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1.1 Ensurin g non-discriminatio n i n employment practice s 

There i s n o legislatio n tha t deal s specificall y wit h non-discriminatio n i n 
employment practices . However , th e curren t legislatio n fo r th e public servic e a s 
embodied i n the Public Servic e Commission' s regulation s attempt s t o ensur e tha t 
appointments t o th e publi c servic e ar e mad e i n a n equitabl e manne r throug h 
selection "o n the basis o f written competitiv e examination s an d interviews" . 

The Huma n Resourc e Philosoph y an d Polic y Framewor k state s unequivocall y a s 
follows: 

"Given th e Government' s belie f tha t it s human resource s ar e the key element s i n 
the goal achievement process, the Public Service Organisation must at all times seek 
to attrac t an d retain person s o f the highes t calibr e regardless o f class , creed, race , 
sex, colour , marita l status , ag e or politica l affiliation . I t mus t therefor e establis h 
and maintain recruitment , selectio n and placement procedures that promote equity , 
fairplay, justic e an d consistency. " 
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1.2 Enhancin g managemen t trainin g an d developmen t 

The thrust o f Publi c Service Reform initiative s i n respect o f training o f manager s 
is to develo p a  cadre of managers i n the public service capable of managing i n an 
environment tha t will  deman d from  the m a n entrepreneuria l spiri t an d a  greate r 
degree o f autonomy . 

Two level s o f training an d orientation ar e undertaken : 

(i) trainin g fo r ne w Permanen t Secretarie s an d thos e abou t t o tak e u p thi s 
position was initiate d i n 1992 ; 

(ii) trainin g for middl e managers i n the Civil and Protective Service s was re-
designed an d strengthene d a t that time. 

A separate entry provide s detail s o f customer servic e training (se e 3.3) . 

The contex t fo r chang e 

The ne w visio n fo r th e public servic e see s i t a s an organisation tha t amon g othe r 
things: 

demonstrates a  sense o f caring fo r it s members an d it s clients ; 

is client-driven ; 

produces prompt results ; 

is results-oriented ; 

provides fo r th e growth an d developmen t o f it s members; 

is highly flexible  an d adaptabl e to a  changing externa l 
environment. 

This new vision is synonymous with the new thrust of the Government to transform 
Trinidad an d Tobag o int o a  more "efficient , market-oriente d an d internationall y 
competitive economy" . 

The publi c servic e ha s bee n largel y perceive d b y th e publi c a s a n overweigh t 
bureaucracy unresponsiv e t o the need s o f it s clients , while the interna l vie w wa s 
that th e publi c servic e ha s been generall y uncarin g o f it s staf f an d thei r workin g 
conditions, growth and development. I n this scenario, i t was imperative that some 
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mechanisms b e pu t i n plac e t o dea l wit h bot h interna l an d externa l perceptions . 
Training wa s see n a s one suc h initiative . 

Implementing chang e 

The Publi c Servic e Trainin g Committee  wa s establishe d i n 199 2 t o rationalis e 
training effort s bein g undertaken throughou t th e public service . 

This Committee : 

(i) consider s trainin g programme s submitte d b y ministries / 
departments/statutory authoritie s fo r course s o f study o f any duration ; 

(ii) submit s proposal s t o Cabine t fo r it s approva l regardin g suc h courses . 

Training for Permanent Secretarie s is typically conducted over four weeks, totalling 
50 contac t hours . Th e cours e conten t cover s self-management , includin g stres s 
management; transitio n an d chang e managemen t i n larg e comple x organisations ; 
financial management ; strategi c management ; an d huma n resourc e management , 
balancing people , systems , an d technology . 

At middl e managemen t level , programme s ar e extende d ove r severa l week s an d 
total som e 40 0 contac t hours . Th e conten t i s extende d t o includ e a  huma n 
interaction laboratory , huma n resourc e management , an d developmen t an d 
implementation o f a  change management project . 

Within the firs t yea r o f training i t i s anticipated tha t this training programme wil l 
lead to : 

the implementatio n o f a  chang e managemen t projec t i n th e respectiv e 
ministries an d departments ; an d 

a grou p o f traine d middl e manager s fro m who m Permanen t Secretarie s 
could b e chosen . 

Within two years this training will produce improvements i n the strategic planning 
process, as indicated by the development o f implementable annua l plans providing 
a benchmark fo r th e assessmen t o f the achievement s o f the ministry/department . 
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1.3 Achievin g a  mission orientatio n 

Retreats and change teams have been majo r element s in the process of developing 
"buy-in" b y al l th e stakeholder s i n the proces s o f chang e developmen t an d mor e 
particularly i n respect o f developing a  mission an d vision fo r th e organisation . 

The proces s i s intende d t o solici t th e view s an d idea s o f al l level s o f staf f i n 
ministries an d departments , wit h a  vie w t o developin g a  missio n an d objective s 
shaped b y staff who would therefore be likel y to have a vested interes t in putting 
them int o operation . 

The contex t fo r chang e 

In a  bureaucracy i n which th e styl e o f communication i s generally top-down , th e 
involvement o f junior leve l staff i n shaping the organisation may be frightening t o 
managers. Thi s fear needs to be managed both at the stage of the retreat and in the 
stages tha t follo w sinc e i t ma y b e exhibited b y non-implementatio n o f the grou p 
decisions -  behaviou r whic h ma y sabotag e the effectiveness o f the process. 

Implementing chang e 

In an effor t t o involv e rank an d file  employees i n the strategi c planning exercise , 
retreats wer e hel d fo r entir e ministrie s an d departments . A t thes e retreats , 
employees wer e encourage d t o vision fo r thei r organisations . 

Ministries wer e introduce d t o the ide a o f retreats  by holding information-sharin g 
sessions. A t thes e sessions , staf f wer e sensitise d abou t th e change s tha t wer e 
envisaged fo r th e publi c servic e an d wer e provide d wit h th e opportunit y t o as k 
questions, see k clarificatio n an d expres s fear s an d concern s abou t th e chang e 
process. The y were also informed abou t the approach that was being used to evolve 
a mission statemen t fo r thei r ministries/departments . 

The first retreats were held in February 1992 , and by November 199 4 some 31,000 
public servant s ha d participated . Thereafter , team s wer e se t u p t o collat e th e 
findings/suggestions o f each group an d to synthesis e the various inputs . 

The proces s lead s to: 

a statement o f vision fo r th e ministry/department ; 
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a mission statement ; 

strategic objective s an d strategie s fo r acheivin g those objectives ; 

staff buy-i n t o the mission/vision o f the organisation . 

It als o contribute s t o th e establishmen t o f change  teams.  A  chang e tea m i s a 
standing committee i n a ministry/department heade d by the Permanent Secretar y or 
head o f departmen t an d comprise s electe d member s o f every job family . 

The chang e tea m i s an agen t o f empowermen t o f employee s i n the ministry . It s 
purpose i s to: 

(i) identif y item s t o b e place d o n th e agend a fo r reform , relativ e t o th e 
ministry/department achievin g it s mission an d objectives ; an d 

(ii) t o facilitate the development and constant review of the ministry's strategic 
plan. 

15 



1.4 Improvin g recruitmen t an d retentio n practice s 

The Governmen t o f Trinida d an d Tobag o intend s t o creat e a  ne w organisatio n 
structure fo r th e overal l directio n an d contro l o f huma n resourc e managemen t 
(HRM). Thi s structure will include the decentralisation o f the HRM function wit h 
the aim, inte r alia , o f improvin g th e recruitment o f staff . 

The contex t o f chang e 

The recruitmen t proces s i s centralise d i n th e offic e o f th e Directo r o f Publi c 
Administration. Recruitmen t ha s bee n generi c an d thus , ha s ofte n le d t o 
inappropriate personnel being assigned to ministries. Decentralisatio n o f the HRM 
function wil l hel p manager s t o mak e mor e effectiv e huma n resourc e decisions , 
including o n the issu e o f recruitment . 

Implementing chang e 

A Tas k Forc e wa s establishe d i n 199 2 t o rationalis e th e HR M functio n an d th e 
central HR M agencies and to establish HR M Units i n ministries. Th e Task Forc e 
made proposal s t o Cabine t i n 1994 . 

It i s anticipate d tha t th e ne w HR M organisatio n structur e wil l b e establishe d b y 
December 1995 . 

This ne w HR M organisatio n structur e wil l lea d to: 

(i) mor e effectiv e recruitmen t practices ; 

(ii) mor e effectiv e managemen t o f human resources ; and 

(iii) a  more effectiv e matc h betwee n employe e skill , experience , training an d 
jobs. 
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1.5 Utilisin g performance appraisa l 

A new syste m o f performance appraisa l was introduce d to the public servic e on a 
pilot basi s i n the Ministr y o f Agriculture . Th e feature s o f the new syste m are : 

(i) th e establishmen t o f performanc e standard s a t th e star t o f th e appraisa l 
process; 

(ii) a  process o f continuou s monitoring , appraisa l an d feedback , designe d t o 
guide the employe e durin g the appraisa l process ; and 

(iii) join t completio n o f the appraisa l for m b y superviso r an d employee . 

A series of training sessions is under way to facilitate the understanding of the new 
system, th e performanc e managemen t concept s whic h guid e it , th e relevan t 
procedures, an d t o hel p department s i n developin g departmenta l objective s an d 
standards a s a  precurso r t o identifyin g individua l objective s an d standard s o f 
performance. I t should b e noted that th e syste m wa s demonstrated an d discusse d 
at the leve l o f the Cabinet . 

The contex t fo r chang e 

The existing system of performance appraisa l does not by and large take cognisance 
of the developmen t o f employees . Successiv e reports ove r the las t 3 0 years have 
pointed t o th e nee d t o revie w th e syste m i n orde r t o brin g i t mor e i n lin e wit h 
current HR M principles . Th e new syste m respond s to this need . 

Implementing chang e 

A pilot programme has been tested in the Ministry of Agriculture, Land and Marine 
Resources. Th e result s ar e bein g evaluate d fo r implementatio n acros s th e wide r 
public service . 

Training programme s t o orient managers an d their staff to the new system an d the 
procedures ar e being undertaken . 

It is estimated that the system will be in operation in all ministries and departments 
by 1995 . I t will  lea d to: 
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established standard s o f performanc e fo r job s throughou t th e publi c 
service; 

greater efficienc y a s indicated b y highe r processin g capacity ; 

more effectiv e system s throug h whic h t o reward efficien t performance . 

The syste m wil l b e monitored an d evaluated . 

Supporting materia l 

Performance Appraisa l Manua l 
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1.6 Utilisin g performanc e incentive s 

In keepin g wit h th e ne w performanc e managemen t thrust , annua l meri t increase s 
will b e tied t o performanc e standard s a s described i n 1.5 . Thes e wil l commenc e 
once the new syste m o f appraisa l i s introduced . 

The contex t fo r chang e 

Prior t o 1987 , ther e wa s a n almos t automati c annua l increas e i n salar y o n th e 
anniversary o f th e employee' s appointmen t t o th e publi c servic e calle d a n 
increment. Person s who attained standard performance an d above were eligible for 
increments. Ther e was , an d continue s t o be , a  predispositio n b y supervisor s t o 
mark everyon e i n the middle o f the grading  scale . I n consequence , by an d large , 
there has been no recognition o r reward fo r excellenc e i n performance and , a t the 
level o f th e Servic e Commission s wher e th e fina l decisio n i s mad e regardin g 
promotion, the only distinguishing criteria is seniority. I t is not surprising therefore 
that ther e ha s no t alway s bee n a  matc h betwee n perso n an d job , particularl y a t 
management level . 

The Medium-Term Policy Framework (MTPF) 1994-199 6 makes explicit the policy 
direction o f the Governmen t i n respect o f public servic e reform viz : 

"Improvement i n the administrative capacit y o f the public servic e i s an 
important elemen t i n the country' s proces s o f transformation t o a  more 
efficient, market-oriente d an d internationall y competitiv e economy. " 

This policy i s further expande d i n respect o f human resource s thus: 

"Human resourc e developmen t i s a  critical elemen t i n the effective an d 
efficient operation s o f the public service . I n this regard Governmen t 
will continu e to take the necessary step s to maximise thi s inheren t 
human resourc e potentia l throug h motivation , trainin g an d incentive -
based remuneration. " 

Implementing chang e 

The implementatio n o f a  ne w syste m o f performanc e appraisa l will  provid e a 
framework fo r the identification o f outstanding performance. Negotiation s with the 
unions regarding the reinstatement o f the performance meri t increase are under way 
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and a system is being developed with an anticipated commencement dat e of March 
1995. 



1.7 Improvin g huma n resourc e informatio n system s 

The Government o f Trindad an d Tobago i s assessing options for a  fully integrate d 
Human Resourc e Managemen t Informatio n Syste m whic h will  underpi n th e 
following functiona l areas : 

payroll; 

personnel administration ; 

industrial relations ; 

manpower plannin g an d development ; 

health an d safety . 

A pilot projec t i s under way a t the Ministry o f Finance, and aims to carry out the 
following: 

determine th e basic system design ; 

data capture ; 

data entry ; 

programming an d testing; 

system testing ; 

system implementation . 

The pilo t projec t will  b e evaluate d fo r wide r applicatio n b y Jun e 1995 . 
Implementation o f a n HRIS will  resul t in : 

quick acces s to human resourc e data ; 

more effectiv e huma n resourc e managemen t decisions , e.g . manpowe r 
planning an d development . 
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1.8 Improvin g work performanc e 

A particular initiativ e i n improving wor k performance : upgradin g 
accommodation 

The Office of the Prime Minister (Public Administration) has been actively engaged 
in upgrading accommodation fo r public servants throughout Trinidad and Tobago. 
A special budget allocation was made to address the numerous outstanding demands 
for improvement s t o the physical space s i n which publi c servant s wer e force d t o 
operate. 

In discussion s wit h th e Publi c Service s Association , i t wa s agree d tha t 
accommodation woul d b e a  priorit y refor m area . Th e belie f wa s held tha t th e 
existing working condition s were , in several cases , totally undesirabl e and in fac t 
acted a s demotivators t o staff performance . I t was thought tha t thi s was a means 
by which the morale of staff could be boosted, and the spin off effect wa s expected 
to be an increase in worker performance . 

This ongoin g proces s began i n 199 2 and involves fiv e steps : 

(i) discussion s wit h the Union -  agre e on areas of priority; 

(ii) prioritis e the list of offices t o be refurbished ; 

(iii) visi t office s t o get first han d accoun t o f the problems; 

(iv) engag e a  quasi-government organisatio n wit h a  track recor d fo r efficac y 
to carry out agreed repairs and in some instances relocation of offices; and 

(v) visi t offices afte r repairs or relocation has been completed to check curren t 
status and perceptions o f staff . 

It shoul d b e noted tha t visit s wer e mad e t o the offices no t only t o establis h th e 
existing workin g condition s an d the inadequacie s bu t also t o demonstrate t o the 
staff, particularl y thos e in outlying districts , an interest an d concern fo r them. 

Major repair s and relocation of all priority project s wer e completed withi n a  year. 

This programme ha s led to: 

more habitable accommodatio n fo r public servants ; 
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increased wor k morale ; an d 

improved wor k performance . 

A particula r initiativ e i n improvin g wor k performance : Rationalisatio n o f 
Temporary an d Actin g Arrangement s 

A programm e ha s bee n initiate d t o reduc e th e numbe r o f person s actin g i n o r 
holding temporar y post s i n vacan t posts . 

Many public officers ha d been either temporary o r acting in vacant posts for many 
years. Thi s was one of the first complaints addresse d to the Minister i n the Offic e 
of th e Prim e Ministe r a s on e o f th e factor s whic h heavil y influence d people' s 
motivation t o work . Thi s statu s -  temporar y o r actin g -  ha d bee n th e lo t o f 
individuals fo r a s man y a s te n years ; som e individual s wer e i n fac t clos e t o 
retirement. Ther e was consensus that it needed to be addressed as a pressing reform 
initiative. 

This programme has required close liaison with the Service Commissions in and has 
led to: 

the identificatio n o f the number o f staf f i n this position ; an d 

• th e identificatio n o f a  priority lis t fo r programm e implementation . 

A particula r initiativ e i n improving  wor k performance : Th e Employe e 
Assistance Programm e 

An Employee Assistance Programme (EAP) has been implemented, o n a pilot basis 
at the Ministr y o f Education . Th e programm e provide s professiona l counsellin g 
services to employee s an d thei r families . 

The establishmen t o f a n Employe e Assistanc e Programm e (EAP ) relate s t o th e 
understanding that employees have personal and work-related problems which may 
affect thei r performance o n the job which i n turn has a  cost to the employer . Th e 
EAP essentiall y provide s professiona l service s whic h ar e geared t o treating thes e 
problems and which aim to return the employee to full productivity and well being. 
The Ministry of Education, wit h som e initiation fro m th e Teachers' Union , agreed 
to test the programme a s the need fo r suc h a  programme seeme d most apparen t i n 
that Ministry . 
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The pilo t projec t commence d i n Octobe r 199 3 an d ful l implementatio n o f th e 
programme i n the Ministry o f Education was achieved by April 1994 . A n end-of-
year evaluatio n resulte d i n the decisio n t o introduc e the programme t o the res t o f 
the public service , beginning wit h th e Ministry o f National Security . 

It i s anticipated tha t th e programme will  lea d to: 

reduced absenteeis m rates , planned an d unplanned ; 

reduced us e of sic k leav e benefit ; 

reduced accident s and/o r damag e to equipment ; an d 

reduced diversion of supervisory time in treating the personal problems of 
employees. 
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