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WORK WITH PERSONNEL POOL AS A CONSTITUENT OF
EDUCATIONAL ORGANIZATIONS DEVELOPMENT PROCESS

Annotation. The work is aimed at investigation and grounding of the role of personnel pool in the process of
educational organizations development.

The methodological and theoretical base of the investigation are research proceedings of the national and
foreign scientists on the issues of personnel pool, forming, evaluation and effective application of reserve managing
personnel. To solve the set tasks the following methods were used: general scientific research methods including
analytical method, method of systems theory, integrated economic analysis, rules of scientific abstraction,
comparison and analogy, and methods of system approach.

Results: The characteristics of the contemporary state of personnel system at educational organizations of
Kazakhstan is given. The essence of personnel pool forming as a part of educational organizations development
process is revealed, the tasks solved by the system of personnel pool are determined. The stages of personnel pool
forming are shown, the features of managing positions pool forming are considered. In addition, the conclusion on
low level of personnel pool system efficiency is made and the reasons of these circumstances are shown.
Considering the advantages and disadvantages of the considered element, the recommendations on its application in
the practice of educational organizations are proposed.

Application field of the investigation results. The main conclusions and practical recommendations can be
applied as a methodical base for further in-depth investigations on the issue.

Key words: educational organization; personnel pool; managing competence of a head; personnel policy;
career.

Under the contemporary conditions of the economy of the Republic of Kazakhstan the main task of
the national policy in the field of education is to ensure the accessability of modern qualitative education
for every student independently on the level of his life and health. At the same time, the results of
education should meet the goals of the advanced development. This vector of education system
development is noted in all strategic documents regulating this field — in the State Program for Education
and Science Development in the Republic of Kazakhstan for 2016 — 2019 [1], the Law of the Republic of
Kazakhstan “On Education” dated July 27, 2007 [2], in the national compulsory standards.

Achievement of effective results in performing of priority tasks of educational policy of the State
requires from the managers of educational organizations to have personnel, financial, technical,
informational and other resources according to the requirements of the state educational standards. If
financial resources, in most cases, are ensured by the State via budget allocations, the responsibility for
the personnel pool of educational organization is held by its head.

The state of the personnel system in the field of education is influenced by the following factors:

- Personnel manning;

- The level of professional competence of teachers and managing board;

- Moral and psychological climate in a collective;

- Motivation;

- Age and length of service, etc.

Most of current teaching personnel has been studied and worked under traditional educational system
aimed at transfer of knowledge and skills. However, the fulfillment of contemporary tasks of educational
policy stipulates the necessity to replace the traditional education system with a new one, when a teacher
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is not only a translator of new knowledge, but a mentor, tutor able to help the students to find themselves
in the future, become viable, independent, creative and self-reliant persons [3].

The mentioned paradigm changes in education change the role of a head enhancing the level of its
freedom and the level of responsibility. A head of contemporary educational organization has the leader
qualities, high level of managing competence, ability of strategic thinking, ability to develop and perform
the strategy of educational organization, manage the resources of the organization, manage the motivation
system and stimulate key workers, manage the qualification of key workers to ensure the organization
activity, lead the changes and innovations of the educational organization activity, and other.

Unfortunately, these qualities are inherent to small amount of heads of Kazakhstan educational
organizations. In addition, these are mainly concentrated in large cities, and mainly at the universities and
post-graduate study organizations. Today there is heavy deficit of teaching staff and specialists not only at
distant regions, but in large cities, although the latter lament more for the shortage of highly qualified
personnel. These circumstances require finding the ways and mechanisms to solve the problem of
provision with qualified teaching staff and managing board in the field of education. One of such
mechanisms could be the system of personnel pool.

A personnel pool is a definite staff of workers passed a special selection (evaluation) and having
necessary potential to perform the duties of their new work [4]. The personnel pool includes the
employees able to develop new fields of work in the shortest time.

Forming of the personnel pool has the following aims:

- Prediction of crisis possibility in the case if employee leaving the main position;

- Reveal and training of highly professional and effective workers able to work according to the
fixed strategy and culture;

- Retaining and motivation of professional leaders;

- Support of positive reputation of an employer;

- Reduce the expenditures on selection and adaptation of a new employee [5].

Thus, the personnel pool of the educational organization is a very important instrument in the process
of forming and development of professional potential of teachers, and the work with the personnel pool is
integrated (Figure 1).

4 N\ N N

Evaluation of need in personnel; Planning of career;
Analysis of staff potential; Work with pool; Conducting of ’
Analysis of staff situation at a -
- . training programs;
| feslon. _I Pool forming; '— Mo%ilz'alﬁ)n

Organizational designing; programs;
Diagnostics of personnel Planning of work with Rotation pro g‘mms
Evaluation of labor; pool

Performance appraisal
\. and N J-— y

Note — the Figure compiled by the authors

Figure 1 — Integrated work with personnel pool

The work with the personnel pool is a priority field of educational organization leader’s activity as it
ensures the performance of strategic goals of organization. Unfortunately, we should admit that leaders of
educational organizations ignore human resources and necessity of systematic work with them. The
directors of preschool and secondary education organizations, especially at distant rural areas, disregard
the opportunities of contemporary education management to achieve the strategic goals of the
organization. As a result, the function of HR department of the organization comes to the activity on
documentation and training of personnel for the current tasks of the educational organization disregarding
strategic tasks and prospects of the organization development. Thus, the prerequisites and conditions
increasing the gap between the current activity of the educational organization and its strategic goals are
formed. However, in any case, the development, adoption and functioning of the work system with
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personnel pool as an element of strategic development of educational organization depend on the
following factors:

—  Support of the school administration;

—  Authority of HR department and its managers;

—  Qualification of HR specialists engaged in the work system with personnel pool.

It should be noted that lack or weakness of even one of the listed factors either decreases significantly
the effectiveness of system work with personnel pool or makes its goal achievement impossible.

At the present time, Kazakhstan organizations do not have a common practice of work with personnel
pool and personnel planning. In addition, there is no system document regulating the work with the
personnel pool. And all this happen despite that the leaders of local authorities for education management
issue annually the orders on personnel pool forming, and the heads of preschool and secondary education
organizations compile and forward the lists of personnel pool to the authorities and committees. And at
this point the “work” with the personnel pool finishes. The society supposes that the lists of personnel
pool are only formal documents and will not be considered during the changes in personnel and
assignments.

Thus, it is possible to state the lack of purposeful and system work with the personnel pool from both
parts, heads of educational organizations, and HR departments of education management authorities.
Taking into account the situation established in the considered sector the regulation of work with the
personnel pool is needed. In our opinion, it is possible to use one of the approaches listed below:

—  The first approach considers the work with the personnel pool as an element of general system
of training, retraining and education of employees, and the work with the personnel pool is regulated by
corresponding section of the common document;

—  The second approach considers the work with the personnel pool as a separate field of work, and
regulates it by a separate document;

—  The third approach is similar to the second, but the work system with personnel pool consists of
two fields: work with specialists’ pool; work with leaders’ pool.

Along with this the considered approaches could be divided into the training of development pool and
substitution pool. However, it is difficult to talk about any advantages or disadvantages of each approach.
Every education organization makes a choice basing on its strategy of activity development, resource
capabilities, etc.

In its turn, forming of the personnel pool as a system of purposeful actions traditionally includes the
following stages [6]:

1) Determining of positions located in the risk zone by monitoring the tendencies at the labor
market; evaluation of candidates number for a vacant position; determination of the position significance
for a company; evaluation of situations preceding the dismissal of key workers.

2) Forming of the position profile by regulating the level of candidate competence.

3) Evaluation and further selection of candidates by some working characteristics.

4) Arrangement of individual plans of development considering the position requirements.

5) Assignment to a new position.

While forming the personnel pool the following criteria should be met: professional experience;
professional characteristics of a certain leader that includes the evaluation of activity results, quality of
service, the level of skills and competence of an employee, characteristics of employee’s actions in critical
moments; conduction of different psychological tests to determine possible abilities: organizational
dispositions, emotional fortitude [7].

The existing well-known methods of candidates’ selection into the personnel pool are shown in
Figure 2.

Regarding the advantages, functioning of the personnel pool has the following benefits for a
company:

- Financial advantage (not necessary to spend funds for selection and training of new personnel);

- Saving of time (position closure as soon as possible);

- Highly qualified personnel (an employee is of owns and learned his education program);

- Help and assistance to own personnel — significance of personnel policy:

- Gentle adaptation of a team;

— 29 ——
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- A specialist understands clearly the policy and character of relations, and adapts quickly to a
new state;

- Lowers the destabilization risks and competitive abilities of enterprise activity due to leaving
(dismissal) of key personnel;

- Improves the productivity and efficiency.

( Selection methods >

| v ¥
4 A
Social and Practical Training
psychological
~ o Ve - N
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4 fp : Business games
of a director at the o
Study of personal | .Feriod of vacation, >
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- J e — N | Analysis of case
1 . ) Training at situations
»| Interview with > advanced
candidates enterprises N J
L ) N J
— e ™\ ( N\
Opinion of Duplication Trainings
employee’s directors, »  (director deputy) (group
colleagues, and > seminars)
subordinates L ) L y,
N
- Leading a staff on a
Psychological testing temporary basis .
and expert Busme.s s
> evaluation projecting

Note — the Figure is by reference [5-7]

Figure 2 — Classification of methods for candidates’ selection in the leaders’ pool

The system of work with personnel pool is shown in Figure 3.

It is possible to note the following conditions stipulating the necessity to form the personnel pool [8]:

1. The market of educational services develops, new fields of activity appear, and there is need in
qualified specialists ready and able to work in these directions.

2. For an organization it is difficult to attract qualified specialists and teachers of rare specialties from
“outside” as their work is very complicated, specific, and underpaid.

3. Organization is interested in retaining of young specialists with leader potential showing high
results of work, interested in their own professional development and ready to contribute into the
company development.

4. Organization intends to assemble a strong team of professionals aware with specifics of
educational process, able for quick adaptation to changes, and ensure effective solutions of problems they
encounter with.
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Figure 3 — Forming of personnel pool

Effective work with the personnel pool provides the following opportunities:

— Successful achievement of strategic goals of education organization due to well-trained team of
specialists and teachers;

— Resistance of education organization to different organizational changes ensured by current
system of development and training of staff aimed at satisfaction of forecasts of future organizational
development;

— Shortening of adaptation period. The internal candidates, comparing to external, are familiar with
the organization structure, its internal communications, main work technologies, corporate culture. As a
rule, it is possible to evaluate the results of new employee activity, taken from the personnel pool of
organization, much earlier than in the case of an employee hired at external market;

— Enhancing the level of employees’ motivation. The personnel realizes serious prospects for
professional and personal growth in the organization due to effective system of the personnel pool
training;

— Reduction of financial and time efforts for personnel selection.

As for the latter statement, it should not be considered as the main stimulus for personnel pool
forming. Each education organization has its own point of view regarding the selection of sources for
personnel attraction. Some authors note the necessity to use external and internal sources. V.V. Travin and
V.A. Dyatlov state that application of internal reserves is normal, but in some cases it could lead to
stagnation of enterprise activity [9]. Application of external reserves can favor the appearance of new
ideas and innovative solutions that is especially topical for large education organizations and research
universities.

Every education organization is unique, therefore, concrete methods and technologies of the
personnel pool forming should not be similar, and most often those depend on the following features:

— Organization background and its development strategy;

— Organizational structure of an enterprise;

Personnel structure;

— Personnel policy;

— Corporate culture.

While developing the integrated system of work with personnel pool, the current situation and
specifics of an education organization is studied in details by the above mentioned elements.

— 3] =
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Recently, the specialists and researches in the field of personnel management increasingly frequent
discuss the issue on the effectiveness of the personnel pool. According to unofficial data the percent of
assignments from the personnel pool hardly exceeds 20% of the whole number of reserves indicating the
low level of the instrument effectiveness. In our opinion, the reasons of this phenomenon are the
following:

1. The career is made over the organizations. Most of specialists and teachers do not see
themselves at one work place during the whole life.

2. In the world there is a tendency of shortage of highly qualified personnel, indeed the talented
workers with high professional level not always are ready to wait for promotion.

3. The changes occurring in business processes, appearing new technologies and innovations
require corresponding changes of qualitative and professional characteristics of personnel. Not all people
are receptive to novelties; some do not wish or cannot adapt to new conditions of work promptly and
leave their positions. Under these conditions, the companies replace such employees by ones from internal
reserve, most of which will work in usual, but irrelevant mode. These circumstances can slow down the
process of qualitative organizational changes of an organization that finally can reflect negatively on the
effectiveness of education organization activity. In its turn, the activity of HR department will transfer to
endless planning and bureaucratic process.

4. Career motivation of employees is not always transparent, and often is not controlled by an
employer. An employee included into the personnel pool is in the state of constant search, and if he finds
good opportunities and alternatives, he could leave the position.

The low effectiveness of the personnel pool application for the employees’ development is testified
by the fact that many large companies, among which are IBM, American Express, refused the instrument,
and apply the corporate market of talents. The reason of such decision was that the whole departments of
the companies were engaged in the work on planning of the personnel pool, but the results fell short of
expectations.

The conducted investigation showed that personnel reservation, along with positive advantages, has
serious disadvantages. However, it does not mean that the effectiveness of the instrument is reduced to
zero. It should remember that the personnel pool is one of the effective approaches to arrange internal
turnover. The contemporary tendencies show that organizations, as an option, transfer to corporate labor
market. In our opinion, this tendency relates to only large business companies, but the education
organizations should rest upon personnel pool due to its specifics of work and definite requirements to
work. As a solution it could be suggested to cut down the number of vacant positions for which the
personnel pool is prepared, reduce the planning horizon to one year.

Enhancement of the work effectiveness with personnel pool requires to take a range of measures that
include: course training of personnel pool; consideration of the level and image of future transformations
necessary for successful activity of education organization; attraction of teachers to management of the
educational organization; evaluate the education and preparedness of teachers in view of expectations and
influence on the effectiveness of the educational organization. To retain a potential leader and highly
qualified specialist it is necessary not only to make a clear career plan for him, but support him in this
field. It is necessary to have in mind that promotion of leading staff into reserve becomes a powerful
stimulus for many teachers and employees of education field for fruitful activity.

REFERENCES

[1] Gosudarstvennaya programmy razvitija obrazovanija i nauki Respubliki Kazahstan na 2016 - 2019 gody.2016 g., Ne 17
st. 85.

[2] Zakon Respubliki Kazahstan «Ob obrazovanii» ot 27 ijulja 2007 goda. Kazahstanskaja pravda ot 15 avgusta 2007
N 127 (25372)

[3] Tarasenko, V.V. Formirovanie zhiznesposobnoj lichnosti kak strategicheskaja cel' sovremennogo obrazovanija [Tekst]
Penza: Privolzhskij Dom znanij, 2010. P. 83-85.

[4] Renton, Jane (2009). Coaching and Mentoring: What They Are and How to Make the Most of Them. New York:
Bloomberg Press. ISBN 9781576603307.

[S] Chakravarthy, Pradeep (20 December 2011). «The Difference Between Coaching And Mentoring». Forbes. Retrieved 4
July 2015.

[6] Karpinskij Je.Je. Formirovanie upravlencheskogo rezerva v sovremennoj Rossii. Voprosy strukturizacii jekonomiki.
2010. Ne 2. P. 263-266.

— 3) ——



ISSN 2224-5227 Ne 6. 2016

[7] Buzyrev, V.V. Kadrovye strategii v upravlenii personalom. SPb.: SPbGUJeF, 2011. 128 p.
[8] Verter, U., & Djevis, K. (1992). Upravlenie personalom i chelovecheskimi resursami. N'ju-Jork: McGraw-Hill.
[9] Travin V.V., Djatlov V.A. Menedzhment personala predprijatija. M.: Delo, 2000.

I'.K. Typa6aes', E.H. Hecin6exos'
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BLJIIM BEPY YHUBIMJIAPBIHBIH JAMY ITPOIIECTHIH K¥PAMJIACHI PETIHJIETT
KAJIPJIBIK PE3EPBIIEH ) K¥YMBIC ) KACAY

Annotanus. JKyMBICTBIH Makcathl — OiniM Oepy yibIMIapbIHBIH JaMy MPOLECiHIeT] KaaApIIbIK Pe3epBTiH POJIiH
3epTTey JKOHE HeTi3Iey.

3epTTeyniH SIicTeMENiK JKOHE TEOPHSUIBIK HETi3i OTaHIBIK JKOHE IIET eJAiK FadbIMAApIBIH KaIpIBIK Pe3epB-
TepIli KaJBIITaCTRIPY MAOceIeNnepine, 0ackapy KaJplapbIHBIH pe3epBTEepiH Kypy, Oaranay skoHEe THIMII KOJNJaHy Cyp-
aKTapblHa KaTBICTHI FBUIBIMU eHOeKTepi OBl TabbuIabl. 3epTTey MOCeNeNepiH IIely YIIiH capalTaMablK dfic,
Kylenep TeopusIapbl SIICTepl, KEIIeHIK SKOHOMHUKAIBIK TalIay S/ICTepi, FhUIBIMU aOCTpaKIKsIay TOCUIepi, calbic-
TBIPY JKOHE AJIMACTBIPY SMICTEPI, XKYHUEIIK TICLIT 9MICTEPl CHAKTBI 3ePTTEYIiH KaJIbIFbUIBIMU 9ICTEP] KOJIIaHBLIJIBL.

Homuoicenepi: KazakctanHbIH OiliM Oepy YHBIMIApPBIHBIH KaAPJBIK JKYHECIHIH 3aMaHyHW axyajblHa CHUIATTa
Oepinren. Kanpnap pesepBiH KajbIITACTHIPYABIH OiLniM Oepy YHBIMBIH AaMBITY MPOLECIHIH KypamMaachl peTiHzeri
MoHI ambutradH. Kanpiap pesepiH KalbIITacThIPYABIH Ke3eHAEpi KenTipiiin, Oackapy Jjiaya3sIMIapbIHBIH pe3epBiH
KYpYZIbIH epekmernikTepi KapactelpburraH. CoHzIail aK KaJIpiblK pe3epB >KYHECIHIH TOMEH HOTWIKENUIIrT Typauisl
KOPBITBIH/IBI JKacallblll, OHBIH ceOenTepi aHbIKTanFaH. KapacThIpbUIbIN OTBIPFaH KYPAJABIH apTHIKIIBUIBIKTAPBI MEH
KEeMIIIIIIKTEPiH €CKepe OTHIPHIN, OHBI OiTiM Oepy YHbIMIapeIHIa KOIIaHy OOMBIHINA peKOMEHIANNSIIAD 93ipIICeHTeH.

3epTTey HOTIKENEPiH KONIaHy aschl. Herisri KOpBITRIHABUIAD MEH TOXIPHUOEIIK YCHIHBICTAp OEPLIreH MoCeTeHi
apel Kapaii TepeHaeTe 3epTTey YIIiH 9AicTeMEeNiK HeTi3 peTiHAe KOIIaHbUTYbl MyMKiH.

Tyitinai ce3nep: Ginim Oepy YHBIMBI; KaApIBIK pe3epB; OACIIBIHBIH 0acKapy Ky3ipeTTiIiri; KaapiiblK cascar;
MaHcail.
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PABOTA C KAJJPOBBIM PE3EPBOM KAK COCTABJIAIOLIAS TIPOLECCA PA3BATHSI
OBPA30OBATEJIBHBIX OPTAHU3ALINHU

AnHoTauus. [Jenv pabomsr — UcciaeoBaHle U 00OCHOBAHUE POJIM KaJpOBOIO pe3epBa B IIPOLECCE PA3BUTUS
00pa3oBaTeNbHBIX OpraHU3anuii.

MeTo070TH4ecKol M TEOpPEeTHUECKOH OCHOBOI MCCIeOBaHMS SBWJINCH HAYYHBIE TPYIbl OTEYECTBEHHBIX M
3apyOeKHBIX YUYCHBIX IO MpoOieMaM KaJpoOBOTO pe3epBa, BompocaMm (OPMHUPOBAHUS, OLEHKHA U A(H(HEKTHUBHOTO
UCIIOJBb30BaHMA-PE3EPBa  YIIPABICHYECKUX KaiapoB. [Iisi pelleHHs] MOCTABICHHBIX 3a/ad OBUIM HCIIOJIb30BAHBI
oO0IIeHayYHbIe METOIbl MUCCIICNOBAHMUS, BKIIOYAs aHAJMTHYCCKHH METOJ, METOIbl TEOPHU CHCTEM, KOMIUIEKCHOTO
HKOHOMHYECKOTO aHaIM3a, IPHEeMbl HayqHO# abCTpaKIMy, CPABHEHUS U aHAIOTHU, U METOIbI CHCTEMHOTO I0IX0/a.

Pesyromamur: Jlana XapakTepUCTHKa COBPEMEHHOMY COCTOSHMIO KaJpOBOH CHUCTEMBI 00pa3oBaTeIbHBIX
opranmsamuii Kasaxcrana. Packpeita cynmHocTh ()OpMHpOBaHUS pe3epBa KaJpoB KaK COCTABISIOIIETO Iporecca
pa3BuUTH 00pa30BaTEIbHBIX YUPEKAESHUH, ONIPEAEIIeHbI 3a1a4Ht, pellaeMble CUCTEMOH pe3epBa Kaapos. [IpuBeneHs
sTanbl HOPMHUPOBAHUS pe3epBa KaJpoB, PACCMOTPEHBI 0COOEHHOCTH (POPMUPOBAHUSI pe3epBa KaJpPOB PYKOBOISIINX
noswkHoctedl. Kpome Toro, caenaH BBIBOJ O HU3KOM YpPOBHE Pe3YJIbTATUBHOCTH CHCTEMBI KaJPOBOIO pe3epBa M
BBISIBJICHB! IIPUYMHBI CIIOXKHMBLIErocst 00cToATeNbCTBA. C yYETOM NPEUMYIIECTB U HEOCTATKOB PacCMaTpUBAEMOI0
MHCTPYMEHTA, MTPEIOKEHBI PEKOMEH IAINH 10 €r0 MPUMEHEHHUIO B TPAKTHKe 00pa30BaTeIbHBIX OpraHUu3anuii.

Obnacmv npumenenus pe3ynomamos ucciedosatus. OCHOBHbIE BBIBOAbl U IPAKTHYECKUE PEKOMEHIALMU
MOT'YT OBITh HCIIOJIb30BaHBl B KAUeCTBE METOJMYECCKON OCHOBBI JUISl JANIbHEHIIEro yriryOJIeHUsl HCCIeIOBaHMN 1O
JAaHHOM mpobiieme.

KaroueBble ciioBa: oOpa3oBaTenbHas OpraHH3alMs KaJpOBBIH pe3epB; yNpaBlICHYECKas KOMIICTCHTHOCTb
PYKOBOIMTENS; KaJpoBasl OIUTHKA; Kapbepa.
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