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General notes for this guideline: 

Based on the question of how a municipality can shape its organisation in the most 

sensible and appropriate manner possible, this guideline aspires to provide mainly practical 

assistance for the organisation of municipal administrations. It seeks to facilitate taking the first 

steps into organisational work and to provide assistance, notably to the responsible municipal 

officers, faced, for the first time, with the redesign of their organisation – e.g. after a successful 

fusion. 

The guideline describes and explains central principals and essential tools of organisational 

design, in particular the organisational chart (formal organisational structure), the distribution of 

responsibilities (schedule of responsibilities) as well as job specifications. 

For this guideline to have the greatest impact possible, practical examples provided by the 

municipalities – in particular Styria – are integrated into the text. As a rule, these examples are 

published in anonymised form. To the extent that examples are publicly accessible, the 

appropriate links to these examples are provided in the text. 

Various suitable pictograms in the text provide tips and information based on the practical 

experience of the people who contributed to this guideline: 

 Important note!   Special attention should be paid to this point;  
   avoidable errors often occur in this context.  
  Tip!    Practical advice from municipal practice. 
 
 Link!    Reference to additional literature or an Internet link. 

 

The guideline is based on a document that was generated on behalf of the Austrian Association 

of Cities and Towns – Region Styria.  

 

Notes:  

 The views expressed in the guideline are those of the contributing authors.  

 The guideline was created with utmost care and to the best of our knowledge in 

accordance with current legislation and does not claim to be exhaustive.  

 In accordance with the autonomy of municipalities over organisational design, the 

examples given are non-committal and provided for reference only.  

 For the sake of better readability, all masculine forms used in this text shall also include 

the feminine forms. 
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1 Organisational design as a holistic management task 

The design and advancement of a municipal administration is a challenging task in several 

respects: in all organisational considerations, municipalities are required to strictly comply with 

various regulatory framework conditions and to identify and to make appropriate organisational 

arrangements within the limits of this legal framework. Notably, the provisions of public sector 

employment law often limit short-term and flexible organisational changes.  

The parallel existence of political leadership (district council, mayor) and administrative 

management results in a higher complexity of decision-making processes. This is due, on the one 

hand, to the rigid formal regulations of the municipal code (e.g. competencies and responsibilities 

of municipal representative bodies, resolution requirements) and, on the other hand, to the 

occasional divergence between the objectives of politics and administration (while, for instance, 

administration evaluates a programme under purely economic aspects, politics will also consider 

political consequences when evaluating the same project.) 

Another aspect within this narrow organisational perspective is that the organisation of municipal 

administration must always take various perspectives into account (see table below) and can by 

no means be reduced to structural aspects alone: The aspect of organisational culture must be 

given just as much space as that of personal relations between people in the organisation. In 

turn, the design of the more technical/instrumental aspects is pointless without reference to the 

social and cultural aspects. 

 

Levels of 

organisational 

design 

Cultural level of 

organisation 

Social level of 

organisation 

Technical/Instrumental 

level of organisation 

Subject areas of 

organisational 

design 

 Identity and values 

 Vision 

 Strategies 

 Structures 

 Functions 

 People (knowledge, 

competencies, 

"relationships") 

 Processes 

 Instruments and tools 

 Technical features 

Possible 

instruments for 

implementation in 

municipalities  

 Administrative mission 

statement and 

leadership principles 

 Local strategic 

statements and 

strategies (e.g. 

development concept 

for schools and 

kindergartens) 

 Political programmes 

 … 

 Organisational chart 

 Distribution of 

responsibilities/schedul

e of responsibilities 

 Functional/Job 

descriptions 

 Management 

organisation 

 Managerial 

responsibilities 

 … 

 Workflow descriptions 

 Various management 

instruments such as 

target agreements, 

performance standards, 

HR management 

 Project management 

 Electronic file 

 … 

 

The design and development of organisation is an essential management task. 
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This not least because, ultimately, a municipality's administrative organisation represents no 

more than an instrument to successfully and effectively achieve the purposes and goals of a 

municipality/city. It is therefore in the vital interest of the individuals (politically) responsible in a 

municipality to have in place the most expedient, economic and ultimately effective organisation 

possible in order to continuously provide high-quality, economical services. 

2 (Mandatory) tools for organisational design 

Based on the organisational design levels described above, this section will introduce the tools of 

organisational work that we consider an indispensable minimum standard of reference – 

mandatory tools as it were – that must be available in excellent quality in every municipal 

administration: 

 The procedural rules that represents the organisational frame of cooperation, the 

organisation's basic internal guidelines. 

 The organisational chart that visualises the organisation's formal structure and shows 

what organisational units it consists of (departments, divisions, etc.), what general tasks 

and responsibilities they have and what their formal relationship is to each other. 

Ultimately, the organisational chart also visualises the hierarchical order. 

 The distribution of responsibilities that supplies added detail on the organisational 

chart by identifying the tasks to be performed or the services to be provided by the 

organisational units. 

 The job specifications which determine the main tasks, responsibilities and 

competencies for the smallest organisational unit – the individual position. The 

visualisation is based on organisational structure and distribution of responsibilities. 

When it comes to the design of their own organisation, the municipalities have a substantial 

degree of autonomy. The Austrian municipal code merely stipulates that the business of 

municipalities must be attended to by a municipal office (or city office).  

The municipal code also states that the municipalities must appoint a chief administrative officer 

to run the internal services of the municipal office. In turn, this chief administrative officer is 

assigned the task of providing the management of internal municipal office (or city office) 

services, under the mayor's direct authority and in accordance with the latter's instructions. In 

accordance with the municipal code, this includes particularly the administrative supervision of all 

staff and the organisational and staffing measures required to ensure expeditious, functional, 

economic and lawful administration. 

Thus, the chief administrative officer is accorded the task of developing the organisation of the 

municipal office according to the mayor's directives and with an eye towards the achievement of 

the goals stated (functional, economic and with a view to legal compliance.) 

Because the federal province provides no guidance on management responsibilities, they need to 

be determined individually in the municipality, by the mayor and the chief administrative officer 

themselves. 



ORGANISATIONAL DESIGN GUIDELINE 

7 

30.11.17 

2.1 Procedural rules - documentation of organisational policies 

All internal administrative specifications and organisational rules of a municipality must be defined 

in a single set of procedural rules. In this manner, the procedural rules form an organisational 

umbrella under which all the agreements relevant for organisation are subsumed, thus becoming 

visible to all employees. 

 Often, comprehensive and up-to-date procedural rules have the added benefit of putting a rapid end 

to the uncontrolled proliferation of incident-related service regulations, because all previous service 

regulations cease to apply upon the adoption of procedural rules. 

This implies, however, that the previous service regulations and their regulatory purposes are 

considered in the new procedural rules. 

 

In particular, this concerns all aspects of organisational structure, the division of responsibilities in 

the organisation, the description of central processes, but also principles of work in municipal 

administration. 

At all events, procedural rules should cover the following issues: 

I Preamble 

 - Purpose of the procedural rules 

 - Structure 

 - Formal concerns (e.g. entry into force)  

II Mutual values  

 - Strategic statement 

 - Corporate culture 

III Organisational structure and central processes 

 - Organisational structure 

 - Allocation of duties 

 - Responsibility, chain of command 

  

IV Special rules 

 - Management by delegation  

 - Signature rules 

 - Absence cover rules 

 - Authority limits, directive and order management 

 

V Working hours and fee arrangements – official duties 

 - Service period rules (e.g. time recording, overtime) 

 - Municipal office opening hours 

 - Privacy policy and safety issues 

VI Human Resources Management  

VII Work place - work equipment 
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Example structure of procedural rules in a city office: 

 

Part A - Organisation and tasks  

1. General  

1.1. Purpose  

1.2. Scope  

1.3. Reassignment service  

 

2. Organisation  

2.1. Organisational integration  

2.1.1. Subordinate offices  

2.1.1.1. Commercial activities  

2.1.1.2. Commercial operations  

2.1.1.3. Holdings/Memberships  

2.2. Organisational structure  

2.2.1. Organisational plan  

2.2.2. Rough structure  

2.2.3. Organisational chart  

 

3. Tasks  

3.1. Remit of the municipality   

3.2. Remit of the organisational elements  

3.2.1. District council  

3.2.2. City council  

3.2.3. Mayor  

3.2.4. City office  

3.2.4.1. Chief administrative officer  

3.2.4.2. Secretariat  

3.2.4.3. Building inspection office, water supply system, sewage disposal  

3.2.4.4. City treasury  

3.2.4.5. Building and asset management …   

3.2.4.6. Citizen service  

3.2.4.7. Forestry:  
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3.2.4.8. City police & public relations & city marketing & tourism  

3.2.4.9. Press  

3.2.4.10.Municipal maintenance yards  

 

Part B - Operational support service in city office Xxx  

4. General  

4.1. Definitions  

4.1.1. Distribution of responsibilities  

4.1.2. Service regulation  

4.1.3. Job description  

4.2. Buildings and estates  

4.2.1. Overview Xxx  

4.2.2. Overview  

4.2.3. Overview  

 

5. Management of municipality Xxx  

5.1. Responsibility  

5.2. Management outside of regular duty roster  

5.3. Rules of representation  

5.4. Authorising power  

 

6. Internal service  

6.1. Principles  

6.2. Complete process responsibility  

 

7. Information management  

7.1. Acquisition of information  

7.1.1. General  

7.1.2. Integration of information from the media  

7.1.3. Standardised reports  

7.2. Internal information management  

7.2.1. Mail management  

7.2.1.1. Processing principles  
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7.2.1.2. Incoming documents  

7.2.1.3. Expiring documents  

7.2.1.4. Essential business processes  

7.2.2. Department head meetings  

7.2.2.1. Department head meetings large  

7.2.2.2. Department head meetings small:  

7.2.3. Employee information  

7.3. External information management  

7.3.1. Information from the public or other parties  

7.3.2. Information page internet  

7.4. Presentation of information  

7.4.1. Information about the city Xxx  

7.4.2. Visualisation of technical information  

 

8. Safety  

8.1. General  

8.2. Confidentiality  

8.3. Protection of information  

8.4. Protection of property  

 

9. Operational rules  

9.1. Time structure  

9.1.1. Regular duty roster  

9.1.2. Flexitime  

9.1.3. Time recording  

9.1.4. Breaks and community-fostering gatherings  

9.1.5. Availability during regular duty roster  

9.1.6. Overtime  

9.1.7. Extra hours  

9.1.8. Absences from the workplace  

9.1.8.1. Leave, special leave, compensatory time off, nursing leave  

9.1.8.2. Absence from work due to illness or accident  

9.1.8.3. Business travel  
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9.1.8.4. List of absences  

9.1.9. Care, welfare  

9.2. Office operation  

9.2.1. General  

9.2.2. Printer plan, copy management and file destruction  

9.2.2.1. Printer plan  

9.2.2.2. Copy management  

9.2.3. File destruction  

9.2.4. Office material  

9.2.5. Information technology (IT) in office operation  

9.2.5.1. Equipment  

9.2.5.2. Use of IT devices  

9.2.5.3. Data protection  

9.2.5.4. User support  

9.3. Staff management  

9.3.1. Service description  

9.3.2. Gratifications, performance-related bonuses, awards and praise  

9.3.3. Remedying shortcomings  

9.3.4. Onboarding of new employees  

9.3.5. Farewell to departing employees  

 

10. Education  

10.1. Employee education and vocational training  

 

11. Committees  

 

12. Ban on smoking, fire protection and environmental protection  

12.1. Ban on smoking:  

12.2. Fire protection  

12.3. Environmental protection and waste disposal  

12.4. Entry of animals  

 

13. Auxiliary functions and their responsibilities  
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13.1. Fire protection officer  

13.2. EDP technician & EDP safety officer  

13.3. Occupational safety  

 

What is the importance of documentation? … and in what manner should the procedural 

rules be formalised? 

"Organising is  

when one person writes down the work others do" 

Kurt Tucholsky 

Documenting organisational specifications and therefore internal guidelines is basic and has 

important advantages (but also involves consequences): 

 

In technical terms, procedural rules are a special form of service regulation prescribed by the 
mayor. In terms of form, the municipalities have adopted a variety of very different options: 

 distribution of responsibilities and procedural rules; 

 service regulation procedural rules; 

 organisational chart with job description details on file. 

Nowadays, electronic forms of documentation are increasingly being used: intranet solutions, wiki 

platforms, etc. 

2.2 Organisational chart (formal organisational structure)  

What is an organisational chart and what purpose does it fulfil? 

The formal structure of an organisation (structural organisation as opposed to operational 

organisation that describes the administrative procedures, i.e. the performance processes, task 

completion and service provision) is usually visualised graphically in an organisational chart. 

Advantages 

> Illustrates one's own idea of 
organisation 

> Makes "rules" transparent and 
creates commitment 

> Facilitates communication and 
training of rules 

Consequences 

> Documentation should be 
complete and up-to-date 

> Rules should be easily accessible 
and known to all 

> Rules should be relevant 
(meaning they should be applied) 
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The organisational chart visualises the organisational units (departments, units, etc.), their 

general tasks and responsibilities and relationships to each other and the general hierarchical 

order. 

At the same time, the organisational chart also documents the management organisation and the 

number of hierarchy levels (who is subordinate to whom, how do the chains of command run).  

 

Is there a universal organisational chart? 

While the principle of the unitary municipality suggests that all municipalities – regardless of their 

size – should be expected to perform the same tasks and provide the same services, there are, 

de facto, significant differences in detail between the cities and municipalities regarding tasks and 

services. 

Aside from the legally compulsory mandatory tasks that are the same for all municipalities 

(particularly public authority tasks such as elections), voluntary tasks usually define the local task 

and performance programme. They result notably from the local strategies (sports city versus 

trade city) or also from other e.g. cultural or historical developments and circumstances (whether 

the city has a castle ruin or not). 

In order therefore, to be able, as a municipality, to answer the question of how to shape one's 

own municipal administration meaningfully and expediently, the tasks to be performed by one's 

own municipal administration must first be identified on site. In other words, clarity regarding 

one's own local tasks is a prerequisite for organisational design.  

But in the further stages, the final design of organisations requires not only knowledge of the 

tasks in themselves, but also of the service quantities, the resources implemented, the standards 

practiced in the administrative processes.  

 

 Since a municipality's task inventory changes constantly because of external influences (notably 

legislative change, amendments to the responsibilities of the federal government, federal provinces 

and municipalities), but also due to local government decisions, municipal organisation also requires 

perpetual adjustment and further development. 

 

What does a typical organisational chart look like? 

Generally speaking, municipal administrations are organised in highly hierarchical, functional 

structures. This means that the organisational units are structured according to functions and 

similar tasks (e.g. all tasks pertaining to finances are grouped in the financial department). 

Functional organisations have both advantages and disadvantages: 
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Municipal administrations are headed by the mayor and the chief administrative officer is second-

in-command (see municipal code). Subordinate to this position follow the individual functional 

task areas that can have very different designations (departments/groups/areas or units). 

Generally, smaller municipalities get by with three, larger municipalities with four pillars; more 

than five pillars are encountered less often. 

 

Subordinate to the task areas, the subordinate bodies functionally assigned should be indicated. 

Details regarding the way they are controlled/managed must be defined in the procedural rules. 

Provided they are not part of the administrative organisation, organisational charts must also be 

created for the subordinate units. 

 

> Simplicity and straightforwardness of the 
structure. 

> Introduces specialisation effects 
(economies of scale and use of growing 
experience). 

> Creates self-contained and clearly 
definable service areas. 

 

> It promotes many interfaces and 
coordination areas with cross-cutting 
tasks. 

> It promotes isolation tendencies and 
territoriality ("silo mentality"). 

> There is a danger of senior management 
being overwhelmed by cordination and 
communication tasks. 

> The overemphasis on specialisation 
reduces opportunities to change jobs. 
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Aside from the head of office, it can, in exceptional cases, make sense to establish individual staff 

units – e.g. internal revision or public relations. 

 

Some municipal codes also contain provisions that require the financial officer/municipal treasurer 

to be represented in the organisational chart. 

 Some federal provinces require municipalities to structure the organisational chart according to the 

principles of efficiency, expediency and frugality and to name the people operating in the individual 

administrative areas. 

Example: Organisational chart for the City of Vienna 

 

 In any case, the organisational chart should be publicly accessible (e.g. on the website), thus 

simplifying access to an organisation. 

Examples:  

 Graz: http://www.graz.at/cms/beitrag/10207107/232752/  

 Leoben: https://www.leoben.at/gemeinde/en/dienststellen/  

 Vienna: https://www.wien.gv.at/english/politics/translation/pdf/organigramm-englisch.pdf 

 

 

http://www.graz.at/cms/beitrag/10207107/232752/
https://www.leoben.at/gemeinde/en/dienststellen/
https://www.wien.gv.at/english/politics/translation/pdf/organigramm-englisch.pdf
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Comments and explanatory notes: 

 Functional division with five task areas. 

 The subordinate units are visible and assigned to the areas. 

 Additionally, the main tasks and the employees in the respective task areas are shown. 

 There is no further organisational sub-division within the task areas (e.g. units, teams, 

etc.) 

 

 

What are points to note in organisational design? 

In order to establish a meaningful organisational structure, our experience has shown that the 

following aspects should be considered: 

 Establishing the simplest, clearest structure possible:  

Ensure, to the extent possible, that services and tasks are subsumed according to 

factually logical aspects thus … 

o establishing clear areas of responsibility and creating clear responsibility for 

results (e.g. all tasks related to building management should be subsumed in one 

part of a department to form a central building management to establish a single 

contact partner and responsibility for all buildings). 

o ensuring that administrative processes for individual services and products are 

not split up among various departments (unless required for legal reasons, such 

as in the case of expert activities). The aim should the ability to process services 

conclusively in one organisational unit, thus limiting the number of interfaces.  

o enabling specialisations or the building of expertise for your employees. 

o enabling achievement of economies of scale for the organisation.  

Avoid unnecessary convolution with many staff units or, worse yet, double supervision. 

Additionally, avoid tailoring the organisation or structure too much to individuals. 

 

 Don't make the structure of your organisation too fragmented:  

The individual organisational units should not be too small compared to the number of 

employees. In this way, the organisational structure should support leadership, enable 

sensible stand-in regulations and ultimately establish bottom-line accountability.  

 

While there is no such thing as an ideal size, there are recommendations. Depending on 

the type of services in an organisational unit, a leadership function should only be created 

if at least 5 to 7 employees report directly to this manager (manager-to-staff ratio). 

 Ensure completeness of the representation:  

The organisational chart must represent all of the municipality's organisational levels - 

hence also the subordinate facilities such as kindergartens, schools, municipal 

maintenance yards or also municipal enterprises such as cultural and leisure facilities, 

city marketing. It must, however, also make apparent what organisational units/positions 
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in the municipal administration these subordinate units are technically/organisationally 

assigned to. 

 Align the structure with the service recipients (target groups): 

Try to align your organisation with the needs of your customers and, for instance, to 

cluster the services provided for individual target groups in one organisational unit, e.g. 

children and families, senior citizens, building contractors. 

 

 Organisational design should seek to achieve high congruence between administrative and political 

structures. In general, the municipalities are largely autonomous when it comes to establishing 

committees (exception e.g. mandatory establishment of an audit committee under the municipal 

code). From the administrative and financial perspectives, the following aspects should be 

considered regarding the establishment of expert committees: Limiting the number of committees 

bearing in mind the cost of supervising them (expediency) while at the same time ensuring that the 

committees are largely identical to the administrative structures in order to minimise responsibility or 

competency problems in administration. 

 

Legal forms of task fulfilment outside of the administrative organisation 

The municipalities are largely free in their choice of task fulfilment, also outside the confines of 

their administrative organisation. Restrictions only apply relative to the particular task type. For 

instance, public authority functions (e.g. registration of residents, civil registry office, building 

permit), may only be provided by the municipal administration or an association of municipalities 

or an association of administrations. No restrictions apply to private-sector administrative tasks 

regarding choice of legal form of organisation (e.g. kindergarten, green area maintenance).  

However, restrictions regarding service regulations and employment law must be observed. 

 

Important forms are: 

Public law forms  Association of administrations: The association of administrations is 

reserved exclusively to municipalities and primarily serves the purpose of 

jointly managing the municipalities it incorporates. Associations of 

administrations are not corporations under public law or operations of a 

commercial nature. 

 

 Association of municipalities: This refers to a corporation under public law 

enshrined in the constitution. Both the establishment of an association of 

municipalities and the amendment of an existing one requires the approval 

of the municipal supervisory authority of the respective federal province. As 

a corporation under public law, the association of municipalities performs 

the tasks delegated to it under its own name, with its own institutions and on 

its own responsibility. 

Private law forms  Contractual agreements like service agreements and contracts for services. 

 Associations for tasks that do not involve public authority and for non-profit 

and non-revenue generating services. 

 Corporation: generally, a private company with limited liability (Ltd), but also 
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joint-stock company (PLC). 

Cooperatives  As opposed to associations, cooperatives can also be established across 

federal provinces and with participation of private parties. This presumes, 

however, that they are not subsidised organisations and companies. 

Although cooperatives have a long tradition in Austria, there are only a small 

number of current examples in Austria, most of them water cooperatives 

under the Austrian Water Act 1959. 

 

A general distinction is made between water cooperatives (Austrian Water 

Act 1959), cooperatives under the Industrial and Provident Society Act 1873 

and cooperatives under the Forest Act 1975. The establishment of a 

cooperative is worthwhile primarily when capital flow is high (high 

investment costs), if the beneficiaries are not entitled to reclaim VAT. The 

establishment of a cooperative is also worth considering when it comes to 

developing intermunicipal companies if one of the two municipalities is 

financially too weak and private businesses are involved. The joint operation 

of music schools could also be organised on a cooperative basis. The 

advantage over a private company with limited liability (GmbH) lies in the 

stricter standards of financial management (monitoring by the auditing 

association). However, as a result of the legally prescribed organisational 

structure, decision-making processes in cooperatives generally take longer. 

 

 Further questions, such as the control of these units (direct control, but also participation 

management overall) or also tax-related aspects or different legal forms are not dealt with in this 

document and shall be the subject of other sources of information. 

 

How can project management meaningfully complement and extend formal organisation? 

The formal structure of a municipal administration is designed for the long-term fulfilment of tasks 

and the continuous provision of high-quality services. It is advisable to apply professional project 

management for novel, time-limited and often complex tasks (e.g. establishment of a local 

development concept or the introduction of a quality management system in municipal 

administration). 

With the project management, an organisational structure is created alongside the municipal 

office's line organisation for the duration of the project. This opens up flexible and new working 

methods, but it also generates conflicts in the existing organisation (disruption of the chain of 

command). 

Therefore, it is advisable to develop and implement a separate internal project management 

guideline for the processing of projects in municipalities. Important aspects this guideline should 

regulate are: 

 basic understanding of project management, 

 description of the project phases, 
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 specifications regarding project organisation and the project management roles (notably 

of the project manager's tasks and competencies), 

 project documentation and quality control, 

 project management tools (notably project assignment, reports, etc.) 

2.3 Distribution of responsibilities (schedule of responsibilities) 

What is the distribution of responsibilities and what purpose does it have? 

To be effective, the organisational chart requires more far-reaching and detailed specifications 

regarding the tasks to be performed and the services to be provided in the organisational units.  

This formal assignment to the individual organisational units of all the tasks to be completed and 

the services to be provided in an organisation shall be taken care of in the distribution of 

responsibilities.  

The point of departure and reference point for the distribution of responsibilities is – as 

represented in the illustration below - the organisational chart: 

 

Based on the example of the Construction and 

Infrastructure department this could be: 

 Local development planning and land use 

planning 

 Construction-related regulatory measures - 

general construction administration incl. 

monument conservation 

 New construction and rehabilitation of 

municipality-owned properties 

 Fire authority department 

 Planning and supervision of civil engineering 

projects (road construction, transport, sewer) 

 Transport planning – mobility platform support 

 GIS 

 Acquisition and disposal of municipality-owned 

properties 

 Support of the water and wastewater 

associations 

 … 

All municipal administration tasks assigned to the respective organisational unit (not individual 

activities) are then represented for all organisational units – in accordance with the model shown. 

 

What are points to note when establishing a distribution of responsibilities? 

To be taken into account during creation: 

 Completeness as main goal: The distribution of responsibilities must assign all tasks or 

services of the municipal administration to individual organisational units: This is to clarify 
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the fundamental question – "What unit/department is in charge of and responsible for 

what?“ 

 

In keeping with the organisational chart design, care must be taken to ensure that the 

distribution of responsibilities aims to bundle related tasks (processes) to the extent 

possible, preferably in one organisational unit, thus satisfying a prerequisite for bottom-

line accountability (not many responsible authorities, but only a few of them with clear 

responsibilities) and avoiding unneeded interfaces. 

Unless required for legal or otherwise factual reasons, such as for expert consulting 

activities, tasks should not be divided among several departments. For in such a case, 

many tend to be in charge, but no one is responsible for the result! 

 

 Like all other organisational specifications, distributions of responsibility are "living" documents. As a 

result, it is important to clearly establish who is responsible for regular updates (usually the chief 

administrative officer) and at what intervals an update occurs (usually incident-driven, but the 

recommendation would be to perform an update at least every five years, in order to clarify what new 

tasks have been added).  

2.4 Job descriptions 

What are job descriptions and what purpose should they serve? 

Job descriptions are an important element of organisational work and an essential source of 

information for human resources work. And thus, expedient for both the organisation and the 

employees: 

 

From the organisation's point of view, job descriptions serve in particular ... 

>Categorisation of a job into 
the overall organisation 

>Establishment of 
responsibilities and 
accountability 

>Organisation of the 
distribution of tasks 

>Minimisation of individual 
instructions 

>Illustrates job holder 
requirements for staff 
recruitment and development 

>ensuring clarity in terms of 
expectations 

>defining the individual action 
framework 

>establishing clarity on one's 
own design and decision 
options (motivation by a sense 
of purpose) 

>Basis for the agreement of 
continuing education measures 
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 to classify the individual positions within the structure of the overall organisation 

(organisational chart and distribution of responsibilities) and to allocate them 

unambiguously; 

 to regulate overall collaborative cooperation in municipal administration by establishing 

tasks, responsibilities and competencies and to coordinate cooperation; 

 to curtail perpetual individual instructions from managers to their employees (e.g. what 

does the employee have to do and how is the employee expected to do it?), which both 

reduces the management and control effort of the managers involved, as well as the 

conflict potential between managers and employees; 

 to support recruitment and staff development: the job requirements can be used equally 

for the creation of job profiles for the advertisement of vacancies as well as for the 

planning of continuing education measures. 

 
For the employees, on the other hand, job descriptions shall serve in particular ...  
 

 to provide clarity about what is expected from them (what tasks should be performed) 

and, at the same time, to visualise the scope of action available for the performance of 

duties;  

 clarity about the differentiation of duties, areas of responsibility and competencies to act 

can be motivating to employees and can certainly reduce friction/tensions between the 

employees that could result from unclear responsibilities. 

 to make the purpose and meaning of their activities visible to employees, thus promoting 

intrinsic motivation; 

 to justify continuing education measures, when the requirements for performing the 

assigned tasks change. 

 

 Since only job descriptions that are up-to-date and consistent regarding content can be fully 

effective, the organisation must provide time and staffing resources for the creation and continuous 

care/updating of the job descriptions. 

On the one hand, job descriptions create a clear organisational context, on the other hand, they can 

also become organisational fetters, promoting/triggering dissociation and avoidance behaviour in 

individual employees: "My job description doesn't include that, so I don't have to do it", "... that is not 

my responsibility". 

Therefore the task descriptions in the job descriptions should not be too detailed, indicating tasks 

groups instead.  

In any case, the job description should contain a flexibility clause, as does the contract of 

employment, establishing that managers may assign and allocate incident-related tasks anytime. 

 

What points should, by all means, be included in a job description? 

Within the context of one and same organisation, job descriptions should be written in a uniform 

manner and contain at least the following elements: 
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Description/designation of the job: 

 Explanatory note Example 

Job title Meaningful designation Administrator Accounting 1 

Evaluation of a service 

position 

Classification in accordance with 

provincial guidelines 

… 

Current job holder: Name of current job holder Nepomuk Maier 

Working time Full-time or part-time in hours per week 40 working hours a week 

Function e.g. management function versus 

administrator/expert function. 

Administrator 

 

Organisational location of the position within the organisation: 

 Explanatory note Example 

Organisational unit Illustrates what administrative area in the 

organisational chart the position is 

allocated to and who the job holder 

predominantly works for. 

Financial department 

The job holder is directly 

subordinate to ... 

Illustrates who the job holder directly 

reports to. 

Head of financial department 

The job holder is technically 

represented by ... 

This is where to define who will perform 

the job holder's tasks during absences.  

Administrator Finances 2 in 

absence 

… 

The job holder will be 

technically represented by 

... 

This is where to define who will 

represent the job holder during 

absences. 

Administrator 3 Finances  

 

Purpose and responsibility: 

 Explanatory note Example 

Purpose 

 

 

 

 

 

This is to demonstrate, what the position 

is for and what contribution the position 

and therefore the job holder should 

make to the success of administration 

and the overall success of the 

municipality. 

The purpose statement should be 

worded as succinctly as possible. 

The job holder shall ensure that 

invoices are billed promptly, and 

outstanding receivables are 

minimised. He shall assist the head 

of department in the timely 

production of the preliminary 

estimate and the statement of 

account, in ongoing liquidity 

management and in protecting the 

municipality's solvency. 
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Responsibility This is to where to describe what 

responsibility is associated with the 

position. In particular, this includes work-

related requirements in terms of results, 

behaviour or quality. 

The employee organises his/her 

work independently and is 

responsible for the legally correct 

and quick processing of the tasks 

assigned to him/her. 

 

Tasks to perform and technical responsibilities to take on in this position: 

 Explanatory note Example 

Main responsibilities This is where to name the most 

important tasks and responsibilities (in 

general 8-10 main tasks).  

The main tasks must then be weighted 

using percentage shares according to 

the time resources to be invested. This 

serves notably to visualise areas of 

priority. The tasks and weighting can 

provide the basis for job evaluation. 

Selected and important tasks can be 

described additionally to define the tasks 

even more specifically, in particular in 

the interest of the employees. 

Tasks that do not occur regularly (e.g. 

contribution to municipal projects) or 

tasks outside of the position's narrower 

scope of duties (e.g. representation of 

the municipality in the association ...) 

can be set as special tasks. 

Main responsibilities % 

Processing incoming / 
outgoing invoices, in particular 
- invoice control, 
- issuing pre-invoices, 
- invoicing, 
- filing. 

45 

accounting … 
25 

assistance preliminary 
estimate and statement of 
account … 

10 

time recording and petty cash 
fund accounting ... 

5 

cost accounting for the 
municipal maintenance yards 
... 

10 

Special tasks 
5 

Total 100 

 
 

 

 

 Job descriptions are a demanding management task. 

In particular when describing the tasks and responsibilities, the aim is to strike a balance between 

the requirements of the organisation (clear profile of the position while also offering flexibility) and the 

employees (accuracy and completeness, so that it becomes clear to the job holder which tasks and 

services are to be performed). 

It is particularly important not to go into too much detail when outlining the tasks and to avoid 

extensive job descriptions at all events! 

In addition, the following passage should appear at the end of the description of duties, allowing 

short-term amendments. The passage could read as follows: 

"In addition to the tasks specified, the supervisor may assign additional tasks anytime, to the 

extent appropriate. 
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Authorities for the performance of tasks: 

 Explanatory note Example 

Signatory / signature 

authorities 

This can be established here in detail or 

reference a different source (e.g. 

enabling regulation). 

If required, reference can be made to the 

written order of service/municipal code. 

Signatory authority for payments; 

Assessment of factual accuracy; 

See service regulation no. xxx 

 See procedural rules § xy 

Authorities to issue 

instructions and place 

orders (value limitations) 

This is where to indicate value limits and 

budget units to be accounted for by the 

job holder, unless described elsewhere. 

Orders up to 150 euros. 

Authority to issue instructions and 

place orders for ... 

 

Access rights to central IDP 

procedures 

If access to internal / external EDP 

processes is required for the work, this 

can be noted in the job description. 

Financial procedures 

central register of residents, 

central civil registry, 

… 

 

Technical and personal demands on the job holder: 

 Explanatory note Example 

Formal technical 

requirements 

Description of the form requirements, so 

particularly school and educational 

qualifications  

- School leaving certificate 

- Accountant qualification exam 

- In-service qualification 

examination  

Professional skills and 

experience 

Special knowledge and (professional) 

experience relevant to the position 

- Several years of practical 

experience working in an 

accounting department (as 

accountant). 

- Computer skills, notably SAP, 

Oracle ... 

Personality and social 

competence requirements 

This is the space to mention attitudes 

and personality traits, in particular. 

Mention should be made here of the 

competencies for cooperation and 

interaction in the team. 

- Resilient; copes well with 

temporary work intensification 

and stress situations. 

- Solves problems independently 

Other requirements Additional challenges such as ... The employees must have taken the 

in-service qualification examination 

successfully by 20xx at the latest. 
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 The job description should mention only the special requirements for the position that are not 

indicated elsewhere (e.g. strategic statement, management principles or procedural rules): e.g. 

customer and service orientation, respectful communication. 

Care must also be taken to ensure that verifiable criteria are used, not just popular catchwords. 

 

 It makes sense, especially for positions with management responsibility, to define the requirements 

relevant to the management work in a separate management handbook or in the procedural rules. In 

this case, the management task details are not listed in the job description. Instead, reference is 

made, for example, to the relevant procedural rules, where the management tasks are specified in 

detail. This limits the scope of the job descriptions (because the management tasks do not need to 

be indicated for every management position) and redundant information is avoided. This also 

simplifies the continuous adjustment or amendment of management tasks (e.g. when a new 

management tool is introduced), because only one document – the annex to the procedural rules – 

requires changing, and not all the job descriptions. 

 

Signatures to ensure binding character: 

In conclusion, both the job holder and the supervisor are required to sign the job description to 

demonstrate that the job description has been discussed and is familiar to both parties: 

The job description has been discussed between the employee and the supervisor and has been 

taken note of by the job holder and the supervisor. 

 

Job holder:  ........................................................................................................... 

                                                                                    Date/Signature                                      

Superior: ........................................................................................................... 

                                                                                    Date/Signature 

 

 

The original copy of the job description goes to the human resources department (employee 

record); both the employee and the supervisor receive a copy each. 

 
What basic principles should be kept in mind when generating job descriptions? 

The party deciding what needs to be done,  

does not necessarily need to know how it needs to be done. 

(source unknown) 

 

The following aspects should be considered when creating job descriptions: 

 Written form: For the job descriptions to take effect as the basis for organisation, they 

must be set out in writing and documented centrally. The written form exacts accuracy of 

wording and clarity of representation. 
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 Uniformity: A single standard form should be used in the organisation, irrespective of the 

fact that it can be further developed as needed over time. As a result, job descriptions 

become comparable, and can be assessed and estimated more rapidly. Additionally, a 

single form ensures that all the aspects relevant for the organisation are specified. 

 Completeness, but also focused on the essential: the descriptions of the tasks, in 

particular, should be as succinct as possible and include all tasks (completeness). In this 

context, care should be taken not to add in too many individual activities or even isolated 

process descriptions (e.g. assisting in the conduct of elections instead of issue of voting 

ballots, counting of voting ballots, etc.)  

 Binding character: Job descriptions should contain both the signature of the supervisor 

and of the employee and demonstrate that both are cognisant of the commitments. 

 Currency: To be valid, job descriptions must be reviewed periodically and updated if 

necessary (e.g. amendments to scope of responsibility, modification of tasks). This is 

best done in the context of the annual employee appraisal interview or as part of 

organisational changes. 

 

 The creation of job descriptions is a management task! To the extent possible, managers should 

avoid delegating this task to the employees alone – because of misguided views of participation – so 

that the employees don't end up writing their job descriptions themselves.  

The greatest risks are: excessive job descriptions (posturing and hedging); lack of uniform wording, 

lack of documentation of what the manager expects and needs. 

2.5 Business principles – administrative mission statement – leadership principles 

The formal structure of an organisation (organisational chart) and the multitude of internal codes 

of practice are essential and form the backbone of an organisation.  

Aside from this, however, emotional and cultural aspects of one's own organisation are equally 

important to the people in an organisation, such as their individual identity (what makes us 

special?), the shared self-image (what is our mission and purpose?), the shared values (what do 

we stand for and how do we want to interact with each other?).  

The clarification of these questions is essential for an organisation and intends both to provide 

orientation in daily work and to facilitate and strengthen the emotional attachment to the 

organisation. Ultimately, the definition of joint positive values, such as commitment and timeliness 

in collaboration, are equally as important as the detailed description of steps in a procedure (e.g. 

procedure upon expiry of building permit). 

Various types of corporate principles are found in practice: 

 As a rule, administrative mission statements are organisational guidelines with the 

prioritisations described above (self-image, mutual values and attitudes). 

 Management principles: substantiate the role of managers regarding their tasks and 

responsibilities. As a rule, they also describe the fundamental values the managers 

should be making visible in their managerial work. 
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 The municipal code expressly provides for delegation of mayoral tasks and responsibilities to 

municipal office employees – provided this is expedient and serves to improve efficiency of 

administrative action.  

Such delegation is particularly expedient when it comes to managerial duties. 

 

It is important for a municipal leader .... 

- to know what management work is (e.g. promoting employees in their 

  personal development), 

- to know what values and principles to live by  

  (e.g. to be a role model), 

- to have and make enough time for management work, 

- to regularly reflect and continue to develop his/her own  

  management work. 

 

That's why, in recent years, municipalities have increasingly opted to firmly specify managerial tasks 

and competencies, codifying them in procedural rules or special management handbooks. 
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