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1. SHORT INFORMATION ON HOW THE CASE STUDY WAS CONDUCTED 

According to the WORKS case study matrix, the National Employment Agency (NEA) case study is characterised as customer service in the sector public administration. The National Employment Agency provides wide range of services, including information services to the two main groups of its clients - the active jobseekers and the employers.
Between June and October 2006 the research team visited three different locations and four different types of organisational units. Nine people were interviewed
. Additional information was conducted through informal interviews
 with customers and within content analysis of official organisational documents and relevant parts of Bulgarian legislation
. The table below shows the people interviewed and their positions. 

	1
	Woman
	Director of General Direction ‘Employment Services’

	2
	Man 
	Head of Department Registration and Job Brokerage within General Directorate ‘Employment Services’

	3
	Woman 
	Director of Directorate HR and Administrative and Legal Client Services

	4
	Woman 
	Information and Services Centre, senior expert

	5
	Woman
	Head of Department Coordination, Service Development and Psychological Support 

	6
	Man 
	Director of the Regional Employment Service in a big city in South-Eastern Bulgaria 

	7
	Woman 
	Work with clients, senior expert 

	8
	Woman 
	Work with clients, expert

	9
	Woman 
	Work with clients, senior expert 


The National Employment Agency in Bulgaria is an Executive Agency with the Ministry of Labour and Social Policy, which implements the government policy on employment promotion. The initial contact was informal and mediated by one of the former NEA directors. After that an official request was sent by IS team to the executive director to organise interviews with the NEA employees – at the Central Administration and around the country. The positive response appointed as coordinator and partner to the research team the Director of GD ‘Employment Services’. Immediately a meeting was organized and an initial “introductory” interview with the director was conducted. The forthcoming interviews were scheduled as well. The director requested to be acquainted with all the questions for the NEA interviews.

2.
GENERAL OVERVIEW OF THE CASE STUDY

Brief basic characteristics of:

· the companies involved: 

Bulgarian Employment Agency, founded in 1990 with following strategic goals: (1) Short-term goal – increase in employment and unemployment limitation. (2) Long-term goal – increase of the economic activity and the population’s work potential. The National Employment Agency conducts its activities within the corresponding legal framework – The Act on Employment Promotion, the Regulation on its application, Labour Code etc. 

Employment Agency’s territorial structures (see Appendix 1 about the Management and Structure of The NEA):
Central Administration (CA)

Information and Services Centre

9 Regional Employment Service Directorates (RES)

109 Labour Office Directorates (LO) 

180 branches established by the most LO with the aim of facilitating the service for unemployed and employers.

· the business function:  customer service – information, registration and job brokerage

· the units covered: face-to-face as well as telephone, e-mail and regular mail service

· products and services: (1) Services for Jobseekers: Information and Consultation; Mediation for subsidised employment; Psychological support; Career (professional) development; Enrolment in appropriate programs and employment measures; Qualification and Motivation Training; Job-brokerage for Bulgarian citizens looking for employment abroad. (2) Services for Employers: Information and consultation on all services provided; Brokerage  in hiring appropriate candidates; Staff training; Information on appropriate programs, employment measures and the use of relevant preferences; Information and preparation in cases of mass redundancies.

· the restructuring: (1) introduction of a new technology of organisation of the work with clients (one-stop shop); (2) standardization of some of the services; (3) reduction of the hierarchic levels (middle management positions e.g. department heads) so as to streamline staff number.

· the period of restructuring (when): (1) A process model and organization of client services as a one-stop shop was launched in 2002 with a decision of the Council of Ministers adopted the same year. In 2003 in order to implement the decision, a team of NEA experts started working on it with the help of consultants from large international consutancy company and other international experts. The implementation of the process model has been completed in all the territorial NEA units. The introduction of the one-stop shop has been completed in 28 LO and work proceeds as we speak. (2) the development and introduction of a client service standard at the NEA – implemented in the summer of 2006. (3) reduction of the hierarchic levels and the number of employees – the first half of 2006.

· numbers of workers in the companies: Payroll number of employees 2825, of which 2369 in LOs (see Appendix 2); women-man – 70:30%.

· geographic spread of value chain (countries, regions): The Central Administration is situated in Sofia, the local structures spread across the country.

3. CASE STUDY FINDINGS

3.1. Company and value chain (re-)organisation:

3.1.1
(re)organisation of the business function, legal and ownership structures, company boundaries

On December the 1st, 1990 National Employment Bureau was set up with a Decree of the Council of Ministers. The purpose of the organization was to support employment and set up of territorial labour offices. On the 1st of  March 1991 the National Employment Bureau was transformed into a National Labour Exchange, and as of May the 15th, 1992 it became National Employment Service. The latter functions as a specialised body for protection in case of unemployment and for promotion of employment. At the end of 1997 the Act of Parliament on the Protection in the case of Unemployment and Promotion of Employment was adopted and on January the 1st, 1998 it was put in force. The latter has been amended many times during the transition into market economy. One of the amendments of the Act as of January the 1st, 2002 defined the new status of the current National Employment Agency.

Throughout its existence, the NEA has been the object of intensive technical assistance – especially from European countries and under EU-funded programmes. Since its foundation, the NEA has been involved in numerous projects for its modernisation and efficiency improvement. To sum up, over the last 17 years the NEA has been subjected to continuous changes – most of which administrative and legislative. We cannot ignore the presence of a relatively recent orientation of organizational change, which targets clients needs and improved service quality – related with the introduction of the process model and organisation of client services as a one-stop shop at the NEA
. 
In 2003 a team of EA experts launched its implementation with the technical assistance of international consultants. In the course of more than a year they developed a program for preparation of one-stop shop service. Their efforts were supported by one of the departments in the GD Employment Services - “Registration and Job brokerage”. The department’s employees started to develop the so called “process model” – a predecessor of the one-stop shop principle. It was underpinned by the results of a survey on the quality of NEA services, carried out across the country (data collected by an independent external organization have been used).

The one-stop shop project itself was launched in its pilot phase in three Los in the first half of 2004. A few months earlier, on 20.10.2003, an Information and Services Centre at the NEA Central Administration was set up in Sofia. In the summer of 2006 – by the date of the current research – a training program on a client service standard at the NEA was completed. Its implementation in the territorial structures was expected to take place by the end of 2006, followed by audits of the Internal Audit Department and of the Human Resources Directorate, to establish the observation of this standard by employees in the local structures. 
At the time of the study, the NEA was finalising staff cuts – nearly 318 people. One third of those cuts were made by closing or transforming certain positions – especially at middle management level (head of department and head of sector) into lower positions. This type of change was implemented in the Information and Services Centre: the “head of sector” position has been closed. The other positions have been downsized – a cut of about 10% of the administration.

3.1.2
(re)organisational and spatial aspects of the value chain 

As stated above the introduction of the one-stop shop principle was launched on a pilot basis in three labour offices in 2004. A certain number of labour offices with different structure and staff numbers around the country applied to participate in the project. The basic selection criterion was staff willingness to support the innovation. Pilot labour offices had to cover diverse local “labour markets” situations. The EA restructuring was phased-out and at the end of 2005, the one-stop shop principle was implemented in 18 LOs, it was planed to cover another 10 LOs in 2006. The employment agency carries out the restructuring with its own funding. Hence the approach to restructuring is year-by-year. In the long term perspective all LOs should reorganize their work on this principle.
Changes in 28 LOs have been introduced to organization, methodology and facilities. Modifications concerned work organisation – its content, process technology, expanding the number of channels open to clients, the IT, as well as a change in the environment and a reorganization of the work space (see Appendix 3: LO space organisation). For example, before the restructuring many LOs were on the 4th or the 3rd floor in administrative buildings. With the one-stop shop principle they are planned to all move to the 1st floor. Access for people with disabilities is provided. Individual service delivery is ensured to each case in the common service area, etc. as to information, registration and brokerage.

In brief, the process model underpinning the reorganization along the lines of the one-stop shop model involves the clear differentiation between front office and back office. The front office informs and forwards clients, and provides customer registration and job brokerage. To improve brokerage service efficiency, a new work instruction has been put in place, which regulates  preparation of customer profile, request-specification; development of an action plan for job seekers, provision  of employment services and forwarding to vacant jobs. 

Functionally and spatially registration areas are defined. The LO back office tasks include signature and monitoring of contracts under various employment promotion programs, measures and training; analyses; and teams for the delivery of services to employers. In the 28 LOs, where the one-stop principle was introduced, the front office is separated and differentiated from the back office space not only functionally but spatially. The process model and the one-stop shop principle of NEA targets main processes streamlining. The change does not alter the essence of the operation of the LO’s employees. However, before the introduction of the one-stop shop service everything was “chaotic” (Inteview with senior expert, Work with clients, Woman). 

Along with the introduction of the one-stop shop principle, the organization undergoes other changes as well. In 2006, the introduction of a System of standards of behaviour for EA employees (Charter of the NEA client) has been finalised. In May 2006,  the NEA introduced a new structure of the positions after the downsizing and the optimisation. To a large degree, staff cuts have been at the expense of the existing and at the same time vacant positions. Interviewees reported the unofficial old policy on staff organisation was to keep a certain number of vacant positions as a reserve in case of staff cuts: “... in order to be able to keep the good experts, with these low salaries” (Interview with Director of Directorate HR and Administrative and Legal Client Services, Woman).

The NEA employees are now used to continuing change. This is one of the reasons why the one-stop shop is perceived by NEA employees as a routine practice in the LO work organization: “In the meantime other processes and other changes are going on. Administrative changes. So you can’t differentiate. I personally cannot differentiate between what is brought about by the process model and what in the mean time is happening just like that” (Interview with senior expert, Work with clients, Woman).

The simultaneous introduction of both the process model and the one-stop shop along with other administrative changes (downsizing) and the changes in the content of the operation (the introduction of a system of standards for the behaviour of the EA employees) with the lack of simultaneity of the restructuring of all LOs lowers the chances of achieving effective results from the change.

3.1.3
contractual relations (between the companies) and power relation (main power resources of companies and units, forms of governance of the value chain)

As stated above, the NEA operates through central and local structures (in regions and towns and cities). The central EA office is the employer of the territorial structures like RES, LO and their branches. At the same time structurally, functionally, operationally and methodologically the NEA units are divided into General administration (organized into: the directorates "HR and administrative and legal services "; "Financial and economic activities" and "Information and analysis") and Specialised administration (organized in: the directorates "International labour migration and brokerage"; "European funds and international projects”; and General Directorate "Employment services") (see chart in Annexe 1). Of all organizational units the most central for the effective NEA client service delivery is the GD "Employment services". It includes the local structures of the agency – Regional employment services and labour offices with their branches. The front offices of the very NEA - LO with their branches – are legally subordinated to the central office and methodologically – to GD “Employment services”. Thus this directorate has competences to the coordination, operational management, planning, conceptualization and methodological provision of brokerage.

The regional employment services (RES) have tasks, related to the coordination and support of the front offices – Labour Offices and their branches. After the introduction of the process model as the basic model of the one-stop shop principle in all LOs, RES started to manage LOs staff and to oversee the LOs immovable property. They fully control and can also limit the LOs costs. They have control and management functions as to the funds requested by LO under the various government programmes for employment promotion (subsidized employment, jobs creation for people with disabilities, etc.). Their functions regarding the staff are very important since they carry out the performance appraisal of the employees from the front offices. Their competences include drafting the personal plans for the mandatory and specialised training of each employee. After the introduction of the process model, RES have already imposed a direct power relation over LO and their branches in their regions because of their great powers to deal in finances and the acquired key role in the process of performance appraisal of employees of LO. Actually what can be observed is the almost unlimited power of some directors of RES over the operation of LO, including not only control over finances but control over incoming and outgoing information of LO.

The Labour Offices (LO) provide overall information and direct brokerage services to job seekers and employers. In case of demand they deliver vocational and motivational training of clients, often hiring for that purpose licensed training institutions. This operation is a priority of the so called back office of LO. In cases of demand the LO may open new administrative units (branches with two or more employees) and/or jobs at another location (distributive working places) in order to be closer to job seekers and employers.

The research team believes the restructuring does not significantly impact the power links in the chain. The hierarchy is preserved as it was. The power potential of the middle structure (RES) is expanded – as to the processes in structures, involved directly with service delivery. In spite of that in the restructured LOs what is clear is the better definition of rights and obligations and the scope which the individual positions enjoy as professional tasks and competences. 

3.2
Functions and overall workflow in the value chain

3.2.1
functions performed in the value chain, changes through restructuring, tasks carried out in different units, division of labour, workflow in core areas
The main elements of the functions in the different structures of the NEA have already been enumerated. Since its introduction of the one-stop shop principle directly concerns the LOs and the Information and Services Centre (created in 2003), we will discuss in detail their functions and the changes as a result of the restructuring.

LOs deliver brokerage services to proactive jobseekers and employers. On the one hand these brokerage services involve registration – a purely administrative service. On the other hand they include formulation of the individual status of a job seeker. In practice this is implemented via provision of a multitude of information services: i.e. number and type of announced vacancies; programmes and measures of employment and training; brokerage for employers as to the first contact, preparation of application of the person, etc.; vocational guidance and counselling; planning the vocational and motivation training etc. After the restructuring, LOs functions also include other tasks such as organisation of the access of customers, responses to claims and requests. 

Besides, after the restructuring, brokerage services are provided in areas designated for information services. In these areas the NEA appoints trained employees to provide information. Despite the years of declarations that the Agency will be more ‘client-oriented’, it is after the restructuring that conditions have been provided for a tailor-made approach to each client. Clients’ profile is now prepared so as to provide the most appropriate service and to find a job as quickly as possible. At LOs working as a one-stop shop services and information have been made visual by leaflets and posters. The LO staff providing information at the front office are assisted by the ‘Service Delivery to Clients’ Manual. Boxes have been installed there for feedback. A regular analysis is made of publications, feedback in the boxes, claims, requests and whistle-blowing.

The Information and Services Centre offers consultations on: registration in the Labour Office; incentives for jobseekers and employers; employment programmes, qualification courses; Guarantee fund for micro-credits
; international labour mobility agreements; issuing of work permits for foreign citizens and registration of job-brokerage operations. 

The centre acts as a front office of the Central administration in Sofia. At the Information and Service Centre receives about 500 written requests per month, 3000 phone calls and about 1600 visits per location in the first half of 2006.  It is not clear how customers obtained information services before the centre was established. According to the NEA employees, there has been no special information service outlet or position: “As far as I know customers were seen by the specialised administration and have been consulted... on the spot and along the floors depending on the nature of the problem” (Interview with senior expert, Information and Services Centre, Woman). Apart from that, the centre works with verbal and written complaints, requests and claims. 
In LOs and the Information and Services Centre there is a system of standards for information services for clients  in place which require that: every new vacancy announcement by the LO and other labour market information are published on an information poster on the same day or the next working day. Phone calls are taken on the third ring. If a customer visits without an appointment, the staff will do everything to serve the client in due time. In cases of verbal requests for information, they will do anything possible to respond immediately. All written requests should receive an answer within 25 days. When employers announce a vacancy, short-listed candidates are referred to it within 3 working days.

Together with the new position of “employee-informer” (introduced in the course of restructuring) all front office employees have undergone comprehensive training on the process model and are now able to provide information to customers. Employees can substitute one another: “The aim is customers to receive full information on what interests them with one visit. We don’t want people to be directed from place to place, just walking about. That is why the customer can get the whole information from the experts in the helpdesks area” (Interview with Director of the Regional Employment Service in a big city in South-Eastern Bulgaria, Man).
Specialised teams are set up to work with employers after the introduction of the process model in many LOs. The organisational arrangements of this service are provided by LO and RES, but functionally, the programmes for the subsidised employment are a task of LO’s back office.
3.2.2
geographical structure of companies and units, spatial division of labour along the value chain, geographically distributed work
Before LO’s  restructuring, each employee was responsible for a separate industry (e.g. tourism, trade, etc) in the region/town, and was familiar with the opportunities for employment creation there. Now each broker covers a certain number of job seekers (between 200 and 300 depending on the town).
The Information and Services Centre acts as a one-stop shop for the central administration of NEA. It provides information and counselling but it does not deliver brokerage services. Another significant difference between the info services at the LOs and the centre is regarding the access level for checking customer claims and complaints: “Because there is such an attitude in customers to seek information and cooperation from higher institutions, i.e. when they go to LO and do not receive the desired results there,  customers decide to come to the centre: “I will go to the centre, they will solve it for me, I will get what I want at the centre” (Interview with senior expert, Information and Services Centre, Woman).

From an organizational point of view, the restructuring itself, the process model and the one-stop shop involves “change management teams” in every LO undergoing restructuring. These teams started work about a year before the real change. Local change management teams have certain discretion on planning the one-stop shop arrangements at the given LO (deadlines, responsible persons and administrative positions). The teams can include employees who have volunteered for the project work. Each team reports to the Central Administration for the regular review of implementation plans and identifying obstacles and problems. A main task is to differentiate two teams for front office and back office operations that are then trained by experts from the NEA central administration and international consultants. In short, the human resources from the local structures are used for the successful transfer of knowledge and implementation of the one-stop shop project. By converting some of the LO employees into vehicles of the restructuring process, the NEA has managed to reduce the “bottom up” resistance against change: “In general, the work of the change management team was very dynamic and very often we had to do extra time, to solve many problems, i.e. to learn as we go, say about the process model and we had to decide how to apply it. Many, many decisions had to be made and solutions identified, including the refurbishment, posters, which colleagues will work with employers, which will work with the unemployed. Discretion was given to this team to organize the work of the LO. It was difficult, it was difficult. And very often we were the object of the negative reactions of colleagues. There were such moments…” (Interview with senior expert, Work with clients, Woman).

3.2.3
temporal aspect of the workflow, the role of time and flexibility, consequences of restructuring

The Information and Services Centre and the employees providing information at the LOs work from Monday to Friday. On Saturdays and Sundays customers cannot receive information or ask questions over the phone. Questions can be asked over the e-mail and they are expected to be answered according to the deadline announced. Although hot lines have been announced in the media they can be used only on working days – at the Information and Services Centre up to 5.30 p.m., and at LO up to 5 p.m.
3.3 Changes in employment 

3.3.1 Employment structures (categories of workers, basic gender relations, employment contracts) including changes
There are various specialists working in the NEA units. They have different educational background and professional qualification, e.g. economists, lawyers, psychologists, social workers. In terms of positions, those employed in the LOs front offices are job brokers, registration officers and information officers. 6 people have started working in the Information and Services Centre in 2003 at its establishment. It was downsized in 2006: the position “Head of Sector” was closed together with another operative position.  

Following the restructuring of the LOs, job descriptions had to be modified to reflect the new functions and tasks of NEA employees. The respondents define this as “grouping” of functions and tasks: “These functions and tasks were in place before, but in a more chaotic way. Now, they are systematic and put together in one place” (Interview with senior expert, Work with clients, Woman). 

According to the NEA data, administration’s gender ratio is 70% to 30% in favour of women. In the visited Regional Employment Services and the two of the Labour Offices the ratio is almost 90% in favour of women (e.g. in one of the LO in the town of Bourgas, the only males of all the 30 employees are the director and the driver; in Aitos LO, all employees are women except the director). At the same time men tend to leave the structures more often: “We often talk to each other as colleagues that it’s difficult for men to take all the pressure, the heavy workload and performance requirements. Besides, the remuneration is not attractive. This is why; they do not really remain with us. That’s the main reason” (Interview with Director of Directorate HR and Administrative and Legal Client Services, Woman).
All NEA employees work full-time in compliance with the Civil Servant Act and the State Administration Act. Employment term is not fixed except probation periods for some specific position. (About 2000 of the employees are civil servants. The contracts of the remaining more than 1000 people are regulated by the Labour Code)
.

3.3.2
employment conditions (terms and conditions, contractual flexibility), human Resource Management and internal labour market (including changes)


The employment conditions have not changed much as a result of the restructuring. Employees’ career mobility is possible within the whole EA system. However, cases of employees from the LOs in the regions taking a job with the Central Administration are not so frequent: “It’s possible to have such cases. There are some employees from the LOs who come to work in the Central Administration. We’ve witnessed the opposite case – employees from the Central Administration transferring to the Labour Office. In the Client Service Centre, we prefer mainly employees from the LOs because they are skilled in working with clients and know the legislation. We had a case or two when some female colleagues from the country came to work in the Centre. Unfortunately, they couldn’t get used to life in the capital city” (Interview with Director of Directorate HR and Administrative and Legal Client Services, Woman). 

Since the average salary in the EA is as low as BGN 423.88 (about EUR 210) a large number of employees tend to leave the EA after having built some work experience in order to start a better paying job: “... the labour market is beginning to offer more senior and better paying positions. Our employees are preferred in a number of places. They send their applications when a vacancy is announced and they get a job in other administrations with higher salaries. Unfortunately, these are all good specialists.” (Interview with Director of Directorate HR and Administrative and Legal Client Services, Woman). Both IT and legal professions offer opportunities for better paying jobs outside the NEA system and these employees are among the leaving
.

Even if the practical, technical and technological working conditions in the 28 restructured LOs which are improving according to the respondents, the introduction of a process model does not change significantly the other employment conditions. This is mainly due to the significant legal regulation and its pressure on the NEA activity. 
It is important to say that the process model and the one-stop shop, involves major technological and technical improvements. For example, completely new work forms and instructions now apply to registration and job brokerage (applicant’s individual status, plan for finding employment, etc.); a document flow management information system is being used, though in different degrees, in the different LOs: “The correspondence is being scanned in the Centre, in particular. You could always see the particular person, the date when he or she wrote to us; you could see the respective opinion we asked from the territorial office; you could also see that they replied to us and that we replied in return to the specific claim. I have dates and numbers accessible at any time. I can trace them back to 2004” (Interview with senior expert, Information and Services Centre, Woman). Entirely new document templates for the Employment Agency’s web page have been developed. Before the restructuring, this web page used to be mainly informative rather than service-oriented. A large number of the forms, e.g. a service request can be downloaded from the EA web site, completed by a respective employer and returned to the local LO by email
.  

3.3.3 negotiations on changes in employment (redundancies, transfer of workers etc) and employment conditions 
Change management teams consist of 4-5 employees from the particular office. The decisions regarding the restructuring of the staff in the back and front offices in terms of positions and specific names are made on recommendation by these teams. Sometimes there are people who are unhappy about the restructuring but no one leaves because of that, respondents say. The general understanding in the EA and in the restructured LOs is that restructuring is required to meet clients’ needs, however, without infringing staff’s interests.

3.3.4
impact on quality of work 

The employees in the restructured LOs where the one-stop shop principle, was introduced, are very relieved in their everyday work. Some of the restructured LOs use the electronic version of a registration file. Although the smaller amount of the paperwork mainly applies to registration for the time being and not the job brokerage, this is a significant progress, according to respondents. We could generally say that the restructuring in the LOs imposes a certain systematisation and a clearer definition of the functions and tasks performed by employees.  Uniform access to information, standardised registration and job brokerage in one common area and modernization of premises has a positive effect on the quality of work. The restructuring does not impact remuneration, contractual conditions or opportunities for carrier development and staff movement. The major effect for those working in the restructured LOs is the improved image and prestige within the state administration and the increased respect by other civil servants. The employees participating in the change management teams are assigned additional tasks (planning the future division of labour). This is reflected in the employees’ work plans and is taken into consideration in their performance appraisal and remuneration. We are witnessing a certain improvement in employees satisfaction since the NEA employees in the local structures now have appropriate working conditions for the first time in many years (there is modern furniture and equipment in which replaced the furniture dating from the 70s or the 80s, for instance). Additional computer equipment has been provided and a number of modules to the core software used before the restructuring have been developed.  

3.4 Changes in work organisation 

3.4.1 content of work, cooperation, managerial control, spatial aspects (distributed work, workers‘ mobility), role of customers (including changes)

The content of work is changing since work is now strictly divided between back and a front office. At the same time, all employees in each of these two units can substitute each other. It should be possible even for the newly introduced (after the restructuring) position of the information officer to be “covered” by any other front office employee, if needed. Despite the lack of an integrated information system and communication network of all LOs in a certain region, the information exchange among the LOs in the same region regarding job vacancies at the end of every week is widely practiced. The aim is to refer the clients to other labour offices where there are job vacancies.

The Information and Services Centre itself, due to the nature of its activity connected to checking customers’ complaints, has to be in touch with the territorial structures of the NEA: ”Correspondence from all over the country arrives here. We demand written information on the case from the labour office there and, depending on the situation, from the respective regional employment service. Sometimes we have to make a phone call and clarify something in case what we have received is not sufficient or there are certain inaccuracies. These are the cases in which we are in contact most often” (Interview with senior expert, Information and Services Centre, Woman).

We could say that the restructuring intensifies the contacts and joint work between the employees within the LO and between the change management teams and the Central Administration at the time of introducing the one-stop shop principle. However, the overall impact of the restructuring is limited and the changes insignificant. They remain within the “administrative culture” prevailing in the EA structures.

3.4.2 organisation of hours, working hours between companies, temporal flexibility (including changes)
Working hours of the EA employees are strictly fixed and regulated by law. The Central Administration and the Regional Employment Services work from 9.00 a.m. to 5.30 p.m. with a lunch break between 12.30 and 1.00 p.m. The Information and Services Centre has the same working hours. The working hours in the Labour Offices are from 8.30 a.m. to 5.00 p.m. with a lunch break between 12.30 and 1.00 p.m. There is no flexibility in working hours. There are no possibilities for reduced working hours or flexible working hours within the day and/or week. This is a strong example of the conservative nature of the NEA work management and organisation in spite of the change already taking place in the organisation of customer services. 

3.4.3.
functional flexibility, teamworking (including changes) 

As it was already mentioned, teamwork is not unknown in the EA. Change management teams do not only function at the time of preparing the introduction of the one-stop shop principle. They continue their work, though in a rather limited manner, also after the start of the project.  Their follow-up activities include reporting the progress of the process model implementation – they identify problem areas in the model, propose ways to improve it, etc. 

Since everybody is ‘replaceable’ in the areas of front and back offices, each has a view on his/her colleagues’ work and contribution: “What we ended up with was this exchangeability of the employees ... When a person comes in, he or she no longer goes from one room to another so that you, as an employee, do not really know what your colleague did before that and vice versa. Instead, everything now is in front of your eyes” (Interview with the Director of the Regional Employment Service in a big city in South-Eastern Bulgaria, Man). The information exchange between colleagues as well as the help provided in solving specific cases is relieved.

3.4.4.
impact on quality of work
Efficiency of the LOs employees is increasing because the different structures are being relieved from certain administrative and financial functions, which are assigned to the Regional Employment Services. Thus, considerable human resources in the LOs can now be redirected from administrative activities to customer services.
3.5 Skills, knowledge and learning

3.5.1
formal skill structures (including differences between men and women) and actual skill needs

There is no difference between the skills of the NEA male and female employees. The restructuring requires the acquisition of new professional skills for everybody. In this regard, all employees undergo a stage-by-stage training on the new process model and the larger part of them (more than a half) undergo a one-stop shop training course. The importance of improving employees’ skills in terms of client service is recognised in the Agency. Among the other important skills that the EA employees need are those related to teamwork organisation, project development and management, and particular projects under the EU programmes.

In terms of restructuring itself, change management teams receive training by the international consultants company. It includes motivational and introductory training for the LO’s employees for acquisition of new knowledge and skills on individual work with clients, team work, development of criteria for assessing the LOs’ readiness to implement the new process model and/or the one-stop shop principle: “It was impossible to do it in any other way. As far as the introduction of the process model of the one-stop shop principle presents a significant change in the work organisation, we tried to implement this change step by step, while following all the rules of change management” (Interview with the Head of Department Registration and Job Brokerage within GD Employment Services, Man). 

3.5.2.
knowledge intensity of the different tasks, standardisation and formalisation of work

The introduction of the process model in the EA contributes to the standardising and formalising of client services. It seems that the old “administrative culture” of the civil servant needs to be changed and replaced by a more flexible approach and more focus on clients, similar to the approach of the corporate world: “Currently we are also introducing a training aimed at implementing the LO standards for customer service. This is a very important standard since, unfortunately, employees differ from one another. Sometimes we receive complaints about a bad attitude of our staff to either unemployed or employers. These standards seem to put things right. The standard specifies what exactly the employee should say to the client in certain situations, including telephone communication and a client entering the labour office. On the whole, everything is very strict. These are standards that are applied in business too” (Interview with the Director of Directorate HR and Administrative and Legal Client Services, Woman).

The Staff Qualification Department existing since the very establishment of the NEA has also been undergoing transformation in the context of the change of orientation towards a better customer service. For instance, only few of its employees work in the Central Administration. The others work in the Regional Employment Services in Plovdiv and Rousse although structurally they report to the Central Administration. The organisation of the distributive working places is made in order to bring the training and qualification closer to the LOs employees-“users” and satisfy their training needs as fast as possible. 
3.5.3.
learning opportunities, training policies

The EA provides mandatory and specialised training to its employees. The mandatory training is designed for employees that are appointed as civil servants for the first time and for those civil servants who are appointed for the first time in a senior position. The NEA is obliged to present to the Institute for Public Administration and European Integration a list of the persons to pass mandatory training course within one month of their taking office or provide their training by itself within three months from staring a job. The senior civil servants (e.g. the directorates’ directors in the NEA) undergo training with the Institute for Public Administration and European Integration, at least once a year. The NEA has developed three-year plan for training in the context of introducing the process model (2003-2006). Additionally, the EA provides other courses: “We also have a specialised plan for in-house training which is actually directed towards the specific needs for improving the qualification of EA staff. The legal department is carrying out specialised legal training on the Public Procurement Act, court proceedings, etc” (Interview with the Director of Directorate HR and Administrative and Legal Client Services, Woman). 

3.5.4.
impact on quality of work 

The accumulation of knowledge and skills on the part of the EA staff has been an ongoing activity over the years. It is a major activity “and, if the EA has any potential for overcoming difficulties and introducing new systems and work methods, this is mainly due to the ongoing staff training system. This is a very good tradition which has been definitely proving its effect over the years” (Interview with the Director of Directorate HR and Administrative and Legal Client Services, Woman). 

An important element of this tradition is the training of trainers practiced in the EA as a fast way of bringing the information and new developments “further down” into the system. The respondents’ opinion is that it is mainly the tradition of the ongoing improvement of staff qualification and the “training of trainers” model that has formed their motivation both for training and accepting innovations. The ongoing staff qualification is used by the EA as means to keep the good employees in their jobs, despite the low remuneration.

3.6 Industrial relations & regulations

3.6.1.
forms of workers’ representation
The EA has some traditions in this regard. There is a collective labour agreement (CLA) as well as a civil servant
 agreement. The parties in the CLA are the following: The Federation of Civil Servants in State Associations and Organisations at the CITUB and the National Trade Union of Civil Servants at the “Podkrepa” trade union. The CLA was signed in 2003 and will expire in 2007.

3.6.2.
information and consultation, issues of negotiations

The subject of negotiations and agreement are all insurance relations and social risks. The CLA
 contains additional provisions regarding work conditions, remuneration and different types of compensation. The CLA that is currently in force has a provision, according to which the NEA may not, in case of layoffs, terminate its legal labour relationship with a trade union member without the consent of the respective trade union organisation. This provision was particularly problematic for the NEA at the time of the latest layoffs. The management believes that all other requirements of the CLA have been fulfilled. It is believed that in the coming negotiations between the social partners for the new CLA, this provision should not be removed: “We informed in details the social partners as to the manner of staff reduction and the criteria behind that. We fulfilled the condition to include their trade union representatives in the selection for redundancy committees. They participated in those committees and assessed the employees on the basis of their competence. We had a clear-cut system for employee selection in the process of staff reduction. Their representatives participated in these committees and offered their written opinions. All those opinions stated that they had no objections against the committees’ work and that the assessment was done objectively. However, CITUB branch in Vratsa didn’t agree about three employees. “Podkrepa” trade union didn’t agree on 9. This means that if we go to court, it will return those employees to work. It’s an unpleasant procedure” (Interview with the Director of Directorate HR and Administrative and Legal Client Services, Woman).
3.6.3 impact of national and European regulation (on the involvement and negotiation of consequences of restructuring,) and problems of enforcement
Bulgarian legal framework regulating the modernization processes of state administration and development of e-government (online public services, including “Job search services by labor offices”)
 definitely has impact on the ongoing restructuring. Part of the new regulations and orientations are due to the engagements Bulgaria took in the process of accession to EU.
3.6.4
pressures on regulations and national institutions

The introduction of the one-stop-shop in the state administration, and in our case the NEA, is to a large extent a result of the intensified reforms Bulgaria undertook in the 90-ties as part of the overall transformation process on the one hand and part of the transfer of know-how and successful ‘Western’ practices on the other hand. In the course of the post socialist transformation, Bulgaria was subjected to multidirectional ”radiation” by donors (IMF, WB, EU, UNDP etc.) and international advisers for the purpose of faster and successful transition to a market economy. That was especially valid for the state administration. A number of international programs were launched to support the administrative capacity of the government agencies, ministries and services – including programs designed to improve customer service at the public institutions and limit opportunities for corruption and embezzlement (for example, e-government, etc). 
3.7. Conclusions

3.7.1.
basic characteristics of the case

This case is interesting for the WORKS project as far as it exemplifies a typical case of restructuring of a chain within its own boundaries – i.e. without outsourcing client information service or other services (or parts of them). In this context, the creation of a functional and accessible environment for service provision with some significant improvements for clients and employees in the labour offices is a major step. It directly impacts the quality of work since it builds the positive attitude of employees in the restructured LOs. The introduction of a process model and the one-stop shop principle is accompanied by changes in the organisation and content of employment services focused on individual approach to each client. This, in turn, cannot but lead to a higher level of client satisfaction. At the same time, the impact of restructuring upon the employment conditions, working hours management or industrial relations are almost insignificant. In these areas it is either the old “administrative culture” that is prevailing or the legal provisions are being strictly followed. On the whole, the opportunities for labour flexibility are not many and the restructuring does not change this.

The introduction of a process model and the one-stop shop principle in the EA is a classic case of knowledge transfer from the “outside”, something common in the years of post communist transition in Bulgaria and of implementing Western (‘good’) practices without paying attention to the domestic conditions. We should point out the fact that our respondents are not aware about the reasons and the logic behind this restructuring. But due to the established tradition of internal organisational learning, the NEA structures and employees were somehow prepared for each next round of the reforms. At the same time, the change rather impacts the specific working conditions (spatial transformation, new technical and technological innovations, etc.) than in the style and culture of client service. 

The examined situation is dynamic and very complex. The gradual introduction of the process model and the one-stop shop coincides with other administrative reforms and changes - downsizing, changes in the content of the operation (the introduction of a system of standards for the behaviour of the EA employees).

3.7.2.
significance of the case for various WORKS research questions
This case once again brings forward the restructuring of customer service in the sphere of the public administration in an EU candidate country
. The restructuring is a step toward ‘emancipation’ of customer service positions in the LOs and a customer service centre at the Central administration. This is a process driven by a logic that is similar to the modularization in the West European context, but here we can not observe externalisation of activities. 

Another question is connected to the limits of EA staff’s receptiveness to changing the way they serve clients. In the case studied, these limits are set by the stereotypes built up in the years of socialism, which concern the interaction between the state administration and customers, characterised by a total asymmetry of this interaction in favour of civil servants. In the NEA survey, the so-called “administrative culture” would often come to the front by outlining the pro-forma nature of the restructuring process, which could undermine the understanding of any changes achieved so far.

3.7.3.
impact of restructuring on quality of work and quality of life

To understand the NEA change, one should understand that the NEA was a typical post communist-type public institution. While the intended purpose of the institution was to serve public needs, the institution was self-focused rather than focused on customer service. Customer service was not even recognized as a process, position of area of operations, not was it ever given any consideration, planning or design efforts.

Customer’s experience before the restructuring could be best described as a “chaos”. As a result of the restructuring projects, the new technology introduced order and structured approach to:

· Overall customer treatment

· Submission of and response to customer enquiries

· Registration & processing of customer cases

· Output follow up and accountability, i.e. services to clients are provided and reported.

The current processes in place ensure that customer needs are assessed, made clear and formulated at the entry point (front office) and whenever required the case is forwarded for processing to the back office. Therefore, the major change is not the mere division between front office and back office, but far deeper than that. It is about:

· Structured approach versus arbitrary approach: Employees now know how to treat clients in a standard way, how to coordinate one employee’s job with another’s; they are aware which employee is doing what, etc.

· Defined service process flows vs. stand alone processes which were never linked in an integrated flow: Services are now clearly defined and well known by the NEA employees, and employees can easily identify what type of service the customer needs, which employee can provide it, what they can explain to the customer, where they can forward the customer (to another NEA clerk in the same office or another NEA unit or to entirely different institution)  

· Defined route for customers:  Customers can now easily find their way in the NEA office. Helpdesks are clearly identified and labelled, and thanks to the clear distribution of duties, employees currently know where the customer has to be served next. 

· Leaflets and brochures for customers: No leaflets were available to customers before the restructuring projects.  

The impact of restructuring on the quality of work and quality of life of the LOs employees is limited but it deals with some main elements which are increasingly improving: the functional design of work and information area in a well equipped front office in terms of computers (this facilitates services to big client flows in the LOs as well as the carrying out of the activities for registration and job brokerage), methodology needed for implementing the activity and the employee training. All this immensely relieves employees in the LOs from some administrative tasks that are rather unusual in their immediate work and it also improves the quality of the provided services.


Appendix 1

	National Employment Agency - management and structure (see more on www.az.government.bg)
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	Number of real Employees

	Executive director
	1

	Deputy executive directors 
	2

	Secretary
	1

	Directorate “Internal audit”
	18

	Information security expert 
	1

	Financial controlling 
	10

	General administration, including directorates:
	102

	- "HR and administrative and legal services "
	47

	- "Financial and economic activities " 
	27

	- "Information and analysis"
	28

	Specialised administration, including directorates:
	2690

	- "International labour migration and brokerage"
	15

	- "European funds and international projects "
	43

	General Directorate "Employment services", including:
	46

	- Regional Employment Services (RES)
	217

	- Labour Offices (LO)
	2369


Appendix 2
Personnel of Employment Agency (May 2006) –  2825 employees 
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� Interviews  were taken by R. Jeleva and V. Kirov, IS.


� Conducted in the 3 locations.


� This information is also integrated in the analyses.


� On December the 28th, 2002 with a Decision of the Council of Ministers N: 878 a ‘green light’ was given for changing the technology of the work organisation in the public administration in Bulgaria. The concept of improving the administrative service to customers was driven by the one-stop shop concept. 


� For unemployed who would like to start a small business.


� Government jobs in Bulgaria in general provide higher job security compared to the private sector. That is especially valid for any level below middle management. From middle to senior management,  job security is heavily dependant on the political situation in the country, distribution of ministries between political parties etc. Therefore, middle management through senior officials are replaced whenever a new government takes over, i.e. every 4 years (when Parliament elections take place) or less. Another point in the job security issue is the status of a public servant, which is a special status of employment, secured by the law.


� The NEA salaries are part of the public sector salaries, which are substantially lower than the private sector salaries for comparable jobs. In our context, a NEA job broker may take a job as a recruiter with a private recruitment agency, where the pay could be two and more times higher. Individual choices of NEA employees of course vary when they opt for a new job. Not all private companies pay more that the NEA. However, reputable private companies would normally pay times higher salaries for administrative jobs that NEA employees could apply for. The most typical government employees who are changing jobs are the youngest employees. College graduates tend to take government jobs just after college (or during the final year at the university) to build some experience, before switching to a higher paying job, usually in the private sector.  Young people have easy access to entry-level government jobs, because few others want them.  Salaries at that level are so low that they can rarely attract skilled and experienced applicants. 


� This is required by the EU concerning the implementation of the e-government.


� The notion of “civil servant” is used as a legal term in Bulgarian, i.e. refers to a government employee with a special 


status .


� Collective Bargaining Agreement


� Decision No 866 of the Council of Ministers, 28.12.2002 on Adoption of  the Strategy for e-Government, Decision No 878 of the Council of Ministers, 29.12.2002 for introduction of the Concept of the basic model of one-stop shop services, A roadmap for implementation of the Strategy for e-Government 2003-2004, 11.03.2004, Council of Ministers, Decision No 671 of the Council of Ministers, 24.09.2003 on Updated Strategy for Modernization of the State Administration 2003-2006





� Since 1.01.2007 Bulgaria is a member of the EU.





