of productivity .

• System of constant improvements will enable the 
transfer of experience and distribution of 
knowledge from one person to another. 

• Feedback on behavior and results in connection 
with achievement of goals of person and 
organization is provided by management. 

• (*2 Johannessen, 89–101)



Table 1 Government Market (Private sector)

Strengths Addresses complex problems by 

collecting knowledge, resources 

and tracking goals over 

governmental, business and civil 

society boundaries.

To mobilize all local knowledge, networks, and 

competition between suppliers of resources.

Risks When PE manipulate their behavior 

with the aim to achieve the 

requested goals, and this behavior 

does not improve performance

The private sector organizations are biasing 

system by bounding them to very narrow key 

performance indicators (through picking more 

»valued« users of their services)

Weakness Following private sectors models 

for achieving results by outsourcing 

agents, contractors, using markets 

and artificial intelligence to achieve 

results.

In private sector, the digitalization and new 

generations are demanding new approaches to 

performance management. For example, IBM 

enterprise has rejected traditional measurement 

of performances with grades under annual 

appraisals, where employees defining their 

targets at the beginning of a year and receiving 

feedback from managers at end of year.

Opportuni

ties

Design of public value through 

creative government of public 

resources and strategic design and 

implementation of policies can 

enable public network with 

sufficient variation to cope with 

decentralized private sector. 

(Johannessen 20–34)

New IBM approach is based on constant

feedback about skills that employees will

improve with mentorship and coaching. The

system is based on self-review, where workers

seek opportunities for improvement and

managers are coaching them and not giving

them evaluative assessment. (Bhimani, 95–111).



PE performance measurement (PM) 
• Activity of creation of tools for PM is based on choices 

(based on social constructed practices) that have 
influence on result of measurements. 

• Results are a product not only of the process that is 
measured, but also of the measurement process. 

• The tools for PM can manage the complexity by 
increasing it (assessment of performance by comparing 
realization against plan; based on information, relations 
in measurement process are learned) or decreasing it 
(using this knowledge to plan compartment due to 
expected realization). 

• The expressed values can be quantitative (monetary 
value, financial categories) or qualitative (beneficiary 
satisfaction, employee motivation) (Table 2: Creation of 
tools for PM)



Table 2 Information Performance Quantity/ Quality

Comple

xityincr

easing

Socially constructed 

practice produced by 

judgments and creation 

of consensus, and 

quantified by financial 

results (financial report) 

– accounting. 

Assessment of future 

financial results (plan) 

and comparing between 

plan and realization 

(financial report).

Inscriptions generate 

knowledge, create visibility, 

facilitate compromises, 

mediate between resources, 

enable and constrain actions 

and identify goals and objects 

that will be governed. Finding 

connection between how 

qualities will be measured and 

communicated and how 

process will be performed.

Monetary/ »Ethical control« 

– through individual and 

collective responsibility that 

is presented when one 

(agent) is connected 

(physically and psychically) 

to others (beneficiaries)

Decreasing: Focus of PM 

system on financial 

efficiency of public sector, 

but not on realization of its 

services.

Comple

xitydec

reasing

Performance 

measurement systems 

(PMS) construct and 

communicate a version 

of reality. 

Manipulating by gaming 

behavior (see Table 3), cherry-

picking, and avoiding 

disclosure of nonperformance 

due to avoiding organizational 

changes. Restrained of 

innovation and flexibility. 

/ PM adversely impacts 

employee welfare, by a 

negative effect on factors 

that leverage welfare as 

control on work, its pace, 

intensity, conflicts increase 

stress and decrease of health. 



Reaction of PS on PM weakness and risks
The opportunity that the ES detect in process of performance 
measurement (see Table 1), are also challenge for PS as it

• Address risks and opportunities of New Public Management (based 
on agency theory) with transformation from compliance towards 
stewardship theory

• Outcomes are defined with independent, dynamic and cooperative 
factors that cannot be dismantled to separate parts. Factors 
intertwine and enhance each other (their resilience and 
intractability).

• Complexity of management imposes mobilization of resources and 
knowhow from nets of self-governed and semiautonomous units. 

• Social controls replace inter-organizational and feed themselves by 
internal motives through emphasizing values and key (including 
symbolic) actions that enhance these values and create new 
organizational rules and routines that are working through peer-
based and horizontal responsibility. (continiue on next slide)



Example of PM of PE
• From previous slede: Independence of frontline line professionals that are 

in contact with public, to address complexity at its source. Organization 
must allow flexible and adjustable reactions through services and solutions 
for public, without PM instructions and rules.

Example from Slovenian Army.

• In Slovenia, there are regular formal annual performance evaluations of 
each individual public employee. For almost two decades performance 
ratings are related to wage increment (horizontal promotion of public 
employees to salary grades).

• Legislation and documents made by ministry of defense define criteria of 
performance appraisal as professionalism, accuracy ... based y on quality 
and accuracy of an order fulfillment.

• Army employee exposed what is the problem with annual performance 
evaluations. PE are discussing between themselves information on 
appraisals, and increasing on wages. Their superior will rather avoid the 
problem and give all of them highest grades. The person interviewed 
managed to positively change altitude of solders by applying two simple 
unwritten rules: they do not talk about politics and about wages. 

• This lead us to adress last topic (Table 3: Quality of PE evaluation)



Instru

ment

Characteristics Supervisor Employee

Goal 

setting

Setting from 

top / bottom of 

organization

Change due to change of 

government. This change at 

short notice, if not 

communicated down, can 

make confusion.

When they are not included in 

goal setting, they find goals as 

additional working burden.

Perfor

mance 

feedba

ck

Formal annual 

performance 

evaluations of 

individual 

employees / 

regular 

performance 

check-ins

Formal interview consumes 

time for completing forms 

and discussing 

performance. Informal 

interview builds his self-

confidence. More 

interviews enable to address 

future challenges.

Interviewed regularly, there is 

less surprise with negative 

marks. 

Perfor

mance 

apprai

sal 

proces

ses

Performance 

ratings / 

distributed 

statistically in 

ranges / not 

used

When managers use quotas, 

employees find evaluation 

arbitrary.

Traditionally the wage 

increment is due to annual 

performance ratings. When not 

rated, individuals and groups 

improve productivity and 

satisfaction compared to more 

traditional methods.



Conclusion
• Comparison shows that public sector performance 

management is still following the development of private 
sector. Private sector searches the opportunities of coaching 
for replacement of evaluative assessment. As shown on 
example of SAF there are “unwritten” components of 
appraisal process that define its quality and satisfaction of 
employees with it. To manage the quality of this process it 
first step.

• As we have seen in our research the 21.st century employee 
is in crossroad of transformation processes and the public 
employee can gear towards a social system that would 
developed harmony between expert development and use 
of knowledge for creation of wealth. This would be the 
second step of development of performance measurement 
of public employee that could follow this specific goal.
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