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ABSTRACT

Keywords:

Over the past decade, researchers and human-resource managers, par-
ticularly in larger private sector organisations, have shown an increased
interest in talent management, while this issue has been overlooked in
the public sector. The purpose of this paper is to present the literature
review about talent management in the public sector and to show how
the existing legislation allows the creation of a talent management sys-
tem for Slovenian public sector organisations. The main methodological
approach used was qualitative research with document analysis. The pa-
per sought answers to three research questions: (How) are talented em-
ployees treated differently from other employees? What types of models
or practices in the field of talent management are applied in European
countries? What are the legal limitations in the field of civil servant talent
management in Slovenia? The literature review shows that organisations
that are aware of the importance and contribution to the ultimate or-
ganisational objectives treat talented employees differently from other
employees in the organisation. Models or practices in the field of talent
management vary widely among different European countries. The limi-
tations in Slovenia are strict observance of the principle of equality and
thus equal opportunities for inclusion in the system of talented civil serv-
ants with limited reward opportunities and, consequently, for the pro-
motion of civil servants. In order to enable good practices in Slovenia, a
change of the legal framework is necessary.
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1 Introduction

Although talent management is a relatively new concept in the field of hu-
man resource management, it is becoming increasingly important in prac-
tice and research. In defining the concept of talent management, literature
often emphasises the role of talent in order to achieve performance, profit,
and sustainable competitive advantage of the organisation (Collings, 2014);
moreover, research analysing the field from the point of view of organisa-
tional behaviour is increasing (Bjorkman et al., 2013; Dries, 2013b; Meyers,
van Woerkom and Dries, 2013; Tansley and Tietze, 2013). The authors mainly
focused on the specificities of talent management in the private sector, and
less on the position of civil servants. This is, in part, understandable, since the
regulation enables enhanced possibilities for arrangements in the private sec-
tor compared with the public sector, which must follow strict rules on the
payment of performance bonuses and other rewards to civil servants because
of budgetary funding.

The purpose of this paper is to present the literature review about the impor-
tance of talent management in public sector and to show how the existing
legislation allows creation of the talent management system for Slovenian
public sector organisations. The paper first outlines the definitions of the con-
cept of talent management, and further highlights the specificities and ap-
proachesin the field of talent managementin the public sector. Specific focus
is given to the legal aspect of talent management in public administration in
Slovenia. Recommendations for the introduction of a talent management sys-
tem in public administration in Slovenia based on the literature review of the
foreign scientific literature, sources and the study of the existing legislation.

The contribution of the paperis to show the importance of talent management
in the public sector and talent management systems in developed EU countries
and encourage the legislators to pay attention to the problem of talent man-
agement in the Slovenian public sector and to make changes in this field.

2 Methodological approach and research questions

The main methodological approach that was used was the literature review
and qualitative research with a document study. To show different definitions
of a talent person, a talent management and existing talent management
systems in developed EU countries, that stress the importance to the public
sector, the literature review of the existing foreign scientific literature and
sources and the study of the national and international sources was made.
To find out what are the legal limitations in the field of talent management
in Slovenia, the study of the relevant legal resource in the field of labour law
and civil servant law was done.

The paper sought answers to the following research questions:

(1) (How) are talented employees treated differently from other employees?
IF organisations are to make the most of their employees’ capabilities,
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employees must be properly managed. Based on the analysis of literature
and resources, we examined how organisations in general recognise and
manage talented employees. The literature review of the foreign scien-
tific literature and sources about the concept of the talented employees
and talent management is presented in the third chapter.

(2) What types of models or practices in the field of talent management are ap-
plied in European countries? The literature review of the foreign scienti-
fic literature and sources about some indicated models or examples of
different practices in the field of talent management in some European
countries have been done. The summary of the existing literature about
the different approaches to talent management in the public sector is
presented in the fourth chapter.

(3) What are the legal limitations in the field of civil servant talent management
in Slovenia? To answer the research question, the study of the relevant
legal resource in the field of labour law and civil servant law in Slovenia
has to be done. This particularly means the Employment Relationship Act,
Public Employees Act and Public Sector Salary System Act as they present
the legal framework of human resource management in the public sec-
tor. Based on the results of the study, the opportunities and obstacles for
(special) treatment of talented civil servants in Slovenia were determined.
The study is presented in the fifth chapter.

3 Definition of the concept of talented people and talent
management

To answer the first research question (how) are talented employees treated
differently from other employees? the literature review of the existing foreign
scientific literature and sources about the concept of the talented employees
and talent management is presented hereinafter in this chapter.

According to Dries (2013a), the concept of a talented person has different
meanings for different people (e.g. researchers, organisations, HR profes-
sionals, employees) and it is hard to assess which one is more appropriate. In
her research Tansley (2011) found out that “there is no single or contempo-
rary definition of talent in any one language; there are different perspectives
of talent.” According to her explanation, “the meaning tends to be specific to
an organisation and influenced by the nature of the work undertaken. ”

Zhengyuan and Gang (2011) claim that a talented person has expertise and
specific skills, and contributes to the benefit of society with creative work.
Petersone, Ketners, and Krastins (2014) define a talented person as highly
skilled, well-educated, and prospective employee. Vural, Vardarlier, and Aykir
(2012) argue that talent is partly innate and partly acquired through educa-
tion, training, experience, and practice. Talent can be considered from the
perspective of an individual or an organisation. In considering talent from the
perspective of an individual, it is necessary to have an understanding of the
current position of the employee in the organisation, and to determine where
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and how he/she wishes to be positioned in the future (i.e. career planning).
From the perspective of an organisation, talent is related to the concept of
“the right people in the right positions”; thus, talented people must perform
tasks directed towards achieving organisational goals. Silzer and Church
(2009) argue that consideration from the perspective of an individual's po-
tential is directed to the opportunity open to individuals to become some-
thing more than what they currently are. According to Dries and Pepermans
(2007), considering talented people from the perspective of performance is
directed to the results already achieved, and not the inputs needed to achieve
the result, as this is the case in the aforementioned perspectives. The authors
argue that this is a more common way of identifying talented people in or-
ganisations, as it is easier to measure results. Gallardo-Gallardo et al. (2013)
designed a framework for the conceptualization of a talent within the world
of work, shown in figure 1.

Figure 1: Framework for the conceptualization of a talent within the
world of work

Source: Gallardo-Gallardo et al. (2013)

The term “talent” has different meanings, usually the reasons are different
views and approaches by making a definition. From the human resources
management view, the “framework for the conceptualization of a talent
within the world of work” that Gallardo-Gallardo et al. (2013) designed, show
the most relevant view by defining the term “talent”. If the term “talent” is
seen as an object, it presents different characteristics of people (abilities,
skills, knowledge, competencies); that can be inborn or (systematically) devel-
oped:; and people’s attitudes to achieve the best results, that can be achieved
if people are committed to the organisation and are employed in the right
position at the right time. If the term “talent” is seen as a subject, it presents
people (employees); dealing with “talents” as subjects is a part of talent man-
agement, which is explained below.
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According to Meyers et al. (2013) talent management should be understood
as a scientific discipline that falls within the field of human resource manage-
ment. Depending on the perspective from which the term is considered, Mey-
ers et al. (2013) agrees that the field of talent management usually focuses
only on certain employees who are subjected to specific practices laid downin
the field of human resource management. Thunnissen and Van Arensbergen
(2015, pp. 182-183) claim that there are “five dimensions of the definition
of the talent management, namely (1) division along the subject (talent is a
synonym for people) vs the object (talent is a synonym for characteristics of
people) dimension (Gallardo-Gallardo et al., 2013); (2) division “between inclu-
sive view of talent and talent management (related to all employees) and ex-
clusive view (related to selective group of employees)” (Thunnissen and Van
Arensbergen, 2015, pp. 182-183) — or, as argued by Buttiens and Hondeghem
(2015), all employees are part of the talent management policy (the inclusive
view) or only a segment of the employees is part of the talent management
policy (the exclusive view) —or, as argued by Nijs et al. (2014) “each person has
a set of strengths (the inclusive view) or certain group (talents) makes relative
contribution (the exclusive view) (Thunnissen and Van Arensbergen, 2015, pp.
182-183); (3) division according to talent — whether it is innate and stable or
it can be acquired and developed through training (Meyers et al., 2013); (4)
division along the input (abilities and motivation) vs output (excellent perfor-
mance and success) (Ross, 2013); (5) division according to the extent to which
talent is conditional on its environment —is it transferable or context-depend-
ed (Dries, 2013b)” (Thunnissen and Van Arensbergen, 2015, pp. 182-183).

Buttiens and Hondeghem (2015) define talent management as a process
aimed at attracting, developing, and retaining talent, which includes the per-
spective of both the employee and the organisation. The authors argue that
when developing talent, the right context, support, and a proper fit with in-
dividual, societal, and organisational goals are necessary. Gadsen et. al (2017)
define talent management as the proactive recognition and development of
employees at all levels in the organisation, to help them reach their full po-
tential at their workplace. Petersone et al. (2014) define talent management
as a strategy, activities, tools, and processes that lead to the identification,
motivation, retention, and development of talented employees, in order to
effectively perform tasks in line with future needs and trends.

Lewis and Heckman (2006) argue that: (1) talent managementis not essential-
ly different from human resource management; namely, both involve getting
the right job done at the right time and managing the supply, demand, and
flow of people through the organisation; talent management also includes
recruitment, selection, training, and appraisal; however, an important ques-
tionis how to strategically handle talent; (2) talent management is integrated
in human resource management with a selective focus; talent management
may use the same tools as human resource management, but the focus is on
a relatively small segment of the workforce, defined as “talented” by virtue
of their current performance or future potential; talent management also
involves staffing processes, but all focused on talented individuals only; (3)
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talent management is focused on developing competences by directing the
“talent stream” within the organisation; the emphasis is therefore on “pipe-
lines” rather than on “talent pools”, which is closely linked to successful hu-
man resource planning, and focuses primarily on the permanence of talent;
talent management is therefore the strategic management of the flow of tal-
ented employees through various roles and jobs within the organisation. Ac-
cording to Stahl et al. (2007), when deciding who to include in the talent pool
in organisations, the most commonly used data comes from annual or bi-an-
nual employee performance assessments. Makeld, Bjérkman, and Ehrnrooth
(2010) emphasise that when including employees in the talent pool, other
factors that affect the final decision in the talent recognition process should
also be considered besides performance assessment. Fernandez-Ardoz (2014)
indicates the following criteria for determining highly talented employees:

— Motivation (a fierce commitment to excel in the pursuit of unselfish goals);

— Curiosity (a penchant for seeking out new experiences, knowledge, and
candid feedback, and an openness to learning and change);

— Insight (the ability to gather and make sense of information and suggest
new possibilities, solutions);

— Engagement (a knack for using emotion and logic to communicate and con-
nect with people);

— Determination (the wherewithal to fight for difficult goals despite challen-
ges and to confront challenges).

Vural et al. (2012) argue that talent management is to direct employees to
their profession and expose and regulate their talents for it. The first step
in the talent management process is to develop a strategy, whereby focus
should be placed on key employees whose talent is needed to achieve strate-
gic goals in the future. Managers should continuously improve the talents of
employees, provide training, and ensure their satisfaction, and thus increase
efficiency and competitiveness. Vladescu (2012) states that talent manage-
ment has significant impact on recruiting the right people for the right jobs,
in order to reach higher performance and to achieve the objectives; it involves
maximising employee potential, promoting employee achievement, and in-
vesting in their development; it is aimed at improving efficiency, and reducing
risks and costs. Makela et al. (2010) argue that talent management is focused
on a particular group of employees who rank at the top in terms of their abili-
ties and efficiency, and therefore among potential managers eitherin the near
or distant future. According to them, organisations usually combine a talent
identification process with performance practices, and link them to decisions
regarding investment in their education, training, development, additional
benefits, and rewards.

According to Orrov et al. (2014), vertical and horizontal alignment is impor-
tant for proper strategic talent management. Vertical alignment (strategic
alignment) refers to the link between business needs and employee perfor-
mance. Organisations should treat employees so as to enable them to de-
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velop relevant competences and stay motivated. It is necessary to ensure that
employees act in a way that is of utmost importance for achieving the organi-
sation’s business strategy. Horizontal alignment (talent management system)
refers to the implementation of various practices in the field of talent man-
agement, which are integrated in the entire employee management system
of the organisation. Investing in strategically important talented employees
guarantees the success of the organisation. Therefore, strategic talent man-
agement is not a reflection of business strategy, but rather, it should support
the business strategy and ensure the talented employees who will enable the
achievement of the organisation’s business strategy.

The term “talent management”, similar to the term “talent”, has different
meanings. Most previously mentioned definitions focus on two differences
of the meaning the term “talent”, that are explained in the “framework for
the conceptualization of a talent within the world of work”, which Gallardo-
Gallardo et al. (2013) designed. To sum, according to the “framework for the
conceptualization of a talent within the world of work, “talents” in “talent
management” are “people” and there are two different “approaches to talent
management” in organisations (by planning, attracting, selection, introduc-
tion, developing, evaluation, rewarding, and promotion); namely exclusive
approach that gives attention to an elite subset of the organisation’s popula-
tion — high performers and high potentials, and inclusive approach that gives
attention to all employees of the organisation. To highlight the importance
of talent management in the public sector, different talent management sys-
tems in developed EU countries, that stress the importance to the public sec-
tor, are shown below.

4 Approaches to talent management in the public sector

To answer the second research question, what types of models or practices in
the field of talent management are applied in European countries? the summary
of the existing foreign scientific literature and sources about the different ap-
proaches to talent management in the public sector is presented hereinafter
in this chapter.

Vladescu (2012) highlights that the public sector is often faced with talent
drain; therefore, according to her, talent management, as part of the human
resource management, is one of the most important processes for achieving
the success of organisations. Talent management should be harmonised with
the organisation’s strategy, ensure equal opportunities, and maintain diversi-
ty, notably based on the recognised performance and potential of employees.
In the public sector, it is necessary to provide resources for employee develop-
ment and to draw up a strategic plan with clearly defined goals. Public sector
organisations should be aware of the necessity to have a precisely designed
talent management system. The application of appropriate talent manage-
ment software can be of assistance in different areas within the organisation:
management, creation of “talent pools”, performance assessment, educa-
tion, career development, competences. A database of talented employees
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should be created in order to avoid the consequences of talent drain. It is
necessary to set goals, hire the right people in the right job, and draw up plans
and strategies to bridge future gaps. The concept of talent management in
the public sector should be designed in such a way that it can be adapted and
applied in different ways in all public sector organisations. Thunnissen and
Buttiens (2017) have developed a conceptual model, based on institutional
mechanisms and logic as well as the characteristics of public sector organisa-
tions, which explains how an organisation’s environment affects the selection
of an inclusive or exclusive approach to talent management.

Figure 2: Conceptual model for the selection of talent management approach

Source: Thunnissen and Buttiens (2017)

Petersone et al. (2014) emphasise that public sector talent management sys-
tems are important for the better functioning of the state, and are a key fac-
tor in the development of the public sector. The authors highlight the Estoni-
an talent management model designed to provide mechanisms for attracting,
retaining, and evaluating performance, and rewarding and training especially
those employees who are recognised as talented. Two groups of talent are
identified; namely, the “key positions” group (involved in strategy develop-
ment) and the “strategic positions” group (working on strategy implementa-
tion). The job profile defines the jobs well, which makes it possible to identify
“inclusive employees”. Similarly, a “talent pool” is created, within which “stra-
tegic employees” are trained for “key positions”.
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Figure 3: Key position identification scheme

Source: Petersone et al. (2014)

The authors aimed to create a Latvian model based on the Estonian talent
management model. Most Latvian state and local institutions have not yet
introduced talent management models; therefore, they suggested that it is
necessary to develop an integrated model that would be implemented to-
gether with other human resource management systems.

Figure 4: Integrated talent management model

Source: Petersone et al. (2014)

Anintegrated talent management model enables the integration of different
areas of human resource management, which ensures better efficiency, ef-
fectiveness, and leadership that enables the identification and development
of talented employees. In contrast with the Estonian model, the authors sug-
gest that "key employees” could be determined based on employee profiles
that accurately specify the duties and capabilities of civil servants. They em-
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phasise that, in order to identify talent, it is important to be familiar with the
capabilities of employees.

Gadsen et al. (2017) studied the area and approaches to talent management
in the public sector in Scotland. They observed that a major obstacle in this
area is an inadequate commonly agreed definition of “talent management”,
and that, consequently, approaches to talent management are both inclusive
and exclusive. Based on the research, they created a checklist of the key is-
sues which organisations need to consider when developing or reviewing an
existing talent management strategy and approach.

Van den Broek et al. (2018) studied the “innovative inter-organisational talent
pool” of four Dutch hospitals within the same geographical area (south of the
Netherlands). They examined opinions on inter-organisational cooperation
in the field of talent management based on structured interviews with top
managers, line managers, staff experts, employee representatives, or mem-
bers of the project team in the field of talent management of all four hos-
pitals studied. The hospitals are competitive in terms of financial resources,
job candidates, and patients; however, they co-operate inter-organisationally
through the exchange of employees via a “talent pool”. Namely, they have
an education and training agreement for a specific number of employees per
hospital, with the aim to increase the number of qualified employees avail-
able to the hospitals in their region. The agreement enabled the hospitals to
create an innovative way of talent management that offers career develop-
ment opportunities to training participants in hospitals that cooperate inter-
organisationally, and retain them in the “talent pool”. In this way, hospitals
endeavour to attract and retain more suitable candidates. It is expected that
this will also reduce external employment costs. Developing inter-organisa-
tional cooperation and creating local “talent pools” are innovative strategies
that help improve the performance of organisations. The “talent pool” is a vir-
tual organisation (of medical and management staff), which operates at three
levels. The first is a cooperating hospital, in which employees are exchanged
within the organisation (hospital). The second is a virtual labour market be-
tween cooperating organisations (hospitals). The third level is an (external)
labour market (when an employee from within the “talent pool” cannot fill
a vacant post). The authors note that this is an opportunity for smaller or-
ganisations (e.g. nursing homes, IT organisations, etc.) that find it difficult to
get talented employees; therefore, cooperation with other organisations, for
example in the same region, is essential. Pools of talent for R&D, knowledge
sharing, and co-creation between organisations, regions, etc., can be created.

Ingram and Glod (2016) provide assessments of the state in the field of talent
management in healthcare organisations in Poland. They observe that talent
management programmes are not appreciated (not even in large organisa-
tions). Although there are no special talent management programmes, organ-
isations know which employees are of crucial importance to their success, and
therefore try to do their best to treat them differently; above all, they are fo-
cused primarily on training and motivation. The acquisition of additional skills,
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commitment, and motivation are expected benefits for employees classified
as “talented”. Less attention is being paid to job satisfaction and an overall un-
derstanding of an individual's well-being. The authors stresses, however, that
organisations should focus their attention on developing a more strategic
approach to talent management; programmes should focus on maintaining
employee satisfaction; if the best employees are to be retained, their needs
and goals must be taken into account and harmonised with the objectives of
the organisation.

Buttiens and Hondeghem (2015) studied the development phase of talent
management policies, approaches to talent management, and HR processes
within the framework of talent management policies in Flemish government
organisations. They observed that 20% of Flemish governmental organisations
were developing a talent management strategy, and a quarter were imple-
menting and evaluating talent management practices. More than half of the
organisations under consideration apply an inclusive approach. Education and
training, performance management, and commitment and engagement strat-
egies, predominate in personnel processes within the framework of talent
management policies; the least attention is paid to rewarding. Furthermore,
they observe that talent management practices make it possible to meet the
needs of employees, whereby organisational objectives can also be achieved.

Upon examining institutional mechanisms, institutional logic, and organisa-
tional characteristics, Thunnissen and Buttiens (2017) observe that Flemish
(local) government organisations use an inclusive approach to talent manage-
ment (management is targeted to all employees). The objective of organisa-
tions is to ensure the well-being of employees, which affects the well-being
of organisations. Practices are focused on the performance and development
of both employees and organisations. The external context affecting the fact
that organisations apply an inclusive approach to talent management is asso-
ciated with political pressure, notably focused on the principles of new public
management; labour and employment regulations are strict; government or-
ganisations are in a weak position (therefore they are not “an attractive em-
ployer”); budgetary possibilities fail to attract new employees. The impact of
the internal context or the characteristics of organisations, affecting the fact
that organisations apply an inclusive approach to talent management, include
strategy and task reforms, as well as needs for increased efficiency and flex-
ibility; a large proportion of employees are permanently employed; an organi-
sational culture of equality is also to be observed.

To sum, talent management depends on the sectors, organisations and peo-
ple. For appropriate managing talents in the organisation, talent management
must be part of the strategic human resources management. By (strategic)
planning, attracting, selection, introduction, developing, evaluation, reward-
ing, and promotion, can in accordance with the “framework for the conceptu-
alization of a talent within the world of work” (Gallardo-Gallardo et al., 2013),
for dealing with “talents” (people) (so called talent management), inclusive
and exclusive approach can be used, or as argued by Thunnissen and Buttiens
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(2017) the “hard” approach, where the interests of the organisation outweigh
the interests of the employees, and in the “soft” approach, where the interests
of the employees are as important as the interests of the organisation.

5 Legal perspectives of talent management in public
administration

To answer the third research question, what are the legal limitations in the field
of civil servant talent management in Slovenia? the study of the relevant legal
resource in the field of labour law and civil servant law is presented hereinaf-
terin this chapter.

Regulation plays animportant role in exploring talent managementin the public
sector, since the employment status of civil servants is legally significantly more
defined and limited, compared to the private sector. The authors observe that
regulation in the private sector significantly limits the potential for employee
rewards (Franca, 2007; IMAD, 2018). However, in the public sector, this repre-
sents an additional significant limitation, since the creation of a development
strategy and talent retention may only be created within statutory provisions.
Within the framework of the research, an analysis of the Slovenian arrangement
was carried out, which serves an example of regulation of civil servant relations
and, within this, the options of talent management system creation.

To start with, it is of major importance to take into account one of the fun-
damental principles of labour and civil servant law; namely, the principle of
equality, as laid down in the Employment Relationship Act.” The employer is
to ensure equal treatment with regard to personal circumstances in employ-
ment, promotion, training, education and other rights from the employment
relationship. Furthermore, Article seven of the Public Employees Act (herein-
after referred to as the PEA)? stipulates that the recruitment of civil servants
is to be carried out so as to ensure equal accessibility to posts to all candidates
on equal terms, and the selection of a candidate who is best qualified to carry
out the post-related tasks. This implies a fundamental obligation to establish
a talent management system in the public sector in such a way that all civil
servants have the opportunity to participate, or the possibility to be included,
and that the criteria for the (non) inclusion of an individual civil servant should
not be discriminatory, but objective and work-related. At baseline, this may
be contrary to the talent management system, because identification of a
specific trait in talented people plays a key role that may not be immediately
confirmed and verified with results, but may involve the potential for devel-
opment, which is to be assessed upon employment. From a legal aspect, this
can pose a considerable risk of unequal treatment, which is not in line with
the fundamental principles of labour and civil servant law. Therefore, it would
be more appropriate to identify an individual in the public sector as talented
after a certain period of time, when he/she already shows tangible results

1 Official Gazette of the Republic of Slovenia No. 21/13, 78/13, 33/16, 52/16, 15/17, 22/19,
81/19.

2 Official Gazette of the Republic of Slovenia No. 63/07, 65/08, 69/08, 40/12.
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based on which he/she is believed to be more professional and/or more effec-
tive than others. For example, the Establishment of a Civil Service Competen-
cy Model project (MPA, 2020), which lays down competences for groups of
posts in public administration, establishes a competence assessment/identi-
fication system, and a required employee competence maintenance/upgrade
system, is primarily focused on those who are already employed in the state
administration, and not on the candidates for employment.

Moreover, the talent management system also requires the creation of fi-
nancial assets for running the system, and for appropriate training. Generally,
more funds are devoted to talented employees, which stirs up a problem of
unequal treatment of civil servants. In employment relationship, education
and training are a right and an obligation of both the employee and the em-
ployer (Employment Relationship Act, Article 170); however, in the civil ser-
vice system, rights should not be ensured to a greater extent than is provided
for by law, implementing regulation or collective agreement, if this is to the
burden of public resources (PEA, Article 16). How to ensure equal access to
education and training to all civil servants and a specifically adapted system
for talent development, can be a problem in practice. One of the possible so-
lutions is a properly designed bonus system, which is on the one hand thor-
oughly defined for the public sector with the Public Sector Salary System Act
(hereinafter referred to as the PSSSA),? but on the other hand opens up op-
portunities to numerous anomalies (Vidi¢, 2018), and leaves little scope for
autonomy management. Performance bonus systems and the possibility to
pay additional awards for special accomplishments are essential for the prop-
er development of talented people and their retention in the public sector.
However, this creates several obstacles from a legal point of view. It cannot be
disputed that a performance bonus system is one of the key aspects of prop-
er management, not only for the talented, but for the employees in general.
Nevertheless, this is not pursued in the civil servant system in Slovenia. Perfor-
mance bonuses have been frozen for many years, although Article 17 of the
PSSSA provides for performance-related bonuses for civil servants. This is due
to many factors, including austerity measures during the economic and finan-
cial downturn, as well as the fact that unions in the public sector are increas-
ingly engaged in raising basic salaries, rather than in the proper establishment
of a performance bonus system. In general, social dialogue in the public sector
is underdeveloped, and its ability to make such arrangements is questionable
(Pocivavsek, 2015). Another major obstacle is the promotion prospects for
civil servants, which, pursuant to Article 16 of the PSSSA, is linked to three
consecutive above-average annual grades. Taking into consideration the non-
payment of performance bonuses and the civil servants’ desire for promotion
(and thus a higher salary), the assessment system is fully undermined. Manag-
ers tend to succumb to the pressure exerted by civil servants; furthermore, in
order to ease the work environment management, most civil servants are as-
sessed as above average or excellent (Pecaric, 2014; Pecaric, 2019). This would
imply that all civil servants are talented, which certainly fails to constitute a

3 Official Gazette of the Republic of Slovenia No. 108/09 — 84/18.
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solid basis for the proper development of the talent development system, as
argued in this paper. Moreover, it is necessary to take into account that the
promotion of civil servants (and thus talented) is not only financially but also
hierarchically limited; for example, pursuant to Article 16 of the PSSSA, a civil
servant may be promoted a maximum of ten salary grades. Civil servants who
perform work in legal and organisational forms, e.g. institutions, that can raise
additional funds in the market, are in a slightly better position. Although their
use of funds is also under the review of the authorities, there is still enough
room for the creation of an employee management system.

Therefore, if we are to develop an appropriate talented employee manage-
ment system, an appropriate legal framework would be a prerequisite. How-
ever, it is not advisable to leave too much discretion to the management,
since the position of civil servants cannot be equated with employees in the
private sector (Korpi¢-Horvat, 2014).

From a legal point of view, it would be relatively inadmissible to characterise a
person as talented upon his/her arrival, as this would immediately put him/her
in a better, more favourable position compared to others. It would be less con-
troversial to do so after a certain period, e.g. after a few months, as is usually
the case with traineeship and/or a probationary period. In practice talent man-
agement in the Slovenian public sector would be difficult to develop without
some proper legislative changes. Especially, more flexible options for reward-
ing and promoting more successful civil servants should be considered. As re-
gards for the current practices our conclusion is that the existing system does
not offer much possibilities for management to develop talent management.

6 Discussion and conclusion

Within the survey, we examined: (1) (How) are talented employees treated dif-
ferently from other employees? Based on the summary of literature and re-
sources, we established that organisations which are aware of the importance
and contribution to the ultimate organisational objectives, treat talented
employees differently from other employees in the organisation. In continu-
ation from the analysis, we examined (2) What types of models or practices in
the field of talent management are applied in European countries? Based on the
summary of the existing literature and resources, we established that models
or practices in the field of talent management widely vary in different Euro-
pean countries. Talent management is largely regulated as part of the tasks
of employee management in organisations; however, there is a case of talent
management that is requlated between organisations engaged in the same
activity at local level (the case of Dutch hospitals in the south of the country).

If organisations are to make the most of their employees’ potential, the em-
ployees must be properly managed. The talent management system should
be strategically formulated, and integrated into the employee management
system. It should therefore include all personnel processes (planning, attract-
ing, selection, introduction, developing, evaluation, rewarding, and promo-
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tion), with a special emphasis on employees who are recognised as talented.
In order to achieve this, talented individuals must first be recognised; there-
fore, the capacities of all employees should be considered. From the per-
spective of talented individuals, it is necessary to ensure that the “talented
become the best they can”, i.e. to have/develop the best capacities (com-
petences). However, from an organisational point of view, it is necessary to
ensure that talented employees perform tasks that significantly contribute
to the realisation of organisational objectives. As argued by Petersone et al.
(2014), employee profiles should accurately specify the duties and capabili-
ties of talented civil servants.

Employees which the organisation recognises as talented, should be classified
in the so-called “talent pool”. Based on the literature review, it has been de-
termined that the criteria for the classification of employeesin a “talent pool”
differs, and that besides achieving the capacities described in the formulated
talent profiles (Petersone et al., 2014), (achieving) employee performance, as
indicated by Stahl et al. (2007) and Méakeld, Bjérkman, and Ehrnrooth (2010),
other factors should also be considered, within which Fernandez-Ardoz (2014)
refersin particular to the “soft skills of the talented”, encompassing high moti-
vation, curiosity, ability to formulate solutions, cooperation, and persistence.

According to Altindz, Cakiroglu, and Cop (2013) the process of talent manage-
ment follows the steps listed in the continuation; particularly, (1) the iden-
tification of the objectives and strategy (answer to “where” and “how”), (2)
the identification of key positions, (3) the identification of the profile of the
talented (ideal employees - knowledge, skills, ability, experience, interest, fo-
cus on results), (4) the identification of potential (internal and external candi-
dates), (5) the analysis of the gaps in the talented (determination of possible
development and required training), (6) the drawing up and implementation
of development plans (training, mentoring, etc.), (7) the assessment of candi-
date success (stay in or leave the talent pool), (8) the process of assessment
and promotion of the talented (within the talent pool).

Legal regulation in the public sector is greater than in the private sector, and
significantly affects employee management; therefore, we sought the an-
swer to the third research question, what are the legal limitations in the field of
civil servant talent management in Slovenia? The Ffirst limitation is strict obser-
vance of the principle of equality, and thus equal opportunities for inclusion
in the system of talented civil servants. In this respect, the time of recruit-
ment, which calls into question the assessment of potential, as a factor for
inclusion in the employee management system upon the existing legislation,
is critical. The applicable legislation in Slovenia places professionalism and
achievements at the core of the distinction between civil servants, and not
the potentialitself, which may or may not be realised in practice. Therefore, it
is more appropriate, from a legal point of view, to include civil servants in the
system of talented individuals after a certain period of employment, when
they have demonstrated above-average results in practice. The second major
limitation is related to limited reward opportunities, and consequently, the

Central European Public Administration Review, Vol. 18, No. 2/2020

67



Tatjana Kozjek, Valentina Franca

68

promotion of civil servants. Currently, the applicable system is more obstruc-
tive than encouraging to the options of retaining talented employees; there-
fore, this would undoubtedly be the first step in the legislation amendment.
Without proper rewards and other incentives, which the management could
have, it is impossible to imagine a well-functioning talent management sys-
tem. Thus good practices cannot be forms unless the legislative framework
does not change.
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