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2.1 Improvin g strategi c plannin g 

Ministries/departments hav e bee n encourage d t o emplo y moder n busines s 
management tool s t o improv e th e managemen t o f thei r operations . I n 1993 , al l 
ministries and departments wer e asked to develop five-year strategic plans outlining 
vision, cor e purpose, strategi c objectives , strategie s fo r achievin g thos e objective s 
and th e physical , huma n an d financia l resource s require d t o achiev e thes e 
objectives. Thes e agencies were further aske d to prepare yearly action plans which 
would infor m thei r annua l budgetar y estimates . Th e ministries/department s will 
then b e required t o repor t o n implementatio n o f their yearly actio n plans . 

The contex t fo r chang e 

The strategi c plannin g proces s i s a  useful too l whic h allow s agencies : 

to project themselves conceptually into a predetermined point in the future; 

• t o revie w an d asses s thei r mandates , programme s an d achievement s t o 
ensure consistenc y wit h governmen t policy ; 

• t o evaluat e an d improv e th e effectivenes s o f thei r administrativ e an d 
delivery system s i n executing governmen t policy ; an d 

to strengthe n thei r capabilitie s t o surviv e i n a  constantl y changin g 
environment. 

The suggeste d approac h require s th e commitmen t o f senio r managers . The y ar e 
being encourage d t o utilis e consultatio n an d consensu s t o ensur e tha t staf f fee l a 
sense of ownership and personal investment in shaping the future directions of their 
organisations. I n addition , manager s ar e bein g aske d t o organis e thei r wor k 
differently an d become more results-oriented . 

Implementing chang e 

The strategi c pla n o f a  ministry/departmen t mus t b e consisten t wit h th e polic y 
planning directions set by government and must be informed by the limitations and 
constraints tha t impac t o n th e administratio n an d executio n o f policy . 
Ministries/departments were given the following guidelines to prepare their strategic 
plans: 
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the Permanent Secretary/head of department is responsible for directing the 
strategic planning effort ; 

senior management should provide the forum and impetus for consultation, 
dialogue, communicatio n an d decision-making ; 

the broad  area s an d aspect s o f strategi c interes t shoul d b e identifie d an d 
articulated i n a  way that provides a  framework fo r th e strategi c plannin g 
process to begin ; 

record, document an d communicate results , decisions and action plans on 
an ongoing basis . 

A summary o f the step s involve d i n the strategi c planning proces s i s as follows : 

Appoint a  chang e team , representin g a  vertica l cu t o f th e 
ministry/department. Th e change team must be headed by the Permanent 
Secretary o r head o f department an d shoul d have union representation . 

Organise facilitate d workshop/ s fo r staf f to : 

- contemplat e th e ministry/department' s visio n an d core purpose ; 

- asses s an d analyse the impac t o f environmenta l factors ; 

- asses s and analyse the curren t realitie s an d futur e prospects ; 

- determin e stakeholders ; 

- develo p strategie s fo r th e plan . 

Appoint a  strategic planning team, whic h coul d b e the change team o r a 
specially appointe d team , t o prepar e th e strategi c pla n an d yearl y actio n 
plans. 

Ensure Ministe r i s included an d kept informe d o f developments . 

Communicate th e efforts/result s o f the Strategi c Plannin g Process , usin g 
the "roll down" approach. Th e change team should be instrumental i n that 
regard. 

Assign senio r managemen t wit h th e responsibilit y fo r implementin g 
relevant part s o f the plan . 
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Conduct continuou s an d systemati c evaluatio n o f plans by way of proper 
documentation o f achievements an d regula r staf f meeting s t o review an d 
evaluate performance. Thes e achievement s ar e to be reported quarterly t o 
Cabinet. 

Use the chang e team t o assis t the implementatio n effort . 

Costs depen d o n th e siz e o f the agenc y an d the exten t t o whic h th e proces s ma y 
have bee n facilitate d b y externa l consultants . Th e sourcin g o f externa l assistanc e 
and trainin g o f staf f i n the area s o f strategi c planning an d chang e management i s 
critical t o successfu l busines s planning . 

Anticipated benefit s o f this improve d strategi c planning syste m include: 

greater responsiveness  t o the needs o f clients ; 

• a n improve d qualit y o f service ; 

speedier deliver y o f services ; 

greater efficienc y i n operations ; 

greater efficienc y i n revenue collection ; 

elimination o f archai c system s whic h resul t i n wastag e o f financial  an d 
human resources ; 

greater accountability ; 

growth, developmen t an d job satisfactio n o f public servants . 

Supporting materia l 

(i) Missio n Statemen t o f the Cabine t Secretaria t 

(ii) Missio n Statemen t Ministr y o f Healt h an d a  Prototyp e fo r th e 
proposed Regiona l Healt h Authorit y 
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2.2 Improvin g productivit y 

The public service traditionally has been regarded as a mammoth organisatio n with 
low productivity. Worldwide , step s are being taken to re-organise an d restructur e 
public servic e operation s wit h a  view t o improvin g productivit y an d ultimatel y 
service delivery . I t i s expecte d tha t th e increase d delegatio n o f authorit y t o lin e 
managers will enable them to manage their agencies more effectively. I n addition, 
emphasis is being placed on the development of standards of work performance an d 
strengthening system s t o ensur e greate r productivity . A  mor e highl y productiv e 
public secto r will  enhance private  secto r operation s and will  consequentl y benefi t 
the entir e nation . 

A particular initiativ e i n improvin g productivity : th e establishmen t o f ne w 
human resourc e managemen t structure s 

The human resource function i n the public service is currently spread among several 
departments. Thi s situation does not allow for efficiency an d accountability i n the 
management, trainin g an d developmen t o f thi s resource . Th e ne w visio n i s t o 
decentralise an d streamlin e th e function s o f th e Centra l Huma n Resourc e 
Management Agencie s an d t o establis h Huma n Resourc e Managemen t Unit s i n 
ministries. Th e central agency will provide advisory/consultative service in Human 
Resource Managemen t t o th e lin e agencies ; formulat e policy ; an d perfor m a n 
auditing function . Lin e managers , through th e Human Resourc e Units , will  hav e 
increased responsibilit y t o perfor m huma n resourc e planning , performanc e 
management, recruitmen t an d appointmen t activities . 

A particular initiativ e i n improvin g productivity : computerisatio n 

A consultan t wa s engage d i n 199 3 t o develo p a  computerisatio n polic y fo r th e 
public service. Thi s project wa s part of an Institutional Strengthenin g Programm e 
to improv e governmen t effectivenes s i n th e are a o f Computerisatio n an d 
Management Services . Th e specifi c objective s o f this projec t ar e to: 

improve effectivenes s i n computerisation ; 

recommend standards ; 

plan fo r th e introductio n o f key application s i n the public service ; 

ensure skill s transfer . 
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- th e Computer-aided Transcriptio n Project ; 

- th e Suprem e Cour t Lega l Databas e an d Informatio n System ; 

- th e Registr y Computerisatio n Project . 

These project s ar e intende d t o reduc e delay s i n th e administratio n o f 
justice an d improv e th e delivery o f services . 

Computerisation i n th e Ministr y o f Plannin g an d Developmen t t o effec t 
management o f th e Publi c Secto r Investmen t Programm e an d improv e 
capability i n economic modellin g an d statistica l analysis . 

Implementation o f computerisation project s i n the Ministry o f Finance : 

- introductio n of the Human Resource Information Syste m (HRIS ) 
in al l divisions o f Ministry o f Finance, to provide a database fo r 
human resourc e inventory , establishmen t contro l an d 
compensation administration ; 

- computerisatio n o f th e Co-ordinatin g an d Monitorin g Uni t t o 
improve the financia l monitorin g syste m an d to computerise th e 
processing o f entry document s bot h fo r expor t an d import ; 

- computerisatio n of the Treasury Division t o enhance the financial 
management an d contro l function ; 

- computerisatio n o f the Inland Revenue Division to modernise the 
tax processin g system ; 

- introductio n o f th e Automate d System s Custom s Dat a Projec t 
(ASYCUDA) i n the Customs Division . 
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A polic y document i s being prepared agains t the background of an overall strateg y 
which emphasises the identification o f organisational vision and strategic objectives 
and the matching o f resources to strategic objectives. Specifi c projects , undertake n 
or planned, include : 

Bulk purchas e o f 7 3 computer s t o facilitat e th e introductio n o f PERSY S 
(Personnel Informatio n System ) an d the Registr y Informatio n Syste m i n 
ministries/departments. 

Computerisation o f the Judiciary/Magistracy. Th e following project s ar e 
in progress a t the Suprem e Court : 



Implementation o f computerisatio n project s i n th e Offic e o f th e Prim e 
Minister: 

- introductio n o f a Document Imag e Management Syste m (DIMS ) 
in th e Prim e Minister' s Secretaria t t o allo w multi-use r acces s 
simultaneous access to important informatio n an d effect compac t 
document storage; 

- computerisatio n o f the Centra l Statistica l Offic e t o enhanc e th e 
production of statistical and financial dat a and to computerise the 
processing o f entry document s fo r expor t an d import ; 

- introductio n o f a n Electroni c Mail/Record s Managemen t 
Information Syste m pilo t project linkin g divisions i n the Offic e 
of the Prime Minister, to enhance search and retrieval capabilities 
and allo w the electroni c transfer o f records. 

Computerisation i n the Transport Division t o modernise vehicle licensing 
operations. 

A comprehensiv e computerisatio n projec t includin g application s t o 
facilitate human resource management, rostering, management o f criminal 
records an d fleet  management i n the Trinidad an d Tobago Polic e Force . 

Computerisation o f th e Populatio n Registratio n Syste m t o improv e 
efficiency i n producin g birt h an d deat h certificates ; identificatio n o f 
eligibility fo r Nationa l Healt h Insurance ; an d t o establis h a  continuou s 
population register . 

A particular initiativ e i n improvin g productivity : Wor k Flo w Analysi s 

It is recognised that significant gain s in productivity cannot be achieved by simply 
computerising existin g operations.  I f ther e ar e inefficien t processe s i n thes e 
operations, automation alon e will no t correc t this problem. A  work flow analysi s 
needs t o b e undertaken . Suc h a n evaluatio n ha s bee n don e a t th e Immigratio n 
Division. Th e result s o f that stud y ar e yet to be implemented . 
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2.3 Selectin g appropriat e organisationa l structure s 

The organisationa l structur e o f ministries/department s an d thei r varyin g 
responsibilities fal l unde r th e purvie w o f th e Offic e o f th e Prim e Minister . Th e 
Prime Minister determines the functional differentiatio n o f ministries based on the 
administration's politica l mandate . Notwithstandin g this , ministries/department s 
have bee n aske d t o develo p strategi c plans  whic h will  identif y Visio n an d Cor e 
Purpose statement s an d clarif y thei r majo r function s an d su b functions . 

The recentl y introduce d strategi c plannin g proces s shoul d see k t o ensur e tha t 
programmes an d project s ar e consisten t wit h governmen t polic y directions . 
Ministries/departments shoul d then use the objectives i n their yearly Action Plan s 
to determin e thei r personne l establishment , wor k loa d an d syste m requirements. 

Most ministries/departments, although they have developed strategic plans, have not 
advanced th e proces s sufficientl y t o mak e informe d decision s concernin g 
organisational structure and size. Th e Ministries of Health and Education, however , 
have developed ne w top structure s bearin g i n mind thei r strategi c objectives . 

The contex t fo r chang e 

Most public service s are described a s being overstaffed . Administrativ e refor m i n 
Trinidad an d Tobag o ha s argue d tha t refor m i s no t abou t retrenchin g staf f 
arbitrarily, i n fac t carefu l analysi s ma y revea l tha t som e department s ar e 
understaffed o r no t suitabl y staffed . Th e strategi c plannin g proces s allow s 
ministries/departments t o matc h thei r strategi c objective s wit h thei r huma n 
resources, thereby ensurin g effectiv e utilisatio n o f that resource . 

Implementing chang e 

The mai n prerequisit e fo r thi s actio n i s th e developmen t o f a  strategi c pla n an d 
yearly actio n plans . The critica l elemen t i n this process i s consultation bot h with : 

the political directorat e to ensure consistency with political emphasis ; and 

staff, thereb y facilitatin g th e achievemen t o f bot h individua l an d 
organisational goals . 

Another measur e tha t will  enhanc e thi s actio n i s th e developmen t o f a  huma n 
resource informatio n system . Thi s will  provid e informatio n o n th e personne l 
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establishment regarding training and skills. Whe n an agency's work plan has been 
defined, th e informatio n system s enabl e decision s t o b e mad e a s t o th e huma n 
resources required t o implemen t th e plan . 

Supporting materia l 

(i) Ministr y o f Health -  Ol d Organisationa l Structur e 

(ii) Ministr y o f Health -  Ne w Organisationa l Structur e 

(iii) Toward s a  Health y Nation , prepare d fo r th e Ministr y o f Healt h b y 
Health &  Life Science s Partnershi p 
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2.4 Deregulation/re-regulatio n 

The economi c polic y o f th e Governmen t o f Trinida d an d Tobag o fo r th e perio d 
1994 to 199 6 has the followin g objectives : 

enhanced fisca l disciplin e supporte d b y complementar y monetar y an d 
financial policies ; 

reliance o n the private secto r fo r incrementa l investmen t an d growth ; 

promotion o f exports as the major sourc e of growth and employment; an d 

preservation o f the socia l fabric . 

The Government' s monetar y an d financia l refor m policie s an d it s trad e refor m 
policies have shifted awa y from a  strict regulatory functio n toward s the freeing up 
of controls. I n 1993 , the Government introduce d exchang e rate arrangements tha t 
involved the removal of exchange controls on both the current and capital accounts. 
The floating  o f th e dolla r i s linke d t o th e trad e liberalisatio n programm e whic h 
includes the followin g measures : 

removal o f almos t al l non-oi l manufacture d item s from  th e Impor t 
Negative List , wit h som e exceptions ; 

administration o f a  temporary protectiv e regim e o f impor t surcharge s o n 
those item s remove d from  th e Negative List ; 

introduction o f a  duty rebat e system ; 

phased reduction o f the Common Externa l Tarif f from  forty-fiv e pe r cent 
in 199 2 to twenty pe r cen t i n 1998 ; and 

the implementation o f the ASYCUDA (Automated System s Custom Dat a 
Project) syste m t o facilitat e th e processing o f both import s an d exports . 

In suppor t o f thes e efforts , th e function s o f developmenta l agencies , whic h fel l 
under the portfolio o f the Minister of Trade, Industry and Tourism (no w Trade and 
Industry), wer e rationalised . Th e Touris m Developmen t Authorit y (TDA) , th e 
Industrial Development Corporation (IDC) and the Trinidad and Tobago Free Zones 
Company (TTFZC ) wer e merge d int o on e agency , th e Touris m an d Industria l 
Development Compan y o f Trinidad an d Tobag o (TIDCO) . 
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The Government' s monetar y polic y i s influenced b y the need to: 

achieve stabl e non-inflationary growth ; 

strengthen th e externa l competitivenes s o f the domesti c economy ; an d 

improve the country' s leve l o f foreign reserves . 

Senior manager s o f publi c secto r agencie s nee d t o b e awar e o f thes e polic y 
objectives an d measures for the purposes o f organisational planning . Recognisin g 
the emphasi s bein g placed o n private secto r investmen t wit h a  view to generatin g 
increased employment , thes e agencie s nee d t o b e structure d t o facilitat e thi s 
investment. 

Another are a i n whic h th e Governmen t ha s change d it s approach t o regulatio n i s 
with respec t t o publi c utilities . Th e Governmen t ha s re-organise d th e Publi c 
Utilities Commission (PUC). Th e Commission's new focus will be the carrying out 
of performanc e audit s o f al l designate d publi c utilities . I t i s intende d tha t th e 
conduct o f these audit s will  infor m th e rate fixing proces s and , more importantly , 
evaluate whether service s ar e being provided efficientl y an d effectively . 

Regulation of public utilities is necessary because of market failure . I t i s therefore 
a substitute for competition an d consequently it s goals should be directed, as far as 
practicable, t o achievin g suc h result s tha t woul d normall y b e eviden t i n a  fre e 
market setting . Th e Government i s of the opinion that "regulatio n shoul d seek to 
ensure tha t publi c utilitie s ar e s o manage d tha t they  provid e adequat e an d saf e 
services in their market area to all customers on equal terms at 'just and reasonable' 
prices." 

Previously th e PUC was primarily concerne d wit h fixin g rate s fo r publi c utilities . 
This was done by conducting rate hearings and the mechanism use d was the Stric t 
Rate Base/Rate of Return. Thi s system provided littl e incentive for cos t reduction 
and efficienc y a s ther e wa s littl e o r n o rewar d fo r minimisin g costs . Th e ne w 
approach emphasise s th e undertakin g o f studie s i n econom y an d efficienc y an d 
utilises a  formul a approac h fo r settin g rates . Consequently , th e regulator y 
machinery wil l b e simple an d the time an d cos t o f rate hearings will  b e avoided . 
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2.5 Contractin g out of services 

Increasing emphasi s i s bein g place d o n servic e deliver y an d on e o f th e mean s 
identified fo r improvin g servic e deliver y i s th e contractin g ou t o f services . Th e 
Regional Health Authorities Act 1994 provides for the decentralisation of the Health 
Services. Th e Ministry of Health will no longer run health services directly. Thes e 
services wil l b e provide d b y five  Regiona l Healt h Authorities . Annua l servic e 
contracts will be negotiated with each region, specifying type and volume of service 
to be provided. Th e Ministry of Health will ensure that these services are provided 
efficiently an d effectivel y b y means o f end-of-yea r performanc e reviews . 

The contex t fo r chang e 

It i s recognised tha t the contracting ou t o f service s i s a measure whic h ca n ensur e 
that services are provided more effectively an d efficiently. Hig h costs, unreliability 
of supply and a lack of professionalism, a s is evident in the present in-house system 
of providing janitorial services , ar e among th e factor s whic h woul d influenc e th e 
decision o f a n agenc y manager t o contrac t ou t services . 

Implementing chang e 

Ministries/departments hav e been aske d to examin e the service s that they provid e 
in the context of their strategic objectives with a  view to identifying thos e services 
which shoul d b e discontinued . I n addition , i t ha s bee n indicate d tha t agencie s 
should apply the principles of activity-based costin g in determining the cost of the 
services they provide . I n the cal l circula r fo r th e 199 5 Estimates o f Expenditur e 
and Revenue , ministries/department s hav e bee n require d t o cos t a t leas t tw o 
programmes. Thi s measur e i s intende d t o strengthe n th e linkag e betwee n th e 
strategic plans and the budgetary estimates . However , i t will als o provide costing 
information whic h will  be useful i n determining whethe r a  service might b e more 
effectively provide d by an external agency. Service s already contracted out include: 

maintenance service s fo r ne w polic e station s (suc h service s ar e t o b e 
phased ou t i n al l police stations) ; 

security services at the Inland Revenue Division, the VAT Administration 
Office an d the Distric t Revenu e Offices ; 

security service s a t th e pos t office s an d mai l deliver y betwee n Piarc o 
Airport an d the Genera l Pos t Office . 
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The sequence o f activities i s as follows: 

(i) prepar e agency's strategi c plan; 

(ii) appl y the principles o f activity-based costing to the agency's operations; 

(iii) identif y thos e service s that can be contracted out, based on the agency' s 
strategic objectives an d cost informatio n data . 
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2.6 Redundanc y managemen t 

The contex t fo r chang e 

With the introduction o f new human resourc e management structure s in the public 
service, publi c secto r organisation s will  hav e increase d responsibilit y fo r thei r 
human resourc e managemen t functions , includin g huma n resourc e planning . 
Effective huma n resourc e plannin g wil l resul t i n strategie s fo r staffin g th e 
organisation. I n thos e instance s wher e surpluse s ar e identified , on e o f th e 
approaches ma y b e separatio n o f workers . Thi s proces s will  allo w fo r effectiv e 
planning an d implementatio n o f suc h measures . 

The followin g initiative s hav e resulted i n the separatio n o f workers: 

the rationalisatio n o f th e developmenta l agencie s whic h fel l unde r th e 
Ministry o f Trade , Industr y an d Tourism ; 

the re-organisation o f the Publi c Utilitie s Commissio n (referre d t o under 
Section 2.4) ; 

re-structuring a t the Public Service Transport Compan y (PSTC) , whereby 
the 1,50 0 workforc e wa s reduce d b y 84. 6 pe r cen t t o 23 0 b y wa y o f a n 
enhanced voluntar y separatio n package ; 

• earl y retiremen t an d voluntar y separatio n programme s fo r dail y pai d 
workers, whereb y a  total o f 26,00 0 worker s wa s reduced b y 1 5 per cen t 
to 22,000 . O f these , 4 0 pe r cen t too k earl y retiremen t an d 6 0 pe r cen t 
accepted voluntar y separatio n programmes . 

Implementing chang e 

Separation from  a n organisatio n i s traumati c bot h fo r th e individua l an d th e 
organisation. Prope r management o f separation exercises is important to minimise 
the traumatic effect s o n both parties . Essentia l element s o f suc h a n exercise are : 

communication t o counterac t suspicio n an d distrust ; 

keeping staff  informed  o f development s an d receivin g feedbac k o n th e 
proposed change s ca n infor m management' s strategie s fo r implementin g 
the changes ; 
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proper preparation  of  staff  fo r th e separatio n (bot h thos e wh o wil l b e 
leaving an d thos e wh o remain ) t o sho w concer n fo r employee s an d th e 
continued lif e o f the organisation . 

The key principles o f redundancy managemen t are : 

(i) Th e strategi c plannin g exercis e i s critica l fo r ensurin g organisationa l 
relevancy. Th e involvemen t o f th e politica l directorat e i n thi s proces s 
ensures consistenc y wit h polic y directions . 

(ii) Develo p strategie s t o ensur e communicatio n flows  ar e establishe d an d 
maintained throughou t th e transition . 

(iii) Develo p strategie s fo r dealin g wit h th e unions . Th e union s shoul d b e 
involved from  th e very beginning o f the process. 

(iv) Undertak e a  need s surve y o f thos e person s wh o wil l b e separate d t o 
determine th e mix o f programmes tha t shoul d be offered . 

(v) Conduc t separatio n workshop s fo r staf f whic h dea l with lettin g go of the 
past an d visionin g fo r self . Othe r programme s tha t shoul d b e offere d 
might include personal counselling; financial counselling ; training and re-
training; an d entrepreneuria l development . 

(vi) Prope r planning and preparation to ensure that severance benefits ar e paid 
on time. 
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2.7 Strengthenin g anti-corruption measure s 

Ethics an d accountabilit y ar e majo r issue s whic h nee d t o b e addresse d b y an y 
democratic government wishing to ensure the trust of its citizens in its stewardship. 
Consequently, th e creatio n o f a n environmen t whic h promote s integrit y i s o f 
paramount importanc e t o an y administration . 

The Servic e Commission s ar e responsible fo r disciplinar y procedure s an d in thi s 
regard ar e guided by the Servic e Regulations. I n the case of the Fire, Prisons and 
Police Services, the Regulations include a Code of Conduct. Th e Code of Conduct 
prohibits activities outside the service and the acceptance of gifts and rewards. Th e 
Code als o clearl y identifie s wha t ar e regarde d a s corrup t practices . Th e Civi l 
Service howeve r ha s n o Cod e o f Conduc t an d consequentl y th e interes t o f th e 
employer predominates and such acts of misconduct ar e regarded as a breach of the 
public servant' s implie d term s o f employment . I n addition , there i s the Integrit y 
in Public Lif e Ac t No. 8  of 198 7 which require s persons i n public lif e t o declar e 
their financia l affairs . Member s o f th e Hous e o f Representatives , Minister s o f 
Government, Parliamentar y Secretaries , Permanent Secretaries and Chief Technical 
Officers ar e required to file a  declaration o f income, asset s and liabilitie s annuall y 
with the Integrity Commission . I t should be noted that corruption i s also a breach 
of crimina l law . 

Notwithstanding th e legislativ e measure s outline d above , a  preventive measur e i s 
the creation of an organisational climate which produces members of high integrit y 
and professionalism an d contributes towards the development o f the ful l potentia l 
of th e member s o f th e organisation . Suc h a  climat e woul d greatl y reduc e th e 
incidence o f corruption . Th e Government , throug h it s Huma n Resourc e 
Management Philosoph y an d Policy Framework , ha s indicate d it s commitment t o 
the creatio n o f thi s typ e o f workin g environmen t throughou t th e publi c service . 
Top management ha s a critical role to play in the creation of such an environment . 
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2.8 Introducin g comprehensive audits 

The traditional role of auditing in Trinidad and Tobago, and indeed worldwide, has 
been the conduct of regularity audits, embracing all aspects of compliance with laws 
and regulation s an d o f financia l accountability . Mor e recentl y however , 
information i s also being sought on whether government activities are achieving the 
purpose fo r whic h the y wer e establishe d an d whethe r the y ar e doin g s o 
economically, efficientl y an d effectively . Consequently , auditor s ar e increasingl y 
being called upon to perform audit s that go beyond the traditional determination o f 
whether funds were spent in accordance with legal and financial requirements. Thi s 
new audit , sometime s calle d Performanc e Auditin g o r Comprehensiv e Auditing , 
seeks to determine whether monies were used in an economic manner and whether 
programme result s were achieved . 

The Auditor General's Department recognised the need for Comprehensive Auditing 
several years ago and introduced a limited form o f efficiency auditin g during 1972. 
Reports on these audits were included i n the Report of the Auditor Genera l on the 
accounts o f governmen t department s an d agencie s whic h wer e submitte d t o 
Parliament. A  further ste p was made i n 198 6 when the Departmen t establishe d a 
Comprehensive Auditin g Divisio n an d introduce d ful l comprehensiv e auditin g 
procedures i n it s wor k programme . T o date , eigh t suc h audit s hav e bee n 
undertaken. Th e strategi c plan o f the Auditor General' s Departmen t 199 3 - 199 7 
identifies increase d conduc t o f comprehensiv e audit s a s on e o f it s strategi c 
objectives. 

In additio n t o th e above , trainin g wa s undertake n i n th e are a o f managemen t 
auditing. I n 1993 , seventy persons were trained to conduct management audit s and 
eight wer e traine d a s trainers . Thi s programm e wa s par t o f a n Institutiona l 
Strengthening Programm e t o improv e th e Government' s effectivenes s i n the are a 
of Computerisation an d Management Services . Th e participants have conducted a 
practical assignmen t i n th e Judiciary/Magistrac y t o asses s tha t organisation' s 
administrative machinery . 

The contex t fo r chang e 

As indicate d previously , th e us e o f comprehensiv e auditin g i n th e publi c secto r 
enhances public accountability. I t gives the taxpayer the assurance that public fund s 
are being properly accounted fo r an d that programmes ar e being economically an d 
efficiently operated . I t is also a business management too l which seeks to appraise 
and improv e managemen t method s an d performance . I t assist s manager s b y 
providing them with an independent and systematic examination o f how well their 
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operations ar e bein g planned , conducte d an d controlled . I t identifie s majo r 
deficiencies i n managemen t practice s an d controls . Suc h a n audi t provide s 
recommendations o n ho w to achiev e bette r valu e fo r mone y i n the future . I t has 
been found that the close working relationship that comprehensive auditing requires 
between th e audito r an d the entity' s manager s an d staf f improve s communicatio n 
by helping top management t o understand bette r the organisation's operation s and 
provides lower management level s with a  useful channe l fo r communication t o the 
top. 

Implementing chang e 

Increased conduc t o f comprehensive auditin g i n the public service requires proper 
planning an d preparation . I t woul d b e impossibl e t o subjec t al l agencie s t o 
comprehensive auditin g annuall y becaus e o f limite d availabilit y o f qualifie d 
personnel and limited financial  and other resources. A  plan should be worked out 
whereby ove r a  given perio d o f time al l agencie s woul d be subjecte d t o this typ e 
of audit . Th e parliamentar y ter m i n Trinida d an d Tobag o i s normally five  year s 
and s o th e suggeste d tim e frame  i s five  years , thereb y ensurin g tha t al l entitie s 
would b e audite d a t leas t onc e i n a  parliamentary term . 

In scheduling the audits, the Auditor General's Department should take into account 
knowledge and experience gained from doing financial audits of the entities. Othe r 
criteria fo r determinin g priorit y woul d be : 

parliamentary concern ; 

public concer n a s expressed i n media comment ; 

potential fo r saving s o r improve d qualit y o f service ; and 

value an d significanc e o f programmes an d projects . 

Plans should be formulated bot h fo r the long-term (fiv e years), and the short-term, 
or curren t fiscal  year . Th e nex t ste p i s to identif y th e number , siz e an d mi x o f 
audit team s require d fo r th e curren t financia l year . I t mus t b e note d tha t 
comprehensive audit s ca n take on e to two years to complete . 

Throughout th e audit , emphasi s mus t b e place d o n co-operativ e effort s an d 
interaction betwee n clien t an d auditor . I n addition , th e establishmen t o f Audi t 
Advisory Committee s ar e essentia l fo r th e successfu l implementatio n o f 
comprehensive auditing , providin g a  sensitive an d strategi c steer . A  Committe e 
should be established fo r each comprehensive audi t an d its membership shoul d be 
knowledgeable i n the operations of the auditee and should include outside experts. 
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Since the Committees are to provide technical and policy advice to the audit team, 
it is important that they be involved at all stages of the audit, especially at specific 
control points. 

Contracting th e required skill s fro m outsid e th e Departmen t woul d addres s th e 
problem of limited availability of qualified personne l within government. 

The Auditor Genera l i s statutorily required to report annually on the accounts of 
departments, statutory boards and public enterprises. Som e change must take place 
to allow the Auditor General to undertake more comprehensive audits. Ther e is a 
need for legislatio n whic h would give the Auditor General' s Departmen t a  clear 
mandate to perform comprehensiv e audits . I n addition to legislative changes, the 
internal audit function i n ministries/departments need s to be strengthened. 

There i s som e difficult y i n determinin g satisfactor y level s o f managemen t 
performance; standards need to be established. However , initiatives in the areas of 
strategic plannin g an d performanc e managemen t wil l facilitat e thi s typ e o f 
evaluation. 
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2.9 Strengthenin g record s managemen t 

Records Managemen t i n the Public Servic e i s presently controlled an d managed 
manually. Th e present system provides the following functions : 

registration and indexing of records (letters, memos, reports, files etc.); 

cross referencing; 

tracking the physical movement o f records; and 

• retentio n and disposal scheduling. 

The National Information System s Centre (NISC) developed a software application 
which ca n perfor m som e o f th e function s outline d above . Thi s Registr y 
Information System (RIS) is limited in that it is designed for single user use. I t has 
been installed in twenty-six ministries/departments. 

The division s withi n th e Offic e o f th e Prim e Ministe r hav e bee n selecte d t o 
participate in a pilot introduction of an Electronic Mail and Records Management 
Information System . Suc h a system would, i n addition to th e above functions , 
provide increase d searc h an d retrieva l capabilitie s an d allo w fo r th e electroni c 
transfer o f records. 

The context fo r change 

Proper management an d control o f informatio n i s essential to facilitat e decisio n 
making a t al l level s o f a n organisation . Timelines s o f informatio n flow  an d 
retrieval will influence efficiency and effectiveness of the organisation. Informatio n 
is a resource and like any other organisational resource i t should be linked to the 
organisation's goal s an d objectives . Consequently , i n moving from a  manual 
record management system to an automated system, the organisation's information 
systems strategy must be informed b y its business strategy. 

Implementing chang e 

The following issues need to be addressed in determining a suitable application for 
information management : 
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What information doe s the organisation need to achieve its strategic goals 
and objective s ? 

How d o people need t o use informatio n t o do their wor k properl y ? 

How shoul d informatio n flow  insid e th e organisatio n an d betwee n th e 
organisation an d the outsid e world ? 

What ar e the organisation' s informatio n resource s ? 

Improvements i n strategi c records managemen t ar e planned whic h will : 

integrate th e managemen t o f documents , files  an d record s wit h th e 
management o f data processing and management o f information systems ; 

• streamlin e informatio n flow s withi n th e organisation ; an d 

encourage an d empower staf f t o upgrade their skill s i n handling recorde d 
information. 
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