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How to get better reporting from
Public Employment Services in
Bosnia and Herzegovina?

Marko Martic

Unemployment in Bosnia and Herzegovina -
among the highest in Europe

Growing unemployment in Bosnia and Herzegov-
ina has reached alarming proportions. Over the
last few years, the number of the unemployed has
been around 450.000. Unfortunately, again it has
tendency of constant growth since 2008 which
resulted in 527.749 unemployed persons regis-
tered at the employment bureaus in Bosnia and
Herzegovina at the first quarter of 2011'. At the
end of 2010, registered unemployment rates have
reached the percentage of 43.1%, which is among
the highest rates in Europe.

If this trend continues, very soon we will be
in a situation in which one of two workers in
Bé&H is officially unemployed!

Public Employment Services play a crucial

role on the labor market

This kind of development of the situation at the la-
bor market in terms of scope, structure and trend
of unemployment, has been a direct consequence
of the impact of numerous factors, where global
economic crisis only highlighted the problem of
an inflexible and dysfunctional B&H labor market?.
Here is important to address that labor market is
a key factor market influencing overall economic
effectiveness, where Public Employment Service
represents a central public authority in the la-
bor market and employment in every state, and
so does in Bosnia and Herzegovina. PES plays a
crucial role at labor market since they appear si-
multaneously as the intermediaries between the
actors at the labor market, as an important source
of information and as carriers of employment poli-
cies. They are considered to be the main institu-
tional actors when it comes to implementing labor
market policies which involves: stimulating labor

' Source: Labor and Employment Agency of B&H - figures for
the first quarter of 2011.
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market participation; activating the unemployed;
enhancing the skill profile of the work force; facili-
tating efficient matching of demand and supply on
labor markets, etc. When political decision-mak-
ers set targets, the public employment service is
responsible to meet them on the most efficient
and effective way. Having this in mind, we can
say that the PES is significantly contributing to
the design and layout of the labor market in one
country since they are an important institutional
framework for implementation, monitoring and
evaluation of the government employment policy.

How to measure PES performance on labor
market?

In accordance with the role that public employ-
ment services play, the public and key stake-
holders are very interested in information about
success of their activities which are undertaken
on the national labor market. The review of per-
formance measurement in comparative PES in
Europe showed that a wide range of approaches
is used but what they have in common is method-
ological framework which is based on causal con-
nections between inputs, outputs and outcomes.
In that context input measures are related to the
presentation of resource information (budget,
personnel, equipment, etc.) alongside achieved
performance (results of activities) and effects
(employment, unemployment), so as to enable a
comparison of the relationship between resources
and performance (this approach is also incorpo-
rated in the European PES Benchmarking Project
and the European Employment Strategy).

Based on this methodology, existence of basic
input, output and outcome indicators have been
subject of analysis and identification in latest of-
ficial annual reports and programs for 2009 and
2010 from RS Employment Agency and Federal
Employment Agency®. Additionally, existence of

3 Employment Agency of RS: Izvje$taj o radu Zavoda za
zaposljavanije RS za 2009. godinu i Program rada Zavoda
za zapoS$ljavanje RS za 2009. godinu i 2010. godinu
Federal Employment Institute: IzvjeStaj o radu Federal-
nog zavoda za zapos$ljavanje za 2009. godinu i Program
rada Federalnog zavoda za zapoSljavanje za 2009. go-
dinu i 2010. godinu

Summary

Despite the fact that problem of
huge unemployment in Bosnia
and Herzegovina is constant

and top issue to deal with, more
than a half million of registered
unemployed persons speaks in
favor that little was done in this
problem solving. In B&H context,
question that arises is about role
and accountability of the public
employment services and their
performance efficiency on national
labor market which was charac-
terized as dysfunctional and non
flexible in numerous reports.
According to the research on pos-
sibility of measuring the success
of public employment services

in Bosnia and Herzegovina by
using their official annual reports,
it is clear that those reports

at this moment do not contain
enough data on direct results of
their activities, primarily in the
performance of basic functions
such as information services and
job brokerage, which is only a re-
flection of their passive approach
when it comes to relations with
customers, whether it be with
unemployed or with employers.
At this point, annual reports in
PES are designed in such a way
that the dominantly present
records and numbers of the unem-
ployed persons, but lowest on PES
succeed in performance to help
unemployed to find jobs, which

is their main statutory activity.
Therefore, the basic performance
measurement model which stands
on clear linkage between inputs,
outputs and outcomes, as well

as appropriate monitoring and
reporting mechanisms, should be
introduced in PES in B&H as soon
as possible in order to show level
of their efficiency on the national
labor market.



INFORMATION

JOB BROKERAGE AND
ACTIVATION

SKILLS IMPROVEMENT

OTHER SERVICES

Table 1. Methodological
framework for analysis: key
PES functions, indicators of
results and expected target
values
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A “Policy Development Fellowship Program”
has been launched by the Open Society Fund
BiH in early 2004 with the aim to improve
BiH policy research and dialogue and to con-
tribute to the development of a sound policy-
making culture based on informative and
empirically grounded policy options.

The program provides an opportunity for se-
lected fellows to collaborate with the Open
Society Fund in conducting policy research
and writing a policy study with the support
of mentors and trainers during the whole pro-
cess. Seventy three fellowships have been
granted in three cycles since the starting of
the Program.

All policy studies are available at
WWW.S0ros.org.ba
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causal connection between defined objectives
and achieved results is essential for assessment
of their work and development of performance
measurement framework.

The analysis results: inefficient labor market
in B&H reflects the work of institutions that
operate on it

According to the research results we can say that
inefficient labor market in B&H only reflects the
work of institutions that operate on it, including
the public employment services. It is obvious that
current system of reporting does not allow full
insight into their performance measurement and
comparability of results with other similar institu-
tions which significantly discourages the estab-
lishment of the desired level of accountability and
transparency in these institutions. Besides insuf-
ficient level of accountability and transparency,
detailed insight into research results opens more
serious problem that exists if we look on core
competences of PESs in B&H.

Although positioned as the key institutional ac-
tors at the B&H labor market, so far, public em-
ployment agencies have been primarily directed
towards “passive” functions like keeping records,
administering data and ensuring prescribed as-
sistance and benefits for unemployed persons
prescribed by the Law. In general, the analysis
of examined B&H PES reports and annual plans
shows that the focus of their reporting in this mo-
ment is dominantly placed on consistency in the
implementation of legal provisions and regulations
instead on fulfillment of targeted values and indi-
cators which could be also an explanation why
some of the most important performance indica-
tors are missing. Accordingly, “more active” and
“creative” functions like function of mediation
in employment, as one of their most important
statutory activities (job brokerage), have been
partially or completely ignored. Job brokering,
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personalized counseling and guidance, screening
of the unemployed for participation in active labor
market policies are core statuary functions but not
fully preformed by public employment services in
B&H. Reporting system in both institutions has
been designed in such a way that the dominantly
present records and numbers of the unemployed
persons, but lowest on succeed in performance to
help unemployed to find jobs, which is their main
statutory activity.

Other aspect is undefined reporting obligations and
unclear objectives and target values. It also raises
a question how to assess management of RS PES
if the system for monitoring and evaluation of per-
formance is missing or it is not completely devel-
oped. Using the simple words, performance man-
agement of Public Employment Service in some
aspects can be described as “driving in neutral”.
However, it is encouraging that certain progress in
introducing new monitoring and reporting mecha-
nisms exists in both Public Employment Services
unlike previous years where such positive move-
ments were not present at all.

European experiences and models should
serve as a guideline

From this perspective it is clear that there is an
urgent need to reform the existing system of re-
porting in PES institutions at all levels in order to
raise their level of transparency and accountabil-
ity. In that sense, positive European experiences
should serve as a good guideline for modernization
of local labor market institutions. Moreaver, within
Joint Assessment of the Employment Policy Pri-
orities, EU helps candidate countries and potential
candidate countries to reform their employment
systems. It requires countries to develop a stra-
tegic approach for employment policy, addressing
their specific employment challenges in line with
EU policies and practices. PES benchmarking proj-
ect should be specifically addressed here since it
is directly related to monitoring the performance
and comparability of PES within the EU which is
very important for this topic

Most public employment services in EU countries
are using basic performance measurement model
with an appropriate monitoring and reporting
mechanisms. Such model enables policy makers
and public as well, to have a clear insight into
efficiency of PES performances on labor market.
More specifically, basic performance measure-
ment model stands on clear linkage between in-
puts, outputs and outcomes so the monitoring and
reporting mechanisms are dominantly focused on
system of quantitative and qualitative indicators
which are showing PES efficiency on the labor
market. The system of seven main indicators de-



veloped within PES Benchmarking project is an
example of commonly accepted methodology for
monitoring and reporting among PES in most EU
countries.

Reporting focus should be on job brokerage
and information services as “active” func-
tions of PES

According to the research results, it is already
mentioned that PES annual reports are designed
in such a way that the dominantly present records
and numbers of the unemployed persons, but
lowest on succeed in performance to help unem-
ployed to find jobs, which is their main statutory
activity. There are many reasons for that which
are not in dependence from PES management
but also from other factors such as: limited finan-
cial sources for implementation of PES activities,
outdated IT technologies, human resources that
should be trained for new PES services, and finally
and the most important, political decision for de-
cisive step in the reform process (such as. reloca-
tion of health insurance for unemployed persons
from jurisdiction of PES). Therefore, it is very im-
portant to address areas for improvement in PES
services in order to provide adequate support from
decision makers for needed reforms

In accordance with the above mentioned, the report-
ing system in public employment services should
definitely include more information about information
and job brokerage services, especially in terms of
contacts with customers, conducted consultations
with unemployed persons, conducted consultations
with employers, organized interviews, developed
individual employment plans, provided customer
satisfaction research (primarily the research about
satisfaction of unemployed persons), advertised va-
cancies within the PES information system, etc..

Shift from “traditional management” to
“management by objectives” is needed

Another problem identified in this research is un-
clear objectives and target values stated in PES
annual programs and working plans. It seems that
PES management has been primarily oriented to
“traditional management” approach that exclu-
sively follows legislation, laws and bylaws pro-
vided by respective ministries, without any am-
bition to introduce new management techniques
from the private sector, including Zmanagement
by objectives’ for instance. During the eighties,
the same situation was in Europe. Among the
first PESs to introduce performance targets were
Sweden in the mid-1980s and the UK and Belgium
in the late 1980s. Since then, most other Euro-
pean countries have followed this new approach.
Of course, not all employment services are at the

same level but basic performance measurement
principles are almost standardized in PESs from
EU member countries.

In this sense, the EU experiences and support can
be valuable for domestic labor market institutions.
More specifically, European Employment
Strategy and especially PES Benchmarking
Project with its already developed and ap-
plied methodology should serve as a guid-
ing line for certain improvements of exist-
ing performance measurement models in
local PES institutions. Those improvements
will also lead to the shift of current focus
of monitoring and reporting towards objec-
tives instead of regulations.

Finally, the role of PES management is very
important. PES management should be the
initiator of mentioned reforms and changes
that will result with better performance effi-
ciency and more efficient management sys-
tem where particularly encouraging is the
cognition that management structures from
both public employment services are inter-
ested to take such important step.

In this respect, the recommendations from this
study should be taken solely as an expression of
support for the reform processes which are al-
ready started at the Employment Agency of Re-
public of Srpska and Federal Employment Agency.
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Appendix 1. Research results on PES reporting in
B&H and Slovenia

PES PES PES PES PES PES
RS FB&H Slovenia | RS FB&H Slovenia
indicators available target values defined
INFORMATION SERVICES (in observed annual reports) (in observed annual plans)
PES web site available yes yes yes
On-line content/services designed for employers available yes yes yes
On-line content/services designed for job seekers available yes yes yes
Call center or free telephone line available no no yes
Number of PES web site visits no yes yes
Number of vacancy posted within PES information system no yes yes
Number of filled vacancies no yes yes
Number of CVs collected no yes yes no partially | ves
Number of on-line job application submitted no yes yes
Direct contacts with beneficiaries (by SMS or e-mail contacts ) no no yes
ACTIVATION SERVICES indicators available target values defined
Number of conducted interviews with employers partially partially | yes
Number of conducted interviews with job-seekers no no yes
Number of individual plans completed no no yes
Number of counseling sessions conducted with job seekers no yes yes no partially
Number of counseling sessions conducted with employers no no yes
Number of job fairs organized yes yes yes
Types of employment subsidies provided yes yes yes yes
Number of employed per subsidy type yes yes yes ves ves
Amount of money per employment subsidy type yes yes yes
SKILLS IMPROVEMENT SERVICES indicators available (target values defined)
Number of training programs implemented partially yes yes
Number of training sessions conducted no yes yes
Number of participants attended each training sessions no yes yes no ves ves
Amount of money spent on each training program no yes yes
MISCELLANEQUS SERVICES indicators available target values defined
Number of beneficiaries and amount of money spent for unem-
. yes yes yes
ployment insurance
Number of beneficiaries and amount of money for spent health-
. . yes yes N/A
care insurance
— . yes yes
Number of beneficiaries and amount of money spent for pension
. yes yes N/A
insurance
Number of sanctions taken against unemployment insurance
no no yes
lawbreakers
Trends and movements on labor market identified yes yes yes
Employers’ satisfaction survey conducted yes yes yes yes
Job seekers’ satisfaction survey conducted no no yes partially | partially
Quality management system introduced no yes yes
LEGEND: *Health care insurance for unemployed is not under
Yes - indicator is fully available in observed reports competences of Slovenian PES
Partially - indicator is available in observed reports only for segment of PES service or implemented programme
No - indicator is not available in observed reports

N/A - not applicable



