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Introduction

Public administration in diplomatic representations constitutes a specialized but increas-
ingly important field of governance. Embassies and consulates are not merely symbol-
ic outposts of the state; they are operational administrative units responsible for imple-
menting public policy, managing public resources, and delivering services to citizens and 
foreign stakeholders abroad. As globalization intensifies mobility, economic exchange, 
and transnational governance, the administrative performance of diplomatic missions 
has become a matter of strategic importance.

This article adopts a policy-oriented approach to examine how public administra-
tion is organized and implemented within the diplomatic representations of Armenia 
and Poland. The two countries offer a productive comparative contrast. Armenia rep-
resents a post-Soviet, reform-oriented state navigating geopolitical constraints and ad-
ministrative modernization. Poland, by contrast, is a European Union (EU) member 
state whose diplomatic administration has undergone extensive reforms aligned with 
European administrative standards.

The main objective of this study is to identify strengths, weaknesses, and reform les-
sons in the administrative governance of diplomatic representations. The article seeks 
to answer the following questions: (1) How are diplomatic representations administra-
tively governed in Armenia and Poland?; (2) What legal and institutional frameworks 
shape their operation?, and (3) What policy lessons can be drawn to improve adminis-
trative effectiveness and service delivery?

Theoretical framework
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Public administration and foreign policy implementation

Public administration is commonly defined as the study and practice of implementing 
government policy through organized bureaucratic systems. According to David Rosen-
bloom, public administration encompasses managerial, political, and legal dimensions 
that collectively shape governance outcomes. When applied to diplomacy, public admin-
istration becomes the mechanism through which foreign policy decisions are translat-
ed into operational activities abroad (Rosenbloom, Kravchuk, 2022).

Diplomatic representations function as decentralized administrative units of the for-
eign ministry. They manage personnel, budgets, information flows, and service deliv-
ery while operating under international legal norms such as the Vienna Convention on 
Diplomatic Relations. From the public administration perspective, diplomatic missions 
are hybrid organizations: they combine hierarchical bureaucratic control with network-
based governance involving host governments, international organizations, and non-
state actors (Balzacq, Charillon, Ramel, 2020).

Institutionalism and path dependency

Institutional theory provides a useful lens for analyzing diplomatic administration. James 
March and Jonah Olsen’s “new institutionalism” emphasizes that organizational behav-
iour is shaped not only by rational calculations but also by rules, norms, and histori-
cal legacies. Diplomatic administrations are particularly susceptible to path dependen-
cy, as recruitment systems, training models, and administrative cultures tend to persist 
over time (March, Olsen, 1984).

In post-Soviet states such as Armenia, diplomatic institutions inherited centralized 
administrative practices and politicized (cadre-based) systems. In contrast, Poland’s 
post-1989 reforms and EU accession embedded its diplomatic administration with-
in Western bureaucratic norms emphasizing meritocracy, transparency, and legal ac-
countability (Vintor, 2013).

Governance, networks, and adaptive capacity

Governance theory shifts attention from hierarchical control to networks, coordina-
tion, and adaptability. R.A.W. Rhodes defines governance as “self-organizing, interor-
ganizational networks” that complement traditional state authority. Diplomatic repre-
sentations exemplify this model: they operate within dense networks involving foreign 
ministries, trade agencies, defense institutions, diaspora organizations, and internation-
al bodies (Rhodes, 1996).

Adaptive capacity – the ability of institutions to respond effectively to change – is 
particularly important in diplomacy. Global crises, armed conflicts, pandemics, and mi-
gration flows test the administrative resilience of diplomatic services. This article evalu-
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ates how Armenia and Poland differ in their capacity to adapt administratively to such 
challenges (Rhodes, 1996).

Based on the comparative analysis conducted within the framework of theoretical 
material on democratic and administrative states, we would like to highlight the fol-
lowing fundamentals:
–	 the value of public administration institutions and bureaucracy in a democratic state 

is to provide quality public services, implement structural and functional reforms,
–	 among other issues, the current problem of defining the interaction and interdepend-

ence between politics and administration is complicated. In order to ensure their 
effective interaction (especially in terms of decision-making and policy develop-
ment), it is important to introduce a de-political system of appropriate principles 
and mechanisms for recruiting different segments of the bureaucracy, through career 
automation, scaling and assessing the difficulty of managerial tasks, and a number 
of other reforms.
Considering the relevance of the above-mentioned issues from the perspective of in-

creasing the efficiency of Armenian public administration, as well as the key functions 
performed by bureaucratic institutions, an in-depth study of the latter and a compari-
son with international experience are important.

Methodology

This study employs a qualitative comparative case study methodology. The research de-
sign is informed by comparative public administration and international relations schol-
arship. The analysis draws on three categories of sources:
1.	 Primary legal and policy documents, including foreign ministry statutes, diplomatic 

service laws, and organizational regulations.
2.	 Secondary academic literature on public administration, diplomacy, and comparative 

governance.
3.	 Expert analyses and official reports published by international organizations and 

national oversight bodies.
The comparative framework focuses on four analytical dimensions:
–	 Organizational structure and staffing,
–	 Policy implementation mechanisms,
–	 Accountability and performance management,
–	 Administrative adaptability and governance capacity.

Public administration in Armenia’s diplomatic representations

Armenia established its modern diplomatic service after gaining independence in 1991. 
The Ministry of Foreign Affairs (MFA) became the central administrative authority over-
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seeing diplomatic representations. Early institutional development was constrained by 
limited resources, regional instability, and the need to rapidly build international rec-
ognition. The administrative culture of Armenian diplomacy reflects a combination 
of Soviet bureaucratic legacies and post-independence reforms aimed at professional-
ization. Centralization remains a defining feature, with strong hierarchical control ex-
ercised by the MFA headquarters in Yerevan. Armenian diplomatic missions typical-
ly consist of small, multifunctional teams. Ambassadors exercise broad administrative 
authority, supported by political officers, consular staff, and technical personnel. Due 
to budgetary constraints, diplomats often perform overlapping roles, combining politi-
cal reporting, economic promotion, and public diplomacy (Melkonian, Jalatyan, 2025). 

Recruitment into the diplomatic service formally emphasizes merit-based examina-
tions and training at the Diplomatic School of Armenia. In practice, political appoint-
ments and informal networks still play a role in senior postings, reflecting transitional 
institutional dynamics (Ministry of Foreign Affairs Republic of Armenia, 2025).

Policy implementation within Armenian diplomatic representations is closely guid-
ed by the MFA directives. Strategic priorities include:
–	 Security and conflict-related diplomacy,
–	 Diaspora engagement and coordination,
–	 Economic and investment diplomacy.

Inter-agency coordination remains limited, with diplomatic missions serving pri-
marily as extensions of the MFA rather than integrated nodes of whole-of-government 
governance.

Performance evaluation mechanisms are relatively underdeveloped. Reporting re-
quirements exist, but systematic performance indicators and external oversight are lim-
ited. The recent administrative reforms have aimed to improve transparency and intro-
duce digital reporting systems, though implementation remains uneven.

Public administration in Poland’s diplomatic representations

Poland’s diplomatic administration underwent profound reform following the collapse 
of communism in 1989. The EU and NATO accession played a transformative role, re-
quiring compliance with European administrative standards and multilateral coordina-
tion mechanisms. The Polish Ministry of Foreign Affairs operates within a robust legal 
and institutional framework emphasizing professionalism and accountability (Sulow-
ski, 2019).

Poland maintains an extensive diplomatic network with specialized sections for po-
litical affairs, economic diplomacy, consular services, and EU coordination. Staffing is 
predominantly career-based, supported by structured training through the Diplomatic 
Academy of the MFA (Ministry of Foreign Affairs Republic of Poland, 2026).
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Clear career pathways, rotation systems, and standardized procedures characterize 
Poland’s diplomatic public administration. Administrative autonomy at the mission lev-
el is balanced with strong legal and financial oversight from Warsaw. Polish diplomatic 
representations operate within a whole-of-government framework. Missions coordinate 
closely with ministries responsible for trade, defense, culture, and development coop-
eration. The EU membership further embeds Polish diplomacy in supranational poli-
cy processes, requiring advanced administrative coordination capacities. Digital gov-
ernance tools support policy coherence, information sharing, and citizen engagement 
(Ministry of Foreign Affairs Republic of Poland, 2026).

Accountability mechanisms include parliamentary oversight, audits by the Supreme 
Audit Office (NIK), and citizen complaint procedures. Performance indicators and stra-
tegic planning documents guide mission activities, reinforcing results-oriented public 
administration (NIK, 2026).

Comparative analysis

The comparison reveals significant contrasts:

Dimension Armenia Poland
Administrative Model Centralized, MFA-dominated Decentralized, networked
Professionalization Transitional High
Inter-Agency Coordination Limited Extensive
Accountability Mechanisms Emerging Institutionalized

Source: own compilation.

Armenia’s diplomatic administration prioritizes flexibility and political responsive-
ness, while Poland emphasizes procedural stability and performance management.

Discussions

During its first years, the Republic of Armenia lacked effective public administration 
mainly in terms of service delivery, effective diplomatic organization and functioning. 
Public sector reforms in the Republic of Armenia occur at all levels of administration, 
both contextual and functional. The Concept of Reforms was elaborated by the Public 
Administration Commission of Reforms, which was established by the decision of the 
Prime Minister in 1999 (Civil Service Council of Republic of Armenia, 2011). The re-
forms included reorganization of administrative machinery, creation of civil service, or-
ganization of territorial government and local self-government, etc. Although many re-
forms have been implemented, several have irrelevant and limited in scope. 

The international concept of public administration reforms and guidelines for good 
organization proposed by the New Public Administration and New Public Management 
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doctrines were adopted and modified. The doctrines focus on issues such as collabora-
tion and coordination within the public institutions and public service, digital or e-gov-
ernment and participation (Carsten, Per, Lisa, 2016).

The development of IT sector is among the Armenian government’s priorities. Since 
1998, the IT sector has grown at a remarkable steady average rate of around 25%, which 
makes it possible to introduce the e-Government, which was the mission of the IT De-
velopment Support Council. In 2008, the Government approved the concept of IT de-
velopment and established annual programmes for promoting services in that sector 
(Minasyan, 2011). The IT-2016 program, approved by Armenian government, for in-
stance, focuses on a number of key issues such as improvement of mechanisms to elec-
tronic society, creation of a qualitative and competitive educational environment, and 
continues professional development with numerous diverse opportunities for staff train-
ings in accordance with international practice (Electronic Government of the Repub-
lic of Armenia, 2011).

Global experience shows that developed countries have been able to modernize 
through public administration and public policy. The state is constantly directing their 
revenues and resources to reform the public sector and to govern in line with the de-
mands of a changing society. The logic of developing countries is that they are moving 
towards increasing their resources (economic, social, technological, scientific), which 
again aims at public sector modernization. Studies show that public administration has 
an important role in state building, which leads to political socialization by regulating 
and aggregating attitudes, values, norms, ideas and feelings among people towards the 
whole system (Agh, 2016). 

The task of democratic development in many post-soviet countries, including Arme-
nia, is the depersonalization and greater institutionalization of power. In the Republic 
of Armenia particularly, effective institutional building was prevented because of con-
centration of political and economic power, and in the result of these phenomena state 
capture, clientelism and corruption. Under these conditions, informal structures be-
came an influential instrument for public administration.

Anyway, the public administration concept was established in 2000s. It became clear 
that modernization through public administration reforms is more complex than get-
ting from ‘a’ to ‘b’ (for example from socialist system to democratic one). In fact, it re-
quires development based on three stages: factor-driven (institutions, infrastructures, 
macro-economic, stability, public health, basic education), efficiency-driven (higher ed-
ucation, flexibility of labour market, development of market), innovation-driven (devel-
opment of technology, flexibility of labor market, etc.) (Altunyan, 2019).

Since the independence of Republic of Armenia, many have been criticizing state 
institutions for their ineffectiveness and continuedly have insisted on the necessity to 
reconsider its role within the public administration paradigm. In 1991, the soviet state 
governance mechanism was replaced by another political and economic system. The 
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constantly adopted system of public administration corresponds to the standards of 
free economic relations and unitary democratic states. Various components of public 
administration have started being regulated by the Constitution and appropriate laws. 
Until the first presidential election (1991) the government was formed within the Par-
liament and was accountable to it. However, the country afterword begun to move slow-
ly to semi-presidential system, in which the President was the one to ensure the regu-
lar functioning of three branches of power.

Later, according to the official statement, to modernize the system of public admin-
istration new amendments were made in the Constitution and approved in 2005. From 
the very beginning, as a supreme body of executive power, the government (bureaucra-
cy) developed and implemented the domestic policy, managed state property, provid-
ed for state policy in the fields of science, education, culture, etc. For long period, the 
coalition government seemed to constitute the executive branch, but it was more for-
mal than substantial tool. 

The public administration system changed from a semi-presidential to a parliamen-
tary system in 2015 by the power of constitutional referenda. In the new system, the 
Prime Minister enjoys strong executive power. The Armenian society did not fully un-
derstand the need for a transition to parliamentary rule, but the vote in favour of con-
stitutional reform took place on the condition that the acting president would not run 
for the Prime Minister office. However, on April 17, 2018, the Armenia’s Parliament vot-
ed in favour of the acting president, after which much of Armenia’s population inter-
preted the constitutional referendum as a political maneuver. Finally, in 2018, because 
of massive peaceful protests and under the pressure of population, the course of events 
began to shift to a new stage. 

Analyzing the Armenian processes after revolutionary elite came to power, it should 
be stated that the bureaucracy’s reactions were at times negative, which was seen by the 
political authorities as sabotage. As a response, in September 2019, the Prime Minister 
signed a decision to establish a Council for the Development of Public Administration 
Reform Strategy and to approve its Action Plan. As of 2019, several public administra-
tion reform strategies have been adopted in parallel, particularly the e-Government, the 
Anti-Corruption and Public Financial Management Reform Strategies. 

In 2021, the Public Administration Reform Strategy was adopted and reforms were 
built around seven strategic milestones that should become the hallmarks of the pub-
lic administration system (Electronic Government of the Republic of Armenia, 2021). 
These hallmarks are people-centered, fair, stable, responsible, dynamic, innovative and 
effective. Emphasizing the extraordinary role of bureaucracy in problem solving, the 
new reforms are planned to be carried out in the field of public service. To harmonize 
the public and civil services, it is planned to form a group of professional civil servants 
holding senior management positions. These new types of civil servants will be appoint-
ed based on their accomplishments, and their function will include policy development, 
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implementation and operational management. This is nothing more than the creation 
of a new institutional position or actor responsible for policymaking in line with the 
public administration goals.

The analysis of the overall process of public administration reforms showed that first 
phase from 1991 to 1999 is marked by building of the public administration system, 
which included the creation of institutions, administrative-territorial division, privati-
zation, land reform, budget-treasury, tax-customs, and statistical systems. In the second 
phase, from 2000 to 2009, a number of new institutions were introduced, such as civ-
il service, debt management, etc. Finally, in the third phase, from 2010 to 2020, the in-
stitutional priorities were proclaimed, such as e-Government, program budgeting, au-
diting, strategic planning, etc. 

The paradigm of public administration deals also with a specific decision-making 
process. Unlike the structure and organization, a good decision does not guarantee 
a good outcome, though it emphasizes the professional nature of public administration, 
which is one of the most important factors that have an impact on results. To use Peter 
Drucker’s words, the country is an organization, and public administration is the spe-
cific function to make organizations capable of producing results. Here again, there is 
a need to state that the public administration theory provides principles that help to set 
policies for making better decisions. Such policies can assist in objective decision-mak-
ing and they are usually operational in nature. Public problems can originate in end-
less ways and require different policy responses (such as regulations, subsidies, quotas, 
laws). Generally speaking, the public policy exists for creating a successful state build-
ing strategy. The research showed that in the Republic of Armenia, public administra-
tion and policy did not play a major role in the delivery of services and the provision of 
much needed economic infrastructure. Capacity development, that will impact the de-
cision-making process in the public administration needs to be addressed at three lev-
els: individual, institutional and societal. The key in this process is decision-making for 
policy support (Altunyan, 2023).  

It is necessary to take into account that public administration is a system of highly 
qualitative professional activities and, at the same time, complex relationships and situ-
ations, and systemic influences (effects) are more numerous and decisive in it than an-
ywhere else. It is worth noting that some state bodies in the Republic of Armenia have 
pursued a rigid personnel policy not only in high-ranking state positions, but also in 
various civil service positions․ Taking into account these and other issues and differ-
ences mentioned above, the need to form an integrated system of personnel policy and 
public service is emphasized. A number of obstacles remain on the path to improving 
the public administration system of the Republic of Armenia such as closed recruit-
ment mechanisms and influence of a number of subjective factors on the career path․ 

The multifaceted nature of the problems in the public administration system and the 
difference in approaches also determine the difference in professional discourse around 
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public service reform. The public service institution in the Republic of Armenia has un-
dergone a short-term process of reform, therefore, it has not been able to fully reach the 
separation of strategic frameworks of the public service and its establishment through 
personnel policy. Accordingly, the institution of public service in the Republic of Ar-
menia is still in its infancy, as evidenced by the decentralized structures in place when 
holding public service positions and the greater participation of civil servants than pro-
fessionals in policy development in state departments. Continuing, it should be added 
that since the Armenia’s independence, however, the public service reforms have been 
implemented mainly in the direction of optimization, with the logic of continuous re-
structuring of public services, and structural and legislative transformations. Howev-
er, they have not played a significant role in the substantive change and establishment 
of the system.

Poland’s diplomatic administration is regulated by comprehensive legislation gov-
erning foreign service and public administration. Diplomatic representations operate 
under the authority of the Ministry of Foreign Affairs while adhering to principles of 
professionalism, legality, and accountability. As an EU member state, Poland’s diplomat-
ic governance is influenced by European administrative norms, coordination mecha-
nisms, and legal standards. This multilevel governance context shapes both administra-
tive practices and reform strategies (Vintor, 2013).

Polish diplomatic representations follow a relatively decentralized and manageri-
al model. While ambassadors retain leadership authority, administrative responsibil-
ities are often delegated to specialized staff responsible for finance, human resources, 
and consular affairs. Clear functional differentiation between diplomatic, administra-
tive, and consular roles enhances efficiency and accountability. Missions operate with-
in standardized frameworks but enjoy greater operational discretion compared to more 
centralized systems.

Professionalization of the foreign service constitutes a central pillar of Poland’s dip-
lomatic administration. Recruitment, training, and career development are regulated 
through transparent and merit-based procedures. Continuous training programmes, 
including administrative and managerial skills development, contribute to institution-
al capacity. Performance evaluation mechanisms support accountability and organiza-
tional learning.

Poland has made significant investments in digital administration, including elec-
tronic document management systems, online consular services, and digital communi-
cation platforms. These reforms aim to reduce administrative burden, improve service 
quality, and enhance transparency. Moreover, the EU membership has acted as a cat-
alyst for innovation, encouraging alignment with best practices and cross-border ad-
ministrative cooperation.

The comparison reveals two distinct governance models. Armenia’s diplomatic ad-
ministration emphasizes centralized coordination and political oversight, reflecting 
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state-building priorities. Poland’s model prioritizes managerial autonomy, profession-
alization, and performance orientation.

Both models offer advantages and limitations. Centralization enhances coherence 
but may reduce flexibility, while decentralization supports responsiveness but requires 
strong accountability mechanisms. Resource availability constitutes a major differenti-
ating factor. Poland benefits from greater financial resources, institutional experience, 
and access to EU administrative networks. Armenia operates under tighter constraints 
but demonstrates adaptability and strategic prioritization.

Policy implication: targeted investments in human capital, digital tools, and organi-
zational learning can significantly enhance administrative performance even under re-
source limitations. Polish diplomatic representations exhibit a stronger citizen-orient-
ed approach, particularly in consular administration. Digital services and standardized 
procedures improve accessibility and user satisfaction. Armenia has initiated reforms 
in this area, but traditional procedures remain prevalent. Expanding e-consular servic-
es represents a key policy opportunity.

Poland’s diplomatic administration benefits from structured coordination with the 
EU institutions and member states, enabling policy learning and burden sharing. Ar-
menia relies primarily on bilateral coordination and centralized guidance. Strength-
ening inter-agency coordination and international administrative cooperation can en-
hance effectiveness in both systems.

Conclusions

Public administration in diplomatic representations is a critical yet understudied com-
ponent of modern governance. Through a comparative analysis of Armenia and Poland, 
this article demonstrates how institutional design, administrative culture, and govern-
ance capacity shape diplomatic performance. Future research should extend compar-
ative analysis to additional regions and explore the impact of digital diplomacy on ad-
ministrative transformation.

The comparative findings underscore that diplomatic administration reform must 
be context-sensitive. While European administrative models offer valuable benchmarks, 
reforms should be adapted to national capacity, legal traditions, and geopolitical real-
ities. For reform-oriented states, diplomatic representations can serve as laboratories 
for administrative innovation, given their manageable size and strategic importance.

Public administration in diplomatic representations represents a critical but often un-
derestimated dimension of state governance. This extended, policy-oriented comparison 
of Armenia and Poland demonstrates that effective diplomatic administration depends 
on legal clarity, administrative capacity, professionalization, and continuous reform.

Although Armenia and Poland operate under different institutional and political 
conditions, both face common challenges related to service delivery, coordination, and 
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modernization. By investing in administrative capacity, embracing digitalization, and 
engaging in comparative policy learning, diplomatic representations can become more 
effective instruments of both foreign policy and public service.
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Abstract: Diplomatic representations should function only as instruments of foreign policy but also as 
administrative extensions of the state operating beyond national borders. This article offers a policy-
oriented comparative analysis of public administration in the diplomatic representations of Armenia 
and Poland. Using the governance and administrative reform perspective, it examines legal frameworks, 
institutional arrangements, administrative capacity, service delivery, and reform trajectories. The 
analysis highlights how historical legacies, European integration, and administrative reforms influ-
ence diplomatic governance. The article concludes with concrete policy recommendations aimed at 
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strengthening administrative effectiveness, professionalism, and coordination in diplomatic services, 
particularly relevant for reform-oriented and transition states.
Keywords: public administration, diplomatic representations, foreign service, administrative reform, 
Armenia, Poland
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