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EUPACK 2024 Country fiche on competency frameworks: Malta

The country fiche describes the context, state-of-play, current use and plans for competency
frameworks (CFs) applicable to jobs and roles in public administrations at the central level.!

1. Overview of the HRM system

The legal basis for Malta’s public service is described in Chapter 10 of the Constitution of
Malta,? which defines a ‘public office’ and a ‘public officer’ and sets up the Public Service
Commission (PSC) which is responsible for ensuring that Malta possesses a career public
service with a high standard of competence, efficiency and integrity,> and can issue
regulations with the consent of the Prime Minister.*

Malta’s human resources management (HRM) system is primarily regulated by the Public
Administration Act®> and the Maltese public administration itself is governed by the Public
Service Management Code (PSMC),® which serves as an operational guideline, outlining HR
procedures, employment conditions, performance management, and professional standards
to be upheld by all public officers across the different sectors.

All these legislative and regulatory instruments ensure that HR policies align with
governmental priorities and international best practices. The public service is also governed
by a number of additional directives which specify procedures for the functioning of different
aspects of the public service.”

The HRM of Malta’s public administration is highly centralised, and primarily governed by the
People & Standards Division (P&SD)® based within the Office of the Prime Minister. This
approach ensures the harmonisation of the roles of public officers across government.

! The fiche does not look into CFs at regional or local levels.

2 Constitution of Malta, accessed 11 February 2025, https://legislation.mt/eli/const/eng.

3 The PSC is guided by the principles of merit, equality of opportunity, impartiality, non-discrimination,
transparency, and the exclusion of patronage (political or otherwise) in the exercise of discipline, and in ensuring
fair and open competition when appointing as well as in the removal of officers from public office. Public Service
Commission, accessed on 14 February 2025, https://psc.gov.mt/en/.

4 The regulatory framework of the public service, accessed 14 February 2025,
https://publicservice.gov.mt/en/regulatory-framework-page.

5 The Act establishes the principles of good governance for Malta’s public service, describes the leadership
structure in the public service based on Permanent Secretaries heading each Ministry, and states their
responsibilities. It also regulates the way that public officers are assigned and transferred to different posts, and
specifies the ethical conduct which public officers must respect, all to ensure efficiency in the public service. See
Chapter 595 of the Laws of Malta, Public Administration Act, accessed 14 February 2025,
https://legislation.mt/eli/cap/595/eng.

5 Public Service, Management Code, Available at:
https://publicservice.gov.mt/Media/PSMC%20Documents/PSMC 2.pdf (Accessed on 11/02/2025).

7 Documents & Directives P&SD, accessed 11 February 2025,
https://publicservices.gov.mt/en/people/Pages/Directives.aspx.

8 People and Standards, accessed 11 February 2025, https://publicservices.gov.mt/en/people/Pages/Home.aspx.
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The P&SD’s Permanent Secretary is, together with her HR team, responsible for overseeing HR
policies, workforce planning, recruitment, compliance, and employee well-being within the
Maltese public administration. The P&SD works in collaboration with line ministries and public
entities, which each year submit to it their HR plans and requirements for approval. These are
discussed by the P&SD with the Ministry of Finance and are approved or otherwise, depending
on budgetary allocation. HR offices located within the individual ministries also need to
request approval from the P&SD for the replacement of personnel, when this involves
recruiting persons in different positions and/or grade to that being replaced. Compliance
checks and monitoring are performed to ensure that rules and procedures are adhered to in
all cases of delegated authority in any aspect of HR, from planning, salary structures, industrial
relations, conditions of employment and standard of service.

2. State-of-play with competency frameworks

Malta does not have a formal competency framework (CF), although it does have a list of
competencies for generic grades ranging from the positions of clerk to Director General.

The absence of a formal framework reflects Malta’s public administration’s longstanding
recruitment practice of appointing public officers at different public service grades to work
specifically within certain ministries.® The public service in Malta mainly uses job descriptions
to specify competencies (sector specific and administrative) which public officers need to
possess to qualify for certain positions. These are administrative and leadership competencies
alongside sector specific competencies and are considered to apply across the same grade of
public officers, even if they work in different government sectors.

The closest to a competency framework is the ‘Manual on Industrial Relations and the
Selection and Appointment Process under Delegated Authority in the Malta Public Service’
(latest version of March 2023) which specifies in its annexes the criteria, sub-criteria and
weighting given to the possession of generic competencies in the selection process of
candidates, alongside other factors, for different level positions within the public service
according to their salary scale.1° The templates are available for:

e Headship levels (scales 1-4, 1 being the highest level)
e Senior management levels (scales 5-7)
e Administrative/managerial functions (scales 8-10);

e Administrative/supervisory functions (scales 11-13);

% For instance, doctors are appointed within the Health Ministry, teachers within the Ministry for Education etc.
which requires both general and sectoral specific competencies.

10 Manual on Industrial Relations and the Selection and Appointment Process under Delegated Authority in the
Malta Public Service, 2023, accessed 11 February 2025,
https://publicservices.gov.mt/en/people/Documents/People-Resourcing-Compliance/Resourcing-
Manuals/Manual-on-Industrial-Relations-and-the-Selection-and-A ppointment-Process-under-Delegated-

Authority.pdf.
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e Administrative support functions (scales 14-16);

e Technical/ supervisory functions (salary scales 11-16).

These templates provide the basis to allocate scores to the competencies of candidates, as
illustrated by the following case of management positions. As can be seen from the footnotes,
some of the criteria are accompanied by short explanations to guide their application.

Example: Posts / positions in salary scale 7 and higher (management)

Criterion (weighting) Sub-criteria

Management and e Ability to analyse®!
leadership skills (30 %)

e Ability to assess and evaluate skills gaps to meet performance
levels

e Goal setting abilities & time management skills*2

e Conflict management / problem solving

e Communication skills*3

e Risk management, standard setting and compliance analysis*

Experience / position e Proven related experience?®

(r:?:::;j requirements e Related knowledge and competencies?®

Qualifications®’ e Other relevant qualifications — Masters’ at MQF 7 — 22 marks
(25 %) e Other relevant qualifications — Bachelors’ Degree MQF 6 or PG

Dip MQF 7 — 19 marks

e Other relevant qualifications — Diploma Level 5 or MQF Level 7
Certification or MQF Level 6 (not Bachelors) — 12 marks

e Training & development (other relevant certificates such as
awards) in addition to the qualification — 3 marks

11 Ability to carry out a holistic situation analysis as well as systematic process analysis.

12 Be specific on how SMART objectives are set and goals met, hence demonstrating tangible skills of managing
tasks and ensuring implementation.

13 The abilities of the candidate to communicate at various levels and his/her knowledge of barriers to
communication and how these are to be addressed.

14 candidate would need to assume full responsibility to carry out risk management, set standards of operation
in accordance with standing policies and regulations and ensure compliance.

15 Experience is a similar role and with duties related to the post/positions applied for.

16 Candidate should be knowledgeable on the material covered in any qualifications required for eligibility
purposes and familiar with the subject matter that is not covered by such qualifications (e.g. relevant legislation
or official policy documents).

7 The mark on qualifications will be at the maximum qualification only for that qualification which was not
surrendered for eligibility purposes. In the case of a higher qualification than a Masters’, apportionment of marks
should be re-assessed accordingly.
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Personal qualities / e Flexibility and ability to manage & function within a multilevel
aptitudes®® (15 %) team

e Ability to work under pressure
e Interpersonal skills

e Bestfitin team

e Ability to avoid conflict and problem solve

Please note, the Manual provides these templates as guidance. Section 3 states that ‘the
authorities shall also determine, concurrently with the issue of the call for applications, the
selection criteria and weightings to be applied in assessing candidates in a particular selection
process, according to the nature of the particular specialisation of the vacancy to be filled’.
The templates ‘are intended to serve as guidelines in the setting up of selection criteria,
subcriteria and weightings applicable to selection processes for posts/positions in the Public
Service. Further criteria and sub-criteria may be added where these are justified by the
post/position to be filled. If the Selection Board feels that a new criterion should be included
or that a criterion ought to be omitted (e.g. qualifications) or that the weighting should be
changed, it should seek the authorities’ approval, giving the respective justification. In any
case, subjective criteria should not be given a high weighting’.

With every call, the public service publishes a nomination process document which details
the different competencies candidates need to demonstrate.

The latest version of the procedure with regards to the issue of a call for the positions was
published in September 2022. This procedure ensures quality in the selection of public officers
and aligned with the Public Service’s four-pillars of the Quality Model*®, mainly that of
accountability to uphold a quality service.

The document on the nomination process for Headship and Assistant Directorship?° positions,
for example, explains to prospective applicants the selection process and criteria used to
assess and rank applicants. In doing so, it elaborates on five key management competency
requirements for these positions.

e ‘Leadership: A leader has to have excellent People Management capabilities,
demonstrates an ability to influence and motivates both subordinates and colleagues
whilst being good at conflict resolution. Has a marked capacity to achieve results by being
an inspiration to workers and being able to lead by example. Using good rapport and

18 Specific measurable questions should be asked to assess these skills, such as the candidate’s level of
determination, assertiveness and flexibility to adapt to different situations. Importance to:- self-confidence,
relationship management, openness to feedback, body language, ability to listen, positive attitude, collaborative,
empathy.

¥ Four pillars, accessed 4 June 2025, https://publicservices.gov.mt/en/people/Pages/AboutUs/WhatWeDo.aspx.
20 Nomination Process for Headship and Assistant Head, accessed 11 February 2025,
https://publicservices.gov.mt/en/people/Documents/Research-Personnel-
Systems/Nomination%20Process%20-%20Headships%20%20ADs.pdf.
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empathic approach raises the well-being and motivation of the team. Has a distinct
emotionally intelligent understanding of people so is able to form people into vital teams
that work well with others and obtain efficient and effective results. Is able to analyse but
has strong decision-making skills whilst being willing to take the extra mile for the good of
the team.

Teamwork: Has excellent communications, enhances good teamwork by ensuring a fair
distribution of work, and sees that there is an agreement of the goals and results to be
attained. Empowering each team member in their specific role, gives space to listen to
each member and encourages the sharing of ideas. Confirms the distinct importance of
each member to ensure that complementarity of his or her specific skills and aptitudes
strengthens the team.

Change management: Understands the role of being a change agent who is able to
consistently put oneself in the shoes of those being involved and effected by change. Sees
change as the key to improve systems and attain excellence, but is able to evaluate its
implications and consequences, ensuring a smooth transition. Is creative, innovative and
well organised, is able to create synergy and a workable relationship with both co-workers
and staff. Makes change normal and creates vision yet embraces resistance.

Timeliness: Is able to assess the time study of actions required to set a tenable, sustainable
and achievable plan albeit challenging. Adheres to agreed delivery periods with set
milestones, clear targets and goals. Evaluates risks that may hinder timely results. Uses
contingency plans when things go diverse to what was previously expected.

Personal development: Takes tangible action to ensure the improvement and
enhancement of professional knowledge, skills and aptitude related to the role the officer
occupies. The officer has marked the awareness on the need to build and enhance
relationships with subordinates, superiors and colleagues, and has been forthcoming on
recommendation to improve skills even using development sessions. Showed initiative to
increase knowledge related to departments/ministry’s customers and their expectations,
the developments taking place in the industry and other aspects advantageous to the
improvement of related work practices. Has been able to improve ability to manage time
and keep track of how time is spent which has resulted in increased efficiency, less stress
and improved productivity’.

The competencies required for the nomination process for Headships and Assistant Director

positions provide insight into the transversal leadership and administrative aspects expected

from public officers holding management positions within Malta’s Public Administration. The

nomination process document does not make specific references to scores for the sub-

headings for the selection criteria. Sector-specific competencies are not included.

The competencies included in the nomination process description are part of the selection

process of public officers at managerial levels. Those applying for such positions are thus

expected to provide evidence (e.g. recommendations, description of previous work carried
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out) demonstrating that they hold the transversal management skills. If shortlisted,
candidates are assessed based on their motivational statement (no more than 300 words
explaining why they consider themselves to be qualified in respect of their first preference
position) a submitted four-year plan in respect of said position, and an interview, which will
include a discussion of the proposed plan, as well as their work experience (track record,
achievements and initiatives) and qualifications.

The assessment of these competencies among candidates is part of the selection process for
the recruitment and promotion to higher grades within Malta’s public service. It reflects a
move towards the recognition of other competencies than those achieved through formal
gualifications (e.g. Bachelor and Master degrees) which reflects a traditional approach to
career progressions which gives significant weighting to qualifications during selection.

This approach is not used across all positions in the public service, and in many other job
openings, the job description only includes the duties and responsibilities of the officer,
whereas the formulation of specific competencies remains absent. In this sense, while the list
of competencies in the Manual provides a guide as to which competencies should be applied
to the selection process (alongside other considerations) and how they might be applied, this
does not constitute a competency framework per se for the purposes of this study.

3. Use of competency frameworks
Not applicable.
4. Future developments regarding competency frameworks

The P&SD recognises that the use of CFs can support the selection, management and
professional development of public officers within Malta’s public administration. However,
public service recruitment and selection processes in Malta have traditionally used
gualifications and job descriptions to select candidates for different public sector positions.
The use of competencies is of very recent nature and so far only pertains to the selection
process of very specific positions in the public service, particularly where competencies
required cannot be demonstrated directly through the possession of qualifications.

One recent development refers to officers working in procurement. P&SD is considering
developing a competency framework to recognise the professional qualifications obtained by
public officers who have worked in public procurement in the Maltese administration but do
not possess a bachelor’s degree. The use of competency frameworks is considered as an
enabler to recognise public officers’ competencies developed through direct work experience
and/or additional professional development training. It would equally enable the Institute for
the Public Service to identify those competencies which public officers lack to qualify for
consideration for promotion, and to provide the required training to support the career
development of public officers.
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Annex

P&SD comprises four directorates and two units, responsible for: monitoring and ensuring the
guality of the Public Service; and establishing regulations, policies, guidelines and procedures
for recruitment, selection, appointment, transfer, and the promotion and progression of
public officers. These directorates and units include the following:

e The Quality of Service Directorate is responsible for monitoring and ensuring the quality
of the Public Service. It gauges the customer experience of public services offered, carries
out customer service Quality Assessment, manages the ‘Rate the Public Service’ mobile
app, confers a Quality label of excellent public service, assesses performance potential and
job satisfaction within department or entities, drafts the Quality Service Charter, and
manages the Common Assessment Framework (CAF).2?

e The People Resourcing and Compliance Directorate establishes regulations, policies,
guidelines and procedures for recruitment, selection, appointment, transfer, and the
promotion and progression of public officers. It is directly responsible for the recruitment
of officers in the General Service Class (clerical, executive and middle/senior management
grades), the Messengerial Class (low-skilled position) and other posts/positions filled
through central calls for application across the Public Administration, and for the
deployment of officers within Ministries and line Departments. It processes requests for:
extensions of service beyond age 65; non-delegated assimilations in grades; non-
delegated transfers/detailing/ revocation of detailing orders; transfers of Gozo-domiciled
officers; tenure of officers in Secretariats/Ambassadors/Directorships with entities; non-
delegated acting appointments; Ministry secretariat contracts and re-employment, re-
instatement, re-integration and temporary employment. It also facilitates and processes
the secondment re-deployment of public officers.??

e The People Relations Directorate formulates, launches and monitors policies to adapt the
Public Service Administration to modern management methods, and which also responds
to the government’s programmes and needs of the public.?

e The People Support and Wellbeing Directorate supports public officers through its
employee support programme?* with respect to work-life challenges, mental health etc.

2 P&SD Quality of Service Directorate, accessed 14 February 2025,
https://publicservices.gov.mt/en/people/Pages/QualityandStandardsDirectorate/QualityStandardsDirectorate.
aspx.

22 p&SD People Resourcing and Compliance Directorate, accessed 14 February 2025,
https://publicservices.gov.mt/en/people/Pages/PeopleResourcingandCompliance/PeopleResourcingandCompli
ance.aspx.

23 P&SD People Relations Directorate, accessed 14 February 2025,
https://publicservices.gov.mt/en/people/Pages/PeopleRelations/PeopleRelations.aspx.

24 Employee Support Programme, 2024, accessed 14 February 2025,
https://publicservices.gov.mt/en/people/ESP/Pages/Tile%201-%20ESP%20Booklet.aspx.
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and the unit people360% which tackles issues related to organisational aspects,
recruitment, employee engagement and compliance.?®

e The Research & Personnel Systems Directorate implements the employee development
and performance appraisal system, assists departments to rationalise the use of staff and
review their work systems and methods.?’

e The Industrial Relations Unit ensures harmonious industrial relations and consolidates
the Central Administration’s negotiating position across the Public Service.?®

The Institute for Public Services (IPS) caters for the professional development of public
officers and research initiatives across the Public Administration in Malta.?° The IPS entered
into an agreement with the University of Malta and the Malta College for Arts, Science &
Technology in 2016 to be able to have courses created to meet the gaps in skills and
knowledge. Furthermore, with the support of various academics who form part of the IPS
educators board, training and development programmes are designed and reviewed as per
requirements.

25 P&SD People360, accessed 14 February 2025,
https://publicservices.gov.mt/en/people/Pages/PSW/People360.aspx.

26 p&SD Support and Wellbeing Directorate, accessed 14 February 2025,
https://publicservices.gov.mt/en/people/Pages/PSW/PSW.aspx.

27 p&SD Research and Personnel systems, accessed 14 February 2025,
https://publicservices.gov.mt/en/people/Pages/ResearchandPersonnelSystems/ResearchandPersonnelSystems.
aspx.

28 p&SD Industrial Relations Unit, accessed 14 February 2025,
https://publicservices.gov.mt/en/people/Pages/IndustrialRelationsUnit/IndustrialRelationsUnit.aspx.

29|pS, accessed 14 February 2025, https://publicservices.gov.mt/en/institute/Pages/Home.aspx.
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