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MAGASVÁRI ADRIENN 

What is a good entrant into the labour market? 

The expectations of the National Tax and Customs Administration 

The implementation of a competitive public service does not only depend on economic policy 

measures. State operations require sufficient and qualified human resources. Therefore, the compet-

itiveness of the future service relies on qualified and talented young people. Obviously, it is im-

portant to be aware of how organisations are looking for entrants, in other words, we have to define 

the organizational competence requirements. This paper presents some partial results of an empirical 

research. This research was aimed at defining basic public service competencies. In the course of 

the research, structured interviews were based on relevant domestic and international theoretical 

knowledge and organisational experiences and the questionnaire data collection method was applied. 

In this survey we asked the leaders of the National Tax and Customs Administration (133 individu-

als) about the individual and social competencies needed to select and keep young people in the 

organisation in the long run. The results show that the competencies required by the National Tax 

and Customs Administration are fully aligned with the system of basic public service competencies. 
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Introduction 

According to an OECD report1, the number of employees over the age of 50 in the public 

sector is increasing year by year among every member state. However it is a bit of an 

understatement that in eastern European countries the proportion of people over the age of 

50 is, on average, much lower than in Western European states, and the difference 

continues to grow.2 In the Hungarian public administration, it is not so much the acquisition 

of labour, but rather the retention that causes problems.3 Overall, it remains important to 

address the problem of generational change in order to ensure the quality of services, and 

to attract the younger generation to the public sector.4 But how can this be achieved? 

Entrants are less and less motivated by a stable and predictable employment, in fact they 

desire a wide range of career opportunities.5 Therefore, particular attention must be paid to 

attract young people, to integrate and develop their skills, to provide career oppor tunities 

and thus retain the workforce. Another important feature of the Z generation is that of a 

fast career opportunity and that they are coming to the labour market with a fairly high 

starting salary. In order to meet the demand within the public service the remuneration 

system of the public officials provides this opportunity, while for example the wage bill 

for government officials is far behind the competitive level.6 

                                                      
1 http://www.eupan.eu/files/repository/20160219150114_Survey_-_Managing_a_diverse_public_administ-

ration_(Final_Version)_-_EUPAN_-_Luxembourgish_Presidency_2015.pdf [2018. 09. 12.] 
2 Hazafi 2017. 55. 
3 Hazafi 2016. 102. 
4 Szabó – Biba 2015. 17. 
5 Hazafi 2015. 15. 
6 Krauss 2016. 99-101. 

http://www.eupan.eu/files/repository/20160219150114_Survey_-_Managing_a_diverse_public_administration_(Final_Version)_-_EUPAN_-_Luxembourgish_Presidency_2015.pdf
http://www.eupan.eu/files/repository/20160219150114_Survey_-_Managing_a_diverse_public_administration_(Final_Version)_-_EUPAN_-_Luxembourgish_Presidency_2015.pdf
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To overcome the above problems, it is imperative for the administration and law 

enforcement bodies to prioritise the issue of staff returnees. In the case of law enforcement 

agencies this issue may be of particular interest in the field of law enforcement higher 

education in the case of officer cadets (introduced 2016).7 

There was no such study for a long time that would have specifically measured the need 

for competence requirements in the public sector as it was the case with a research on HR 

management in public service.8 According to the study, there is no clear definition of basic 

competencies in the public sector, and there are no competence maps that include the range 

of competencies needed to fill in jobs in individual organisations. 

This problem and solution was the aim of the project of KÖFOP 2.1.5-VEKOP- 16-

2016-0001., called „Strategic Support for Competitive Public Service Personnel Provi-

sioning”, which includes development of career orientation, the foundation of the 

competence-based selection system, support of talents, strengthening of competences, 

development of the mentoring system, training of mentors, and the development of their 

competencies.9 

The methodology of the research 

Full implementation of the project presupposes a unified public service competence-

system, but – as I have mentioned above – the public sector did not yet have it. Thus, within 

the framework of the project, under the control of the Ministry of the Interior, a so -called 

basic competency-research has begun to provide a unified definition of the entry compe-

tences of those, who are interested in the public service field in order to ensure the supply. 

Following the literature analysis and organizational experience aimed at exploring the 

basic competences of the research, we applied semi-structured interviews, questionnaire 

data collection and focus group reconciliation. The survey covered both the heads of public 

administration bodies and law enforcement agencies, as well as the supervisory staff of the 

law enforcement agencies. 

The primary purpose of the interviews was to get acquainted with the basic competences 

expected from the entrants, in order to this, we primarily interviewed strategic leaders. On 

the other hand, the results, experiences of the interviews, and the exploration of previous 

organizational experiences related to the competence system serves as a base to the 

concrete aspects of the questionnaire research. Following the content analysis of the 

interviews, the research team compiled a competency list of 19 elements to which 

behaviours were defined. 

 The questionnaire survey was aimed at assessing the opinion of managers on the 

competences of the person who would like to be employed in the public service, so we 

applied primarily to the middle managers and the supervisors who carried out the ques -

tionnaire research. As a result of the questionnaire data collection, a competency list 

containing 10 competences and their forms of expression was proposed. 

Based on the focused discussions, definitions of competences, complement and possible 

modification of behavioural notes were made. 

In this paper, I would like to present the results of this research reflecting the views of 

the leaders of the National Tax and Customs Administration (NTCA). 

                                                      
7 Szabó A. 2018. 599-600. 
8 Szakács 2014. 83-96. 
9 Malét-Szabó et al. 2017. 24. 
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Competences that appear in NTCA operations  

(evaluation of organisational experiences) 

NTCA is a special state administration that operates as a central office for armed and law 

enforcement tasks, i.e. somewhere between administrative bodies and law enforcement 

agencies. Due to this duality, NTCA employees have to meet a wide range of professional 

requirements. NTCA and its staff are often the only common point in the specific set of the 

expectations of the legislator and the applicable legislation.10 Such complexity also appears 

in the organization's staff, as the office employs both government officials, professional 

servants, and employees: civil and law enforcement are present at the same time. Different 

labour law relationships are often settled in different legal environments.11 In this respect, 

NTCA is considered to be a mixed legislative body. In this role, it is a very good example 

for defining unified administrative and law enforcement competences. 

The EU Customs Competence Framework has been developed12 with the participation 

of the Member States, the World Customs Organization and other international organi -

zations (e.g. INCU13). The EU customs legislation is a unified law applicable to all the 

Member States, but the customs administrations are different, their knowledge and skills 

are different.14 With this in mind, they created the framework for customs competence 

based on core values. All employees working in the EU customs administration must 

comply with these values. In fact, they are not just competences, but rather a kind of creed. 

Categories should be classified as ethical values, security and defence, and public service 

commitment. The framework15 will further develop competences in three different groups: 

professional, operational and managerial. Professional competences are general personality 

traits, skills that are not customs-specific. This includes, for example, teamwork, 

communication skills, stress management, conflict resolution, decision-making, or time 

management. Operational competences are mostly related to the required knowledge in the 

field of customs and finance as well as the rules of the EU Customs Code. Managerial 

competences relate to managers with leading responsibilities16, such as change manage-

ment, innovation skills, strategic agility, conflict management and process management 

knowledge17. The use of this competence framework is not mandatory for the Member 

States, but the Hungarian tax and customs authorities endeavour to shape their operation 

in accordance with these expectations. 

In the area of individual performance evaluation, the organization measures and 

evaluates competences in the field of professional knowledge, team building skills, 

teamwork and vocational knowledge. 

NTCA staff members are classified in accordance with the jobs specified in the Employ-

ment Rules. The organization requires the 5 most relevant competencies to fill each job. 

The most characteristic (most frequently required) competences of professional staff or 

positions of government officials are: communication skills, co-operation skills, teamwork, 

and precision. Mostly, in terms of psychological fitness and health and conflict manage-

ment, as well as decisive action, and in the case of jobs filled with government officials, 

                                                      
10 Erdős 2015. 66-68. 
11 Szabó A. 2016. 202. 
12 https://circabc.europa.eu/faces/jsp/extension/wai/navigation/container.jsp [2018. 09. 12.] 
13 Szabó A. 2016. 123. 
14 Magasvári 2016. 148. 
15 Szabó Sz. 2016. 369. 
16 Szabó Sz. 2016. 273. 
17 https://circabc.europa.eu/faces/jsp/extension/wai/navigation/container.jsp [2018. 09. 12.] 

https://circabc.europa.eu/faces/jsp/extension/wai/navigation/container.jsp
https://circabc.europa.eu/faces/jsp/extension/wai/navigation/container.jsp
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the need for monotony tolerance and self-sufficiency is often demanded by those in a pro-

fessional service. In the NTCA 2.0 Strategic Program, the key values considered by em-

ployees to be respected by the employees were: legitimacy, professionalism, commitment, 

integrity, reliability. 

As can be seen from the foregoing, the competences appear in the NTCA's operation 

with several human functions. However, they are not unified (for some human functions 

they expect different competencies), the content of the competences is not defined, they do 

not form a system, they are not built on each other and are measured only in the aptitude 

tests. However, there is a need for common funds for the functioning of the competence 

management system and human processes organized on a competency basis, in which the 

creation of a unified public service base competence system can be a great help.  

The results of the research 

As I have already mentioned, because of the special nature of the NTCA, there are govern-

ment officials as well as employees in a professional service relationship. For the purpose 

of defining uniform basic public service competences and specific law enforcement compe-

tencies, it was important to interview professional executives and government officials who 

are in legal service, and also managers who are in contact with both legal staff members. 

During the interviews with NTCA executives, the following competencies were men-

tioned: engagement, dedication, fairness, honesty, impeccability, precision, accuracy, com-

pliance, self-confidence, determination, co-operation skills, communication skills, prob-

lem-solving skills and language skills. 

Regardless of the professional and organizational level, all managers considered it to be 

one of the most important things that entrants must have a sense of purpose, namely they 

want to work in this organization because they consider this to be a life goal, a profession 

for life. According to the managers, entrants have to be honest and fair while doing their 

work and they must be impeccable. According to the respondents, those who want to work 

in this organization should be compliant, under which they interpret the organization's sys-

tem, order and hierarchy. Both written and verbal communication is indispensable for 

NTCA staff, as performing their tasks requires it at all levels. At the same time, it is un-

derstandable that the ability to cooperate was also emphasized in the responses, as the cus-

tomer-friendly tax and customs service requires it. It was surprising that respondent leaders 

expect government officials and professional excise officers to be firm and self-confident. 

This also means accurate knowledge of the rules and the recognition of the situation, as 

this can provide a basis for self-confidence and the ability of the staff to act decisively. The 

need for language proficiency has been highlighted by almost all interviewees, most of 

them are expecting English language skills from the entrants. 

As mentioned earlier, the personnel and task system of NTCA are very complex. This 

means that these basic competences are important in all fields, but not to the same extent. 

Moreover, there are responsibilities that require other special competencies. 

In the area of tax administration, office work is typical, mostly government officials 

work here, who meet a much more consolidated clientele. Because of the contact with cli-

ents, empathy and tolerance are important requirements, or tasks in the tax administration 

sector often require monotony tolerance. 

In contrast, excise officers, who serve in law enforcement, criminal or customs admin-

istration the most important competencies are firmness, self-confidence and decisiveness. 

They are also expected to be both psychologically and physically charged, and to have 

adequate self-control and stress tolerance. 
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Based on the interviews in the public service bodies – taking into account the results of 

the previous competences in the organizations, the results of previous public administration 

and law enforcement competences – the participants of the research compiled a list of com-

petences of 19 elements and 3-6 behaviors. This list of competences and behaviors were 

presented by the research team to the participants in the questionnaire survey.  

In the framework of the competency research, the online questionnaire was filled by 133 

individuals out of 170, 41 female and 92 male, and 127 responses were evaluable. 76% of 

the questionnaires were leaders, 24% was a staff member with managerial responsibilities. 

According to NTCA respondents, the following competencies are the most important in the 

organization. 

1. Chart: Most important competencies according to NTCA leaders 

Name based on the competence Based on the behavioral signs 

position recognition, essential vision order of law, discipline 

problem-solving skills pursuit of quality 

order of law, discipline responsibility 

willingness to cooperate decision ability 

decision ability self-control ability 

responsibility communication skills 

psychic loads performance orientation 

self-sufficiency psychic loads 

pursuit of quality self-sufficiency 

communication skills self-development skills 

Source: (KÖFOP-2.1.5–VEKOP-16-2016-0001) Based on the Basic Competence Research carried out under 

the strategic support of Competitive Public Service Personnel Replenishment 

Compared to the order of importance of competences without definitions in the organi-

zation with the order of competency based on the behavioral signs, we find that there are 

differences among the most important competencies. For example, competencies expected 

on the basis of behavioral signs include self-control, performance orientation, and self-

development skills. However, on the basis of the same assessment, the skills required for 

career development are less required than career prospects, essential aspects, cooperation 

and problem-solving skills. All this leads to the conclusion that some competencies have 

been differently evaluated by respondents based on questions without definitions and ques-

tions about behavioral issues. That is, the content of these competences is not adequately 

covered by pre-determined behavioral signs. 

As a result of the data collection, the research team narrowed the competency list to 10 

elements and reviewed the behavioral signs assigned to them. The result was evaluated 

later by the focus group participants. 

Six leaders participated in the focus group from NTCA. Three of them were the Tax 

Corps, two were the Customs and Finance Specialists, and one of them was a delegate of 

the criminal professional branch. As the most important result of the group work, the sim-

ple and clear definition of the 10 competences and the refinement and logical sequence of 

resulting behaviors were adapted to the behavior, activity and work process. Moreover, the 

need to integrate a new competency (conflict management) was also formulated.  

As a result of the research, a single public service basic competency list, including 12 

competences and their definitions, was established, taking into account the assessment of 

all focus groups. 
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2. Chart: Unified public service basic competences 

 Name Definition 

I. Decision ability 
Recognizes decision-making and, based on available information, makes the opti-

mal decision that is expected in the given situation. 

II. Cooperation 
To accomplish the tasks, he/she coordinates his/her activities and behavior with 

others. 

III. 
Emotional 

intelligence 
Recognizes and understands the relationship between the emotional state of 
one's own and the other, and he/she treats them according to the situation.  

IV. Responsibility 
During the execution of the task, he/she recognizes, and takes the consequences 

of his/her decisions and actions, and reports them. 

V. 
Firmness, 

confidence 
Knowing his / her own abilities and capabilities, he/she can act decisively to en-

force the goals of the organization. 

VI. Work efficiency 
He/she carries out the tasks carefully. S/he is capable of optimizing the use of 

available resources. 

VII. 
Communication 

skills 
He/she is capable of expressing him/herself in both an oral and written manner, 

as well as understanding others in an appropriate manner. 

VIII. 
Conflict 

management 
He/she is capable of using a method or style that contradicts the conflict.  

IX. Self-sufficiency 
By relying on his / her knowledge and experience, He/she can carry out the tasks 

assigned to him/her without continuous guidance. 

X. 
Problem-solving 

skills 
He/she is capable of identifying problems and formulating solutions. He/she is 

able to choose from the alternatives, which results in the optimal solution.  

XI. 
Psychic chargea-

bility 
He/she can also maintain his/her performance in difficult and stressful situations. 

XII. 
Compliance, 

discipline 
He/she is able to acquire, accept and apply the rules and norms that are required.  

Source: Malét-Szabó et al. 2017. 66-68. 

Summary 

Based on the research, it is clear that it is important for the leaders of public service organ-

izations that the entrants need to be independent, and accurately perform their tasks, to be 

able to maintain their performance in difficult situations, to communicate well, to under-

take their actions, to make decisions, to cooperate, and work well in problem solving. Nev-

ertheless, these institutions also put great emphasis on observance of rules, norms, correct 

application, decisive and confident action, conflict management, self-control, and decision-

making ability. This is undoubtedly based on the right knowledge and expertise as well as 

the solid belief in their indispensability.18 

But how is the current generation of entrants? How strong are they in these competences? 

Are the workplace requirements compatible with their needs? Because they are already 

members of the Z generation, they have different attitudes and ways of thinking. The mem-

bers of a generation, who are born into the smallest families and they are the children of 

middle-aged mothers. Increasing the role of individuality and the desire for self-fulfillment 

results in narcissistic personality traits. At the same time, their desire to comply with social 

expectations is decreasing, they are becoming less tolerant.19 Their self-esteem, however, 

is much stronger than the previous generation, and accordingly, their expectations are much 

higher. They expect a higher salary, a fast-rising career, because they often overestimate 

their own performance. It is very important for them to succeed, to experience a rich and 

varied work, they want recognition, real interest, care and feedback (preferably immedi-

ately). However, if they do not get it, they can easily change, loyalty to the organization is 

                                                      
18 Balassa 2016. 161. 
19 Twenge-Campbell 2008. 862-877. 
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not their strong side, neither discipline nor respect for authority. They are not really per-

sistent, they lack the power to overcome the failures and obstacles, but their self-esteem is 

strong, and this can result in a low degree of engagement. The basics of their identity are 

provided by quite different components and are operated differently.20 

The organizational expectations and the demands from the entrants are therefore not in 

perfect harmony. Do we have to deal with that at all? Do we have to respond to this and if 

yes, can the organization give adequate responses? Are public service executives prepared 

to go beyond the essence of the "formerly" principle to handle the difference between gen-

erations to consider the members of the Z generation as a partner to involve them in deci-

sion-making? Are they sufficiently sensitive to taking into account young people's work-

place diversity and contact needs, what kind of work environment they prefer, what are the 

means to motivate them and to provide them with adequate learning and development op-

portunities? As the members of the Z generation are already in the here labor market, these 

issues should be clarified as soon as possible. 
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