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1. Introduction

“Not schemes and systems, but people and their possibilities should be at the centre of the government’s thinking. The government must inspire confidence, provide room and equip people to fully participate and bear responsibilities. The human measure is the guiding principle in this, and quality is central.”

Balkenende IV cabinet coalition agreement

During the formation discussions for the fourth Balkenende cabinet, the secretaries general of the various ministries presented a report (“Beyond compartmentalisation”) in January 2007, in which they made proposals for realisation of a smaller and better public service. These proposals were adopted by the coalition agreement signed by the Labour Party, the Christian Democratic Appeal and the Christian Union and took concrete shape in the Public Service Modernisation programme. In this programme the government explicitly places the emphasis on a smaller, and in particular, better public service, public service that is comparable to the best governments in the world. 

For a year the “Future Civil Servant” project has been engaged in answering the question on how and to what extent public service, and in more concrete terms the civil servants of the future should adapt their method of working to face the rapid changes in society. On the basis of countless discussions, work conferences, workgroup results, interviews with businesses, contributions from civil servants via the Internet (see annex 1 for a description of the work method), the powerful conclusion emerged that public service must gradually complete the principles of present work methods (“the way they used to work”) by (and sometimes replace with) the principles of “the new way of working” – principles and guidelines for a change in strategy towards a modern way of working. This is a vision of making working more effective and efficient, but also more pleasant for the organisation as well as the employee; the vision is turned into reality by placing this employee centre stage and giving him the leeway and freedom, within certain limitations, in how he works, where he works, when he works, what he works with and with whom he works”
. It provides starting points for modernising the more traditional roles of civil servants and developing the newer roles. Recent developments in the government, for example joint accommodation of ministries or the new Interior and Kingdom Relations and Justice building, offer the selected opportunities to effect these changes exactly at this point in time. 
The central ambition, which will be elaborated in this memorandum, is that the entire public service will start working in accordance with the principle of the New Way of Working. The memorandum will first briefly describe what social trends make a shift toward the New Way of Working necessary and urgent. Next, it will explain what the starting points of the New Way of Working are in more detail and how that relates to the Way We Used to Work. Finally, a number of proposals will be presented that must give direction to shaping the process of change in the government. 

A new reality for the government: the trends

Uncertainty about the future and the approach to follow has been a recurring theme in the trends and scenario studies of planning offices and advisory bodies over the past few decades
. This also creates uncertainty about what the ideal public service should look like and how civil servants are expected to work in the future. A variety of developments makes attention to improvement necessary and urgent. These are described succinctly below
.

Trend 1: The playing field is becoming faster and more complex

The challenges and problems the government faces are getting larger in scale, more complex and more dynamic all the time. A few examples:

(1) Global trends (population growth, increase in prosperity and consumption, climate change, ageing) result in worrisome scarcity of raw materials, energy, food, biodiversity and water. The government will face great challenges in dealing with these structural scarcities responsibly. 

(2) During the crisis, the Dutch economy was once again proven to be vulnerable due to increasing interweaving with global trade
. Rising economies like the Chinese and Indian ones produce highly trained employees and increasingly put their stamp on the global economy. The Dutch government is facing the task of finding an optimum balance in economic dynamics (modernisation and flexibility) and economic security (a robust welfare state) so the citizens are provided with security in a globalising world and so a strong (international) competitive position is striven for at the same time. 

(3) Modern technologies (nano, bio, IET and cognitive technologies) provide new opportunities, but may also harbour threats and stir up ethical questions. Thorough analysis is required to map the consequences of applying these new technologies over the long term. 

(4) The make-up of the population of the Netherlands has become increasingly heterogeneous. In this multicultural society, the social dividing lines are becoming sharper and sharper, with a complex effect on social mobility, social binding and integration. Due to these developments, the government must constantly stay in motion – its adaptive capacity must be exceptionally great. Furthermore, there is social and political pressure to take on “additional” tasks. Risks associated with public or private life, such as the safety and quality of food, care and health, education, the environment, vehicles and traffic, fire safety, etc., must be eliminated to as great an extent possible. Moreover, the government has reassumed tasks of the market sector (e.g. of banks), influenced by the present global financial and economic crisis. 

Trend 2: Demographic trends in the Netherlands: degreening, ageing, colouring

The make-up of the Dutch population is changing rapidly. Degreening, ageing and colouring are taking place simultaneously. The number of people who live by themselves is increasing. The CBS expects all trends also to continue in the next few years. The number of senior citizens keeps growing and the number of youths and people of working age is steadily decreasing. The number of single person households continues to increase. More non-western foreign nationals will also be added up to 2030. It is self evident that the government will be faced with the consequences of these developments. Ageing changes the demand for government services, has an effect on the employment market as well as on employment organisations in government. It is certain that there will be more elderly people leaving the employment market in the next few years than there will be youths and others entering it. A return to a tight labour market is in the line of expectations. The point in time at which this will happen depends on the persistence of the economic recession. The total number of jobs at the government will increase by an estimated 4000 jobs per year in the period up to 2015. These are significant numbers in view of the present employment market developments. An increase of the retirement age to 67 years may bring some relief to meet the demand, but will be far from sufficient to meet the total demand. Moreover, it will result in an even more slanted distribution according to age of government personnel.  In any case, a large number of young people will have to enter the market, but in that case the government does have to compete with the private sector to bind these young people to itself. 

Trend 3: Developments in the area of government personnel

One consequence of the population development is that the average age of public service employees will rise in the next few years, whereby the demand for replacement will increase. More elderly people may have a positive effect on an organisation in a number of aspects, for example because of the knowledge and experience garnered over the years. But there could also be some negative effects, perhaps in terms of knowledge that becomes obsolete, decreasing flexibility or innovative capacity. More generations are also expected to walk the work floors in the future than is now the case. This could lead to conflicts (different wishes), but it could also be regarded as an opportunity to utilise different qualities and backgrounds. 

A number of very consistent trends in the government work force can already be seen now. Ageing and degreening are taking place simultaneously. Since 2005, we have seen a noticeable reduction in the proportion of young people (< age 30) starting employment, in addition to an increase in hiring of people older than 40. Leaving employment mostly takes place in the first years after hiring. In this way, hiring and leaving employment scarcely contribute to refreshing the work force. The government usually substitutes “fresh” with “fresh”. This has to do with the number of temporary appointments. In part it entails temporary appointment with the prospect of a permanent one, and in part also appointment to a position intended as a temporary one. This way, the present appointment practice contributes to ageing of government personnel and the government may face big problems if it continues this way, especially in the tight employment market anticipated. One reason for young people in particular to quickly leave public service is that they get fed up with “slow” procedures and the limited content of their daily tasks: they were going to work for the government to have some meaning to society, but they barely see any of this in their daily work
. Another reason may be the low intra and interdepartmental mobility as a consequence of impediments (stagnation of interdepartmental IFs and secondment due to the task definition). In addition, transparency of the internal employment market is clouded by a lack of trust and mutual cooperation between managers and departments (“our own people first”). And meanwhile, external hiring continues to increase. 
Another trend in public service is the so-called polarisation of the professional structure, but then in the opposite direction if compared to other sectors, such as industry: a large segment of highly educated people has been created as opposed to a small segment of lower educated people (which is in part to blame on a different tendency: the so-called “upgrading” of the professional level). The disadvantage of this is that promotion and career trajectories in government are relatively short because they often take place within the various education levels. Due to this, the newly employed can be offered few career options and thus the government cannot attract the “best” people. This in turn damages the government’s image, which leads to the threat of a vicious circle: the average performance and production level will gradually deteriorate because the best people are not attracted, and this also jeopardises modernisation and innovation
. 

Another development in the government work force worth mentioning is that the gender ratio is changing, as shown by analysis of hiring and outflow numbers of the past ten years. While hiring of women was only slightly higher than hiring of men, a considerable outflow of men in the middle, though mostly the higher salary scales is the cause of a certain extent of feminisation of public service.  

Trend 4: Government finances under pressure

There is no doubt that the government finances will be subjected to considerable pressure over the next few years. This is influenced to a high degree by two factors. The first one is the effect of the present crisis (e.g. significant increase of the public debt, unemployment payments, less income from taxes). For the time being, it is uncertain whether the crisis has already peaked and how long the effects will be appreciable. The second factor is the effect of ageing on government expenses. Due to increased ageing, the cost of health care and AOW (General Law on Old-Age Insurance) will increase (e.g. retirement of baby boomers). Over the long term, the health care expenses will not only rise due to ageing of the population, but also due to the growing number of chronically ill, expensive technological innovations and increasing higher expectations from health care consumers
. In order to prevent collective means from absorbing more of the GNP, expensive collective expenses (e.g. AOW, health care, pensions) will have to be cut drastically. The government should also be entitled to drop tasks paid for by collective means or to contract them out. An obvious solution is that government can allow the employment productivity to improve in the next few years in such a way, by means of focused organisation changes (“working smarter” with fewer people) that the cost increases can be paid in part from the gains in efficiency. However, an integral national policy to stimulate working smarter and improve the employability of employees is almost completely lacking. 

Trend 5: The digital revolution 

Various authors describe a transition from the industrial age to the information or digital age, the digital revolution. New developments in the field of internet and communication technology follow each other super-fast. At the end of the eighties we became acquainted with the first PCs and nowadays nine out of ten Dutch people have access to the Internet
. The digital revolution causes older processes and systems to become obsolete: the music industry topples and newspapers and television fight to their ruin
. Because young people in particular use the Internet, these media see their influence and income from advertising significantly reduced. TNT even anticipates that ten years from now no mail at all will be delivered. Due to the rise of the interactive Internet (web 2.0) over the last few years, distances are ever easier to bridge, information and knowledge is spread more widely and faster, and new ways of (cooperative) working are possible, for example by using Wikis, forums, social networks, crowd sourcing, supply and demand facilities and other 2.0 tools. 

The digital changes have a high impact on how people, groups and organisations establish connections to one another. Boundaries between what are inside and outside, who belongs to a group and who doesn’t, what is work and what is private. These developments lead to significant changes in society and politics. They create new tendencies in the relationship between government and citizen, for example the effect of social media during the American elections or the role of Twitter in the riots in Iran. Information from citizens appears regularly to be more accurate and up-to-date than what the government communicates by means of press releases. The use of digital tools can also revolutionise and improve service provisions, and citizens can be more involved in writing policy. 
Due to the digital revolution, the importance of an information economy is increasing all the time. Nearly all professional groups are more or less subject to having their work processes digitalised, and economic growth is ever more the result of production of information
. In the 21st century information age, man himself is the critical production factor: work is becoming more a matter of head and heart than of the hands, and thus also no longer has to be implemented at a fixed place or time. It is also important that the tasks of people could often be substituted by new technology in the past, resulting in higher productivity (e.g. robots in car factories), but an increase in productivity will nowadays mostly have to be found in securing the vitality and health of the information worker. While the production process took centre stage in industrial thinking (with people as an expensive replaceable tool), people themselves will become the distinguishing binding element in post-industrial thinking (with new technology as the tool). This means a completely new outlook on the organisation of work. Experts predict that organisations that do not join the digital revolution, for example as far as flexible working and ICT are concerned, will irrevocably lose the battle in the employment market
. As far as flexible working is concerned, we are already fairly well on our way in the Netherlands, in comparison with other countries: due to the culture of part-time work, we are ahead of countries like the US in flexible thinking. 

Trends 6: Employee preferences are changing

The average employee has changed in recent decades. The composition of the working population is becoming increasingly heterogeneous and by consequence the civil service workforce will become more and more diverse. Women and members of ethnic monitories, young people and old people will increasingly blend into the traditional image of the breadwinner (i.e. indigenous male aged 40).

A change is observable particularly in the needs and motives of employees of public sector organisations
. The average employee will become older due to the ageing of the population and the raising of retirement age. The needs of older employees differ from those that they had when they were young. Hard employment conditions become less important as children leave home. Far more important factors are personal development and the social environment of the workplace. Appreciation and a feeling of contributing something will provide far greater rewards for work.

Younger employees are also changing. Young people work to live, not live to work. Besides their work - which must be challenging, invigorating and socially relevant - young people also have a broadly based social life. Their work must not obstruct that development. But work is important as a way of giving meaning to life. The emphasis is shifting from lifetime employment (a job for life) to a 'boundary-less career' with greater mobility and more job and position changes within and outside the person's own sector
. Many people will continue to derive their identity from the work that they do. This appears to be a more prominent consideration among younger generations. More and more people will endeavour to link 'work' to other aspects of their life, such as personal education, a purpose in life and social relationships
.

Another key consideration is that the workers of the future will be children of the digital revolution (Generation Y or the Net Generation) who grew up with the Internet, Hyves, Twitter, blogs, communities and smart phones. The new generation will have different preferences and will expect their work to meet different requirements to older workers. They appear to be far more self-assertive and attach great importance to authenticity and personal development – traits to which employers could respond. Sidebar 1 contains an overview of characteristics generally attributed to the new generation
. At the same time, the requirements that employees are expected to meet are also changing, i.e. a growing demand for greater flexibility and adaptability on the part of the employee so as repeatedly to perform new tasks in changing contexts.

Sidebar 1
	

	1. Fast and impatient. They react quickly and expect others to do the same.

	2. Learning by doing. Learning through experimentation. They like being thrown in at the deep end. But they also want freedom in security, which means operating preferably under the watchful eye of a coach or manager.

	3. Focused but without completing the job. Young people often ask themselves what the purpose is of a certain activity and act if it is coupled to a certain reward. But they are often impatient and quickly become bored. As they want to experience everything, they start just about everything and work on five projects at a time. But they do not finish them or move them forward. 

	4. Social and interactive. They enjoy working together with other people and consider it important to maintain contact with others via ICT. They exhibit great social commitment but are frequently unable to use it sufficiently in the civil service, as strange as that may sound.

	5. A-political. As they pursue quality, speed and transparency, they make too little allowance for political manoeuvring and unwritten rules. 

	6. Multi-tasking. The Net Generation is capable of carrying out several tasks simultaneously.

	7. Connected & mobile. They are mobile and equipped with communication technology that enables them to maintain contacts from various places with parties including their social circle. Young people effortlessly interconnect their social and business networks. They use Twitter seldom if at all, because updating the micro-blog service on your mobile phone consumes too much of your call credit. They do not read newspapers and they dislike advertisements. Teenagers are not interested in watching television, either; they prefer to surf to free music websites like Last.fm rather than to tune in on a traditional radio. They spend their time and money on films, concerts and games consoles. When it comes to chatting with friends, these methods have become twice as popular as mobile phones.

	8. They feel a need to have their own responsibility and freedom to act.

	9. More flexible working/work-life balance (they do not want to work less, but still want to be able to collect the children from school)

	10. Customisation/personalisation)

	11. Aversion to hierarchy. Status symbols derived from position, experience or length of services are things that they hate. They say you earn status through knowledge and skills.


Another important development is that more and more people are opting to become self-employed persons without personnel. There are now approximately one million self-employed people in the Netherlands and roughly two-thirds of them work in white-collar occupations. Ten years from now the Netherlands will have two million self-employed persons without personnel if this trend continues. It means that fewer workers will be available on the labour market, but there will be more possibilities for engaging specific knowledge externally. It should be noted that the economic crisis is slowing down the growth in the number of self-employed persons without personnel (CPB, 2009).

Trend 7: The dissatisfied citizen

The relationship between citizen and government remains complicated and difficult. Or at least that is the message that the media often convey from politicians, administrators, policymakers, experts, journalists and members of the public. This boils down to such matters as the great importance of closing the gap between citizens and politicians, working in a customer-driven way and  involving ordinary people in policy-making. The public sector does not have a good image. Publicity given to incidents plays an important role in this regard. Day-to-day news reporting tends to focus on fields where the public sector fails or is perceived to have failed in a costly way. Many citizens believe that the public sector is not succeeding in solving problems in several fields that people consider important. The most prominent of these fields are the integration of ethnic minorities, quality of care for the elderly, prevention and above all punishment of crime, eradication of poverty and the coarsening of society caused by changing standards and values. There is a sizeable group of citizens who are always dissatisfied with and distrustful of the public sector, oppose the downsizing of the welfare state, object to the multiculturalisation of the Netherlands and feel that they are not being taken seriously. The more citizens perceive politicians as failing to operate effectively in this field, the more that the support that exists for the public sector will wane
. This will influence the opinions and the behaviour of citizens as voters but also as payers of social security contributions and taxes and as customers and partners of the public sector.

Trend 8: Increasing significance of Europe

Another development that will greatly change the nature and content of work stems from the changing context in which ageing and upgrading processes are taking place. Today's Europe is not the Europe that existed when the EEC was established in 1957. The original six member states have grown to 27 and Europe exerts considerable influence on Dutch legislation. The EU is said to determine four-fifths of Dutch legislation in some sectors. This influence is certainly very great in the labour market. It is also a fact that many central government civil servants are working on preparing, establishing, elaborating and implementing European legislation in Dutch laws covering equal treatment (social security, remuneration and pensions) and the free movement of workers in Europe.

In 1997 the European Union launched a European Employment Strategy (EES) to bring about greater convergence of the labour market policies of member states. Since 2007 the array of EES directives have been amplified by two Directives that cover (1) the combining of flexibility and improvement of labour market security and the reducing of segmentation in the labour market and (2) an improved harmonisation of work and private life, for example by providing affordable childcare facilities and through care for dependent family members. The labour market policies of Denmark and the Netherlands are often held up as models of the countries that are the most advanced in the field of 'flexicurity' policy, including policy on improving the balance between work and private life. While there is certainty a high level of security of employment, the Netherlands lags far behind many other European countries when it comes to flexibility, particularly in its public sector that is characterised by a greatly operations-specific and segmented labour market.

Trend 9: Global modernisation of governments

The Netherlands is not the only country where modernisation of the public sector and the civil service apparatus is high on the agenda. Many other countries are devoting attention to similar subjects. A brief summary is provided below based on a recent study of countries
:

1. Stepping up efficiency: a) fewer civil servants; b) new types of service provisioning by means of ICT; c) performance appraisal and management agreements; d) privatisation and agencies; e) decentralisation; f) fewer rules, and g) more coordination. A salient point is that efficiency tends to be examined mainly in terms of numbers of civil servants, often without devoting attention to the wider picture (greater transparency, diversity, accountability, sustainability).

2. Many countries are also addressing the image of the civil service apparatus and recruitment problems.

3. Considerable attention is also being paid to preventing what the Netherlands calls 'compartmentalisation'.

4. The mobility and flexibility of the civil service apparatus is considered very important. More exchanges within the public sector and between the public sector and other sectors appear desirable.

5. A lot of attention is being given to creating clarity regarding the legitimacy, openness and other values of good governance.

6. There is often a 'mirroring' against the private sector to examine where improvements can be made.

The Dutch public sector, which has set itself the goal of ranking among the world’s best public sectors
, will need to keep a sharp watch on developments in other countries, learn from them and turn them to its own advantage.

Trend 10: Creation of 'the new between'

Within the civil service developments are observable that some people describe as the creation of the new between
. This phrase refers to new, unprecedented changes within the public sector aimed at establishing new connections and ties and new methods of cooperation between the 'splits' in the present formal systems that exist. The new between manifests itself in the vertical and the horizontal systems of the public sector. Some of these changes were planned, but others have come about largely autonomously. On the one hand, there are more or less similar solution paths for certain problems. On the other, it is a question of 'design' processes that use the same types of concepts and analyses for deliberations on the organisational form to be adopted for certain issues or certain functions.

There are often simultaneous 'uncoupling' and 'recombining' processes.

1. Uncoupling of secondary processes from the existing vertical arrangements and recombining them in more horizontal arrangements. This often involves bringing together similar processes based on functional criteria. Sometimes it involves bringing together less functionally similar systems in a kind of 'multi-company building'; when this occurs the development of the function tends to be the criterion for merging; in the case of the Operating Company it concerns (for example) support processes in which process innovations are pursued.

2. Uncoupling and recombining in primary processes and/or in the connections of the primary processes to the political top. This brings the organisational change closer to the core processes of the organisation, makes the politics more charged and causes tensions to occur sooner with ministerial responsibility and other core principles of the existing organisation.

A public sector organised on a 'between' basis features on the one hand greater flexibility, more problem-centric organising and greater scope to respond to the environment, but on the other also causes tensions with the political primacy, with extra tensions in the relationship of trust necessary between minister and civil servant, and with subject matter expertise that comes about through experience and certainty coming under pressure because of the nature of the form.

The civil service of the future

The foregoing shows that numerous developments need to be taken into account in the process of modernising the public sector. How will the trends affect the future civil service?

Firstly, a more complex social playing field with new players and new rules calls for strong government capable of setting a clear direction. At the same time, the future civil service must possess great adaptability to cope with rapid changes, offer standard solutions to a far lesser extent and instead concentrate on offering creative bespoke solutions. The future civil service must be 'a responsive and linking ally', one that 'invests in people and stimulates personal initiative and creativity'
. This applies to the relationship between civil servants and other stakeholders in the community, but also to relationships between civil servants mutually. In effect this means a difficult two-way split by pursuing less complexity on the one hand and by drawing on the strength of complexity in cooperation with other players on the other
. Each solution will have its own particular drawback. Therefore, it is necessary to search for a civil service that is capable of containing and embracing dilemmas and paradoxes instead of organising them away or declaring them resolved. It is necessary to search for forms of changing certainty, enabling the future civil service to move freely but not without commitment in a networked society. A useful stepping-stone is that the future civil service is already visible in small practices that already exist (in 'the new between'). The key is to move the examples from the margin to the centre while retaining the attributes that make them successful.

Secondly, the trends call for new roles for the public sector and civil servants. The content of the work of government and civil servants is constantly changing. Wishes of members of the public change, the economy is transforming (companies and industries appear and disappear), technology is advancing rapidly, the international context (especially the European context) and interdependency are increasing. Insights into and attitudes towards the tasks and organisation of government also change in the course of time. The present trend is for government to step back from ruling the roost and increasingly to become a player between emancipated (groups of) citizens, companies and other organisations. Citizens are no longer only voters, taxpayers or customers, but are increasingly also co-creators of public value and participants in the process (Bourgon, xxx). This obviously has consequences for the different roles required of central government and thus of civil servants. Traditional roles like provider, problem-solver, decision-maker and lawmaker are being complemented by modern roles like facilitator, orchestrator, partner and leader. Compared with the past, civil servants must also respond more alertly and more quickly to problems and developments. The interaction of developments in society - both nationally and internationally, economically, politically and socially - impose new requirements on civil servants mainly in terms of communication, flexibility, creativity and innovation. The 'new' employee must properly perform alternating complex tasks within constantly changing teams of colleagues and within ever-changing networks of citizens, organisations and stakeholders.

Thirdly, the demographic developments and associated changing preferences of present and future employees require a civil service that allows greater scope for differentiation in order to seize the opportunities presented by diversity on the shop floor (different generations, cultural backgrounds, types of person, etc.). The future civil service will also be an employer that stimulates labour participation by providing bespoke labour relations and by giving its employees an opportunity to combine their work and private lives. The future civil service will attach great importance to securing the loyalty of talented (highly-educated) young people and to continuing to offer them a challenging working environment - which will be essential at times when there is a tight labour market - and will be a modern civil service with an up-to-date approach to organising work and the work environment (which will benefit its image). It will draw the best out of its civil servants by giving them confidence and professional latitude, by promoting innovation and creativity and by striving to ensure satisfied and vital employees. The future civil service will invest in the employability of its employees and will encourage civil servants to engage in lifelong learning. This will meet the conditions for creating a dynamic labour market with a lot of voluntary mobility, thus allowing increased productivity. It will obviously require differentiated and transparent appraisal and remuneration systems. The civil service must set an example as a modern employer that enters into sustainable labour relations.

Finally, the future civil service will focus continuously on providing more efficient and better services, driven by inevitable spending cuts, and will strive all the time to deliver the best for citizens who are becoming increasingly critical and more demanding when it comes to services. The future civil service must be positioned at the heart of society, must be transparent, must communicate clearly and must possess the right antennas to pick up relevant signals from the community at an early stage. For this purpose the future civil service will utilise the possibilities offered by the digital revolution and will manifest itself as a 'civil service 2.0'. Data from 2007 show that almost 60% of employees in the Netherlands use computers and that 30% also use the Internet; within the civil service it is estimated that these percentages are similar or higher and are increasing rapidly. Therefore, the digital revolution offers enormous opportunities for creating better service and support for citizens. However, the civil service must also be an attractive employer that is capable of securing the loyalty of younger generations who have grown up with the computer and who possess this know-how more than older generations partly thanks to their recent education. Together with relevant parties, civil servants will find solutions by involving citizens and companies (digitally) in making, executing and enforcing policy. An optimum arrangement of work centres on addressing social themes and the future civil service will have a sharp picture of where the capabilities of different civil servants can best be deployed.

Why does renewal (suddenly) have a chance of success?

Previous attempts at renewal

This trend for renewal is nothing new. Since the 1970s, there have been constant attempts to improve the quality of the civil service and its staff.  Two complaints are often expressed regarding the continuous urge to renew. The first complaint is that renewal programmes always tend to reinvent the wheel and (generally) generate the same solutions. Many of the solutions proposed by the various committees focus on improving cooperation and coordination (e.g. programme ministers), reducing the number of rules, improving efficiency, focusing on citizens and involving them in policy-making, minimising bureaucracy and responding flexibly and decisively to social problems. A second common complaint is that renewal operations tend to culminate in an interesting report full of fine words and good intentions but – for a range of reasons – often fail to be implemented. During the present Public Service Renewal programme too, there has been great consensus about what needs to change. But will the filing cabinet quietly close once again?

The time is ripe for The New Way of Working

There are reasons to assume that this will not be the case. In contrast to previous renewal projects, the time is now ripe for change. The limiting conditions are already in place. Although previous reformers (e.g. Van Rijn Committee, 2001) long ago established that the use of new technology was the key to new, improved public service, the digital applications which really make this possible are more recent. The transition from the internet as unilateral publication medium (web 1.0)  to a platform for bilateral interaction (web 2.0) creates unprecedented opportunities for organising flexible working, sharing information, generating information, connecting people, etc. The development towards a network society and a knowledge economy is the logical consequence. 

In most sectors, the working processes are digitised to some degree and economic growth increasingly takes place through knowledge production. In the 21st century information era, man himself has become the critical production factor: work is becoming more related to the head and the heart than to the hands. Another crucial factor is that in the past, human tasks could often be replaced by new technology, resulting in higher productivity. Nowadays, a rise in productivity tends to involve guaranteeing the vitality and health of the knowledge worker. Man himself is the distinguishing value (with new technology as the main medium). This means a new, modern vision of how work is organised, summarised under the heading The New Way of Working. This concept has already been successfully implemented by large companies and local authorities and experts predict that organisations which do not join the movement towards The New Way of Working will irrevocably lose their place on the job market.

What is The New Way of Working in Public Service?

In order to create a public service for the future, as described above, many feel that it is inevitable that modern public service will have to subscribe to the principles and guidelines of ‘The New Way of Working’. But what exactly is The New Way of Working? 

The New Way of Working is a programme of principles and guidelines for a change strategy aimed at making work more effective, more efficient and more enjoyable for both the organisation and the employee. In particular, this entails a change of culture and mentality while the latest technology helps create the link between people. The main assumptions of The New Way of Working are:

1. Focus on the employee, not on systems 
People largely determine where, when, how and with whom they work

2. Themes as the starting point, not the boundaries of organisation 

Do not create themes around the organisation; create the organisation around themes.

Within the public service, work tends to follow the principles of “The Old Way of Working”. This should be modernised and enriched with the principles of “The New Way of Working”. This demands a paradigm shift in how employees, managers as well as the organisation as a whole view work and working methods. This not only concerns teleworking, a better physical workplace or a range of ICT tools, but also better understanding of the collective ambitions of the organisation, an inspiring corporate culture, a leader as a figurehead, other forms of management, better balance between autonomy and responsibility, fewer rules and procedures, smarter ways of working together, a personal work budget, a result agreement, performance-related pay, etc. Box 2 compares the Old and the New Way of Working in the public service (slightly exaggerated here and there).
Sidebar 2. Modernising the public service by incorporating The New Way of Working principles
	The Old Way of Working in Public Service

(Industrial Era)
	The New Way of Working in Public Service

(Information Era)

	Organisation Culture and Values
	

	· Abstract mission
	· Concrete mission, achievable goals

	· Employee identifies with sub unit
	· Employee identifies with the whole organisation

	· Uniformity, closed

· Fixed lines, control, effort, 

· Freedom based on job boundaries
	· Pluriformity, transparent

· Flexibility, trust 

· Freedom in solidarity

	· Emphasis on preventing errors, no trust 

· Guarantee integrity and professionalism through strict rules and procedures
	· Emphasis on ‘getting better at’, trust

· Employee develops moral and professional awareness

	· Cover oneself (e.g. copy everyone)
	· Take responsibility

	· Work or home life
	· Work and home life

	· Work is work
	· Work is enjoyable and gives satisfaction

	· Exchange relationship: ‘My time, your money’
	· Deeper exchange, work must give satisfaction and be enjoyable

	Leadership
	

	· Management, directive style
	· Open, Socratic style of leadership

	· Management takes decisions in ‘black box’
	· Management can be checked and is transparent

	·  “Command & control” 


· Status through job/rank
	· Give and receive trust. Room for own initiative and self guidance.

· Status through added value

	· Guide, train
	· Inspire to get the best out of others. Focus on talent rather than lacks

	· Management based on effort and presence
	· Management based on results 

	· Delegate
	· Coach, Facilitate

	· One-way communication
	· Dialogue

	· Many rules and procedures beforehand regarding plans and checks. 
Professional freedom is restricted
	No rules but continuous dialogue about interim output. 
Employee is given professional freedom and space

	Organisation of work
	

	· “Work with”
	“Work on”

	· Organised in boxes and tasks
	· Themed organisation

	· Organisation as ‘machine’: rigid, structured, standardised, synchronous
	Organisation as organism: adaptive, changeable, ad-hoc, informal, asynchronous

	· Knowledge passes through hierarchic lines and access is limited. Knowledge is power 
	· Access to relevant information, anytime, anywhere 

	· Big units / management teams
	· Smaller units / projects

	· Cooperation, coordination
	· Targeted cooperation or constructive competition

	Recruitment & Selection
	

	· Selection based on experience and education. Then train
	· Selection based on (difficult to change) personal characteristics. The rest can be learned

	· Standard solutions

· Appointment, Collective Labour Agreements/ General Public Service Regulations (ARAR), regulations
	· Tailored labour relations

	· Remove tension by drawing up rules. Court decides in the event of conflicts.
	· Accept tension between employee and organisation. Create a win-win-win (organisation-manager-employee) situation through mediation, conflict management

	· You apply for a job
	· You apply for a career



	· Recruit on basis of experience and education. Then train people 
	· Selection based on (difficult to change) personal characteristics. The rest can be learned

	Learning and Developing
	

	· Targets current job

· Emphasis on educating / improving employees (studies and courses)


· Manager has control 

· First supply, then demand
	· Targets the career

· Emphasis on learning and developing talent (coaching, seminars, intervision, etc)

· Employee has control

· First demand, then supply

	Appraise and Pay
	

	· Few concrete agreements about (content of) the work.

· Appraisals by line manager behind closed doors

· Yearly appraisals

· Job-based pay 

· Only paid for contributions to goals or own organisation unit

· When moving to another organisation unit, previous appraisals lost
	· Performance indicators based on concrete goals 

· Open and transparent appraisals (360 degree feedback)

· Give and receive continuous feedback 

· Performance-based pay

· Also paid for contributions to goals of the Government and society

· When moving to another organisation unit, previous appraisals move too

	Work environment
	

	· Classic office design based on industrial production ideas (20th century)
	· Modern office design based on information thinking (21st century)

	· Standard facilities, everyone in the same 'box' along corridor
	· Design based on activities to be performed (e.g. communication, concentration, relaxation)

	· Workplace
	· Meeting place

	· Only work in the office
	· Work everywhere

	· Only work 9-5
	· Spread work over the day

	· Principle of equality
(everyone has the same tools).
	· Tools to match 
(what do you need?)

	· ICT as efficiency and management tool
	· ICT as a means to work faster, better, more easily

	· Process central
	· Person central

	· Optimum performance when “the hands are free”
	· Optimum performance when “the head is free”


The New Way of Working must be seen to complement the ‘traditional’ way of working – the Old Way of Working. For this reason, The New Way of Working not only applies to young, ambitious ‘high potentials’ who like to forge ahead, but also to sedentary, often older civil servants. In principle, any civil servant can use The New Way of Working to supplement, enrich and improve current work processes. The New Way of Working is a tool offering guidelines to bring a flexible, learning and dynamic civil service for the future much nearer. 

Based on box 2, we can summarise the ten principles of The New Way of Working as follows: 
1. Personal link with work and the organisation

2. Management based on output and effect instead of presence and effort

3. From management to leadership

4. Give and receive trust

5. Offer space and tailored work instead of drawing up rules

6. Work together effectively and efficiently

7. Dialogue instead of one-way communication

8. Access to relevant information anytime, anywhere

9. Tailored communication (media) 

10. Work not dependent on place and time

Benefits of The New Way of Working
The main reason why the current reform could succeed where previous attempts have failed is the potential win-win situation: the change to The New Way of Working has no negative effects, only benefits for all involved. Organisations with experience in the principles of The New Way of Working report huge benefits - for both the organisation and the employee. The Public Service

 and its civil servants could also reap the benefits of applying the principles of The New Way of Working:

<per punt ook voordelen individuele werknemers beschrijven>

1. The New Way of Working makes it easier for the Government to tackle complex social issues, create new roles for civil servants and modernise traditional roles. 

2. The gulf between government and civilians can be closed through more transparency, more feedback, better information. Cooperation over all kinds of borders becomes possible, creating solutions from practice – with teachers, scientists, artists, local residents. Use of human capital will be improved, making the civil service as a whole better able to anticipate future issues. 

3. It enables the Government to be a frontrunner in modern employership with opportunities for more tailored labour relations. Men and women will be given the flexibility to combine work and care tasks and to balance their work and home life. This will boost participation in employment, for example among women, also in top jobs. It will become easier to include people in the employment process who would otherwise have been excluded, such as the elderly and the disabled. It will also become much easier to enter into temporary, flexible employment relations, for example the temporary cooperation with ZZP staff with specific expertise.

4. Effectiveness (reduced need for coordination, less control and enforcement) and thus employee productivity improves, thus saving costs and creating greater efficiency. At the same time, civil servants of the future will be more dynamic and healthier, leading to more enjoyment and innovation and creativity enabling them to generate high quality solutions for their daily work. The civil servant has every opportunity to develop his/her skills and professionalism. Absenteeism will decline and job satisfaction and trust in management will increase. 
5. The Government can set a good example with regard to reducing traffic congestion and CO2 emissions, combining work and care tasks and the participation of women in employment. More sustainable, smarter housing (fewer m2 per employee) will mean lower overhead costs, less energy consumption, lower maintenance and cleaning costs. Furthermore, the impact on the environment can be reduced by digital (and therefore paperless) processes. The recent introduction of E-readers (screens with the same characteristics as paper) could usher in a revolution.

6. Experiences so far have shown that the image of organisations which have adopted The New Way of Working has improved. The Government could therefore win the battle to attract (young) talent on the tight job market of the future if it adopted The New Way of Working principles. If we can motivate and gain the loyalty of the ‘digital natives’ of the youngest generation, we can capitalise on new vitality and renewed creativity. 

FAQs about the New Way of Working

Naturally, the reactions to the ideas on the New Way of Working are varied. Many employees are very enthusiastic, but others become insecure when confronted with so much innovation. Criticisms often voiced are:

1.
It requires employees to change too much. Is everyone able to cope with that? People no longer have a permanent place, and one has to be able to think flexibly. In an activity-related environment, work also has to be approached in a very different way (e.g. clustered). Moreover, the ability to work with digital media is a basic requirement. Is every official able to cope with these changes?


Indeed, companies who have experience with the new way of working report that a culture change is required, for which the necessary amount of time must also be allowed. It is also important that management must be wholly supportive – which cannot be taken for granted where the Government is concerned. Part of the change process is to pay specific attention to the (improvement of) the ICT skills of officials. One advantage is that future employees will have been spoon-fed on these skills. However, it should be noted that this will not be equally successful for all types of work.

2.
The second criticism is the expectation that, due to all this technology, work will become increasingly impersonal. Will colleagues still meet each other at work? Will the bond with the department be lost? Will there still be room for traditional Dutch geniality? Firstly, it must be said that within the perspective of ‘Government Service’, it is not a bad thing if department boundaries become somewhat blurred. Furthermore, the term ‘virtual optimum’ is relevant in this context. Each team or department must strive to find the right times to meet each other either personally or virtually (the physical minimum). This prevents sour faces when a colleague or manager is not at the office, and gives everyone the freedom to determine how and when they work. In addition of course, digital applications actually provide many extra opportunities for contact.
 With the so-called ‘So-Lo’ (social location) techniques, those who are authorized can quickly see on their PC or mobile phone whether a person is in the building, and there are already many modern online workrooms available.

3.
Critics also often state that the new way of working is just another way to save money. But is that so bad? It is indeed a fact that a lot of money can be saved with HNW, but as stated previously, in addition to saving costs, equipping an office according to the HNW concept has even more advantages, namely by increasing the effectiveness of employees (1), more efficient use of the office (2), improving the way employees perceive their work (3), the reputation or impression given by the organisation to the outside world (4), and the sustainability of society.

4.
Lastly, there is much resistance based on the thought that ‘people are weak’. Is everybody able to cope with so much freedom? Don’t some people (others, not me!) really benefit from having to be at the office from nine to five? The other side of the coin is the fear of being continuously at work and constantly on call. Aren’t we running the risk that stress and burnout will now increase amongst officials? Of course, these are essential questions. The new way of working therefore also contains a package of guidelines containing, amongst others, a clear mission and mandate, more attention given to trust, aiming at output, better performance management, and ‘people managers’. 

How is the Government going to work in the ‘new’ way?
As mentioned, the prerequisites for change are already present. Above all, a change of mentality is needed now. With its new method of working, the project ‘official of the future’ has attempted to provide a good example (see box 3).

Box 3. Working method project ‘official of the future’

No beaten tracks have been used to generate a vision of the ‘official of the future’. Instead a modern, integral and learning approach has been chosen – entirely in accordance with the principles of the New Way of Working. The vision is based on countless contributions by government officials, interviews, scientific literature, international benchmark research, visits to HNW companies, workshops, conferences, contributions on websites, expert meetings, lectures, online work groups, etc. The vision has also been tested in practice by means of various publicity channels, such as interviews in newspapers and magazines, trade and internal magazines, and amongst students during guest lectures at colleges and universities. Furthermore, a constant effort was made – beyond interdepartmental walls or management hierarchy – to bring innovators within the government into contact with each other (from policy officials to prison warders), in order to profit as much as possible from the human creative resources.
 In addition, a number of other initiatives have already been started, for instance the website www.neeminitiatief.nl (take the initiative) or the ‘Hub’. The advantage of an approach such as this is that it produces a ‘catalysing effect’. A great deal of energy and movement has already been generated during the process. Dialogue and co-creation are engendered; noses are increasingly pointing in the same direction, links are being made which will be useful during implementation, and initial obstacles have already been removed.

Based on the previously mentioned analysis by the project ‘Official of the Future’, a number of aspects are being worked on that will form the starting point for a wide-ranging discussion within the government service regarding the New Way of Working in the primary process. There are eleven aspects concerning:

1.
Working from a collective ambition;

2.
A government 2.0: (a) the relationship with the public, (b) innovative work methods (c) the 
working environment of officials

3.
Central themes in the Hub

4.
Improving the balance between work and private life: the new emancipation

5.
Learning and developing

6.
Performance Management

7.
Inspirational leadership

8.
Future employment

9.
Participation in the future

10.
Analysis of the labour market and personnel requirements

11.
The profession of official

These aspects will be developed in more detail in the following chapters, with attention being paid to awareness, policy measures and experiments.

� Citation by Bijl from the new version of his book on the website ”http://community.nieuwwerken.nl/deel-1/”


� Give sources


� Sources: trend reports on the 2009 employment market


� http://www.cbs.nl/nl-NL/menu/themas/dossiers/globalisering/publicaties/artikelen/archief/2009/2009-2793-wm.htm


� Report Young and Popular. Ministry of  Interior and Kingdom Relations


� Muffels (2009)


� De Kam (2009)


� Bron CBS Statline (2009)


� Bron: CBS Web magazine (2009). Internet verdringt traditionele mediaproducten.


� Nederland loopt niet bepaald voorop als kennisland, hoewel dit wel één van de speerpunten van het huidige kabinet is.





� Bijvoorbeeld Guus Pijpers (2009)


� POMO?


� Stone, 2001


� SCP (2005)


� Sources: Tapscott; Trendstudie Nieuwe vormen van onderwijs voor een nieuwe generatie studenten (Trend study: New forms of education for a new generation of students)


� It has also be established (e.g. through reactions on the Internet) that few members of the public know what civil servants do, what the difference is between civil servants and politicians, what the difference is between different levels of government and similar. Gains are achievable in this respect. 


� Research conducted by the University of Leiden. The countries examined were Canada, Australia, the United Kingdom, France, Denmark, Sweden, Finland, Belgium (Flanders) and Germany.


� Policy document on modernization of the Dutch civil service.


� Van Twist et al.


� Balkenende IV coaltion agreement.


� See case made by Prof. Teisman. 


� 





� Coordinating budgets is a little more difficult.
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