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The training needs evaluation inFrance
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Performance management

Question

"how to improve and assess the performance of civil servants and what action
should be taken in case of underperformance?”

Define the tools to set goals to civil servants (letter of mission, external
assessment)

Identify ways to improve the capacity for management of civil
servants(training, coaching)

Define ways to guarantee stability (minimum duration of position, conditions
to justify replacement)

Define ways to improve the achievement of objectives (termination by the
political leadership under condition, probation period).

Define alternatives for the placement of former civil servants




A tool : the national job directory

A national job directory

Created by professionals, and regularly updated

Gives points of reference, and helps managers to write
job descriptions (for recruitment and assessment)

French example (what follows to be translated when
described) : RIME




The RIME

IS an interministerial index of jobs elaborated in 2006:
It is atool to elaborate and adapt the training programs to the idedtifaining
Needs and to suggest appropriate training sessions tavsatbers

It is duty is to review all the jobs of State civil service. 2énttional areas
have been identified and over 260 job sheets have beenisk&@blat inter-
ministerial level.

Every sheet of the interministerial index of jobs is equdllylt, in order to
allow comparisons between ministries.

Job sheets comprise a brief description of the job, the metinitees carried
out by the civil servant and indicate the knowledge, skilgl @ehaviours
required for the job.

It introduced a performance appraisal system with bonuses



The RIME Process

Project team

Participation of all Ministries in 20 working groups

Utilisation of work already done whithin Ministries

Information of Unions (participating in working groups)

Involvement of outside experts from private consultancies

Workplan and methodology to be developped by each working group

Prominent role of working group chairpersons



The RIME Architecture

Overall level

MISSIONS OF THE STATE
FUNCTIONS (3)

FUNCTIONAL (23)
DOMAINES

REFERENCE JOBS
(236)

Ministry level

MISSIONS of the organisation

STANDARD JOBS

Directorate level

MISSIONS of the Directorate

WORK POSTS




The Civil Service Structure

Functions: strategy

Formulate public policies
Steer public policies
Evaluation & studies

Functions: operation

Diplomaticy
Security

Justice

Control

Education, training
Research
development
Healthcare

Social programmes
Services to citizens
Territoire et environnement
Culture & heritage
Defence

Public Finance

Functions: support

Financial and fiscal
Logistigcs

Legal

HR

IT

Communication




Jobs and skills planning for civil servants
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Why is it useful?

1) What are civil servants paid for? What knowledge do they need? Wihlag¢iare
jobs?

Recognition for civil servants
Explain Government to the public
Help to recruiting

2) What profiles, competencies to look for?

describe vacant position better
know where to look for
interview more efficiently
pool recruitments
3) What kind of training to set up to provide needed competencies to thwyeegd

To better operate in their present job
To be promoted

4) Plan HRM
identify future needs (jobs in decreasing / increasing demand accarding t
technology trends, government policies, ...)
anticipate the impact of retirements according to the age steunfttine workforce
Improve the efficiency of staff allocation



Job sheets

- Ministére de |la défense -

Fiche de poste

Categorie professionnelle etiou Corps recherche(s)™

Administrateur civil

Intitulé du poste =
Chef du bursau du plotage de i3 gestion

Famillz profeeslornellz MORGANE &

Ianzgernent, dirsction et aide 3 la décision

Empial-Type MORGAME @ eI 15 ot 1B Fi=
Haut responsable en charge du pilotage 15
Prograsme | Btz '™ Soua-Arsan g Uit Upirsbcnrals W poute &
212 3 3 212TTC | 02120077500 SEAN0IEZE

Localization du poste ®
Exsilsz=ment I

Description synthétique

Lels B

Lt o LRI

Le bureau gér= |=s E budgets cpdraficnne=k d= programme (E0P) dont b= Dirschewr de= s mdmeire, du 1

pairimcine =t des archives & la responsacilké, sok au total =nvimn 1,5 ME. | s'sglt des S0P regroupant les
crédis de la polkiges Immotlldne, d= Penineten des b&timenls de FElL, de Paction cubsrellz et patrimaniale, de
2 poltigue de mAmeine =t de reconnalssance alnsl gue du BOF minkstdriz| déferse du comple d'affecton
spécial Immekilier. En outre j2 buresy snécute l=s fonctions de res d'uni# cpfraionmele Sur une parse
ges crédits o= lm polfigus Immoolitne (crédis logements notzmment). Le cureas est &galzment en charge des
activikds ge contrdke @z gestion concernant ia dinecion.

Lz responsaolid de cheldu oureau entraine Fanimabion d'uns 4gquipe d= cadres comipasds pour mokid d'oficlkers
supdrizurs des diférenies armées, drections =t services. Le tRuleine du posiz dewra &3 =n meswe o= manbzalr
unz relztion de confiance avec les fais—majors, cirzcilons =1 s2rlces, ks senvices gestonnairss (prindpalzment
DCAID =t SPAC) pour =5 freveux d'dlaporstion =t de suivl de | programmeton des opirafions d'une part, =t
wec |2 responsaple de progremme =i e diection des afeies fnancéres powr |2 rédacton des raveaux g
synthéze pudgéiaie [docwments préyvisionrel o= gestion, PARRAF) =t les questions pariementaires d'sutre
nart

moom posialipfographiouel st

Profil professionnel

d e I " a g & n t 3t 1t e ndu
Catégorie
professicnnelle etlou i il
< of Administrateur civil
recherches

Connaissances ou aptitudes requises pour occuper le poste

E;ﬂmﬂu magar Ink=uls Hiveau reshsrshs

wair-faiee E A = E
f Mmmsgesentd'douips &t scimstion de rdurcian *
n Capsciid e nedeciion = ge syoTans kS
n Gestion de projet b

Bavair Stre 1 z -] &
F o MWigodaton =
P Animation de AzEsux X
P Adapbapiin x

L ommnyizdmaies (A mppiesien (W ralivas ! R ssperiiss

Contacts ™
‘Eastionnaie
Senvie demanceur A it igar par i aneice U b geaton da ks e S goate
razm 1 hae 1
Dirmcteur de I8 mdmole, ou patrimake st St g In gumn cua mas s
Fonclios: das mrchhies Fo=cticn Sa In Fhs BOTAIE
Tl 014242 T 0175 EE
A rmmam Azreaze .
: @ntrnetgouy e = Tirtracet gowtr
A rmmam Adrmaze P

intwr=at inimmat

Durse d affectation Formaztions d'adaptation Experience professicnnells
souhaitee ™ possibles souhaités
rapldsment & la price de posis
LaLF
CHORUS Financee putlijues (budgesalre
Wislz de services e eliow geetian)
COMespOndants
Butres renseignements | Wiza de |"autorité hiérarchique




Job sheets

Competences

connaizsance de base du fonchonnement de 1" adwimstration frangaise ;

maimse de Ia lanzne anglaise ©

connaizsance  generale d'ume seconde langme de commumcation
internationale ;

nofions sur les régles en comptabilité publique et en procedure
comptable ;

connaissances generales sur les textes législatifs et réglementaires du
domaine ;

conpaissance de base en matiére de coopération administrative
nternatiorale et en fonchonrement des msttwhons mtemationales.

Savoir-faire :

maitmse des fonctionnalités complexes des logiciels de bureantique
gerer le budset ;

realizer les opérations comptables simples et azsurer leur sumd
redizer de fagon antenome ef maimizer la syntaxe professionnells ;

planifier et respecter les délaiz en proposant un planmng selon un ordre
logique de déroulement et alerfer en cas de difficults ;

dialoguer et rendre compte 2 s2 hidgrarchie de fagon synthstique ;
accueillr un public de spécialistes on d'experts ;

s'exprimer de facon claire avec les autres ou face 3 un groupe de per-
sonnes.

Saveir étre :

étre rigoureux ;

étre organisa ;

adaptation ef réactmvite ;
stion do stress ;

esprit-d’equpe ;

sens de la confidenhalite et de Iz discrehion.




Evaluation system : from grading system
to professional interview

Grading system

- Writing mark sheet A

Professional interview

- Mark

Manager (M+2)

Manager (M+1
- Professional interview —» ger ( )

>

- Accelerated promotion J

- Grading interview

Management approval (M+2)

[

— Manager (M+1)

- Promotion impact | —» | Management (M+3)

Mark sheet

Interview summary

Promotion decision




Yearly evaluation: Process

Formulaire d'entretien et de compte rendu annuel d'évaluation
Ce formulaire est a remettre a I'évalué au moins huit jours avani date arrétée pour l'entretien.
Année : 2012

Date de I'entretien : 15/10/2012

Entre :

L'évalué :

Nom : Prénoms :
Statut (titulaire-contratuel) :

Corps: Grade :
Echelon :

Direction/Service/Bureau :

Et:

L'évaluateur :

Nom : Prénoms :
Statut (titulaire-contratuel) :

Grade :

Fonction exercée :



Yearly evaluation: Objectives

Intitulé du Poste : Adjoint au chef du service des affaires multilatérales et des appels d'offres RAYCOP 003/01
Poste occupé par I'agent évalué depuis le : 1/3/2010

Pour les agents ayant récemment pris leurs fonctions (moins d'un an) : estimez-vous avoir bénéficié d'un soutien
adapté, de la part de votre entourage professionnel et du service des ressources humaines et des rémunérations, lors
de votre prise de poste ?

Quelles suggestions pouvez-vous émettre pour améliorer encore la procédure d'accueil ?

Avez-vous souhaité vous inscrire a une formation ?
Si oui, cette formation vous a-t-elle été dispensée ?

DESCRIPTION DU POSTE :

Quels sont les attraits du poste et quelles en sont les contraintes majeures ?
Pour I'évaluateur :

Pour I'évalué : Missions principales:

FICHE DE POSTE :

La fiche de poste doit-elle faire I'objet d'une mise a jour ? Oui Non

LA PAGE 4 DU PRESENT QUESTIONNAIRE PERMET D'ANALYSER L ES RESULTATS POUR L'ANNEE ECOULEE
AU REGARD DES OBJECTIFS ASSIGNES.

LA PAGE 5 FIXE LES OBJECTIFS DE L'ANNEE A VENIR.
LA PAGE 6 CONTRIBUE A APPRECIER LES QUALITES DE L'AGE NT DANS SA MANIERE DE SERVIR.
CETTE PARTIE DE L'EVALUATION PERMETTRA DE DETERMINERA PROPOSITION DE REDUCTION

D'ANCIENNETE ET SERA SUSCEPTIBLE DE CONTRIBUER A LENTIFICATION DE LA PART ALLOUEE AUX
RESULTATS (PRIME DE FONCTIONS ET DE RESULTATS, OU REMERATION A LA PERFORMANCE).



360 Evaluation

Colleagues i Self assessment

Managers ' Subordinates




360 ?: Evaluation

What place in staff assessment ?

ANNUAL
EVALUATION:

mandatory,
manager tasks,
technical skills,

career
promotion

CAREER
INTERVIEW:

on demand,
HRM task,

to prepare
mobility

CAREER
ASSESSMENT:

mandatory,

before a career
turn,

SIS
assessment,

outsourcing,

career
perspectives

PERFORMANCE

MANAGEMENT:

Top
management,
annual,
objectives/results




360?;: Evaluation
Who & When ?

\Wis O « Top civil servants

BEFORE MOBILITY
AFTER MOBILITY

IN ORDER TO BE
APPOINTED TO TOP
MANAGEMENT POSITIONS

BEFORE MOVING FROM A
TOP MANAGEMENT
POSITION TO ANOTHER




Which skills & when

Early career Middle career Before moving to top
« Technical and professional « Technical and professional management
skills skills positions

* Interpersonal skills * Interpersonal skills « Technical and professional
* Managerial skills » Managerial skills skills

e Interpersonal skills
* + Strategic skills and « Managerial skills

leadership - Strategic skills and
leadership

* + Networking




360?;: Evaluation
METHOD & PROCESS & STEPS

personal information letter from HRD

contact between top manager assessed and external reckoner

interviews preparation

3607?; interviews : auto assessment, team members, managers

report

Step 6 : follow up



Link between Evaluation and Training

A decree from 2007 authorizes every civil servant to get #sspnal and
professional competencies, skills and motivations aralylsy a third part.
The skills assessment aims to define a professional praged training
programme.

After the interview, the supervisor drafts a report spentythe professional
value of the civil servant; this report is to be taken into fideration for the
career advancement of the civil servant.

If there is a gap between the competencies needed and theetmmes of
the civil servant, training is the best way to improve its patencies. The
measure of gaps between these two matrices is useful tafiddrg missing

competencies or the unnecessary competencies for thes adiftepartment
and to draw a training strategy. Thus leading HR department®nduct the
training need analysis taking into consideration the ahueationed

priorities set up at interministerial level.



Training Needs requests

FICHE DE RECUEIL DES BESOINS DE FORMATION POUR LE PLAN D
FORMATION DE LANNEE N+1

Nom et Prenoms de ['agent:

Service: service des affaires multilatérales et des appels d'offres
Grade:

Categorie:

1- Formations professionnalisantes pour le maintien et le développement des compétences «métiers»

Formations souhaitées Organisme  Coiit estimé  Durée

T1|r|:1nr11 Initiative. DIF.  Priorité.

Espagnol Haute




Professional project and Training Support

FICHE INDIVIDUELLE DE DEMANDE D'ACCOMPAGNEMENT
PAR LE DELEGUE A LA FORMATION ET A LA GPEEC OU PAR LE CONSEILLER EMPLOI-FORMATION

VOTRE SITUATION
NOM: oo Prénom: .....ccceeovvenenvcenenns ABE! e
Adresse ProfeSSIONNEIIE: ...ttt st et e bbb bbb st
Téléphone professionnel : ................. Courriel professionnel: .......c.coeoereiovnencnnnne
Adresse du dOMICIE : ... e s
Téléphone personnel: .......ccccovueverenee Courriel personnel: ......cooovevenieecsneneieeinnnns
Catégorie A Catégorie B Catégorie C
Agent titulaire Agent contractuel Depuis 1€: wovrrvrescererirenes

Mode d’accés dans le corps:

IRA Concours externe Concours interne Recrutement sans concours
Emploi réservé: Promotion: Autre: Depuis le: c.oceevveneeerinenns

Position administrative actuelle:

Activité Détachement Mise a disposition Autre situation A préciser: ........ccocvuenee

FONCLIONS ACLUEIIES: ....vietieie ettt st
DBPUIS 187 ettt sttt ettt se et et es e st bes e ses e st ss et ses et ea st b st sabaseesee s

Votre projet professionnel

VOTRE PROJET PROFESSIONNEL

Date: Signature:



Yearly training plan

Plan de formation 2013

Au carrefour des enjeux individuels et des enjeux collectifs, la formatiafepsionnelle permet d'assurer
'adéquation entre l'agent et son emploi, de passer du conceptuel au concret, djenh gollectif a une
responsabilité individualisee.

Le plan de formation offre un cadre & ces ambitions. Véritable outitégique pour le développement de I'Ecole, il
constitue une voie importante dans la traduction opérationnelle de sa politiquedeaéll donne I'opportunité aux
agents de construire un projet professionnel en développant de nouvelles connaissaneegpreant des
compétences métiers et en agissant sur la carriere.

Le plan de formation, point de convergence dans la réalisation d’objectifs pgregi@in document contractuel qui
lie les différents acteurs concernés : la direction, les responsablegu@plidans sa construction, les futurs stagiaires
et les représentants du personnel.

Le plan de formation est ainsi bati a partir des orientations données pardtatirde I'Ecole dans sa déclinaison du
COP, des besoins identifiés par les agents et des priorités intermelieg2013 proposées par la circulaire du 22
octobre 2012.

Prés de 369 besoins individuels ont été consolidés a partir des entretiens deciordeaR012 et regroupés en
grandes thématiques liées a des compétences « métiers ». Il doit étre notrtangirhinution des besoins de
formation exprimés cette année (735 besoins de formation identifiés en 2012)icgiexplprincipalement par la
concomitance des entretiens de formation et des entretiens d’évaluationdayit réduit la durée de I'échange
consacreé a la formation, dans une campagne d’évaluation dont la période avae-@€m@ié réduite pour s’aligner
sur le calendrier de la direction des services administratifs et finandes services du Premier ministre.

Le plan de formation 2013 permet de couvrir plus de 95 % des besoins exprimés.

Il décrit les objectifs a atteindre par la formation, les axes a identfides actions a mettre en ceuvre dans notre
organisation ainsi que leur planification.



Training Needs Analysis Actors

Administrative schools are fully responsible of the conteinthe training,
provided that it is consistent with the goals defined by ttheistration.

In accordance with the policy defined by State adminisiregi at a
ministerial or inter-ministerial level a specific focusncae decided. For
Instance, in the mid-1990s, DGAFP asked all administraigbools to
provide training in HR management, both at initial and comdus levels.

The aim was to prepare the civil servants to be not only exdaut also
managers, and to provide specific training when they areoiapgd on
management responsibilities.

Issues like European affairs, new technologies of comnatioie, ethics,
change management etc. have also been implemented in s¢bbbalving
Instructions of central State administrations.



Training Needs Assessment mechanisms

They are double:

- From a quantitative point of view the number of traineesr (fimtial
training) depend both on the needs of public administratibased on a
forecast of vacancies and duties of senior civil servants @m a political
assessment of needs; in the 1980s. the number of traineegraddally
Increased to 140, in the 1990s. it was lowered under 100 asdiéble (80)
for the last 5 years.

- From a qualitative point of view the TNA are assessed in apiexnand
iterative process between ministry of civil service andeothinistries and
ENA's staff. The final decision belongs to the ministry oficservice on
behalf of Prime minister.



Training Need Assessment at ENA

Number of trainees (for initial training) = Needs of public administrations faseof
Vacancies and duties of senior civil servants political assessment of needs

TNA = Complex and iterative process between Ministry of Civil Service, othiaistries
and ENA's staff : Anlysis of the training requests + priorities of the Govenime

The final decision concerning the number of posts belongs to the ministry of civil servic
on behalf of Prime Minister




Assessment at the entrance level:
Competitive exam

1
1

nationality = (French or European
citizenship)

civic rights &/
health (physical aptitude to the job)

cleanpolice record

successfully passing of eompetitive examination (selection on the basis of
merits and competenceexcluding any other criteria such as political, religipus
ethnic, philosophical...)



Competition exam: Evaluation criteria

Written tests = qualifying examination

- Public law (400%)

- Economics (400%)

- General culture (400%)
- European Union / social questions (400%)F &
- Selected subjectdreign language, sociology,
mathematics, criminal law.-.200%)

Oral tests = admission

- Public finance (200%)

- International affairs (200%)

- Social questions / European Union (200%)

- Foreign language (400%)

- Sport (100%)

- “Grand O” (oral test on general culture + personal questiod00%)



Assessment during the training process
Initial training:
- Assessment of internships
Evaluation by internship supervisor
Internship visit

Internship report
Jury

- Marking of tests

cnter[a
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Assessment during the training process

Continuous training: Voluntary proces

assessed by different means:

- No pre-test

- No final test

- “Smile tests”

- Kirkpatrick's method of evaluation g

- No certification (just attendance) __j""{é’ﬁomng:é %ihdwy Etasks
levels z» Schallenge & i ion teaching

weighting alignment _principles
judgments achievement manageablhty
antifiers  expectations

decisions explicitness t g
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Competency and skills assessment in ENA

At the end of the initial training a consulting firm organizes a skills
assessment test to...

- (re)define their professional and personal profile
- evaluate acquired knowledge and skills

- point any gap in knowledge to be filled

- collect their professional wishes and ambitions

- prepare the interviews with potential employer



Assessment during the training process

Special attention paid to the training of trainansl their assessment.
Questionnaires are prepared and fulfilled by attipgants
Feedback sessions are

organised with all trainers,
at the end of each training




Example of evaluation questionnaires

DAY 5 (18 April)

Session 9! Presentation of the Greater Mekong Subregion (Mr. Harry FETERS)

Content

Process (lecture, discussion)

Learning Material (readings, power point)

Faculty and Resource Persons

Rating

Average

Session 10: The development and the evolution of the assessment of public

policies in France {Mr. Lionel JOHNSON)

Mr Jotn SMITH

Easy to understand

Content

Encouraged me tolearn

Process (lecturs, discussion)

Spoke with enthusiasm

Learning Material (readings, power poink)

Spoke clearly and slowly

Made the learning participatory

Session 11: Assessing public policies (Mr. Lionel JOHNSON)

Content

Gave clear explanations

Provided good examples

Process (lecture, discussion)

Learning Material (readings, power point)

Provided good learning materials (power points, readings,
teaching notes)

Used a variety of Learning activities

Session 12 Dwebriefing (Mr John SMITH)

TOTAL AVERAGE

Content

Process (lecture, discussion)

Learning Material (readings, power point)




Indicators to measure the training results

It's a very complex and sensitive question as the appoiritofdaNA students
In public administrations at the end of schooling has beemfong time fixed
by the grading of students depending on assessment ofshipmand marking
of written and oral tests. It has been said that it was the wimsn of
procedure except all the others!

A major reform has been decided in 2008 aimed to replace tbhisepure by a
new one, taking into account not only the results of schgolt also the
specific needs of public employers and the profiles of sttgldt has been very
difficult to implement and finally the reform was not implemted at the end of
Sarkozy mandate.

The new Government decided to maintain the ranking as magarirement for
appointment in a job but public employers can edict specdguirements for
the applicants.



Training Impact Assessment

Training Impact Assessment is very high:

- The initial training's programs are elaborated by ENA'affstunder
supervision of the ministry of civil service in an iteratigeocess.

They are then discussed by the board of Governors (where divermnistries
are represented, as well as Trade Unions representatindsy@proved by a
legal act of the minister of civil service on behalf of Primenrster.

Thus the national policies are taken into account at eaghaftéhe elaboration
of the programs.

- As for continuous training's programs the "training cagale" follows as
closely as possible the new trends of public policies. Olsip the tailor-
made training activities are directly related to the needs paoblic
administrations.
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ECOLE NATIONALE EFARMINIS TRATION

Thank you!

Contact: vergne@ena.fr



