
INTRODUCTION 

Edited extract s fro m a  speech b y Senato r th e Honourabl e Gordo n Draper , 
Minister in the Office of the Prime Minister, during the debate on the National 
Budget o n 29 January 1992 . 

As w e implemen t an d institut e mechanism s an d measure s whic h will  ensur e a n 
efficient an d effective publi c sector we are not alone. Similar programmes are under 
way i n th e privat e sector . Bot h arm s ar e movin g forwar d togethe r fo r th e 
development o f ou r society . 

The vision fo r a n effective an d efficient publi c servic e is driven by a commitment 
to reforming th e public service i n consultation wit h the public secto r trade unions 
so as to ensure greater responsiveness to the needs of citizens , an improved quality 
of service, speedier delivery of services, greater efficiency i n revenue collection and 
elimination o f archai c system s whic h resul t i n wastage  o f financia l an d huma n 
resources an d greate r accountability . I n short , ou r visio n o f a  publi c servic e i s 
client-oriented, results-oriente d an d als o on e whic h wil l allo w fo r reward s fo r 
performance. 

Many effort s hav e been made i n the past to reform th e public servic e in Trinida d 
and Tobago , an d on e question tha t may b e asked is : "Why i s this differen t ? " I n 
1964, a  commission unde r J . O'Nei l Lewi s was established to report o n the Rol e 
and Status of the Public Service in the age of Independence. Tha t was followed i n 
1973 b y a  Repor t o n a  Future s Researc h semina r whic h pu t forwar d a  cas e fo r 
reform o f th e administrativ e system s i n Trinida d an d Tobago . I n 1975 , a n 
Administrative Improvemen t Programm e Repor t wa s submitted b y a  UN projec t 
team. I n 1981 , a  committe e o f permanen t secretarie s pu t forwar d thei r ow n 
proposals for improvemen t an d efficiency i n the public service. Betwee n 198 4 and 
1986, a  Publi c Servic e Revie w Tas k Force , chaire d b y Reginal d Dumas , wa s 
established and between 198 8 and 1991 , an Administrative Reform Tas k Force was 
in place i n this country . 

Significantly, th e tas k whic h ha s bee n entruste d t o m y Ministr y i s no t t o mak e 
recommendations fo r refor m bu t t o implement  reform . Ou r ow n experience s i n 
Trinidad and Tobago, and experiences in other parts of the world, indicate that one 
of the fundamental stumblin g block s to implementin g publi c service reform i s the 
lack o f politica l will . I n Trinida d an d Tobago , tha t politica l will  i s now present . 

We need t o note however tha t reforming th e publi c servic e i s a  Herculean effort . 
Administrative chang e need s t o b e manage d ver y carefully . W e nee d t o tak e 
account o f the actua l element s whic h w e wish t o change , bu t a s importantly , w e 
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need t o tak e accoun t o f th e proces s w e us e t o brin g abou t tha t change . S o tha t 
process, to my mind, i s as importan t a s content i n this approac h t o implementin g 
public servic e reform . 

First, t o dea l wit h som e o f th e element s o f content , le t m e identif y som e o f th e 
common thread s that have run through al l those attempts a t administrative refor m 
to whic h I  hav e referre d above . Ther e ar e a  numbe r o f issue s whic h hav e kep t 
surfacing agai n an d again : 

the need fo r u s i n the publi c servic e to revie w th e syste m o f laws , rule s 
and procedures whic h regulat e processes fo r publi c administration ; 

the system o f planning, both nationa l an d sectoral ; 

the system of financial administration, including budgeting, accounting and 
financial control ; 

the whole are a of accountability ; 

the system of human resource management, including recruitment, training, 
industrial relations , salar y an d wage administration ; 

the syste m o f human resourc e development ; 

the management systems ; 

the system s fo r tendering , procuremen t an d suppl y o f resource s i n th e 
public service ; 

• th e system s fo r record s management ; an d 

the system s fo r providin g accommodation , equipmen t an d supplies . 

In short , th e documentatio n an d plans  whic h w e hav e develope d i n recen t year s 
have articulate d clearl y the issue s which nee d to be dealt wit h i n any programm e 
of publi c servic e reform . Thes e for m th e basi s o f ou r ow n approac h t o 
implementing reforms . 

If we are to bring about change, we have to build a  climate of collaboration. Tha t 
spirit an d that climat e o f consensua l decision-makin g an d collaboration for m th e 
centrepiece o f ou r implementatio n o f publi c servic e reform . Indeed , thi s 
Government, a s we took up office, started on the basis that we needed to understand 
how th e publi c servic e worke d becaus e on e o f th e impediment s t o rea l publi c 
service reform an d change has to do with the approach and attitude of government 
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ministers t o the publi c service ; the failur e o f government minister s t o understan d 
their relationships wit h permanen t secretarie s an d the public service ; the concern s 
and confusion s tha t aris e a s w e attemp t t o understan d th e meanin g o f ou r 
Constitution which talks about the minister as manager and the permanent secretar y 
as supervisor . I t i s ou r contentio n therefore , tha t publi c servic e refor m 
fundamentally involve s a  clarification o f that relationship . 

All governmen t ministers , befor e takin g u p office , spen t tim e i n training . A 
significant par t of that training has ensured that all of us understand the relationship 
between ministeria l offic e an d publi c servic e office . I n developin g tha t spiri t o f 
consensual decision-makin g an d collaboration , on e o f the three training day s was 
shared with permanent secretarie s and heads of department i n the public service as 
well as with the trade unions. Thi s is how the implementation o f reform ha s begun. 

Let me now turn fo r a  while to some of the elements o f reform itself , and some of 
the guideline s whic h w e wil l us e t o implemen t tha t reform . Le t m e star t b y 
focusing o n some very broad reform guideline s which will underpin much o f what 
we d o a s w e implemen t reform . I f w e reflec t o n th e publi c service , a  lo t o f th e 
public servic e wor k ha s t o d o wit h th e processin g o f information , therefore , th e 
capacity o f th e publi c servic e t o process  informatio n competentl y an d speedil y 
becomes a  central part of its activity. We also recognise that the development o f an 
efficient an d effectiv e publi c servic e wil l necessitat e th e us e o f cost-effectiv e 
technologies an d we propose to embar k o n activitie s whic h woul d lea d to that . 

I hav e alread y allude d t o th e notio n o f client-orientation . Al l publi c servic e 
departments an d ministries hav e a  client base. On e o f the key tasks o f the publi c 
service, therefore, i s to identify clearl y the needs of those client bases and to work 
towards developin g th e good s an d service s t o satisf y thos e needs . Tha t clien t 
orientation, th e thinkin g tha t goe s int o that , th e trainin g tha t goe s int o that , th e 
management processe s tha t wil l mak e tha t com e aliv e will  als o becom e a  centra l 
part o f the implementatio n o f reform . 

We recognise that the public service als o has to become more proactive. A  critical 
component, therefore , o f the implementatio n o f ou r refor m wil l b e the insistenc e 
on the development o f strategic plans in all ministries and, indeed, we have already 
heard from  contributor s tha t ministrie s ar e well unde r way to the development o f 
those plans . 

The issu e o f accountabilit y ha s als o continue d t o b e on e whic h ha s threa d itsel f 
through al l previous attempt s t o talk abou t publi c servic e reform. W e are totally 
committed t o putting i n place the mechanisms an d systems which wil l ensure real 
accountability. Trainin g has also been talked about, and one in which we will have 
much t o sa y an d much t o d o a s part o f the implementatio n efforts . 
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Let m e now , i n elaboratin g o n these , begin t o sketc h wha t ar e some o f the area s 
which we shall be implementing over the next five years. Ther e are no quick fixes. 
The strategi c planning t o which I  referred an d which will  becom e a  key plan k i n 
our implementatio n efforts , wil l allo w al l ministrie s t o loo k ove r th e nex t five 
years, t o articulat e clearl y wha t th e objectives an d targets are . Mor e than this , i t 
will giv e al l o f u s i n thi s House , a s wel l a s the nationa l community , yardstick s 
against whic h w e can measure th e performance o f ministries an d departments . I t 
will also be a vital starting poin t fo r u s eventually t o roll down to a  reform o f the 
system o f performanc e appraisa l i n the publi c servic e because w e woul d the n b e 
able to lin k ver y directl y th e performanc e o f individua l publi c servant s with th e 
requirements of their departments in the ministries. I t cannot happen in a vacuum. 
It has to be systematically planned. 

A strategi c pla n i s no t a  document . Whil e a  documen t form s par t o f it , I  wil l 
contend that the process that we use to get to that document i s as important a s the 
document itself . Becaus e we need plans within our ministries fo r whic h everyon e 
in those ministries can take ownership. I f people in the ministries and departments 
have t o ow n th e plans , they  hav e t o b e involve d i n th e proces s o f planning . A 
significant par t o f ou r implementin g publi c servic e refor m therefor e wil l cal l o n 
public servants across the board to be involved in the process of strategic planning 
so that, a t the end of the day , thei r plans wil l be their  plans and we can move on 
to implementing them . I t would als o allow us , on a n annual basi s i n this House , 
to ask for and to receive reports on the performance o f individual ministries . That , 
I submit , woul d b e one critica l elemen t o f accountability . 

One o f th e element s o f ou r refor m activit y concern s managemen t informatio n 
systems. I  will spea k abou t som e particula r application s w e are introducing . 

One o f th e difficultie s i n managin g th e publi c servic e ha s t o d o wit h tracin g 
correspondence and matters which come into ministries. W e have therefore already 
instructed the National Information Syste m Centre to implement, through the public 
service, a  computerised registr y system. I t will allow us to respond more speedil y 
to requests , queries , letters , etc . which com e int o ministries fro m member s o f the 
public. I n othe r words , client-orientatio n suggest s a  nee d fo r a  mor e speed y 
response t o request s an d letter s whic h com e in . Th e issu e o f managemen t 
information system s wil l becom e a  critical par t o f our implementatio n efforts . 

One of the concerns which has also been voiced from tim e to time about the public 
service has to do with its capacity to plan, manage and analyse projects, particularly 
relatively large projects. W e intend therefore to focus significant training resources 
on all elements o f the project managemen t segment , which will  mean that we will 
develop within ministrie s a  greater capacit y t o identif y projects , t o apprais e the m 
and to manage them. Par t of this programme will also involve the development o f 
a manua l an d operatin g procedure s relatin g t o project s whic h wil l permi t u s t o 
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manage project-relate d activity , fundin g an d s o on , i n a  more effectiv e an d more 
efficient way . 

The issu e o f accountabilit y i s critical i n the task o f implementin g reform . Ther e 
is a n accountabilit y cycle , which include s th e budgetar y process , th e system s fo r 
identifying project s t o go into the budget, an d the controls which ar e put i n place. 
We recognise tha t ther e need s to b e a  review o f these element s i n the budgetar y 
cycle. Som e elements o f these have already been clearly identified an d articulate d 
in othe r reports . 

I wis h t o spea k briefl y o n tw o o f thos e elements . Th e firs t ha s t o d o wit h th e 
whole syste m an d process o f interna l auditing , because the internal audi t functio n 
must b e seen a s one o f the fundamenta l element s o f contro l withi n organisations . 
A recen t comprehensiv e repor t b y the Audito r Genera l assesse s the interna l audi t 
function i n the public service. Th e report points to the absence of clear guidelines, 
standards and procedures fo r interna l auditing; to the absence of audit manuals; t o 
the fac t tha t ofte n audi t plans  do not cover al l areas o f operations; to the fac t tha t 
financial budget s wer e a t time s non-existent , resultin g i n a n absenc e o f financia l 
control. I t speaks to the fact tha t job specification s wer e not always available . I t 
speaks t o th e fac t tha t trainin g programme s wer e lackin g an d tha t ther e wer e 
lengthy delay s i n replying to audi t queries . 

Again, th e finding s an d the recommendation s find  thei r wa y ver y easil y int o ou r 
discussions relating to implementing reform. Improvin g the internal audit functio n 
would certainl y significantl y impac t o n the process o f accountability . 

The Governmen t i s als o committe d t o institutionalisin g i n th e publi c servic e a 
system o f comprehensive auditin g or value for money auditing . I n thinking abou t 
the us e o f resource s i n th e publi c service , an d indee d outsid e publi c service , w e 
need t o be concerne d wit h ho w wel l thes e resources hav e been use d wit h respec t 
to efficiency , econom y an d effectiveness . I t i s vital therefore tha t we spen d tim e 
and effor t i n enquiring from time to time how wel l we are doing across , not onl y 
our financia l resources , bu t al l othe r resources . Th e Audito r General' s report s 
examine interna l audi t an d informatio n systems . I t i s ou r vie w tha t al l o f th e 
measures, procedure s an d suppor t necessar y t o institutionalis e comprehensiv e 
auditing mus t b e i n plac e i n the publi c service , an d indee d wil l b e a  part o f ou r 
own implementatio n effor t fo r publi c servic e reform . 

I turn now to a range of activities which may be subsumed under the broad heading 
of "human resource management an d human resource development" which are also 
central element s of the implementation o f our reform effort s i n the public service. 
We wil l revie w an d develo p ne w approache s an d system s fo r th e trainin g an d 
development o f all categories of staff i n publi c service. W e will, in the short-term 
pay particula r attentio n t o trainin g i n the area s o f budget  managemen t an d inter -
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personal relationship s fo r thos e person s wh o ar e i n contac t wit h th e public . W e 
recognise tha t w e need t o have more meaningfu l acces s to technica l assistanc e i n 
the are a o f trainin g an d t o utilis e i n a  mor e meaningfu l wa y th e effort s an d 
approaches o f internationa l agencie s t o th e trainin g o f publi c servants . W e als o 
recognise the need to work with other agencies . W e look forward t o collaboratin g 
with the University of the West Indies and other training institutions, as we develop 
a ne w thrus t an d approac h t o th e tas k o f trainin g an d developin g ou r publi c 
servants. W e recognise that a s our environment ha s changed s o the requirement s 
of an d demand s o n ou r publi c servant s hav e changed . Unles s w e implemen t 
measures to ensure that they continue to be equal to the task then they will be seen 
as unable to satisf y som e o f the demand s o f our society . 

In thi s contex t I  woul d lik e t o not e als o th e importanc e o f compute r literacy . 
Computer trainin g will  b e on e o f th e cornerston e element s o f publi c servic e 
training. 

Accommodation come s under the umbrella o f "human resourc e management" an d 
we are acutely awar e that the physical environmen t i s one of the critical element s 
which wil l determin e level s o f productivity an d efficiency i n public service . W e 
therefore inten d to address the issues relating to the standards and design o f offic e 
accommodation fo r th e public service . 

Drug abus e i n ou r societ y i s a  concer n an d w e propos e t o implemen t acros s th e 
public service, systems of employee-assistance programmes which will allow public 
servants to have access to counselling an d treatment, no t only fo r dru g abuse , but 
for an y othe r issue s which ma y be impacting o n their performance . 

One o f th e element s whic h impact s o n performanc e an d efficienc y i n th e publi c 
service has to do with the range of laws and regulations which seem to engulf the 
public service . Thes e law s and regulations need to be changed s o that they ar e in 
line with a  modern, efficien t an d productive publi c service . Thi s year , therefore , 
we will be bringing a number of revised regulations and bills relating to the public 
service in all it s areas - civi l service , prisons, police, fire -  geare d to ensuring that 
we no w hav e i n plac e a  lega l framewor k whic h wil l facilitat e th e efficien t an d 
effective managemen t o f our public service . 

We als o hav e t o trea t th e issu e o f performanc e appraisa l i n th e publi c service . 
While w e ar e awar e tha t th e existin g syste m i n plac e fo r appraisa l i n th e publi c 
service could be used better than i t has been, we are also acutely aware of the fac t 
that moder n huma n resourc e managemen t principle s dictat e a  revisio n an d a n 
implementation o f new approache s t o performance appraisals . 

We intend to begin the implementation o f new approaches to performance appraisa l 
in the public service . Again , both the design and implementation will  be done on 
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the basi s o f collaboratio n an d consultation  wit h th e publi c servic e unions . W e 
recognise tha t th e implementatio n o f ne w performanc e appraisa l system s will 
require change s i n behaviou r an d a n acceptanc e o n th e par t o f publi c servic e 
managers an d supervisor s tha t a  fundamental par t o f performance appraisa l ha s to 
do with counsellin g t o bring abou t change s i n behaviour i n public servants . W e 
propose therefore t o design an d embark o n a  range of training activities  geare d to 
ensuring a clear understanding of the new forms an d approaches and the role which 
performance appraisa l must play in the overall management o f the human resource . 

A surve y carrie d ou t i n 198 5 on the public service sough t to determine th e exten t 
to which publi c servant s were aware o f what had gone int o their appraisa l forms . 
It was discovered tha t almos t ninety pe r cent of public servants were not awar e of 
what had been put on their forms. Thi s i s clearly counter-productive and is not the 
kind o f activit y whic h wil l lea d t o hig h level s o f productivit y an d efficiency . 
Feedback on performance i s a critical element of human resource management. Th e 
new forms , therefore , an d the training associate d wit h the m will  ensur e that kin d 
of situatio n wil l n o longe r exist . 

We ar e als o painfull y awar e tha t on e o f th e constraint s unde r whic h th e publi c 
service currently operates is a classification syste m that goes back to the 1960s . We 
recognise that a review of the classification syste m of the public service will clearly 
take mor e tha n on e year . I n fact , ou r initia l estimate s sugges t tha t i t wil l tak e 
somewhere i n the region o f two years . W e propose however t o begin the process 
because, a s I  have allude d t o earlier , th e environmen t ha s changed an d the natur e 
of publi c servic e jobs ha s changed . I n som e case s piecemea l effort s hav e bee n 
made to review the classification syste m but the time has now come for a wholesale 
revision o f that system . Par t o f our implementation o f reform wil l lea d us in that 
direction. 

We are also awar e that when we think abou t the public service , we need a t times 
to be more mindfu l o f elements relating to cost and cost recovery. A s part o f our 
implementation o f refor m therefore , w e will  b e lookin g a t th e publi c servic e i n 
terms o f cos t centre s an d seek , wher e possible , a  mor e meaningfu l retur n fo r 
services delivered by the public service. Wher e services are provided to the public 
at large , includin g th e privat e sector , insufficien t attentio n ha s bee n pai d t o th e 
costing o f thes e service s i n relatio n t o th e rea l cos t o f providin g them . I n th e 
context o f some o f our discussions on revenue, we need to examine some o f these 
activities an d we propose to d o so . 

One o f th e element s o f th e publi c servic e whic h i s unde r pressur e i s collectiv e 
bargaining machinery , an d w e propose t o implemen t mechanism s t o improv e th e 
industrial relation s climate , reduc e th e numbe r o f grievance s whic h arise , an d 
generally allo w for a  more harmonious relationship to exist between public service 
workers. 
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The objective s o f a  revised joint consultativ e machiner y ar e threefold : 

to mee t th e nee d fo r a  systemati c channe l o f communicatio n betwee n 
management an d staff ; 

to provide fo r th e participation o f staf f i n management decision-making , 
within specifie d limits ; and 

to se t u p a  grievanc e procedur e fo r th e discussio n o f case s wher e a 
recognised associatio n wishe s to make representations . 

In short , mechanism s fo r consultatio n an d th e developmen t o f a  climat e withi n 
which th e partie s wh o wor k i n the publi c servic e coul d mee t an d trea t wit h eac h 
other i n a  non-threatening, non-alienatin g way . 

We propos e t o ensur e th e establishmen t o f joint consultativ e committee s i n al l 
ministries o f public service . 

What I  hav e outline d provides , I  hope , a n indicatio n o f th e rang e o f area s an d 
issues which the implementatio n o f reform wil l take into account . I  would stres s 
that we are no longer at the stage where we are writing and submitting reports , we 
are a t the stage of implementin g them . 

We are confident that not only will we implement, but that having implemented, we 
will deliver  to the public of Trinidad an d Tobago a n efficient an d effective publi c 
service that , togethe r wit h th e private  sector , ca n facilitat e an d foste r economi c 
growth - a  public service which al l of us will lov e and of which we can be proud. 
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