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EXECUTI VE SUMMARY
 

The Public Administration Efficiency Study proposes ways to achieve:
 

- an administration which is more accountable and performs at higher
 

levels of efficiency,
 

- an administration which is more dynamic -a gotisheel proshashan- and 
will better contribute to meeting the needs of the people of 
Bangladesh.
 

The Study was initially proposed by. the World Bank and was funded by USAID.
 
It was carried out by the Ministry of Establishment through a Steering 
Committee headed by the Foreign Minister, Mr. Anisul Islam Mahmud, and
 
four Working Groups, which examined these areas:
 

- Secretariat System and Work Procedures
 
- Ministry-Department Relationships
 
- Ministry-Corporation Relationships
 
- Project Cycle Policies and Procedures.
 

Each Working Group was aided by a consultant group. They reviewed previous
 
stUdies on administrative reform and interviewed a broad range of public 
servants on the problems of the current administrative system. 
Questionnaires were completed by selected officers to further problem 
identification.
 

The reports of the four Working Groups are summarised in Section III of 
this Report. Each of these reports identifies problems in their specific
 
area and suggests remedial actions. They also suggest ways to implement the
 
recommendations.
 

Some of the highlights of the constraints to efficiency analysed by the 
Study and recommended corrective actions are as follows: 

Constraints to Efficiency Recommended Actions
 

1. Diluted accountability 1. Strengthen audit system through
 
- more timely audits
 
- prompt review
 
- taking necessary action, and
 
- developing a management audit 

capability.
 

2. 3trengthen supervision through
 
training and management support.
 

3. Improve management information
 
and monitoring systems.
 

4. Introduce hire and fire system 
in the public corporations. 



2. Overcentralisation 


3. Complex operating procedures 


4. Weak support systems 


5. Expand the use of performance
 
contracts by industrial enterprises,
 
incorporating a reward and penalty
 
clause.
 

6. Reduce Secretariat's operational
 
activities through delegating
 
routine personnel and financial
 
matters to Departments,
 
Corporations and subordinate
 
offices.
 

7. Further delegate project approval
 
authority to Ministries and
 
implementing agencies.
 

8. 	Implement the 1976 Guidelines and
 
1983 Resolution on the autonomy
 
of public corporations and their
 
relationships with the ministries
 
as directed by the President's
 
Order of March 16, 1987.
 

9. Convert the manufacturing sector
 
corporations into holding companies/
 
corporations.
 

10. 	Reduce layers in decision making
 
and encourage horizontal commu
nication between concerned
 
officers and organioations.
 

11. 	Increase productivity of
 
decision making meetings through
 
well prepared working papers,
 
appropriate level of
 
participation, and recording
 
decisions.
 

12. 	Simplify procurement and
 
contracting procedures by delegating
 
increased authority to implementing
 
agencies.
 

13. 	Utilise, as appropriate, the
 
mode] contracts developed by
 
UNIDO for industrial projects.
 

14. 	Enhance O&M capacity to improve
 
work procedures and
 
organisational effectiveness.
 

15. 	 Modernise office equipment,
 
files, and paperwork systems.
 

16. 	 Expand computer-based management 
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information systems.
 

5. Inadequate human resources 17. 
Introduce a two tier career
 
system to raise the quality of
 
the senior civil service.
 

18. 	Increase incentives for high
 
performance, including wider
 
use of merit as a promotion
 
criteria.
 

19. 	Provide appropriate compen
sation structure, delinked
 
from the MNS, for the public
 
corporationp.
 

20. 	Reduce staff rotation by
 
extending posting to 5 years in
 
allied functional areas.
 

21. 	Expand practical, problem
solving training based on
 
assessment of organisational
 
needs.
 

22. 	Provide better incentives to
 
attract quality trainers.
 

To 	implement these recommendations, the Study urges 
that these immediate
 
steps be taken:
 

1. High-level political support 
 for enhancing administrative
 
efficiency should be used on a continuing basis to build a
 
dynamic administration,
 

2. Create a strong implementation committee,

3. Implement existing government directives which will contribute
 

to improved performance,
 
4. Delegate broader authority to implementing agencies, and
 
5. Strengthen accountability mechanisms.
 

Then begin the implementation of recommendations on a pilot basis in

selected Ministries, Departments, Corporations and projects, in these
 
aspects of administrative reform:
 

1. Implement strategies for improving human resources available to the
 
government,
 

2. Strengthen the problem solving capacity of the O&M Wing,
 
3. Modernise office systems,
 
4. Simplify procurement procedures,
 
5. Improve auditing systems, and
 
6. Strengthen project planning, implementation and monitoring systems.
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For the long term, evaluate the results of these pilot efforts, make 
appropriate revisions, and extend the systems to other organisations within
 
the public sector. 

The search for better ways to provide public service is neither an 
easy task nor a quick one. It demands a continuous, long range effort
 
to simplify administrative systems, cut 
red tape and improve the

quality of the people and the programmes which provide vital services
 
and help meet basic human needs in Bangladesh.
 

The report of this Study is included in five volumes:
 

Volume 	1 Main Report
 
2 Secretariat System and Work Procedures
 
3 Relationship between Ministries and Departments

4 Relationship between Ministries and Corporations

5 Project Cycle: Policies and Procedures
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I. 	INTRODUCTION
 

A. 	Background of the Study
 

As part of the IDA-financed thirteenth import program credit, the Bangladesh
Government and the International Development Association agreed 
to 	undertake a

study to identify the key constraints affecting the efficiency of public

administration, particularly in relation to 
key economic Ministries and to
 
prepare an action plan 
to implement the study's recommendations.
 

To attain the study objectives, a Steering Committee was set up to carry out the
 
Study, with the understanding that the Committee would limit its recommendations
 
to changes in the existing administrative structure, within the present rules of
 
business. The study deals with Class I officers since this group plays the most

crucial role in the management of the public sector. The motive force behind
this study is to attain increased efficiency and effectiveness in government 
administration.
 

Since independence, Bangladesh has relied heavily on external aid due to majorstructural imbalances in the economy. The need for external aid is expected to
continue in the foreseeable future, in view of the necessity for increasing
investment and the need for accelerated economic growth and development. But the
 
recent years have witnessed increasing concern on the part of both donors and
the government with the utilisation of available aid, particularly the sluggish

disbursement performance and the continuing build up of project aid In the
 
pipel ine. 

The problem confronting both the government and the donor community is that of
finding ways of overcoming constraints so 
that resources available to the
 
country can be fully utilised to ensure economic growth and development. The 
problems thus identified point to the 
need of evolving a more efficient
administrative system capable of handling developmental activities effectively.

The need for reform has led to this Public Administration Efficiency Study,
which was carried out from May to November 1989.
 

B. 	Methodology of the Study:
 

The Study involved the collaboration of a large number of individuals. The 
Steering Committee for the Study included:
 

1. Mr. Anisul Islam Mahmud, Minister of Foreign Affairs, Chairman
 
2. 	Mr. Kazi Feroze Rashid, Minister of Post and Telecommunications
 
3. 	Mr. Khandakar Mahabub Rabbani, Secretary, Ministry of Establishment
 
4. 	Mr. Ayubur Rahman Chowdhury, Secretary, Ministry of Works
 
5. 	Mr. A.R. Khandakar, Inspector General of Police
 
6. Mr. Mohammad Ali, 
Additional Secretary, Ministry of Establishment
 
7. 	 Dr. A.K.M. Mashiur Rahman, Joint Secretary (Budget), Finance Division, 

Ministry of Finance 
8. 	Dr. A.M.M. Shnwkat Ali, Joint Secretary, Ministry of Agriculture

9. 	 Dr. A.T.M. Shamsul lluda, Joint Secretary, Ministry of Irrigation, Water 

Resources and Flood Control. 

Mr. B.R. Chowdhury, Joint Secretary (O&M), Ministry of Establishment was 
also associated with the Study. 
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Mr. 14. Idris Ali, Deputy Secretary(Dev), Ministry of Establishment,

served as Study Coordinator. Mr. Keshab Acharjya, Senior Assistant 
Secretaryi was his assistant.
 

The Steering Committee organised four working groups to carry out the
 
study. These groups dealt with: 

1. Secretariat system and work procedures,

2. Relationship between ministries and departments,
3. Relationship between ministries and public corporations, and
 
4. Project cycle policies and procedures.
 

They were aided by a consultant group, a group of local consultants, research
assistants, and support staff. Their names are included in Annex B.
 

The objective of the study was to develop recommendations related to:
 

1. Higher standards in administrative performance,
 
2. Sound policy analysis, 
3. Implementation of policy,
 
4. Delegation of authority, 
5. Procedures for staffing, and 
6. Trainiiig for development administration.
 

The Study was limited to the Ministries of Establishment, Finance, Planning,
Agricilture, Commerce, Industries, and 
Irrigation, Water Development and Flood
 
Control.
 

Pers3onal interviews with selected ministers and civil servants served as a means

for gathering information and insight into the current administrative system and

its problems. The names of these individuals are listed in Annex F. Relevantinformation was collected through the review of previous studies and pertinent
documents. Annex E contains the bibliography of the study. Primary data weregathered by administering structured questionnaires to Class I officers of sevendesignated ministries, and their subordinate departments and corporations and
selected individuals who were the clientele of these organisations. The 
assistance of all who have helped to make this study is appreciated.
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I. OVERVIEW OF BANGLADESH PUBLIC ADMINISTRATION
 

A. Present Administrative System
 

1. The Secretariat:
 

The administrative set-up of Fangladesh is organised hierarchically with the
 
Secretariat at the apex. The Secretariat consists of all the Ministries/

Divisions of the Government of Bangladesh and is the' mainspring of all
 
governmental policies and activities. Figure 1 presents the structure of the
 
administrative system.
 

2. Ministries and Divisions:
 

Each Ministry is headed by a Minister who is the political head. Schedule I 
of the Rules of Business enumerates the detailed functions of the Ministries.
 
The Secretary is responsible for the proper conduct of business according to
 
the Rules of Business and the Secretariat Instructions. The Secretary keeps
the Minister informed of the operations of the Ministry and works under the 
supervision of the Minister. The Secretary also acts as the Principal
Accounting Officer of the Ministry, Attached Departments and statutory bodies
 
within the ministerial jurisdiction.
 

Each Ministry consists of one or more Divisions. A Division is the principal
unit of a Ministry responsible for the administration of a general area of 
government buisiness. A Division is usually headed by a Secretary or an 
Additional Secretary.The Ministries and Divisions are divided into Wings,
-3ranches and Sections in order to ensure the efficient disposal of their 
business. 

Just below the Division is the Wing, which is headed by a Joint Secretary
with P well defined sphere of duties. Under the Wing there are Branches 
comprising of a number of Sections headed by Deputy Secretaries. Sections
 
are the lowest administrative unit in a Ministry and are usually headed by
Senior Assistant Secretaries/Assistant Secretaries.
 

3. Attached Departments, Subordinate Officest Autonomous Bodies, and Public 
Corporations 

The execution of government policies of a Ministry/Division is normally
carried out by a number of executive agencies which are designated as 
Attached Departments and Subordinate Offices. Attached Departments are
responsible for providing executive direction in the implementation of 
policies laid down by the relevant Ministry/Division. They also advise their 
respective Ministries/Divisions on technical aspects of business 
transacted
 
by the latter.
 

The Subordinate Offices function as the ficld establishments under the 
direction of the Attached Departments. Autonomous/sei-au t.ononous bodies are 
set up to perform certain specialised public functions or to implement
specific developmental tasks and provide public services. Public Corporations 
also manage commercial operations. 
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Figure 1 Administrative Structure of Bangladesh
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B. Problems with the Present Administrative System
 

The 	public administration of Bangladesh is characterised by a series of
 
problems which have caused low productivity and contributed to low morale 
among civil servants. These include the following:
 
1. 	Failure to institutionalise parliamentary control over the executive
 

branch of the government. As a result, the accountability of the public
 
service has suffered.
 

2. 	Bangladesh has a highly centralized administrative system that forces too
 
many decisions to be made at too high a level in the hierarchy. Excessive
 
reliance on hierarchy, elaborate formal. rules and procedures, and a lack
 
of trust in subordinates lead to delays in decision making.


3. 	 A fundamental sense of distrust of others, both individuals and 
organisations, is deeply rooted in the present bureaucratic culture. This
 
sense of distrust has resulted in a need for excessive controls 
throughout the government, which in turn has resulted in a diffusion of 
accountability through overlapping checks and balances. The net effect is
 
a loss of accountability and conLrol.
 

4. 	 The government has attempted to cope with the scarcity of competent
officers by providing procedures, rules and regulations to cover every 
imaginable contingency. As a result, a large number of staff exists in
 
every ministry and departments whose only function is to review cases and
 
ensure compliance with procedures. Extensive delays occur because there 
is little reliance on the initiative and judgement of officers working 
within well understood general principles.
 

5. 	 In an attempt to manage a growing bureaucracy with inadcquately trained 
officers, the government has divided its organisation into multiple
 
ministries and line agencies. Inter-sectoral coordination is hampered by
 
this fragmentation. The committees set up for coordination often serve to
 
slow the process of coordination until the issues are referred to higher
 
authority "or decision.
 

6. 	 here has Deen a significant decline in the recruitment standard. This is 
linked to the gradual deterioration of the educational system in the 
country. Another causal factor is the retention of the quota system 
within the civil service.
 

7. 	Public sector training in Bangladesh is characterized by a multiplicity
 
of training institutions, lack of qualified trainers, lack of interest of
 
civil servants in in-country training and failure to link training with 
promotion and with organisational problem solving.
 

8. The quality aid efficiency of public sector management has been adversely
 
affected by the practice of frequent rotation of Class I officers. 
Sometimes senior officers are rotated from one position to another within
 
a year or less. The general rule of transfer after 3 years is not being
 
followed. Officers working at the policy planning level in technicai 
ministries are given little time to acquire relevant knowledge and
 
develop strong working relationships with the technical departments and
 
autonomous bodies under their control.
 

9. Promotion of Class I cadre civil servants, in theory, is based on merit.
 
In practice, seniority continues to be a major factor in awarding 
promotions. This adversely affecta the motivation and performance of the
 
civil servants.
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Ill. CONCLUSIONS AND RECOMMENDATIONS OF THE WORKING GROUPS
 

A. Secretariat systems and work procedures
 

Functional Context
 

The Secretariat System is the cornerstone of government administration in
 
Bangladesh. The decipions of the Government, both regulatory and developmental,
 
come about as a res,.ult of elaborate deliberations within 'the Secretariat. The 
Secretariat is primarily responsible for formulating administratie and 
development policies, monitoring their execution, and evaluating their impact. 
In carrying out its responsibilities, the Secretariat is ultimately accountable
 
to the Parliament through the Ministers.
 

The basic structure of the present Secretariat in .Bangladesh has been derived 
from the administrative framework of Pakistan. At the time of independence in 
1971, Bangladesh inherited the 
structure of the provincial secretariat of the
 
then East Pakistan. The provincial secretariat in East Pakistan consisted of 
departments whose main responsibility was the field administration of the
 
province. The present Secretariat serves as a national Secretariat and is 
responsible for formulating policies and coordinating their implementation for 
the socio-economic development of the country. The functional responsibilities
of the present Secretariat are, therefore, intrinsically different from those of
 
the Secretariat of the pre-independence era. 

Objectives of this study 

This study has been prepared by the Working Group on the Secretariat System and 
Work Procedures. The basic objectives of the study are to identify the key
constraints in the Secretariat and its Work Procedures and develop feasible 
recommendations toward enhancing the efficiency of the system. In the conduct of
 
this study, the Working Group has taken into account the broader objectives of 
the Public Administration Efficiency Study (PAES).
 

The constraints to achieving the broader objectives of the PAES have been 
addressed in this study specifically in relation to: (a) efficacy of rules and 
regulations that govern decision-making and communication procedures and the 
observance of these rules and regulations; (b) requirements of management skills
 
and competencies of personnel; (c) logistical support required for smooth and 
efficient functioning of the Secretariat.
 

The major constraints and recommenued changes are integrated and summarized 

below. 

Constraints and Recommendations 

1. Rules and Regulations
 

The Working Group on Secretariat System and Work Procedures has examined the 
various problems related to the substance as well as the practice of the 
existing rules and regulations. It has determined that rules and regulations
require simplification as well as modifications in order to serve as efficacious
 
tools of administration. At present, virtually every decision 
in the Secretariat 
is governed by disparate sets of rules and regulation.- which tends to create 
procedural bottlenecks. Administration by minute rules for every occasion is 
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inconsistent with a dynamic administration in which individuals and
 
organisations may have legitimate freedom of action in well specified areas of 
responsibilities. To encourage initiative and 
dynamic decision-making, it is
 
necessary that the responsibilities assigned to the officers should be congruent

with the powers delegated and that officers should have the assurance of the
 
neutrality of their actions.
 

The Rules of Business, 1975, and the Secretariat Instructions, 1976 embody the
 
necessary provisions for allocating functional responsibilities to different
 
parts of the Goverw,cnt and for specifying work procedures. The majority of the
 
provisions of these two documents have been carried over from the British period

and have been modified from time to time. There is, however, further scope for 
modifications. To ensure efficiency, the provisions of the Rules of Business and
 
especially of the Secretariat Instructions need modifications in the following
 
specific areas:
 

- Delegation of administrative and financial powers;
 
- Intra and inter-ministerial coordination;
 
- Multiplicity of decision-maki!g layers; 
- Channels and process of communication; and 
- Allocated time for disposal of business.
 

A lack of sufficient familiarity with the existing rules and regulations among

the junior officers serves as a constraint to speedy disposal of business. 
According to our study, approximately one-half of the junior officers do not 
have a good grasp of the rules and regulations. The lack of knowledge results in
 
either delay in decisions, inaction or inappropriate action.
 

An important factor contributing to insufficient familiarity with rules and 
regulations among the officers is deficient training at the post-entry and in
service levels. The officers belonging to non-secretariat cadres who are
 
transferred to the Secretariat display even lesser familiarity with rules and 
regulations. Lacking sufficient knowledge, the officers are unable to make or 
suggest appropriate decisions consistent with prevailing rules and procedures.
 

Non-observance of many important provisions of the Rules of Business and the 
Secretariat Instructions has become a common 
practice. The Instructions are not
 
observed in such important matters as timely disposal of business, supervision,

and proper filing and record keeping. Non-observance of the important Rules and
 
Instructions is not monitored and penalized. The officers are 
neither rewarded
 
for observing rules nor disciplined for non-observance.
 

The reasons behind the non-observance of the Rules and Instructions are many and
 
often interrelated. In some instances, nop )bservance is encouraged due to lack
 
of sanctions, and lack of time and prop logistical support 
interfere with
 
observance in other instances.
 

To make the rules and regulations as efficient instruments, the Working Group 
recommends:
 

- Simplification of rules and regulations;
 
- Modifications in rules and regulations to enhance efficiency;
 
- InstituLional and on-the-job training in rules and regulations; and
 
- Strict compliance and disciplinary measures for non-compliaiice. 
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2. Decision-Making
 

Decision-making in the Secretariat, in practice, is highly centralized 
and
 
suffers from a number of procedural bottlenecks associated with unnecessary

scrutiny at multiple layers, incrementalism, fragmentation of responsibilities,
and elaborate and time consuming requirements of coordination. Moreover, the 
decision-making is too focused on administrative and operational details and 
policy-making matters are given limited attention.
 

Most of the decisions are actually made at the highest level although the powers

to make decisions are delegated within the hierarchy. The delegated powers are 
exercised within narrow limits, especially by the middle and junior level 
officers, for fear of contravening the decisions higher up as well as for lack 
of self-confidence and hesitancy to assume responsibility. Furthermore, there is 
no particular incentive to take initiative and the perceived risks of making 
decisions outweigh both benefits and risks of not making them. 

The Working Group recommends that most of the administrative and operational
activities in the secretariat should be delegated to the Attached Departments,

Directorates, and Subordinate Offices so 
 that the Secretariat could devote its 
resources to formulate policy, monitor policy implementation, and evaluate the 
impacts of policies. With regard to the decision-making procedures, multiple
layers should lie reduced and organizational communication methods should be made 
more efficient a i productive. The recommended changes specifically focus upon: 

- Developing policy-analytic capability within the Ministries;
 
- Reducing administrative and operational activities of the Ministries; 
- Modifying communication procedures and minimizing written communication; 
- Improving the structure and quality of intra and inter-ministerial meetings; 

and 
- Complying with the specified time-limits in the disposal of business.
 

3. Personnel Management 

A well-trained, motivated, and competent cadre of officers is essential to an 
efficient working of the Secretariat. This study finds that the competence of 
the officers, especially at the junior evels, is in rapid decline. Officers of
 
the level of Assistart Secretaries are inadequately trained and have limited 
motivation, A number of factors, other 'Ahan a general deterioration in 
educational standards, have cotributed to this decline which include a lag in 
consistent and timely recruitment, non-uniformity of recruitment standards,
deficiency in post-entry training, and an overall expansion in the size of 
government personnel after independence. 

Supervision or personnel is very weak in tie entire system. Important matters 
such as timely disposal of cv.ses; proper filing and record keeping; office 
organization and management; ii.ilization of office equipment; and punctual
attendance are not monitored and supervised in a systematic manner. 

The incentives and the opportunities for career development are negligible.
Professional mobility is restricted because merit and performance are not 
differentiated from seniority. Under the existing system, merit is often 
subsumed by other considerations and therefore there is a need to clearly define 
merit as a singular trait of higher performance. 
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Recruitment is pairtially based on merit. After the 
initial posting, there is a
 
need for further screening and selection of officers on 
the basis of merit and
 
high performance. A two-tier recruitment process 
needs to be introduced under

which officers after their initial posting in the field will become eligible to
 
compete through an open examination held by the PSC. The top ranking candidates
 
would qualify for accelerated promotion at appropriate levels 
in their
 
respective cadres.
 

Improvements in recruitment and selection of 
personnel with simultaneous
 
improvements in supervision, incentive 
structures, career development, and in
 
building trust and confidence are needed. We have made specific recommendations
 
for:
 

- Streamlining and simplifying recruitment procedures;
 
- Introducing a two-tier recruitment and career development system to
 

raise the quality of senior civil service;
 
- Delegating powers of posting and transfers to the line agencies;
 
- Instituting strict measures of supervision and inspection;
 
- Simplifying and improving performance appraisal system and integrating

performance with promotion; and
 

- Increasing pecuniary and non-pecuniary incentives to merit and performance.
 

4. Training
 

The existing training facilities for Secretariat personnel at all levels are
 
limited; 
the quality of staff and the training methods and materials are
 
marginal. No formal 
on-the-job training is given to the probationers.

Consequently, less than the required number of officers 
receive training, and
 
the relevance and impact of training is unsatisfactory. The training facilities,

the planning of 
curriculum and training delivery methods need significant

improvements. To enhance the quality of 
training and its impact, greater

incentives need to be provided to the trainers as well as 
to the trainees.
 

The requirements of improving training are 
manifold and our recommendations
 
address the development of training facilities and staff in the area of general

administration only. Specific measures are recommended for:
 

- Improving and expanding the training facilities of the PATC and the BCS
 
(Administration) Academy;
 

- Introducing intensive training programs at appropriate local institutions;
 
- Formalising on-the-job training (OJT) and developing capability to conduct OJT
 
in the Secretariat on a regular basis;
 

- Recruiting trainers on 
the basis of merit and qualifications and motivating
 
them;
 

-
Integrating training with career development; and
 
- Increasing incentives for trainers as well as trainees.
 

5. Filing and Record Keeping
 

The filing and record keeping systems in the Secretariat are outmoded and

inadequate for the present day requirements cf information management. 
The
 
present system of filing and record keeping is based on a subjective

classification of materials and information and the application of the system is
 
too labour intensive and reliant upon the personal skills of lower staff.
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The Working Group recommends that the filing and record keeping system should be
 
improved through:
 

- Methodical observance of instructions as laid down in the Secretariat
 
Instructions; and
 

- Changing and improving the materials utilized i.e., 
paper, file covers, filing

cabinets etc. and their organization and aupply.
 

6. Physical Facilities and Logistics
 

The present physical facilities 
and office lay-outs in the Secretariat are
 
poorly planned and insufficient for the size of the Ministries and their
 
personnel. The physical environment generally is that of overcrowded and
 
unmethodical arrangement of work. Logistical support is equally deficient. The
 
necessary office equipment are either in short supply or 
improperly organised

and utilized. These 
physical conditions and deficient logistical support are
 
responsible, to a great extent, for causing delays in the disposal of business.
 

A work conducive environment and adequate material and logistical support 
is
 
essential 
for improving efficiency. In this regard, our recommendations
 
specifically address improvements for:
 

-
Expanding physical facilities and rationalizing office layouts;
- Improving the methods of procurement, supply, and utilisation of existing 

office equipment; 
- Modernizing office equipment through the introduction of micro computers,

photo-copiers, telex or fax machines; and 
- Rationalizing and training manpower to use new technology.
 

In the last section 
of the Report, we have outlined several programmes for

implementation along with brief terms of reference and methods of implementation

for each programme. We have proposed that the 0 & M Wing 
of the Ministry of
 
Establishment should be assigned 
an overall responsibility for coordinating and

monitoring the implementation of the recommended programmes. The O&M Wing should
 
be transformed into a Division and its functions should be enlarged to 
include
 
developmental activities related to organizational changes and improvements in
 
office and work procedures, personnel development, information management

systems etc. A study should be to
conducted transform O&M Wing into a full
fledged Division with professionally skilled personnel.
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B. Ministry-Department relationships
 

The Working Group on Ministry-Department Relationships has concluded that the
 
Departments and their field staff need more power 
to do the jobs which are
 
given to them. They must have the authority to carry out their
 
responsibilities. At the same time they must be 
more accountable for using

public resources effectively to achieve public purposes.
 

A key constraint on effective Departmental operations and a major cause of
 
delays in their activities is a lack of adequate delegation of authority over
 
personnel and financial matters. In too many instances they must pass cases
 
to the Ministries for decision which deal with roi.tine and non-policy matters
 
which they should be able to decide at the Departmental level.
 

1. Administrative delegation
 

1.1 The administration of personnel matters of Class I Officers 
in the
 
Departments is a special problem. It is considered necessary that Department

Heads and their subordinates have authority over their personnel commensurate
 
with their responsibilities.
 

1.2 As a first phase in the shift of authority over personnel 
to the Heads
 
of Departments, the Working Group recommends delegations of authority be
 
considered in these areas:
 

a. Discipline,
 
b. TransfCr and posting,
 
c. Sanction of pensions,
 
d. Granting of leave, and
 
e. Accepting extraordinary leave for increment.
 

1.3 These delegations should be carefully 
exercised at the Departmental

level in accordance with government 
guidelines. Where appropriate, these
 
powers should be delegated by Department Heads to the heads of subordinate
 
offices within the Department.
 

1.4 As 
a second and later phase, after the results of these delegations can
 
be evaluated, it may be appropriate to designate Department Heads as the
 
appointing authority for all non-Cadre personnel of 
their Departments. This
 
would give Department Heads nearly complete authority over their personnel.
 

2. Financial delegation
 

2.1 Increasing the delegation of 
financial authorities to the Departments,

is another important means for facilitating the flow of work. Subject to
 
budget provision and 
in accordance with existing rules and regulations, the
 
Working Group recommends that Department Heads have increased iLuthority to:
 

a. Replace vehicles,
 
b. Repair vehicles,
 
c. Purchase office equipment,
 
d. Undertake local printing, and
 
e. Procure stationery.
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3. Policy making
 

3.1 The Working Group considers that properly managed meetings 
are an
 
effective way to involve Departmental staff members in decision 
making on
 
policies at the Ministry level. 
These meetings should take advantage of the
 
technical expertise of Department officers and build 
a sense of teamwork
 
between Ministries and Departments.
 

3.2 The first step in preparing for such a meeting should be the drafting of
 
a thorough analytical paper by the concerned Departmental officers. The paper

should state clearly the problem being addressed, the effect of existing

policies, orders or laws, and the proposed solution to the problem. The views
 
of affected organisations and tecessary clearances 
should be obtained in
 
advance and incorporated in the working paper.
 

3.3 The working paper should be circulated at least seven days in advance of

the meeting. The :eeting should be chaired by the responsible officer of the
 
Ministry and should be attended by Ministry and Department officers with 
authority to decide the matter.
 

4. Accountability
 

4.1 The Working Group encountered a widespread concern for the lack of
accountability within the organisations 
of the government. To remedy this
 
situation it recommends that all organisations should have a clear
 
distribution of work among their subordinate units. 
At the same time, job

descriptions are needed for each position in the organisation. It is only

against such assignments of responsibility can individuals be held
 
accountable for their actions or inactions.
 

4.2 Accountability also depends upon good supervision. Supervisors are
 
responsible for motivating their subordinates and for checking on their
 
performance. Senior officers in each Department need effective progress

reporting systems to monitor the work in 
their organisations. Ministry

monitoring of policy implementation should focus on problems and short falls
 
from planned accomplishments. This "reporting by exception" should reduce the
 
flow of routine reports upward in the hierarchy.
 

4.3 Auditing 
is the ultimate check on performance. Traditionally this has

been an examination to determine that funds have been properly used. This
 
financial audit is important, but for the future, increasing attention needs
 
to be given to the concept of performance or management audit. The auditors
 
should be able to check on how well the funds were used: 
were the purposes of
 
the organisation adequately achieved? The of
introduction management audit
 
will require al assessment of manpower and training needs.
 

5. Capacity of the Departments
 

5.1 For the delegation of authority to the Departments to be effective,

there must be a strong and sustained effort to improve their capacity to
 
assume those responsibilities. Both technical and administrative skills 
are
 
needed to enable Departmental staff to better perform their functions.
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5.2 The Working Group emphasises the need for practical, problem-solving

types of training. Sufficient numbers of staff from the 
same organisational

unit need to be trained to create a "critical mass" who can introduce
 
improved work methods. Trnining reserve posts need to be created in important

job categories to 
ensure that staff can take advantage of appropriate

training opportunities. Once trained staff members to
need be utilised in
 
fields for which they are trained.
 

5.3 The quality of trainers is another matter of Trainers should
concern. 

have priority in receiving foreign training. They should receive special

consideration for promotion when they do an effective job as 
trainers.
 

5.4 Capacity building among Departmental staff is important. Stability of
 
assignment is equally importalt if they are to do a professional job in their
 
field. The three year rule should be a extended to a five year period 
to
 
serve in a position. When rotation is made, it should be made within an 
area
 
of specialisation, that is within a group of Ministries or agencies 
with
 
similar objectives.
 

6. Paperwork simplification
 

6.1 The Working Group considered a series of problems in this area which are
 
common throughout the government. The unnecessary passing of files is one
 
such problem. As a general rule, files should 
go directly to the officer
 
responsible 
for deciding a matter. Lengthy and repetitive notes should be
 
avoided.
 

6.2 The wider use of standardised forms will facilitate routine paperwork.

Filing systems should be modernised. International standards in the size of
 
paper, file folders and cabinets should be considered for adoption. Office
 
mechanisation is a priority need. Office operations can be improved on a cost
 
effective basis through the wider but careful use 
of telephones, word
 
processors, computers and copy machines. Before 
new equipment is installed,

staff should be rationalised and the appropriate personnel thoroughly trained
 
in its uses and maintenance.
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C. Ministry-Corporation relationships
 

The Working Group studied seven public corporations: Bangladesh Chemical
 
Industries Corporation (BCIC), Bangladesh Steel and Engineering Corporation

(BSEC) and Bangladesh Sugar and Food Industries Corporation (BSFIC) in the
 
manufacturing sector, Trading Corporation of Bangladesh (TCB) and Export

Promotion Bureau (EPB) in the 
trading sector, Bangladesh Agricultural

Development Corporation (BADC) in the agricultural sector and Bangladesh Water
 
Development Board (BWDB) in water development sector. 
The Group adopted the
 
following recommendations:
 

1. To achieve h1igher Standards in Administrative Performance
 

1.1 Implementation of and adherence to the following government policy issues
 
and directives:
 

a. Guidelines, 1976, issued from the Cabinet Division defining 
the
 
Relationship between Government and Corporations and between Corporations
 
and 	their Enterprises.
 

b. 	Resolution, 1983, vide Cabinet Division Notifications no. 4.5.82/285 -
Committee dt. July 24, 1983, concerning operational autonomy of the
 
corporations and transfer of shares of the enterprises to 
the respective
 
corporationg.
 

c. 	President's Order No.RAS/MAPA/OBI-2/87-17 issued on March 16, 1987
 

1.2 	Organisational reforms:
 

a. 	 Conversion of BCIC, BSEC and BSFIC into holding corporations or 
companies in the light of the Resolution, 1983 and Ministry of Industry 
Notification of July 1988.
 

b. 	The ministries should assist the public corporations to strengthen their
 
corporate planning functions: setting objectives, selecting strategies
 
and planning implementation.
 

1.3 	Enforcement of accountability:
 

a. 	Formation of an audit sub-committee of each board headed by a finance
 
director to study the key areas of observations made by the commercial and
 
statutory audits and for taking appropriate and quick corrective actions.
 

b. 	Visits to and evaluation of performance of the enterprises and projects
 
may be under taken by top officials such as the Chairmen and
 
Directors/Members of the boards. The key 
areas to be examined are plant

capacity utilisation, productivities, down time analysis, usage ratio
 
etc. of the enterprises and progress of implementation various activities
 
of the projects. In addition, they may also check 
selected financial
 
ratics. The objectives are to identify the problem areas and forewarnings

of corporate sickness and to prescribe corrective measures.
 

c. 
Effective follow-up by the CPC of corrective measures directed on review
 
of the performance submitted by the corporations in the SABRE format
 
through the concerned ministries.
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d. 	 Introduction of a regular system of interactions between the heads of 
enterprises/projects and 
the chairmen and directors of the boards in
 
order to counter-check the validity of 
structured information flow
 
through MIS.
 

e. 	An appropriate motivational mix of recognition and appreciation, power

and 
authority, promotion prospects, operational authority and security

for the executives as a means to increase accountability.,
 

2. To improve Policy Analysis
 

2.1 Address these current policy issues:
 

a. 	Effective participation of the chief executives of the corporations and 
the enterprises in the decision making process at the corlporation and 
ministry-level. 

b. 	Phasing out of the chronically sick and potentially uneconomic units.
 

c. 	The potentially economic industries in the engineering, paper and
 
chemical sectors incurring loss may be isolated, problems and constraints
 
examined and a policy decision about 
their future worked out combinedly

by the ministries and the corporations.
 

d. 
The 	Ministry of Agriculture may issue directives to BADC for intensifying

its 	activities in the current priority areas within its 	mandate and in 
accordance with the latest government policy.
 

e. Sugar cane policy may be included in the Agricultural Policy of the 
Government. R&D work may be intensified for increasing the per acre
 
yield, the sucruse content, and recovery of sugar from sugar cane 
in the
 
BSFIC mills.
 

f. 	A policy decision should be taken at the highest level for R&D activities
 
in order to achieve a break-through in the Engineering Industries.
 

g. The concerned ministry may examine the issue of handing over of the 
completed projects of BWDB to the beneficiaries' cooperatives and local
 
self governments.
 

h. 	 A policy decision may be taken for the incorporation of a reward and 
penalty clause and maximum autonomy for enterprises in performance
contracts with a view to improving operational results.
 

2.2 	Needed legislative actions:
 

a. Examine the application and enforcement of the relevant provisions of the
 
Companies Act 1913 relating to liquidation.
 

). 	 The Industrial Relations Ordinances to check undesirable labour union 
practices.
 

c. The relevant service regulations of corporate bodies may provide 
for
 
introducing a system of hire and fire in the public corporations and 
their enterprises for encouraging good performance. 
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d. Ordinances of BADC, BWDB, TCB and EPB may be amended 
for inclusion of

provisions for delegation of power by the boards to 
the respective

chief executives and 
by them to any director or officer of the
 
corporations.
 

3. To strengthen the Implementation of Policy
 

3.1 Administrative, financial and contract management:
 

a. Transfer 
to the corporations of government share-holdings in the
 
enterprises should be carried out as directed by the government.
 

b. The holding companies or corporations should ensure 
payment of dividends
 
to the government when they have a net profit on the operations of their
 
enterprises.
 

c. 
Corporations should not operate the bank accounts of their subsidiaries.
 

d. Ministries or CPC, as the case 
may be, should give their decision on
price fixation of sensitive items within 
one and two weeks respectively

after submission of the proposal by the corporations.
 

e. Corporations should thoroughly 
examine several forms of contracts as
 
adopted by UNIDO:
 

(i) cost reimbursible,
 
(ii) turn key,
 

(iii) semi-turn key,
 
(iv) engineering and know how, or
 
(v) duplicate contracts.
 

Corporations should then adopt any one 
of these forms of contract or

combination of them that is considered to be most suitable for 
a
 
particular project.
 

3.2 Performance contract:
 

The number of enterprises covered by performance contracts, now under
 
process of experimentation, should be increased.
 

3.3 Research and development:
 

a. 
The Ministry of Industry should mobilise the best available human
 
resources and the government support at the highest level 
to establish a

metal processing R&D centre with 
well defined objectives in order to

achieve a break-through in the engineering industries sector. BMTF may be
 
considered as a site for such a centre.
 

b. 
Support of the Ministry of Agriculture may be rendered to the existing
 
sugar cane research centre for intensifying its efforts.
 

Ministry's support for establishing stronger
c. contacts and connections

with international and regional R&D organisations through trade
 
communication computer based network.
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4. Expnd the Delegation of Authority 

a. 	 Full operational authority to corporations: Once the budget is approved
and the target is fixed, the corporations should have full operational 
authority subject to adequate cash flow position.

b. 	 Tile decision making process should be continuously reviewed and improved. 

Participatory decision making practices should be fostered. 

5. Improve the.rocedure for Staffing 

5.1. 	Career planning 

a. 	 Career planning should be introduced in the corporations. 

b. 	 Appointments and promotions should made on t he basis of merit, 
performance, training and results of written tests. 

5.2 	 Staff training: 

a. 	 Training, an important precondition for promotion of the officers of all 
levels, whether in-house, in-country or overseas, should be imparted
in accordnnce with a well thought-out programme keeping in view tile 
career progress of the officers. Short refresher courses, workshops and 
seminars should be conducted for the chairmen) and members of the boards 
to update their knowledge and management skills. 

h. 	 Need-bnsed training programmes should be developed; modern method of 
curricuiI un desigii shouild be introduced; and design, preparation, impl emen
tation and evaluation of lesson plans should be practiced. An appropriate
theoretical and practical training mix shotild be worked out. Every
trainee should participate in writtlen, practical andi problem solving tests. 

c. 	 Personnel of project implementation and monitoring teams at projects,
corporations and concerned ministries should undergo a rigorous practical
training in contract ing procedures, legal aspects of international 
technological contracts, and in scheduling and rescheduling of project
implementation activities. 

5.3 	 Continuity and professionalism: 

a. rhe continuity of personnel in the same or similar functional areas 
should he maintained in order to ut ilise the skills gained through
expensive training and to build up their expertise lending to a reduction 
in dependence on expatriate experts. 

b. Planning, evaluation nnd monitoring cells of the corporations and 
ministries sqll(!ioI be manned by personnel having experience in project and 
eiiterprise management and proven ability. 

5.4 	 Pay structure and performance incentives: 

a. A separate pay scale with higher compensation and service rules having 
provisions for hire and fire for the corporation officinIs should be 
e, tal) i lhed 

21
 



b. 	 Performance criteria should be fixed anid a policy of reward for excellent 
performers and penalties for non-performers should be introduced and 
strictly adhered to. 

6. Developnet. and Impirovemen t of TrainingFacilities 

a. 	 Modern methodology of need-based curriculum design should be introduced. 

b. 	 Lesson plans should be developed with carefully defined objectives. 

c. 	 Each Lraining institution should be equipped with audio visual aids. 

d. 	 Collabotative efforts between corporationis arid training institutions need 
to be iniensified. 

e. 	 Trainers should receive appropriate preparation at home and abroad. 

f. 	 Senior officers should be encouraged to attend training programmes 
through appropriate incentives. 
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I).Project cycle policies and procedures
 

A. Background
 

The efforts of government to p-rovide economic uplift 
to the country are
channeled, in large measure, through development projects funded through theAnnual Development Programme (ADP). Development projects are also a primary
vehicle through which Bangladesh receives foreign aid.
 

A major reason for this study into the project cycle has been concern over thepersistent pattern of difficulties in achieving development targets in the midterm five-year plans and short-term annual plans. For example, the Annual Reportof Implementation Monitoring and Evaluation Division (IMED) for the fiscal year
1987-88 mentions the following as reasons for poor project implementation.-ecords: defects in the pre-feasibility study and project design, lack ofinitiative, delays in resource deployments, shortage of funds, and weaknessesin project management. It is estimated that delays in project completionincrease costs by roughly 35 percent and extend time to completion by more than
 
60 percent.
 

Another major impetus behind this study is concern with the backlog of unusedforeign aid in the "pipeline" , which has more than doubled during the 1980s.
 

The intent of 
 this study was to identify fundamental reasons why these problemspersist, and to recommend actions to overcome them, for the benefit of all
have a stake in the futnre of Bangladesh. 

who 

B. Ker!LonstraintH to More Efficient Development Projeqts
 

This study, as well as all preceding 
 studies regarding development projects,points to sevral key constraining factors which cause persistent problems, suchas tho.e cited by the IMED study, in development projects: overcentralisationof !.thlorit, lack of accoun tab iIty, inadequate resource base, and
impemeJ.tationbottlenecks caused by inconsistent and inflexible adherence to 
rules, procedures and systems. 

There is a relationship among these factors. A statement that was maderepeatedly in interviews with government officials was that a fundamental sense
of distrust of others is at the heart of the bureaucratic culture. This sense ofdistrust has resulted in a need for controls throughout government, which inturn has resulted in a diffusion of accountability through overlapping checksand balances. The net. effect is a widespread feeling of no effective
 
accoun tab i I i ty.
 

The diffusion of accountability and overcentralisation of decision makingproduces a climate which inhibits bold and timely management of decisions,resulting in delays. Delays also result from a lack of knowledge of rules andprocedures among many government officials, resulting from inadequate orinappropriate [raining, as well as frequent changes in rules and procedures. 

C. Re co.menla-:!tin 

Tfhe objective of this study was to assist the Government in developingrecommenlations which overcome constraints to efficiency in developmentprojects. As may he determined from reading the report, some of the 
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recommendations are directly implementable. Others indicate that before 
government can take action to address a causal problem, other actions may need 
to be taken. For example, decentralisation of increased project approval
authority logically requires the development of capability within line 
ministries to review and approve project. proposals. Determining capability
requires, among other factors, information about human resources, on a position
by-position, office-by-office basis. Such information does lot exist, nor was
it 	 within the scope of 	 this study to generate it. The study does not recommend
actions which will immediately lead to a specific Planning Cell in a given
ministry having the capability to handle newly decentralised authority.
 

Determining cnpnbililty also )resupposes that there is an answer to tlhe question
of how far decentralisation should go. This is essentially a political and 
institutional question which has not been clearly answered, and was also a
limitation to the development of 	 specific, implementable recommendations. 
Notwithstanding these limitations, the study has provided recommendations which 
may lead to more efficient development projects. Ii, the remainder of this 
section the recommendations of the report are summarised. 

Overcentralisation of authority
 

The pjimary recommendations regarding this constraint are:
 

I. 	Reaffirm responsibilit~y of ministries for integrating project goals with 
sector goals. 

2. 	 Emphasise Planning Commission's responsibility for macro-level planning, for 
integrating Annual Devwlopment Programmes (ADP) and Five Year Plan (FYP), and 
for establishing parametres for ministries and agencies to integrate projects 
wilh ADP and FYP. 

3. 	 Raise project. apprioval limits for investment projects. 

4. 	 Eliminate separate administrative approval for components of approved 
projects. 

5. 	 Raise procurement and contract award authority. 

6. 	 Delegate to 	 project directors full financial and administrative powers. 

7. 	 Move appropriate nuthorities to include in Schedule 2 of Rules 

Other recommcn(at.ions to overcome overcentralisation are: 

of Business 
all Class 1 officers, including Research officers to Chiefs with authority to 
sign letters and documents on behalf of government, if warranted, regardless 
of cadre affiliation. 

8. 	 Roeduce details and highlight policy issues and issues critical for policy
implementation in 	 review of Project Proformas (PP) by Planning Commission's 
Project Evaluation Conmittee (PEC) and Executive Committee of thp National 
Economic Coiinci I (, CNE.). 

9. 	 ['mplha .qi:s .joi nt- ' ivew sesionq at. planning cell level, before sending Pi's for 
rurt.hcr provessi rig. 
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10. 	Delegate authority to approve procurement proposals on one-step basis for 
approved proposals.
 

Human Resource Needs
 

The prim~ary recommendations regarding this constraint include:
 

11. 	 Conduct needs assessment in planning and development units to determine typeand level of specific skilli needed at project, agency and minisLry levels
for planning, implementing and monitoring roles. 

12. Use 	 qualified local consultants and make greater use of transfers andlateral entry to place qualified staff where immediate planning and
monitoring needs are greatest. 

13. 	 Provide planning cells in ministries and implementing agencies with thenumber of skilled officers that results andin satisfactory planning
monitoring of development project activities. 

14. 	 Acquire essential information technology, arid appropriate staff training,
for 	efficient project planning and monitoring. 

15. 	 Upgrade Academy for 	Planning and Development (APD) and strengthen capabilityto conduct needs assessment and to design and deliver training which willresult in improved performance at the individual, work unit and organisation 
levels. 

Other recommendations to improve the human resource base in all phases of the 
project cycle include: 

16. 	 Rotate non-cadre officers and officers from administrative, economic andtechnical cadres within allied sectors, and among project, agency and 
planning cell postings. 

17. 
Develop effective incentive system based upon proven efficiency.
 

Weak Accountabiloity and InformaLion Systems 

The primary recommendations to improve accountability regarding development 
projects are: 

18. 	 Increase delegation of monitoring responsibilities to ministries, 
implementing agencies and projects. 

19. )esign and implement a management information system for development
projects, such as that in Malaysia. 

20. 	 Ensure that. appropriLate representation of affected people ( ie.stalkeholders) is institutionalized in each phase of the project cycle. 

21. 	 Strengthien rules and regulations related to standards of conduct, and their 
enforcement. 
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Other recommendations to strengthen accountability include:
 

22. 	Provide more public information concerning development project decisions.
 

23. 	Improve utilisation of monitoring and evaluation reports from all sources,
 
including donors.
 

24. 	Use wrap-uip meetings between appraisal teams and sector divisions to clarify
 
areas of agreement regarding project goals and requirements.
 

25. 	Convene meetings involving donors, ministries, agencies and project staff to
 
review project implementation performance.
 

Bottlenecks
 

The primary recommendations to reduce bcttlenecks are:
 

26. 	Rationalise allocation of resources to Revenue Budget and Annual Development
 
Programme so that projects may be implemented on time and not be delayed by
 
revenue shortage; strengthen capability of forward expenditure planning. 

27. 	Allow sLaffing of key project positions as soon as projects are approved.
 

28. 	Allow project personnel to remain with project until its completion without 
forfeiting rights to promotion and increases. 

29. 	Streamline procurement process based on study of procurement rules and 

procedures. 

Other recommendations include: 

30. 	 Use more turn-key projects, when appropriate, keeping in view their impact 
on technology transfer. 

31. 	 Examine probable impact of Executive Orders to insure that high priority 
development projects will not be impaired in mid-stream.
 

32. 	Develop and use standard project management handbook for operational 
management. 

33. 	 Create inventory of information regarding successful projects and give them 
wide publicity, including use as training materials for project management. 

34. 	 Establish new guidelines for tender/purchase committees to expedite 
processing. 

35. 	 Assure access to procurement specialists for every project. 

36. 	 Increase donor funding for locally produced resources and improve 
opportunities for local suppliers to compete. 

37. 	 lPublish lists of locally produced materials which meet procurement 
standards. 
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38. 	Encourage donors to give local offices more authority to 
approve bid
 
packaging and to approve contract awards.
 

39. 	Consider creating special desks in Customs and 	 CCI&E for processing of 
development projects' requirements.
 

40. 	Update and give wider distribution to 1979 ERD procurement guidelines.
 

41. 	Eliminate use of outdated procurement forms and procedures such as Forms
 
#2911 and #2908.
 

42. 	Enforce time limits for procurement decisions; if time limits for large, 
complex projects are not appropriate, change them. 

43. 	Enforce confidentiality in bid handling procedures.
 

44. 	Continue improvement of quality and coverage of database for macro economic
 
planning. 

45. 	Provide adequate logistic support to concerned planning and monitoring
 
offices.
 

46. 	Assign responsibility for monitoring project approval to substantive
 
divisions of the Planning Commissions, and report -egularly to government 
regarding approval status of projects.
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IV. IMPLEMENTATION PLAN
 

A. Perspective plan for administrative improvement
 

The development of an effective, su3tainable implementhtion strategy to

improve the efficiency and effectiveness of the public sector will require
considerable political will and substantial resources. It will require patient
coordination of efforts among government offices and between government and 
donors. 

The overall strategy of implementing the recommendations outlined above is:
 

* 	 to give priority to actions which can be initiated with little or no 
increase in expenditurei,, and without delay; 

* 	 to initiate actions within a limited scope of ministries, implementing
agencies and projects on a pilot basis to determine their effectiveness 
before undertaking government-wide changes; 

* 	 to initiate actions which produce immediate and continuing benefits so 
that a climate of success is developed and maintained; 

* 	 to give priority to those actions which reduce delays without 
compromising accountability;
 

* 	 to develop a coordinated long term plan of administrative improvement in 
order to assure positive outcomes. 

3. Follow-on implementation committee
 

Tie formation of a strong implementation committee is most important if
study is to have a positive impact on public 

this 
sector management systems. The

Study Group is well aware that many of its recommendations will take years to
implement. This committee will need superior talent, in building consensus a-,ng
political leaders in public service inand the 	 support of the needed changes. 

C. Initiate short-term implementation activities
 

A 	number of follow-on can should initiatedactivities and be immediately.
These are priority aspects of the study which can be implemented over tie next 
two to three years by the with its owngovernment 	 resources. 

1. Implement existing government directives 

The followin' directives need to be effectively implemented to increase the 
efficiency of corporations: 

a. The Guidelines 1976 were issued by the Cabinet Division to define the
relationship between the Government and Corporations and between the 
Corporat.ions and their Enterprises. 
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b. The Resolution 1983 
from the Cabinet Division contains 17 directives to
 
improve the efficient operation and management of the Corporations. It was
based on the recommendations of the Committee for Reorganisation of the 
Public Statutory Corporations.
 

2. Raise authority limits for approval of devrlopment projects and
 
procurement/contract awards.
 

The Working Group on Project Cy.le recommends raising the authority limits on
 
development projects so that more projects may be approved at 
the ministry
 
level, following parameters set by the Planning Commission.
 

It also recommends raising the authority limits for procurement and contract 
awards at the project, executing agency and ministry levels to expedite 
procurement decisions. 

3. Delegating authorities to subordinate organisations in the government
 

The Working Groups have identified a series of specific administrative, 
financial and operational authorities which should be delegated to 
subordinate organisations in the government to facilitate decision making and 
the flow of government business.
 

These include the following authorities which Should be delegated to 
Project Directors, Departments and Subordinate Offices: 

Administrative authorities.
 
a. Discipline, 
b. Transfer and posting, 
c. Sanction of pension, and 
d. Granting of leave.
 

Financial authorities. 
a. Replacement of vehicles,
 
b. Repair of vehicles,
 
c. Purchase of office equipment,
 
d. Local printing, and
 
e. Purchase of stationery.
 

Delegations to Corporations should include:
 

Personnel authorities. 
a. Creation of posts, 
b. Appointment and dismissal of personnel,
 
c. Internal and foreign training, and 
d. Sending delegations abroad.
 

Financial and operational authorities 
a. Purchasing, 
b. Construction contracts, 
c. Pricing, and 
d. Marketing. 
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4. 	Review of rules and instructions
 

4.1 The Study recommends the creation of an internal system to review and 
revise existing rules and instructions. The purpose of this system would be 
to provide the basis for simplifying and clarifying rules and instructions as 
a means to facilitate decision-making and the work of the government.
 

4.2 The Study recommends that Government should modify relevant rules and
 
regulations so that once a development project has been 
approved no further

administrative approval is required for project components. Adoption of this
 
recommendation will have a significant impact on reducing the amount of time
 
needed to start project implementation activities.
 

5. Accountability and Drofessionalisation
 

The Study recommends a series of activities to strengthen accountability and 
professional values in the public service. These include:
 
a. 	 Take action to ensure the timely and effective audit of government 

operations.
 
b. 	 Review of policies and laws on standards of conduct. 
c. 	Broadening public participation in planning and policy making.

d. 	 Encouraging growth of professional associations and public groups

concerned with establishing higher standards of individual professional 
behaviour.
 

6. 	In development eff'ortx certain steps may be taken immediately without major
 
resource implications, which may have an impact on the efficiency of 
government actions regarding development projects. These include:
 

a. Use qualified local consultants and make greater use of transfers and
 
lateral entry to place qualified staff where immediate planning, monitoring

and project management needs are greatest.
 

b. 	Rotate officers from administrative, economic and technical cadres within
 
allied sectors, and among project, agency and ministerial postings on a five
 
year rotational basis.
 

c. Modify rules regarding transfer of officers to allow officers assigned to 
development projects to remain throughout the life of project without 
forfeiting rights to promotion and increases.
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D. Initiate mid-term implementation activities
 

Another set of follow-on activities may require outside resources and the
development of specific projects to address the problems identified in this
study. If initial steps are taken in the coming year, it may be possible to
anticipate benefits from these activities in the next three to five years.
 

1. Human resource development
 

1.1 	General strategy
 

In cooperation with the USAID Development and Management Training Project,
the 	Ministry of Establishment and the National Training Council should

develop a strategy to improve the human resources available to the 
government. This strategy should include an action plan to:
 
a. Improve the quality of entrants to the public service.
 
b. Improve and expand the induction, foundation training for new entrants.
 
c. Develop practical, action training based on needs assessments to focus 

on 
key constraints to more effective individual and organisational
 
performance.


d. 	Improve the quality of trainers through better selection and incentives.
 
e. 
Integrate in-country and foreign training programmes in support of sound
 

career planning.

f. 	 Create training reserve posts in key job categories to assure that 

personnel can be made available for training as needed.
 
g. 	Consider the means 
to strengthen and the possible consolidation of the
 

many training institutes which exist in the public sector today.
 

1.2 	On-the-job training
 

The 	 Study recommends that On-the-Job Training (OJT) should be formally
organised and conducted in the ministries. The basic objective of OJT is toimprove knowledge, skills, and attitudes that are directly relevant to the 
managers' immediate environment. Therefore, there is a need to create a learn
ing 	 environment in the actual work-setting where supervisors trained in OJT 
techniques can instill practical problem solving skills in their subordinates.
 

Proposal: An OJT prograu would be intrcduced in selected Ministries andimplementing agencies on a pilot basis for one year period under the general

management and supervision of the O&M Wing and Internal Training Section of
the Ministry of Pstablishment. The program will be implemented by the 
following methods.
 

Methods to be followed 

a. 	 The O&M Wing will conduct an assessment of work-methods and operations in
selected number of units in different Ministries and identify the major
problems related to supervision, leadership, motivation, and skills and
 
attitudes. 

b. 	The O&M Wing will select. approximately twenty supervisory officers of the

ranks of 
Deputy Secretaries and Assistant Secretaries from different

Ministries. The selection will be based on academic qualifications,
previous training, and a willingness of the officers to train their sub
ordinates. 
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c. 
The selected group of officers will be given training in OJT methods and
their application to improve supervision, employee motivation individual

and organizational performance according to specific needs as 
identified
by the assessment. The training will be conducted at the BCS(Administration) Academy at Dhaka with the assistance of qualified local

consultants -'rom outside as well as 
from within the government.
 

d. The training program at the BCS Academy will be of approximately 10-12weeks and will be conducted in the evening after office hours. Both thetrainers and program managers as well as 
the participant trainees will be
compensated at the daily rates allowed for local consultants.
 

e. The participant trainees after completing their training will 
assume the
responsibility of formally supervising and conducting training for their
subordinates in actual work setting through the application of OJT 
techniques.
 

f. Similar programs can be extended to other parts of government after the 
success of the pilot activities have been evaluated.
 

Performance Indicators: The number of supervisors trained in OJT methods;the number of supervisors applying OJT methods to train subordinates;
impact on individuals job performance and efficiency. 

1.3 Development projects training 

The Ministry of Establishment and Planning, in conjunction with interesteddonors such as USAID, UNDP, and World Bank which already have projectmechanisms to humanaddress resource needs, may plan and initiate a sevies ofactions to strengther, human resources in all phases of the project cycle, andstrengthen the institutions (primarily the Academy for Planning andDevelopment and the Bangladesh Project Management Institute) which providetraining ii the areas of planning, monitoring, evaluation and projectmanagement. Actions strengthento the human resources should include the 
following:
 

a. Conduct a comprehensive needs assessment in planning and development units
to determine type and level of specific skills 
 needed at project, agency and
ministry levels for planning, implementing and monitoring roles.
 

b. Provide 
 planning cells in ministries and implementing agencies with the
number and quality of officers that result in satisfactory planning and
monitoring of development project activities.
 

c. Review the adequacy of information technology available for planning,
monitoring, evaluation and proje-t management needs, and seek donornssistance to upgrade capabilities, with emphasis given trainingto which 
builds networking capability.
 

d. Upgrade API) aid strengthen capability to conduct needs assessment and todesign and deliver training which will result. in improved performance at theindividual, work andunit organisation levels. Short term assignments fortraining staff from APD in planning cells would help ease the shortage ofstaff in those cells, and provide trainers with valuable experience.
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e. Provide 
training in employee involvement techniques that have
demonstrated value in raising productivity (such as Quality Circles).
 

f. Develop a pilot project of monetary reward systems based upon proven cost
savings and promote regular procedures of employee recognition for
outstanding performance each FY. 

g. DSI, APD and donors should conduct more frequent training inprocurement, including mandatory courses for project procurement officers
without previous training or experience. 

2. M_anamgment and office systems 

2.1 The Study recommends that the O&M Wing he upgraded into a Division.objective is to expand Thethe scope and functions of the existing O&M Wing toinclude developmental activities related to organisational changes,improvements in work procedures, peisonnel development, career development,training, organisational development, and management information systems.
 

A study should be conducted to 
 determine the organisational and personnelrequirements of the proposed O&M Division. The study will focus upon: 

a. Appropriate orgnnisational structure and mandate of O&M - examine therange of alternatives for an effective O&M reorganisation by addressingthe isstie of how the O&M can perform service-oriented functions ratherthan regulatory functions and the level of autonomy that may be required
for this purpose. 

b. Relationship between O&M and the Ministries and other agencies - examinethe modes of delivery of O&M services to the governmental organisations. 

c. Personnel requirements - determine the strength, qualifications, andservice conditions for the O&M personnel.
 

d. Training - formulate a training programme for 00 personnel includingtraining curriculum, target population, and institutions both in-country

and abroad. 

e. 
Financial requirements 
- estimate the financial and budgetary
requirements of O&M development and operations.
 

2.2 Action Programmes : In addition, the O& Wing would undertake, with theassistance of local consultant groups, action programmes to modernise thehandling of routine office tasks through the introduction of appropriateequipment, to improve filing systems and to expand the use of standardised 
forms.
 

2.3 Office _eq1unip ent modernisation 

a. Examine existing office procedures and equipment usage in selected
 
government offices;


b. Identify areas where the introduction of modern office equipment can
be introduced on a cost effective batsis. c. Recommond specific office equipment which should be acquired and used on 
an experimental basis; and 
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d. 	Develop a programme for training the officers and staff in the 
use and
 
maintenance of the equipment tu be acquired;
 

The O&M Wing would be responsible for putting this programme into practice on
 
a pilot basis. After an appropriate period, the results of the experience

with the equipment would be evaluated and the successful systems would be 
expanded to other government organisations.
 

2.4 Filing system reform
 

a. 	Review existing filing systems in selected government offices;

b. 	Consider the applicability of modern file practices in the 
use of
 

standardised paper, in the size and colour of file folders, in systems
of bound and unbound files, simplified file classification and indexing 
systems, file disposal systems (storage or destruction) and file
 
cabinet specifications;
 

c. Review and suggest improvements in instructions on file management;
d. Develop a plan for implementing a file modernisation programme


including staff training. 

The O&M Wing would be responsible for implementing those aspects of this 
survey which are approved by the government. 

2.5 Forms management 

a. 	Review existing systems of forms management in the government;

b. 	 Examine the applicability and state of implementation of previous 

studies of forms management; 
c. Identify areas where opportunities exist for the wider use of forms as a
 

means to facilitate paper work.
 
d. 	 Examine the design of existing forms to consider the possibility of

improving their design and adopting standardised forms for agency-wide 
or 	government-wide usage.
 

e. Develop a forms improvement programme including training appropriate 
agency officers in forms design and forms management.
 

The O&M Wing would then be responsible for implementing this programme on a 
pilot basis and, when appropriate, on a government wide basis. 

3. 	 Procurement procedures 

This Study concludes that of most serious problems theone the facing
government is it's inefficient tendering process. The reform of this process
is an urgent, but difficult task. A number of specific recommendations have
been made by this Study including a comprehensive study of existing
procurement policies, reguilations and procedures. It is a problem which 
deserves separate and intensive work. Thle goal should be a purchasing system
which protects the interests of the government but which produces the 
required goods in a reasonable time frame.
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4. 	Audit systems
 

An effective, independent audit system is a priority need in Bangladesh. This 
system will ensure not only that funds are properly spent, but that they are 
well spent: that public purposes are being achieved. The need to move beyond
financial audit to a broader management audit is recognised. This will 
require staff training and high level support for a new and more significant
role of tire audit function in public administration.
 

Tihe programme will include: 

a. 	Creation of a government-wide awareness of 
the need for a management audit 
system as a means to help organisations achieve their objectives.
 

b. 	 Training. A staff of qualified auditors will need to be built up. The
auditors must know not only auditing and accounting procedures but also
economics, public administration and management. Initially these auditors 
may be 	 selecled from the cadres of the Financial Service. Participatory
on-the-job training will be needed for these auditors. 

c. 	 Motivation. To 	 attract and retain talented staff for this innovative 
programme, special pay, facilities and rapid promotion for excellent
 
performance will be needed.
 

d. 	 Reform of accounts system. The accounting system of the government will
need to be reformed to adapt it for a management audit. Financial data 
should be readily available for management decision making. Government 
accounts should be computerised in the long run. 

e. 	Application on a pilot basis of management audit in selected government 
agencies.
 

f. 	 Consideratiot of the experience in the pilot areas and expansion to other 
organisations of the government. 

5. 	Development Project Planning and Monitoring 

The Study recommends the following long-term actions by government to improve
the efficiency and effectiveness of development. planning efforts, and the
subsequent monitoring of development project implementation activities:
 

a. Reaffirm responsibility of ministries for integrating project goals with 
sector goals, and taking necessary steps to develop capability to carry out 
this responsibility. 

b. Emphasise Planning Commission's responsibility for macro-level planning,
for integraling A)P and FYP, and for esLablishing parameters for ministries 
and agencies to integrate projects with ADP and FYP. 

c. Increase delegation of monitoring responsibilities to ministries, 
implementing agencies and projects. 

d. Dfesign and implement a management information system for development
projects, such as that in Malaysia. 
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e. Ensure that appropriate representation of affected people (i.e.
 

stakeholders) is institutionalised in each phase of the p~oject cycle.
 

6. Corporation performance
 

This follow-on activity in accord with the recommendations of Volume 4 of 
this study, would seek to improve the performance of critical government 
corporations through support for:
 

a. Organisational changes
 
b. Legislative changes
 
c. Policy chnnges
 
(. Improvements in financial, contract and material management
 
e. Staffing improvements, and
 
f. Training programmes.
 

E. On a longer-Lerm basis, it will be necessary to evaluate the results of those
 
recommendations which are implemented on a pilot basis. Based on these 
evaluations, modifications will need 
to be made in the ystems and decisions
 
made as to their extension to other organisations in the government.
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Annex A: Previous Government Reform Efforts
 

1. Administrative Services Reorganisation and Reform Committee
 

During the post-independence era, the need to invigorate the civil service of 
the new country was severely felt. Since then attempts hIve been made by
successive governments to bring about desirable changes in the administrative
 
system. Thus, this Public Administration Efficiency Study possesses a rich 
historical background. Immediately after liberation the 
Mujib Government
 
appointed a four member Administrative Services Reorganization and Reform 
Committee (ASRC) with Professor Muzaffar Ahmed Chowdhury, the then Vice 
Chancellor of University its Chairman. The objective ofDhaka as the Committee 
was to determine the staffing policy regarding recruitment, consider the 
question of amalgamation of the services into a unified service and to recommend
 
a comprehensive plan for administrative reorganization.
 

The Committee called for the abolition of division among different civil 
services and recommended in its place a single classless Unified Grading

Stricture containing ten grades and job analysis to be the basis for grading of
 
posts. The Committee also stressed the need to inculcate professionalism among
civil servants. It advocated the creation of "Senior Policy and Management

Posts" which would include all posts from Grade I to III and would be filled by

the most competent civil servants. It emphasized the need to reduce supremacy of
 
the elite cadre and the adoption of merit as the cardinal principle for 
recruitment and promotion. 

The political leadership did not make the report public and the recommendations
 
were never implemented. But ASRC recommendations were so profound and
 
fundamental that latter committees were influenced in varying degrees by its 
deliberations. 

2. National Pay Commission I
 

The National Pay Commission (NPC I) was appointed by the same regime under the 
Chairmanship of A. Rab, a member of pre-partition Bengal Civil Service, to
 
suggest pay scales keeping in view the cost of living, resource constraints of 
the government, government's declared policy to establish a socialist society
and the need to reduce the disparity in income between civil servants. 

NPC I recommended ten national scales of pay within the range of Taka 130 
(lowest) arid 2000 to the service gradesTaka (highest) match ten as recommended 
by ASRC.
 

NPC I fared little better than ASRC, as only some inconsequential parts of its 
recommendations which did not affect any powerful interest group within the 
civil service were implemented.
 

3. Pay and Services Commission
 

The Pay and Services Commission (P&SC) was set up in 1976 by the Ziaur Rahman 
government under the Chairmanship of A. Rashid, a retired Secretary to the 
government. 
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The major recommendations of P&SC included the amalgamation of all erstwhile
 
services, emphasis on merit principle as the determining factor for recruitment 
and promotion, removal of barriers existent between the erstwhile CSP and other 
services through the introduction of equal initial scales of pay and provisions 
for equitable scope of advancement towards the top of the administrative 
hierarchy, creation of a new apex cadre with talented, efficient and experienced 
officials drawn from all functional cadres and the adoption of the cadre concept 
in the civil service structure for major functional areas and 52 scales of pay 
within the range of Taka 230 (lowest) and Taka 4000 (highest). 

At the implementation stage, after certain modifications, 21 scales of pay 
within the range of Taka 225 and Taka 3000 were introduced. The new grading 
system was not implemented due to strong resistance from within and outside the
 
civil service. The new apex cadre, the Senior Services Pool (SSP) formally came
 
into being on 1st of March 1979. On 1st September 1980, Government announced the
 
introduction of a "Unified Car'eer Service" with fourteen functional cadres and 
fotirteen sub-cadres. Later on the number of cadres/sub-cadres increased to 
thi rty-one. 

4. Martial Law Committee
 

On April 18, 1982, the Martial Law Government appointed a five-member Martial 
Law Committee for examining the Organizational Set-up of Ministries/Divisions,
 
Departments, Directorates and Other Organisations Under Them with late Brigadier
 
Enamul Ilaque Khan as Chairman. The most significant recommendation of the Enam 
Committee was the reduction of the number of ministries from 44 to 19 and number
 
of divisions from 60 to 42 and cutting staff mostly at lower levels of the 
secretariat from 9440 to 6118. Other recommendations included reduction of
 
layers of decision making in the secretariat, fixing the supervisory ratio* at
 
1:3, formalizing and regularising recruitment processes, emphasizing the use of
 
merit as the criterion for promotion, delegation of financial and administrative
 
powers down the hierarchy and providing training for officials.
 

The government implemented the recommendations of the ML' pertaining to 
reduction of manpower as well as of duties for officers and staff of the 
secretariat and took necessary steps for their implementation. But within two
 
and a half years of the acceptance of the recommendations, the number of 
ministries were increased from 19 to 32 and the bar on public employment at 
different levels was lifted. As a result the number of civil employees at the 
lower levels in the secretariat continued to increase. 

5. Committee for Administrative Reorganisation/Reform
 

On April 28, 1982, the government constituted a seven-member Committee for
 
Administrative Reorganisation/Reform (CARR) under the Chairmauship of late Rear 
Admiral M.A. Khan, the then Deputy Chief Martial Law Administrator and Minister
 
in-charge of Communication.
 

* Ratio of supervisors to employees. 
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The terms of reference of the Committee 
were to review the structure and
 
organization of the existing civilian administration with a view to identifying

the inadequacies of the system for serving the people effectively and to 
recommend an appropriate, sound and effective administrative system based on the
 
spirit 
 of devolution and the objective of placing administration nearer to the
 
people.
 

The Committee recommended the turning of thanas into upazilas, the basic 
administrative unit, upgrading of subdivisions into districts and installation 
of elected local governments at district, thana and union levels for the 
transfer of developmental functions to these elected local governments.
 

The government accepted many important recommendations of CARR. Beginning from
November 1982 all subdivisions were upgraded into districts and thanas into 
upazilas. At present there are 64 districts and 460 upazilas. Other
 
complementary proposals of CARR, such as the introduction of a democratic 
governance system at zila level and the abolition of division as a unit of field
 
administration were not implemented.
 

6. National Pay Commission I|
 

On May 31, 1984, the present government appointed a fifteen member National Pay
Commission (NPC II) under the Chairmanship of Justice Shahabuddin. The NPC was

requested to submit recommendations concerning 
 the present pay structure,
allowances and other benefits of officers and employees of different government

and semi-government bodies.
 

The NPC II recommended 20 different scales of pay covering nlmost all the

employees within the civil service system and fixed the minimum and maximum pay

at Taka 500 and 6000 per month. The scales of pay were given effect by the 
government from June 1985, and become known as Modified National Scales 
 : Pay.
 

7. Matin Committee
 

In 1987, a Cabinet sub-committee headed by Dr. M.A. Matin, the then Deputy Prime
 
Minister was formed to recommend policy measures for implementing the

recommendations of the Secretary's Special Committee on the Structural 
Organization 
of the Senior Services Pool (SSP) and the Secretariat Committee
 
Relating to the Problem of Unequal Prospects of Promotion of Officers of 
Different Cadre Services.
 

The Matin Committee, after examining the recommendations relating to the SSP and

unequal prospects of promotion of officers of various cadre services,
recommended the abolition of the SSP and certain other measures to improve 
prospects of promotion of officers of various cadre services.
 

In pursuance of its recommendations, on 29th June 1989, the Government abolished
 
the SSP and asked the Ministry of Establishment to issue necessary orders with 
regard to the recommendations of the report. 

8. Moyeed Committee 

On 12th Mairch 1989, a Government Committee was formed to determine the utility
of retaining certain government departments, directorates and offices headed by

Abdul Moyeed Chowdhury, Director General of the President's Secretariat.
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One of the main functions of the Moyeed Committee was to re-examine the 
recommendations of the Enam Committee. The Committee found that seven thousand 
officers and employees were surplus in thirty-seven departments and offices. On
the basis of its findings, the Committee recommended the abolition of twenty
seven departments. 

9. National Pay Commission III
 

In August 1989, the Government constituted a National Pay Commission (NPC III)

for all categories of employees of government and autonomous organisations. The
 
Commission is headed by Kafiluddin 
Mahmud, a retired Secretary to the
 
government.
 

The Commission will submit its recommendations relating to pay scales within one
 
year beginning from August 1989.
 

This series of reform efforts shows a continuous striving on the part of the 
government to mould the public service to make it more responsive to the needs
 
of the people and to development priorities.
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Annex B: Terms of Reference and Organisation of the Study
 

The Steering Committee (SC) requested funding from USAID to contract for a team
 
of consultants, both Bangladeshi and expatriate to undertake the Study. In an
 
effort to delineate a manageable area of inquiry and generate timely
 
recommendations within the broad mandate given to it, the SC chose to focul on
 
four priority areas of inquiry. They are the following:
 

1. Secretariat System and Work Procedures;
 
2. Relationship between Ministries and Departments,
 
3. Relationship between Ministries and Public Corporations, and
 
4. Project Preparation, Approval and Implementation, with pa.rticular emphasis
 

on the Planning and Budgeting Process.
 

The team of consultants, contracted for the PAES assisted the Steering
 
Committee to develop recommendation relating to:
 

a. Higher standards in administrative performance;
 
b. Sound policy analysis;
 
c. Implementation of policy and its strategic implications;
 
d. Delegation of authority for non-policy making decisions;
 
e. Procedures for staffing the selected Ministries/Divisions, and
 
f. Development and improvement of training facilities for Pdevelopment
 

administration.
 

The consultant team collected data on problems and performance from the
 
following seven Ministries and selected agencies under them: Agriculture;
 
Commerce; Establishment; Finance; Industry; Irrigation, Water Development and
 
Flood Control, and Planning.
 

In view of the time constraints the team was asked not to carry out original
 
research. Likewise, given the SC's mandate, the team was expected to focus on
 
implementable recommendations which would address the real constraints of public
 
administration in Bangladesh. In each of the four areas of inquiry, the study
 
was to address the following issues:
 

Bureaucratic behavior, accountability, continuity, decision
 
making, personnel, training and utilisation of expert
 
services.
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Annex C: Comparative Administrative Experience.
 

1. Western, Industrial Nations.
 

Civil Service in the United Kingdom 

In Great Britain Ministries are the basic administrative units, supplemented bynationalized industries publicand corporations outside the ministerial
framework. The standard arrangement is for each Ministry to be headed by aMinister who is responsible befote tile parliament for the Ministry's affairs.Directly under the Minister is the office of Permanent Secretary held by asenior civil servant. One or more deputy secretaries assist the permanent
secretary. Each is in charge of sections.several Under secretaries andassistant secretaries head up lower echelon divisions, with principals andnssistant principals heading units Tilein turn smaller within these divisions.
Prime Minister and Cabinet can make adjustments within the administrative 
hierarchy. 

The Civil Service Department is directly under the control of the Prime
Minister. It is responsible for supervising the civil service, including
recruitment, training, andpromotion compensation. 

For recruitment. purposes candidates put a series ofare through examinations andinterviews along an approach to recruitment that was introduced after World War11. Most of the successful candidates continue to come from honours ofgraduates
the universities, but an increasing number are chosen from persons already inthe service with a minimum of two years of experience. Those chosen enter aprobationary period of at least two years during which they serve as trainees,followed by a sixteen-week course Pt the Civil Service College. During thesucceeding four- years further assessment and training leads to "streaming" intoability groupings of those considered promising for high level posts in theirlater careers and those deemed more suitable for middle-management positions. 

During most of its history, the British civil service was divided into three
major classes - Clerical, Executive and Administrative class in ascending- an
order of responsibilities and qualifications. The elite of the service were
the Administrative class, comprising less than 

in 
0.5 percent of the total civil.service. in 1971, as recommended earlier by the Fulton Committee, these three

classes were merged in a new Administrative Group as part of system ofoccupational groupirgS, itbut appears that a small select cadre continues tohear senior responsibilities, although no longer identified as member of a 
distinct administrative class.
 

Iigh ranking bureaucrats have role insubstantial governmental decision-mnaking.
The system operates under a convention that imposes upon the official and theminister clearly understood mutual obligations based on the principles
impartiality and anonymity. The civil servant expected 

of 
is to offer his advice tothe minister, who has political responsibility, but lie is obligated to outcarry

loyally whatever decision is reached. The principle of anonymity means that the career civil servant is to le protected by the political leadership fromdisciosure of the advice lie gave and lie is not to be brought into the limelight
of the polit.ical arena. 
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External control over bureaucracy is extensive although concern has often been
expressed in recent years about the growing complexities of maintaining

accountability in view of increasing grants of discretionary authority to

administrators and the burdens of legislative 
surveillance over a constantly

widening range of governmental programs. Legislative oversight over
 
administration 
relies on the doctrine of ministerial responsibility and also

makes use of specialized parliamentary committees. Thus 
all actions of civil

servants are taken in the name of the minister who is held accountable by the
[louse of Commons for such actions. The office of British Parliamentary
Commissioner was created 
in 1967 as a modified version of the Scandinavian

Ombudsman to deal with citizen grievances against administrators. However, this

official can act only if a complaint is received through a member of Parliament,

and can only investigate and report back to Parliament as to defects of 
procedure in administration.
 

French Civil Service
 

France under the Fifth Republic has evolved a governmental system which combines
 
old and new features in a pattern which is still fluid. 
The state remains

unitary and highly centralized, with the prefect as 
the principal representative

of the central government in each of the ninety-six departments-units of local

gove'nment. At the center, however, 
a major transition has occurred, with the

multiparty parliamentary system. The frequently chantin.g coalition cabinets
the Third and Fourth Republics a.'e being replaced 

of 
1y a mixed presidential
parliamentary system. The President, who is directly elected is an extremelypowerful chief executive, able to dominate the prime minister and ministers in

the mixed system. Structurally, the central government is divided into
ministries, each in turn subdivided into directions as the principal operating
units, plus a ministerial cabinet with staff assisting the Minister, and various
consultative and control organs. The field services of these ministries are
extensive, with 95 percent of the total work 
force located outside of the
 
central offices in Paris.
 

The higher level bureaucrats provide direction for the centralized
administration. The most notable characteristic of members of the French
administrative elite is that they are considered members of a corps or cadre
representing the state. Speaking for the state and acting on its behalf, they
tend to consider themselves as possessing a bit of sovereignty which entitles
them to respectful attention, and this view is at least partly shared by the
citizenry. The civil service is a career service, ordinarily chosen early in
life and ptirsueid till retirement., with slight movement of individuals into and 
out of the administrative corps in mid-career. Entrance to the bureaucracy,
particularly at the higher levels, is difficult arid through prescribed channels.
A unique feature of the bureaucracy is the existence of an administrative elite,
made ip of members of groupings known as the grand corps. Included in it are
major technical corps (such as Corps des Mines and Corps des Ponts et Chaussees)
and non-technical corps (such as Conseil d'Etat, Cours des Comptes, and 
Inspection ties Finances). 

Extnsive reforms were undertaken in 1945 aimed at broadening the recruitment
base andi bringing more uniformity into the selection process. The reforms led to

the establishment of a National School of Administration (ENA) as a common 
training center for 'future higher administrators, with entry through a 
common
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examination open to university graduates. The objective 
was to open up the

service to a broader spectrum of applicants, screen them through a single
examination device, train 
them through an intensive three-year post-selection

curriculum, and then parcel them out to the grand corps and the ministries on
the basis of matching the most promising young administrators with tile mostdesirable career opportunities. For the first time, a central civil service
directorate was established and a uniform code dealing with rights and 
responsibilities of civil servants was enacted.
 

The French civil servant enjoys security of tenure on a lifetime basis, subject

only to the unlikely loss of job in case of redundancy or dismissal as adisciplinary sanction. Dismissal from the service must be made in accordance
with detailed procedures by special disciplinary tribunals in which officials 
are represented. 

In the absence of effective external controls, mechanisms of internal control
have been developed as an "inner check" on the bureaucracy. The Council d'Etat
has gradually become the most important such agency, by taking on tile judicial
function of evaluating administrative acts for the protection of citizens
rights, by advising on the drafting of bills and executive decrees, and
consulting with ministries on administrative problems and suggesting 

by 
remedial 

measures. 

Civil Service in Federal Republic of Germany (FRG) 

After the division of the country at the end of World War II, West Germany (FRG)

became a federal system. In this system, the constituent units are the tenLaender plus West Berlin as 
an associated entity. Essentially, the division of

functions in this federal system is that most important legislative decisions onpolicy are made by the central government. But the Laender are relied on
primarily as the vehicles for administration of the programs. As a consequence
only tenl percent of the civil servants is attached to the national government,
with the bulk of the bureaucrats belonging to the administrative service of the
 
fLaender. 

The Rorm constitut.ion of 19,19 provided for a parliamentary government, with abicameral legislature, a Chancellor as the chief executive officer and aPresident functioning essentially as an elected constitutional monarch with 
limited powers chosen for a five year 

very 
term of office. The chancellor is a strong

executive. Elected by the Bundestag, or lower house of the legislature, every
four years at. the beginning of a new Bundestag, the chancellor can be removed
only by mot'ion of no confidence coupled with the election of a successor by an
absolute majority of the Bundestag members. 

The exo'cut. ive sI.ruetutre tinder the chancellor includes the chancellor's office
atnd a variable tuimber of ministries as determined by him. The typical general
ministry is finite small as compared to those in most other countries, due to
reliance in most. instances ot Laender officials to provide the necessary
administrative infrastructure. Ministers are ordinarily experts in theirsect.oral fields as well as professional politicians. Rotation of civil servants 
among ministries is rare. 
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The typical ministerial structure is organised along lines that emphasize
hierarchical authority but also allow for considerable decentralisation in
operation. Staff capability around tile minister is limited to a small staff
selected by the minister. The staff consists of a personal assistant andi a press
or public relations assistant, a bureau to perform routine clerical and
administrative tasks, and one or two state secretaries. The latter, usually
picked from among the permanent civil servants in the ministry provide the 
strongest element of continuity and may continue in office from one minister to
another although they have no claim to do so. In recent years, an additional
role of parliamentary secretary has been created, designed to deal with
parliamentary relations of the ministry, and filled by a member of parliament
who usually is a close political associate of the minister.
 

Below the level of minister and state secretaries, the typical structural
breakdown is into divisions, which in turn are subdivided into sections as the
basic working units. Most of the operating sections are quite small, but the
working capacity of the ministry is almost entirely concentrated at this lowest
hierarchical level. Policy making is decentralised, with limited capacity for 
policy direction from the top.
 

Public employees are divided into three principal categories: permanent membersof the civil service (Beamten), salaried employees (Angestellten) who do not
have the same tenure and pension privileges, and wage earning manual labourers
(Arbeiter) employed on short-term contracts. The Beamten have higher status and 
are assigned to tile more responsible positions. 

Vertically the civil service is divided into four classes - lower, medium,
intermediate and higher. Each class is in turn broken into numerous functional
categories such as general administration, finance, teaching, health and other
technical fields. Each functional category within a class normally consists of
five ranks constituting a career ladder, with entrance of new recruits at tile
bottom rank of the category for which they qualify. Only rare horizontal 
movement takes place between functional categories. 

The Beamten in the higher civil service continue to characterize the German
bureaucracy. lecruited on a career basis, these higher civil servants are
expected to be prepared for assignment to positions covering a wide variety of
duties, particularly in the functional category of general administration. 

University graduates who are selected on the basis of general examinations enter 
a three-year period of further training within the service, combining academic
and on tile ,job instruction. Those who are successful in a second examination atthe end of this period then enter the higher civil service as a career. Owing to
the extended preparatory steps, entrance is rarely possible earlier than the age 
of twenty five.
 

Normally the higher civil service continues to be a career pursued until
retirement. Advancement within the system after entry depends on a combination
of two sets of criteria. Most important are tile traditional civil service
considerations such as seniority, professional competence, loyalty and good
working relationships with colleagues. There are indications that criterion of a more political nature is now being given more weight as well, including
political support and a record of good relations to one or more important client 
groups. 
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High ranking bureaucrats play a substantial role in governmental decision
making. The bureaucratic pclicy-mahers must operate in the public eye which
 
gives them leeway but also involves risks. The relationship between the top
 
career officials and their political superior is variable. The civil servant has
 
an obligation either to render loyal service, to resign or to seek transfer.
 
They are likely to be linked with their policy preference in any event. He may
 
be called to define the agency's policy decision in a congressional hearing
 
whatever their own position or rank within the hierarchy.
 

In the United States, legislative committees exert strong control over many
 
aspects of the operations of the agencies which fall under their jurisdiction.
 
Suggestions for reform have usually taken the form of recommendations to weaken
 
the direct control of particular committee over particular agencies, in favor of
 
a program of legislative oversight focused on large rather than small issues.
 
The General Accounting Office, continues review of both financial and managerial
 
operations of the agencies of the government.
 

2. South Asian Nations
 

The Civil Service of India
 

The 1950 Constitution of India lays down the broad parameters of the Indian
 
Civil Service system. The business of government is allocated among various
 
ministries in accordance with the provision of the Business Allocation Rules.
 
Every ministry consists of one or more departmerts and is headed by a minister.
 
The responsibility for general supervision and coordination of all ministries
 
and departments rests with the prime minister at the centre and the chief
 
ministers in the states. A minister is accountable for all the official actions
 
of the civil servants functioning under him. The central secretariat is the
 
organisational entity closest to the political executive. It is responsible for
 
aiding and assisting the political executive in policy formulation and for
 
overseeing the implementation of governmental decisions. The sphere of civil
 
servants' work is very wide and extends to the manning of most of the civil
 
pocts below the level of ministers in the secrLtariat and in the field
 
organisations; The work consists of assisting the political executive in policy
 
formulation, programme implementation, and administration of the laws of the
 
land. The secretariat staff of a department consists of two categories of
 
personnel, i.e., 1) the officer class and 2) the subordinate class. The officer
 
class has four regular grades in case of the Union Departments. They are,
 
secretary, additional secretary/joint secretary, deputy secretary and assistant
 
secretary. In large departments a joint secretary/additional secretary is put in
 
charge of certain branch of the department to lighten the work load of the
 
secretary . The joint or additional secretary deals directly with the minister,
 
though in more difficult or intricate cases he is expected to consult the
 
Secretary.
 

Recruitment and service conditions of government servants are generally
 
regulated by rules made by the government under the enabling provisions of the
 
Constitution. Civil posts under the Central Government have been classified on
 
the basis of scales of pay and nature of function. The Department of Personnel
 
and Administrative Reform (DP and AR), the Union Public Service Commission
 
(UPSC), the Central Vigilance Commission (CVC), the Staff Selection Commission
 
(SSC), and the Ministrie, and Departments of the Government of India are the
 
main agencies responsible for the formulation and administration of the
 
Government's personnel policies.
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The UPSC handles the recruitment and selection processes for the All India
 
Services and other Class I Services for the Union Government. The combined civil
 
services examinations given annually seek to obtain a diverse group of civil
 
servants while assuring merit and equal opportunity. This examination comprises

of written tests and interviews. Performance of the probationers are judged by

departmental examinations and through appraisal of performance records.
 
Successful probation leads to confirmation in the service. Apart from direct
 
recruitment, recruitment rules generally provide for the reservation of 
a
 
certain percentage of vacancies to be filled by the promotion of officers from
 
lower grades. In most cases, promotional consideration is based on the appraisal
 
of the performance as reflected in the annual confidential reports.

Opportunities for limited departmental examinations are available in certain
 
cases to provide avenues of accelerated promotion for the brighter elements in
 
the feeder services and posts.
 

Training facilities in the Civil Service of India 
have expanded considerably

since the Central Training Division was set up in the Ministry of Home Affairs
 
in 1968. This Division now forms a part of the Department of Personnel and
 
Administrative Reforms. The common training 
needs of the Central Government
 
personnel 
are met by Lal Bahadur Shastri National Academy and the Institute of
 
Secretariat Management and Training. Cadre controlling ministries in charge of
 
various Group A Services run their own training institutions to look after the
 
functional training needs of the services. Training institutions have also been
 
set up by various ministries and departments to meet the training needs of the
 
junior level staff. The DP & AR organizes a number of in-service executive and
 
management development programmes. Promotions are based either on merit-cum
seniority or on seniority-cum-merit system. Performance assessment of civil
 
servants 
is done annually. An employee initiates the recording and appraisal of
 
his annual confidential report. The reporting officer, who is the 
immediate
 
superior of the official whose report is being compiled, records his
 
observations about the personality traits and performance of the official. These
 
remarks are considered by the next higher authority who records his views
 
regarding the suitability of the official for holding higher jobs and his
 
potential for development. Departmental promotional committees mostly base their
 
ranking and gradation of officials on the annual confidential reports.
 

Article 311 of the Constitution provides that no 
person who is a member of the
 
Civil Service or holds a civil post shall be dismissed or removed or reduced in
 
rank except after an enquiry in which they have been informed of the charges

against them and given reasonable opportunity of being heard in respect of these
 
charges. In addition, there are adequate legal provisions for appeal and
 
representation against statutory punishment 
imposed under disciplinary rules
 
governing different services.
 

The Civil Service in Pakistan
 

The Central Secretariat is the centre of all activities of the Government of
 
Pakistan. It is responsible for the total administration of the country. The
 
Secretariat is composed of all the ministries. 
Each ministry is headed by a
 
minister. He/She is the political head of the ministry. Immediately under
 
him/her is the non-political and permanent head, known as the secretary. As
 
official head of the ministry he/she is responsible for its efficient
 
administration and discipline.
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A ministry is composed of divisions, each of which is placed under the charge of
 
an additional or a joint secretary. The differences between these two titles is
 
one of rank and not of function. The officer, if senior, is called an additional
 
secretary and if junior, a joint secretary. A Division is split into a number of
 
sections. A deputy secretary is placed in-charge of a group of sections. He/She
 
is allocated duty by the secretary and can dispose of all cases which under the
 
rules he/she is competent to dispose of. On important matters he/she can consult
 
the additional or the joint secretary, or the secretary himself/herself or send
 
cases to him/she for disposal with his/their own opinion.
 

Below the rank of deputy secretary lies the post of under secretary/assistant
 
secretary, who is placed in-charge of a section. He can decide all routine
 
matters within his section. Any case involving policy is to be referred to the
 
additional or the joint secretary or the secretary as the case may be. The under
 
secretary/assistant secretary is the lowest of the higher civil servants,
 
serving in a Ministry. The implementation of administrative reforms in 1973,
 
resulted in a Unified Grading System for civil servants. This has produced
 
fifteen occupational groups in the civil service.
 

There are two major Central Personnel Agencies in Pakistan : The Establishment
 
Division and the Federal Public Service Commission. While the Federal Public
 
Service Commission handles personnel functions at the Centre, there 
are
 
Provincial Public Service Commissions for the Provinces. Their major

responsibility is to hold competitive examinations and interviews for
 
recruitment to various grades of civil service. Recruitment to posts at the
 
entrance level is done through the combined competitive examinations, and
 
interview.
 

There are several training institutions which impart pre-service, in-service and
 
advanced training to probationers, mid-level and senior administrators.
 

Promotion to selection grades is purely based on merit. In non-selection grade
 
posts it is on the basis of seniority-cum-fitness. Evaluation of the performance
 
of civil servants is based on the annual confidential reports written by the
 
superior officers on their subordinates. Beside the Civil Service Act, 1973,
 
there is Efficiency and Discipline Rules which spell out the procedures for
 
processing of disciplinary cases against civil servants. The grounds for
 
initiating disciplinary actions are inefficiency, misconduct, corruption, and
 
subversion. The minor penalties include withholding of promotion or increment.
 
The major penalties include demotion to a lower rank or post, compulsory
 
retirement, removal or dismissal from service. Usually an enquiry officer is
 
appointed to conduct disciplinary proceedings especially for major penalties and
 
the accused officer is given reasonable opportunities to defend himself.
 

The Civil Service in Sri Lanka
 

In Sri Lanka the President has the power to appoint all public officers. The
 
1978 Constitution adopted the principle of political control of bureaucracy.
 
Appointment, transfer, dismissal, and disciplinary control of public officers is
 
vested in the Cabinet. The Cabinet is appointed by and accountable to the
 
president.
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The secretaries and officers acting under delegated authority attend to the
 
functions of recruitment, transfer and disciplinary cases.
 

The Public Service Commission can delegate its power of appointment to a post to
 
any other public officer. Usually such delegations is to the Secretary of the
 
Ministry, who, in turn, delegates his powers to Heads of Departments and other
 
staff officers.
 

The procedure for recruitment include:
 

a. recruitment by competitive examination open/limited;
 
b. recruitment by examination/interview; and
 
c. recraituent by interview only.
 

In recent years, recruitment has been slower than the rate of increase of jobs
 
or the number of vacancies, as a result the tendency has been to shorten the
 
period of training. There is still provision for induction training, which ]asts
 
from one week to one year. Promotion from one class to another or from one grade
 
to another is normally considered on the basis of seniority and merit. In most
 
cases seniority is an overriding consideration.
 

Serious attention is now given to pre-service and in-service training in most
 
government departments. Training programmes are offered at several government
 
institutions. Some of the major institutions are,the Academy of Administrative
 
Studies, the National institute of Business Management, the Agrarian Research
 
and Training Institute and the institute of Social Work.
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Annex D : Long-term Administrative Reform Objectives
 

Although long-term reforms are not within the terms of reference of the current
 
study, the Study Group wishes to suggest these future goals for public sector
 
management improvement in Bangladesh:
 

1. Strengthen the parliament as a check on the bureaucracy through effective use
 
of its power of the purse and the oversight of government operations.
 

2. Develop a stronger, more independent judicial system as a guarantee for the
 
rights cf citizens and of public servants.
 

3. Professionalise the audit function as a means to review not only financial
 
soundness but also operational effectiveness.
 

4. Utilise the Departments and Corporations as the basic operating units of
 
governmental action, with strengthened field operations where appropriate.
 

5. Strengthen self-reliant local government institutions, based on local
 
elections and local revenue generation.
 

6. Reduce the government's role in areas where the private sector can better
 
provide needed goods and services.
 

7. Strengthen the continuing systems within the government to improve the
 
administrative systems of:
 

- Personnel
 
- Finance
 
- Supply
 
- Office work methods.
 

8. Simplify the rules of business. Work to create an administrative culture
 
favourable to change and public service through training, incentives and
 
rewards for initiative and responsible action.
 

9.Take charge of setting development priorities. Place international assistance
 
agencies in a secondary, supporting role.
 

10.Strive constantly for an administration which is more responsible and
 
responsive, for a more dynamic administration: Gotisheel Proshashan. There is
 
always a better way to d' the public's business.
 

There can be no clear-cut blueprint as to how to achieve these goals. It is
 
something that must be worked for constantly through:
 

- Political leadership and support for dynamic administration,
 
- Publicity and public pressure to improve government performance,
 
- Serious training and administrative modernization efforts from within the
 
public service, 

- Adequate compensation and recognition for public servants, and 
- Mutual trust between the political authorities and the bureaucracy and 

within the bureaucracy.
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IIIGHLGI_TS (OF THE REPORT ON SECRETARZIAT 
SYSTEMS AND WORK PROCEDURES 

Con stai ts 

1. Lack of internal capacity 

for management improvements. 


2. Overly complex rules and 

procedures, 


3. 	 Non-observance of 	 rules and 
procedures, 


:. 	 Weak decision-making 
systems, 


5. 	 Weak supervision and 
inspection. 

6. 	 Inadequate himan resources 

ommended Actions 

1. Upgrade O&M Wing into O&M
 
Division.
 

2. Expand the work simplification
 
functions of the O&M Wing.
 

3. 	Simplify the rules 
and
 
strengthen training in 
 their
 
application.
 

4. 	 Monitor observance of rules 
and procedures and include
 
observance 
 as a measure of
 
performance.
 

5. Assign ultimate responsibility
 
for non-observance 
 to the
 
supervisors.
 

6. Simplify communications and
 
reduce layers in decision
 
making.
 

7. Delegate routine matters to 
subordinate offices.
 

8. 	Improve decision-making
 
meetings. 

9. 	 Storengthen policy-oriented
 
capabi lities.
 

10. 	Improve management information
 
systems.
 

11. 	 Strengthen formal application 
of existing provisions in 
supervision and inspection. 

12. 
Increase informal interaction
 
and 	communication among super
iors and subordinates.
 

13. 	 Reform recruitment, incentives 
and promotion systems with 
e!'phasis on merit. 



14. 	Introduce a two-tier recruitment
 
to raise the quality of senior
 
civil service.
 

15. 	Upgrade relevant training with
 
emphasis on OJT.
 

7. Weak logistical support 
 16. Modernise office equipment.
 
systems
 

17. 	Rationalize manpower and train
 
officers and staff in the use
 
of modern office equipment and
 
computers.
 

8. Inadequate and poorly 
 18. Plan new Secretariat facilities
 
planned physical facilities, for an improved working environ

ment.
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EXECUTIVE 
 SUMMARY
 

Functional Context
 

The Secretariat System 
is the cornerstone of government

administration in Bangladesh. The decisions 
of the Government,

both regulatory and developmental, 
come about as a result if

elaborate deliberations within 
the Secretariat. The Secretariat
 
is primarily responsible for 
formulating administrative and
 
development policies, monitoring their execution, and evaluating

their impact. In carrying out its responsibilities, the

Secretariat is ultimately accountable to the Parliament 
through
 
the Ministers.
 

The basic structure of the present Secretariat in Bangladesh has
been 
derived from the administrative framework of Pakistan. 
At

the time of independence in 1971, Bangladesh inherited the
 
structure of 
the provincial secretariat of the then East

Pakistan. The provincial secretariat in East Pakistan consisted
 
of departments whose main responsibility was the field adminis
tration of 
the province. The present Secretariat serves as a

national Secretariat and is responsible for formulating policies

and coordinating their implementation for the socio-economic

development 
of the country. The functional responsibilities of
 
the present Secretariat 
are, therefore, intrinsically different
 
from those of the Secretariat of the pre-independence era.
 

Objectives of this study
 

This study has been prepared by the Working Group 
on the

Secretariat System 
and Work Procedures. The basic objectives of

the study are to 
identify the key constraints in the Secretariat
 
and its Work Procedures and develop feasible recommendations
 
toward enhancing the efficiency of the system. In the conduct of
 
this study, the Working Group has taken 
into account the broader
 
objectives of the Public Administration Efficiency Study (PAES).
 

The constraints to achieving 
the broader objectives of the PAES

have been addressed in this study specifically in relation to:

(a) efficacy of rules and regulations that govern decision-making

and communication procedures 
and the observance of these rules
 
and regulations; (b) requirements and
of management. skills 

competencies of personnel; 
(c) logistical support required for
 
smooth and efficient functioning of the Secretariat.
 

The major constraints and recommended changes are integrated and

summarized below. A complete summary of constraints and recommen
dations is included as Annex A.
 

i
 



Constraints and Recommendations
 

1. Rules and Regulations
 

The Working Group on Secretariat System and Work Procedures has
examined the various problems related to 
the substance as well as
the practice 
of the existing rules and regulations. It has
determined that rules 
and regulations require simplification as
well as modifications in order to serve 
as efficacious tools of
administration, At present, virtually every decision in 
the

Secretariat is 
governed by disparate sets of rules and
regulations which tends 
to create procedural bottlenecks.
Administration by minute rules for every occasion is inconsistent

with a dynamic administration in which individuals and organizations may have legitimate freedom 
of action in well specified

areas of responsibilities. To encourage initiative and creativity

in decision-making, it is necessary that 
the responsibilities

assigned to 
the officers should be congruent with the powers
delegated and that officers should have the 
assurance of the

neutrality of their actions.
 

The Rules of 
Business, 1975, and the Secretariat Instructions,
1976 embody the necessary provisions for allocating 
functional

responsibilities to different 
parts of the Government and for
specifying work procedures. 
The majority of the provisions of
these two documents have been carried over 
from the British
period and have been modified from time to time. There is,
however, further 
scope for modifications. To ensure 
efficiency,

the provisions of the Rules of Business and especially 
of the
Secretariat Instructions need modifications in the following

specific areas:
 

- Delegation of administrative and financial powers;

- Intra and inter-ministerial coordination;
 
- Multiplicity of decision-making layers;
 
- Channels and process of communication; and
 
- Allocated time for disposal of business.
 

A lack of sufficient familiarity with the existing rules and
regulations among the 
junior officers serves as a constraint to
speedy disposal of business. According to our study,
approximately one-half of the junior officers do not have a good
grasp of the rules and regulations. The lack of knowledge results

in either delay in decisions, inaction or inappropriate action.
 

An important factor contributing to insufficient familiarity with
rules and regulations among the officers is deficient training at
the post-entry and in-service levels. The 
officers belonging to
non-secretariat cadres 
who are transferred to the Secretariat

display even lesser familiarity with rules 
and regulations.
Lacking sufficient knowledge, the officers are unable to make or
suggest appropriate decisions consistent with prevailing rules
 
and procedures.
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The non-observance of 
many important provisions of the Rules of

Business and the Secretariat Instructions has become 
a common

practice. The Instructions are not observed 
in such important

matters as 
timely disposal of business, supervision, and proper
filing and record keeping. Non-observance of the important Rules
 
and Instructions is not monitored and penalized. The officers are

neither rewarded for observing rules nor disciplined for non
observance.
 

The reasons behind the 
non-observance of 
the Rules and

Instructions are 
many and often interrelated. In some instances,

non-observance is encouraged due to lack of sanctions, and lackof tirie and proper logistical support interfere with observance 
in other instances.
 

To make the rules and regulations as efficient instruments, the 
Working Group recommends: 

- Simplification of rtles and regulations;
 
- Modifications in rules and regulations to enhance efficiency;

- Institutional and on-the-job training in rules and regulations;
 

and
 
-
Strict compliance and disciplinary measures for non-compliance.
 

2. De€ci.si on-la king 

Decision-making in the Secretariat, in practice, is highly
centralized and suffers from a number of procedural bottlenecks
associated with unnecessary scrutiny at multiple layers,
incrementalism, fragmentation of responsibilities, and elaborate
and time consuming requirements of coordination. Moreover, the
decision-making 
is too focused on administrative and operational

details and policy-making 
matters are given limited attention.
 

Most of the decisions are actually made 
at the highest level
 
although the powers to make decisions are delegated within the
hierarchy. The delegated powers are exercised within narrow
limits, especially by the middle and junior level officers, for
fear of contravening the decisions higher tip as well as for lack
of self-confidence and hesitancy to assume responsibility.
Furthermore, there is no particular incentive to take initiative
and the perceived risks of making decisions outweigh both 
benefits and risks of not making them. 

The Working Group recommends that most of the administrative andoperational activities in the secretariat should be delegated tothe Attached Departments, Directorates, and Subordinate Offices 
so that the Secretariat could devote its resources to formulate 
policy, monitor policy implementation, and evaluate the impacts
of policies. With regard to the decision-making procedures,
multiple layers should be reduced and organizational communica
tion methods should be made more efficient and productive. The
recommended changes specifically focus upon: 
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- Developing policy-analytic capability within the Ministries;
 
- Reducing administrative and operational activities of the
 
Ministries;
 

- Modifying communication procedures and minimizing written
 
communication;
 

- Improving the structure and quality of intra and inter
ministerial meetings; and
 

-
Complying with the specified time-limits in the disposal of
 
business.
 

3. Personnel Mananement
 

A well-trained, motivated, 
and competent cadre of officers is

essential to an efficient working of 
the Secretariat. This study
finds that the competence 
of the officers, especially at the
junior levels, is 
in rapid decline. Officers of 
the level of

Assistant Secretaries are inadequately trained and have 
limited
motivation. 
A number of factors, other than general
a 

deterioration in educational standards, have contributed to 
this
decline whiJch 
include a lag in consistent and timely recruitment,

non-uniformity of recruitment standards, deficiency in post-entry

training, and 
an overall expansion in 
the size of government

personnel after independence.
 

Supervision of personnel 
is very weak in the 
entire system.

Important matters such as 
timely disposal of cases; proper filing
and record keeping; office organization and management;

utilization of office equipment; 
and punctual attendance are not

monitored and supervised in a systematic manner.
 

The incentives and the opportunities for career development are
negligible. Professional mobility is restricted because merit and
performance are not differentiated from seniority. Under the
existing sysfem, merit 
is often subsumed by other considerations

and therefoie 
there is a need to clearly define merit 
as a
 
singular trait of higher performance.
 

Recruitment is partially based on merit. 
After the initial

posting, there is 
a 
need for further screening and selection of
officers on basis
the of merit and high performance. A two-tier
 
recruitment process 
needs to be introduced under 
which officers
after their initial posting in the field will 
become eligible to
 
compete through an open examination held by the PSC. The top

ranking candidates would qualify for accelerated promotion at
 
appropriate levels in their respective cadres.
 

Improvements in recruitment 
and selection of personnel with
simultaneous improvements supervision,
in 
 incentive structures,

career development, and in 
building trust and confidence are

needed. We have made specific recommendations for:
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- Streamlining and simplifying recruitment procedures;
 
- Introducing a 
two-tier recruitment to 
raise the quality of
 

senior civil service;
 
- Delegating powers of posting and transfers to the line
 
agencies; 

- Instituting strict measures of supervision and inspection;
- Simplifying and improving performance appraisal system and 

integrating performance with promotion; and
 
-
Increasing pecuniary and non-pecuniary incentives to merit and
 

performance.
 

4- Training
 

The existing training facilities for Secretariat personnel at all
levels are limited; 
the quality of staff and the training methods
 
and materials are marginal. 
No formal on-the-job training is
given to the probationers. Consequently, less. than 
the required

number of officers receive training, and the relevance and 
impact of training is unsatisfactory. The training facilities,
the planning of curriculum and training delivery methods need

significant improvements. To enhance the quality of 
training and

its impact, greater incentives need to be provided to the 
trainers as well as to 
the trainees.
 

The requirements of improving training manifold and
are 
 our

recommendations address 
the development of training facilities

and staff in the area of general administration only. Specific
 
measures are recommended for:
 

-
Improving and expanding the training facilities of the PATC and
 
the BCS (Administration) Academy;
 

- Introducing intensive training programs at appropriate local 
institutions;
 

- Formalizing on-the-job training (OJT) and developing capability

to conduct. OJT in the Secretariat on a regular basis;
 

-
Recruiting trainers on the basis of merit and qualifications and
 
motivating them;
 

-
 Integrating training with career development; and
 
- Increasing incentives for trainers as well 
as trainees.
 

5.. FJiing__andq_RecordKefflA~ng1 

The filing and record keeping systems in the Secretariat are

outmoded and inadequate for the present day requirements of
information management. The present system of filing and record
keeping is based on a subjective classification of materials and
information and the application 
of the system is too labour

intensive and reliant upon the personal skills of lower staff.
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The Working Group recommends that the filing and record keeping

system should be improved through:
 

- Methodical observance of instructions as 
laid down in the
 
Secretaria Instructions; and
 

-
Changing and improving the materials utilized i.e., 
paper, file
 covers, filing cabinets etc. and their organization and supply.
 

6. Physical Facilities and Logistics
 

The present physical facilities and office lay-outs in the
Secretariat are poorly planned and 
insufficient 
for the size of

the Ministries And their personnel. The physical environment
 
generally is 
chat of overcrowded and unmethodical arrangement of
work. Logistical support is 
equally deficient. The necessary

office equipment are either in short supply or 
improperly orga
nized and utilized. These physical 
conditions and deficient

logistical support are responsible, to a great extent, 
for

causing delays in the disposal of business.
 

A work conducive environment and adequate material and logistical

support 
is essential for improving efficiency. In this regard,
our recommendations specifically address improvements for:
 

-
Expanding physical facilities and rationalizing office layouts;

- Improving che methods of procurement, supply, and utilization
 

of existing office equipment;
 
- Modernizing office equipment through the introduction of micro
 

computers, photo-copiers, telex or fax machines; and
 
- Rationalizing 
and training manpower to use new technology.
 

In the last section of 
the Report, we have outlined several
 
programmes for implementation along with brief terms of reference

and methods of implementation for each programme. We have

proposed that 
the 0 & M Wing of the 
Ministry of Establishment
 
should be assigned an overall responsibility for coordinating and

monitoring the implementation of 
the recommended programmes. The
O&M Wing should be transformed into 
a Division and its functions

should be enlarged to include developmental activities related to
organizational changes 
and improvements office work
in and 

procedures, personnel development, information management systems

etc. A study should be conducted to transform O&M Wing into a

full-fledged Division with professionally skilled personnel.
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I . INTRODUCTION
 

A. Backqround of the Study
 

The successive Governments in Bangladesh have been 
cognizant of

the problems in public administration since 1972 and the 
macro
level issues in administration have been addressed by various
 
committees from 1972 to the present. Some of 
the recommendations
 
of the various committees have been implemented and have brought

about changes in the civil service structure. However, the micro
level problems in public administration such as internal
 
procedures, work-methods, logistical support received
have 

limited attention.
 

In 1987, the Bangladesh Government to a
decided undertake study

to ideitify key constraints affecting the efficiency of Public

Administration, particularly in relation to important 
key

ministries. The study would deal with class I officers since this
 
group plays a most central role in the management of the economy.

The decision to undertake the study was also in response to the

provision made 
by the World Bank in its thirteenth imports
 
programme credit.
 

The structure and the scope of work of 
the Public Administration
 
Efficiency Study was developed 
by the BDG officials in

consultation with the World Bank. A Steering Committee of the BDG
 
officials was set up to produce this study. The study 
was funded
 
by the United States Agency for International Development
 
(USAID).
 

The recommended changes 
from the study are limited to the
 
existing BDG structure and the 
rules of business. The main focus
 
of the study is on the following four priority areas:
 

(1) Secretariat System and Work Procedures;
 

(2) Relationship between Ministries and Departments,
 

(3) Relationship between Ministries and Public Corporations; and
 

(4) Project Preparation, Approval and Implementation, with
 
particular emphasis on the Planning and Budgeting process.
 

The studies in the above areas have been undertaken by the
four respective Working Groups. This study has been produced
by the Working Group on Secretariat System and Work

Procedures headed by the Additicnal Secretary of the Ministry

of Establishment. The members and 
staff of the Working Group
 
are listed in Annex B.
 



1. The main objective of the Public Administration Efficiency

Study (PAES) is 
to identify the key constraints in public

administration and 
recommend implementable measures 

improving administrative efficiency. According to 

for
 
the Scope of
Work of the Steering Committee, recommendations are 
to be
 

developed to achieve the 
following objectives:
 

(a) Higher standards in administrative performance;
 

(b) Sound policy analysis;
 

(c) Implementation of policy and its strategic implications;
 

(d) Delegation of authority for non-policy making decisions;
 

(e) Procedures 
for staffing the selected ministries/divisions;
 
and
 

(f) Development and improvement of training facilities 
for
 
development administration.
 

The above objectives are common to the 
four priority areas of
the study. The Secretariat 
System and Work Procedures
 
constitutes one 
of the four priority areas.
 

The Working Group on the Secretariat System and Work
 
Procedures has defined the objectives of this study as 
follows:
 

(a) Examine the provisions of the Rules of Business and the

Secretariat Instructions with 
a view to pointing out the

deficiencies in 
the substance 
as well as the practice of
 
the provisions;
 

(b) Assess 
the dysfunc.ional aspects of decision-making in the

Secretariat System in terms of 
the levels, stages, and
 
procedures of decisior.-makir.g;
 

(c) Examine the problems in work methods and communication
 
procedures 
i.e. filing, record-keeping, and 
inter and

intra-organizational communication;
 

(d) Review the personnel management procedures and identify

problems in recruitment, 
staffing, transfer, promotion,

supervision, and incentives;
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(e) Examine the defiiencies in training in 
terms of physical

facilities, financial resources, staff, 
and the relevance

and impact of in-country as well as 
foreign training;
 

(f) Identify problems of inadequate physical facilities 
and
 
logistical support; and
 

(g) Develop recommendations and an implementation plan for

making improvements in the above areas.
 



C. Methodology
 

The basic mechanism for this report was the Working Group on the

Secretariat System and Work Procedures which held eight meetings
with the consultants during May through September. The 
chairman
 
and the members oA the 
Working Group provided guidance to the
consultants at each step of 
the ,jtudy. The consultants also met
with the individual members of the Working Group several times to

discuss specific issues and to seek their advice.
 

The methodology for the collection of data relied 
on documentary

analysis, interviews with the class I officers at 
all levels in
the ministries, and a survey conducted to collect in-depth

information from a seiected sample of officers on specific issues.
 

1. Important Government documents and the reports of 
various

official committees 
were reviewed with special attention to

the organization, functions and work procedures of the
 
Secretariat. The entire provisions of the of
Rules Business,

1975 and the Secretariat Instructions, 1976 were examined to

determine the adequacy and practice 
of these provisions and
the extent to which 
the existing provisions require

modifications and measures
improved of enforcement. The list
 
of the documents reviewed is contained in the Bibliogra)hy.
 

2. Interviews were conducted with approximately sixty officials
 
at all levels in seven Ministries. The Ministries include:
 
Establishment; Industry; Commerce; Finance; Planning; Agricul
ture; and Irrigation, Water Development and Flood Control.
 

The consultants interviewed the 
majority of the government

officers more than once. Officials from the United States
 
Agency for International Development (USAID), 
United Nations

Development Program (UNDP), 
and the World Bank were also

interviewed. The 
list of the individuals interviewed is
 
attached as Annex C.
 

3. The consultants designed a semi-structured questionnaire on

the basis of the information from the documentary analysis and
formal interviews in order to collect 
further data on
 
important issues from 
the government officials. The

questionnaire and the analysis of the responses is attached as

Annex D. The questionnaire was circulaLd to a selected sample

of 70 class I officers in the seven Ministries. The majority

of the respondents selected were of level
the of Assistant
 
Secretaries. However, 
at least one Joint Secretary and one

Deputy Secretary were included in the sample from each of the

Ministries. A total of officials
49 provided complete
 
responses to the questionnaire.
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4. An attempt was 
made to examine the difficulties faced by the
clientele of the Secretariat. For this purpose, forty visitors
 
to the Secretariat were interviewed on 
a random basis through
a prepared interview 
guide. Four members of the consultant
team conducted interviews over a twr 
day period. The interview
guide and the findings from the Survey are attached as Annex E.
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II. SECRETARIAT 
 SYSTEM
 

A. Historical OvervieN
 

The essential 
structure and functions of the Bangladesh Secretariat System, like the secretariat systems 
in other countries of
South Asia, were developed under the 
British period. British
colonial administration 
provided the framework of organization
and operational procedures. The legal and political 
framework of
the British administrative set-up in 
India was mainly geared
towards the maintenance of law 
and order, the collection of
revenues and the promotion of commercial interests. The district
was the focal point of its administration. The functions of the
British Secretariat 
 System were strictly regulatory in nature,
 

India won freedom from the 
 British rule in 
1947 and it was
partitioned into two 
independent states i.e. 
India and Pakistan.
Both of the independent states inherited the 
administrative
system from the 
British. The structure and 
functions 
of the
secretariat system, 
more or less, remained intact 
in both the
nations. The former 
state of Pakistan adopted a unitary form of
government with 
West Pakistan and East Pakistan 
as the two
provinces. The government 
administration 
was mainly conducted
through the ceDtral 
secretariat 
and the two provincial
secretariats in West Pakistan and East Pakistan respectively.
 

During the time of the united Pakistan, the provincial government
in East Pakistan was more or less 
a replica of the central
government. 
It had a secretariat similar to 
that of the center,
consisting 
of several departments and respective attached
directorates and subordinate offices patterned along the lines of
the central secretariat. The administrative set-up was split into
central administration and provincial administration. The central
secretariat was composed of 
all ministries and was 
responsible
for formulation of national policies. 
The structure of the
provincial administration 
was, however, different from that of
the central government. 
The provincial administration and the
provincial secretariats were 
created as field units on a
geographical basis and organised into divisions, districts, 
subdivisions, and thanas. The provincial secretariat was responsible
for field administration and 
execution of 
plans and policies as
opposed to the formulation of policies 
which was the main
responsibility of the central secretariat.
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The painful circumstances in which the 
state of Bangladesh was
createa produced utter chaos 
in its administrative and 
economic
 systems. Soon after independence in 1971, 
the main concern of the
new Government of Bangladesh was 
to undertake necessary 
measures
to transform 
the provincial secretariat 
of the former Ea3t
Pakistan into 
a national Secretariat. 
The task of building a new
nation required the administrative system 
to be reorganized and

strengthened at all ltvels of the government.
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B. Post Independence Chagnes
 

At the time of independence, the 
newly constituted
Government of Bangladesh inherited 
national
 

a 
deficient institutional
structure. 
Public sector 
institutions 
were severed
parent bodies which from their
significantly weakened 
their organizational
and manpower capabilities. 
The inherited 
civil
organization and personnel service
 
were not adequate to meet the
requirements 
of the 
new nation. 
Since 
then, successive
Governments have initiated changes and reforms to 
reorganise and
strengthen 
the civil service. A number of 
committees 
since
have addressed the problems in 

1972

the civil 
service and recommended
 measures for improvements.
 

1. The objectives of the Administrative and Services Reorganisation Committee (ASRC), 

was 

appointed by the Government in 1972,to determine 
an appropriate framework 
for reorganization
of the administrative 
system and proposed changes
recruitment, staffing, service conditions, work methods etc.
in
 

(1). 

The committee 
proposed a classless Unified 
Grading Structure
consisting of ten grades and the creation of Senior Policy and
Management Posts 
to be filled on the basis 
of competence by
the personnel of 
grades 
I to IV. The Committee also
recommended to professionalise the services and 
to allow equal
opportunity to both generalists and professionals.
 

With respect to the 
organization and 
functions
Secretariat, of the
the Committee 
was of the view that 
the role of
the Secretariat should be limited 
to: (i) policy formulation;
(ii) planning; 
(iii) evaluation 
of execution of plan; (iv)
legislative measures; 
(v) assisting the Minister 
in discharge
of his responsibilities; 
(vi) pirsonnel management at
level (vii) execution only 
the top


in areas 
where there is an
advantage in imerging the Departments with the Secretariat, and
(viii) supervision 
of the work of the 
Operating Departments

where.necessary.
 

The functions of national government, according 
to members of
the Committee, were 
defined as 
mainly developmental in 
nature
and therefore 
the bulk of operational 
and administrative
functions should lie 
with 
the public statutory corporations
and regional and local public bodies.
 

The Report of ASRC was not made public and its recommendations
 
were not fully implemented.
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2. In 1977, the Government formed 

structure known as 

another Committee on 
Services

Rashid Committee (2). 
The Government, based
on recommendation of Rashid Committee, constituted
Services 
 the Senior
Pool (SSP) in March 1979 
consisting of 
posts
Deputy Secretaries and above in 

of
 
the national secretariat. The
basic concept was to select people at 
the level of Deputy
Secretary through an examination system to 
be conducted by the
Public Service Commission. Promotion within the Pool 
was to
given strictly on the basis of merit. 

be
 

3. The Martial Law Committee (MLC), appointed by 
the Martial Law
Government 
in April 1982, was responsible for examining the
organizational set-up of the Ministries/Divisions, 
the Departments, Directorates, 
Subordinate 
Offices, and
Statutory Corporations(S). the Public
The most significant recommendation
of the Committee was 
the reduction of ministries from 36 
to 20
and the number of divisions from 49 45.
to The recommended
reductions implied reductions in
personnel from 9440 to 
the total strength of
6118. With regard to 
the Secretariat,
the 
Committee recommended 
that the 
layers of decision-making
should be 
reduced and proposed a 1:3 ratio of 
supervisors to
staff. Other 
recommendations 
of the Committee 
included
introduction of the
merit system for promotions and 
a maximum
delegation of financial and administrative powers.
 

The recommendations 
of the MLC 
with 
 regard to the reduction
of the Ministries/Divisions and 
their staff were implemented.
The number 
of ministries 
were reduced to 20 a
imposed on and ban was
public employment. However, 
two years after these
changes were implemented, the number of ministries
increased were again
to 32 and the ban 
was lifted resulting
increase of in an
the strength of staff app.oximating 
to its
previous levels.
 

4. The Committee 
for Administrative Reorganization/Reform (CARR)
was constituted 
in 1982 to review the structure 
of the
administration 
and recommend 
changes for the devolution of
authority to local government institutions (4).
 
The Committee recommended substantive measures 
to decentralise
administration 
to the district 
and subdistrict 
levels by
upgrading thanas into 
upazilas and 
subdivisions
districts. into
As a result of 
the implementation 
of the
Committees' 
recommendations, 
local administration
reorgan-ized was
into the upazila 
system. Administrative
decentralisation 
was undertaken by transforming thanas into
upazilas and by replacing the Circle Officer of thana w-* h the
Upazila Nirbahi 
Officer (UNO). 
Political participation
accountability and
in 
the local government administration was
introduced, to some 
extent, by assigning significant authority
to 
the elected chairmen and n,mbers of the upazila councils.
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5. A Cabinet sub-committee, under 
the chairmanship of 
Dr. N.A.
Matin, was appointed in June, 1987 to 
examine the structural
organization of Senior Services 
Pool (SSP) and unequal prospects of promotion of officers 
of various cadre services (5).
The Matin Committee, after 
examining the proceedings of the
Special Committee regarding SSP, which was 
constituted in

1985, recommended the abolition of SSP.*
 

The Matin Committee proposed that 
the Secretariat 
can be made
 more representative by assigning quota to 
the posts of Deputy
Secretaries and Joint Secretaries 
for various cadre services.
The committee also provided quota 
for posts of Deputy
Secretaries 
and Joint Secretaries 
of various services. The
post of Secretaries 
and Additional Secretaries will not be

subject to 
,uota for any service.
 

The recommend-tions 
of the Matin Coijamittee have been approved

and the Government has abolished the SSP.
 

* A special Committee was 
formed in 1985 
under the
 
Chairmanship 
of Admiral Sultan Ahmad 
to review the
 structure 
of the SSP. The 
Committee Lad recommended that
the SSP should continue. It should be 
noted that two
members 
of the Sultan Committee 
were also the members of
the Matin Committee which recommended to abolish the SSP.
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C. Present Organization and Functions
 

I- Organization of 
the Secretariat
 

The Secretariat 
is the center 
of the government administration.
It is in the Secretariat 
that all the administrative and
developmental policies 
are formulated. 
The decisions of the
Government, both 
administrative and developmental, come 
about as
a result of elaborate deliberations within the 
Secretariat. The
Secretariat also 
serves as an important channel of advice 
to the

Ministers in policy-making and legislative matters.
 

1.1 Under Article 56 
of the Constitution of 
the People's

Republic of Bangladesh, the executive authority of the
Republic vests 
in the President, who 
under his rule-making
power las made 
the Rules of Business, 1975, for the
allocation 
and transaction 
of the business of the
Government. Under the provisions of 
these rules, the
Presideot has the 
authority to constitute a Ministry
consisting of 
one or more Divisions and distribute business
of the Government among them. 
If any doubt arises as to the
Ministry to which a case 
properly pertains, the matter is
referred to 
the Cabinet Division for decision. The
Secretariat Instructions, 1976, 
framed under the provisions

of the Rules of Business, 1975, 
lays down the procedures as
to how the business of the government should be conducted,,
 

1.2 At present there 
are 32 Ministries comprising of

Divisions (Annex-F). All the Ministries 

49
 
and the Divisions
 are collectively known as 
the Secretariat. There is practically no difference between 
a Ministry and a Division, except
that a Ministry may be constituted with 
one or more
Divisions. Thus a Ministry/Division has been defined to be 
a
self-contained 
administrative 
unit responsible for the
conduct of business of the Government in a distinct and
 

specified sphere.
 

1.3 A Minister may be assigned the charge 
of one or more

Ministries by the 
President. lie is i'esponsible for policy
matters concerning his 
Ministry and for implementation

thereof, lie is also responsible for conducting 
the business
 
of his Ministry in the Parliament.
 

1.4 The Secretary is the official head of 
the Ministry. fie is
responsible for its 
administration 
and discipline and for
the proper conduct of the 
assigned business. He is also the
Principal Accounting 
Officer of the Ministry, its Attached

Departments and Subordinate Offices. He 
keeps the Ministerin-Charge informed of the working of the Ministry andaccording to the latest amendments in the Rules of Business,

works under his s.aervision.* 

As amended by notification number CD-4/18/89-Rules/745 dated Septemnber 2, 1989. The amendment implies that the Secretary can notdispose of important cases without the approval of the Minister.
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1.5 The Secretary is responsible for organizing the Ministry
into a number of working units known as Sections. A group of

Sections constitute a Branch, and a number of Branches form 
a Wing, which is a sub-division of a Ministry/Division.
 

1.6. An Assistant Secretary is in charge of a Section, 
while a
 
Deputy Secretary and a Joint Secretary are 
in charge of a
 
Branch and a Wing respectively. In some Ministries there are
 
one or more Additional Secretaries depending on the volume 
of work. The Additional Secretaries are made in-charge of a
 
wing similar to the Joint Secretary.
 

1.7 The Secretary is in overall 
charge of a Ministry or a
 
Division. The Additional Secretary and the Joint Secretary
 
are entrusted with a well defined sphere of duty. Within 
their sphere, they are supposed to assume full 
responsibility and submit cases direct to the Minister for
 
orders. Such cases are returned to them through the
 
Secretary. However, the Joint 
Secretaries, in actual
 
practice, submit cases to the Ministers through the
 
Secretaries.*
 

1.8 The Deputy Secretary disposes of all-cases in which no major

question of policy is involved or which, under the rules or
 
standing oriers, he is competent to dispose of. The
 
Assistant Secretary disposes of all cases 
where there are
 
clear precedents, and no question of deviation from such
 
precedents is involved or 
which under the rules or standing

orders he is competent to dispose of.
 

2. Distributior, of work 

The Secretary, by 
means of standing orders, distributes the work
 
of the Ministry among the various sections and other working

units. fie determines the maximum extent of delegation of powers

to officers serving under him and issues clear orders laying
down these powers and also the manner of disposal of cases and 
ensures that 

a) the distribution of work is equitable;
b) the channel of submission of cases is vertical and not 

horizontal; and 
c) the tiers through which a case has to pass are ordinarily 

not moxie than two, excluding the Secretary. 

The curretit practice of all cases being submitted by the 
Joint Secretaries and Additional Secretaries through the
 
Secretary is inconsistent with the provision of Secretariat
 
Instruction No. 8 which 
entrusts them with a well-defined
 
sphere of authority and allows them to submit all cases 
direct to the Minister. The Fecretpry will have the power, 
however, to call for any case for his 
own consideration
 
before it is submitted t Ltne Minister.
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3.Role 	and Functions of the Secretariat
 

The role of the Secretariat is limited to 

a) 	policy formulation;
 

b) 	planning;
 

c) 	evaluation of execution of plans;
 

d) 	legislative measures;
 

e) 	assisting the Minister in the discharge of his
 
responsibilities to the Parliament;
 

f) 	personnel management at the top level, viz., (i) officers
 
not below the rank of Member/Director in the cases of
 
Public Statutory Corporations and (ii) officers not below
 
the rank who are in receipt of Modified New National
 
Scale of Pay of Tk. 1650-3020, in the cases of Attached
 
Departments and Subordinate Offices.
 

g) personnel management of the officers of concerned cadre
 
services. The function of the Ministry of Establishment
 
shall be limited to personnel administration of the
 
officers of BCS (Administration) and BCS (Secretariat)
 
Cadres as well as first appointment to all cadres of BCS
 
and inter-ministerial transfer and posting of Class I
 
officers within the Secretariat:
 

h) 	such other matter/matters as may be determined by the
 
President from time to time.
 

4. General administrative tiers
 

Government policies are executed by different politico-adminis
trative tiers in the field level. For this purpose administrative
 
hierarchies are as follows:*
 

(1) Divisions - 4 
(2) Districts - 64 
(3) Upazilas - 460 
(4) Unions - 4403 
(5) Villages -85,650 

* 	 Source: Statistical Pocketbook of Bangladesh, 1989 (Published 
by the Bangladesh Bureau of Statistics). 
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Total manpower of the Government, the biggest employer in the
 
country, is approximately 12,25,784 including the Public
 
Statutory Corporations/Semi-autonomous bodies (Annex-G). The
 
total number of class I officers in the Government is 36,666 out
 
of which 1631 Class i officers are posted in the Secretariat.
 

The ratio of officers to staff in the Secretariat is
 
approximately 1:4, while the 
same ratio in Departments and
 
Corporations is of much higher magnitude. Apparently, there is 
no
 
uniform criteria which dictates the strength of staff 
vis-a-vis
 
officers. The Enam Committee 
of 1982 recommended a 1:3 officers
 
to staff ratio but the recommendations could not be implemented

due to the government's committment to public sector employment.

A rationalization of staff allocations to increase functional
 
productivity, with or without retrenchment of personnel, 
however,

remains an 	 important issue which should be considered by the 
government within the framework of its employment policy.
 

8. 	The Government Administration represents a unified structure 
within which specific functions are assigned to the different 
parts of the administration. The role and functions of the 
Secretariat vis-a-vis 
the Departments, Directorates,
 
Subordinate offices and Public Statutory Bodies are delineated
 
for the purpose of efficient working of the total system.
 
These functional relationships can be portrayed by the
 
following diagram.
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Diagram 1: Public Administration in Bangladesh.
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III. KEY CONSTRAINTS 	 IN THE
 
SECRETARIAT SYSTEM AND 
WORK PROCEDURES
 

A. Rue.s .leguaLions__and_ ln'Lruc.ions 

. Scope and Functions
 

1.1 	 Rules and regulations are the primary means by which an
 
administrative system designates responsibility and
 
authority to its various organs and lays down the procedures
 
for an efficient conduct cf official business. Rules and
 
regulations define who does what and how in a government and 
therefore are necessary to delimit the functional 
jurisdications, delineate the duties and spell out a rather 
stable and predictable procedure for carrying out these 
duties.
 

To ensure efficient administration in the Secretariat, the 
Miinistries/Divisions are governed by various laws, rules, 
instructions etc. the most common of which are the 
fol lowing:
 

a) The Official Secrets Act, 1923;
 

b) The Public Servants (Retirement) Act, 1974;
 

c) The Rules of Business, 1975;
 

d) The Secretariat Instructions, 1976;
 

e) The Government Servants (Conduct) Rules, 1979;
 

f) The Government Servants %Special Provisions) Ordinance,
 
1979; 

g) The Bangladesh Public Service Commission (Consultation) 

Regulations, 1979; 

h) The General Provident Fund Rules, 1979; 

i) The Bangladesh Allocation Rules, 1982 (concerns alloca
tion of residential accommodation); 

j) The Administrative Tribunals Act, 1982; 

k) The Public Employees Discipline (Punctual Attendance) 
Ordinance, 1982; 

1) The Government Servants (Discipline & Appeal) Rules, 1985; 
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m) The Public Servants (Dismissal on Conviction) Ordinance,
 

1985;
 

r.) The Bangladesh Service Rules, Part I and Part II;
 

o) The Delegation of Administrative Powers;
 

p) The Delegation of Financial Powers;
 

q) The Bangladesh Financial Rules;
 

r) The Recruitment Rules;
 

s) The Seniority Rules;
 

t) Training Policy of National Training Council;
 

u) The Treasury Rules, Part I and Part II;
 

v) Instructions regarding advance, office accommodation,
 
security, supply, use of government transport; etc.
 

1.2 	 The Rules of Business, 1975 and the Secretariat
 
Instructions, 1976, embody the necessary provisions for
 
allocating functional responsibility to various areas and
 
levels of the Government and for specifying work procedures.
 
The majority of the provisions of the two documents have
 
existed since the British period and have been modified from
 
time to time. The latest revision in the Rules of Business
 
was undertaken in September, 1989.
 

2. KnoNledge of Rules and Instructions
 

2.1 	 The knowledge of the Rules of Business and the Secretariat
 
Instructions on the part of the officers is essential for
 
their satisfactory performance. Without an adequate
 
knowledge it is difficult to make appropriate decisions in
 
an appropriate manner.
 

It is widely believed that the officers, particularly at the
 
lower level, do not have a good grasp of the Rules and
 
Instructions. The concern that the lack of knowledge
 
results in either delay in decisions or in inaction or
 
inappropriate action has been raised among the majority of
 
the officers we interviewed. It was pointed out that a lack
 
of adequate training at the post-entry and in-service stages
 
is a major contributing factor to the decline in knowledge.
 
Earlier, when the entrants to the civil service were
 
required to undergo rigorous theoretical and practical
 
training, the level of the officers' knowledge about Rules
 
and Instructions was believed to be higher and manifested in
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higher standards of administrative performance. The 
Survey

conducted by the consultants has made 
an attempt to identify

the levels of knowledge among the officers on the basis of
 
their own self-evaluation and 
an evaluation of their
 
subordinates. The following findings emerge 
from the Survey.*
 

2.2 Approximately one-third of 
the officers indicate a good

knowledge of the 
Rules of Business and the Secretariat
 
Instructions according to self-evaluation. Good knowledge

implies a knowledge of seventy 
five to hundred percent of
 
the privisions.
 

2.3 Approximately one-half 
of the officers indicate a

satisfactory knowledge of the 
Rules and Instructions
 
according to self-evaluation. Satisfactory knowledge implies
 
a knowledge of fifty to seventy five 
percent of the
 
provisions.
 

2.4 Approximately one-sixth of 
the officers indicate a poor

knowledge of the Rules and 
Instructions according to self
evaluation. Poor knowledge implies 
a knowledge of less than
 
fifty percent of the provisions.
 

2.5 The estimate of knowledge of the Rules 
and Instructions on
 
the part of the subordinates as estimated by 
their
 
supervisors is considerably different from the self
estimates. Approximately one-half of 
the subordinates i.e.
 
Assistant Secretaries were estimated to 
have poor knowledge.

Approximately forty-five percent 
have satisfactory

knowledge; and only six-percent have good knowledge.
 

2.6 The level of knowledge does 
not appear to be directly

related 
to the length of service.
 

2.7 There are no significant differences among the 
officers
 
across the seven Ministries in which 
the Survey was
 
conducted.
 

On the basis of our interviews and the findings from 
the
 
Survey, it 
appears that the knowledge of Rules and

Instructions among at least half of 
the officers at the
 
level of the Assistant Secretaries is less than
 
satisfactory. The officers in the rank of Deputy Secretaries
 
and Joint Secretaries appear 
to be more familiar with the
 
Rules and Instructions. This is particularly true 
of the
 
officers who joined the civil services before 1971.
 

For the purpose of the Survey, 
knowledge of rules and
 
regulations was estimated in three 
general categories:

good knowledge; satisfactory knowledge and poor know
ledge. The 
three categories indicate approximate estima
tes only and should not be construed as quantitative
 
indicators of knowledge.
 

17
 



Recommendations: 1. 	Training on the Rules of Business and 
Secretariat Instructions should be an 
integral part of on-the-job training in the 
Secretariat. 

2. 	 Frequent refresher courses on Rules and 
Instructions should be undertaken at the 
PATC, the RPATCs, the BCS (Admin) Academy,
 
and the Staff Training Institute (STI).
 

3. 	 Case-study methods should be applied in the
 
training of officers in rules and
 
regulations.
 

3. 	Availability of Documents
 

3.1 	 The knowledge as well as the practice of Rules and 
Instructions is constrained by the fact that the related 
documents are not available to the officers for quick 
reference. In certain cases, the documents are available in
 
the Sections but are not properly kept. The officers have a
 
tendency to keep copies of these documents in their personal
 
custody and take them along upon their transfer. 

3.2 	 According to the Survey conducted, approximately fifty 
percent of the officers acknowledge to have the copies of 
the documents available. In the case of the Assistant 
Secretaries, only thirty-three percent acknowledge to have 
the copies of the documents available. 

3.3 	 The problem of availability is both a problem of scarcity as
 
well as a problem of organizing and maintaining the
 
documents in an appropriate place.
 

The documents on important Rules and Regulations including 
the current amendments are not catalogued and placed in a 
centrally located unit or office within the Ministries for 
easy access and reference. The availability of these 
documents could be increased by printing the documents in 
sufficient quantities to be distributed to all officers and 
staff, as well as by establishing a well organized mini
library in each Ministry with catalogued and indexed
 
documents and other necessary reference materials. 

Recommendation: 4. 	 Ministries should establish documentation 
centers where properly catalogued documents 
on ruu Ls and regulations are kept for 
reference. 

5. 	 All officers should be provided a complete 
set of rule books at the time of post-entry 
training and asked to keep them up-to-date. 
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4. 
Adequacy of Rules and Instructions
 

4.1 	 Systems and procedures embodied in the Rules of Business and
the Secretariat Instructions are theoretically sound except
in cases where modifications may be needed to make the Rules

and Instructions more practicable and responsive 
to the
present day conditions. The 
same 	systems and procedures in
public administration 
have 	existed more or less 
in the
Subcontinent for a 
long period 
(6). In the past, these
systems and procedures have worked 
well 	in this country as

well 	as in other countries like 
India, Pakistan and Sri
 
Lanka.
 

It is, therefore, 
not 	the substance of the Rules and
Instructions in most 
cases 
that presents problems to

efficiency but rather their non-observance (7).
 

4.2 	 An examination of the provisions of the Rules of 
Business

and the Secretariat Instructions indicates that
approximately three-fourth of provisions, soundthe are 
substance. It must be added, however,that there 

in 
are examples
of Rules and Instructions which presentdo 	 linguistic

difficulties (8). Some of the Rules and Instructions aredifficult to comprehend and to follow. The language of suchRules and Instructions could be simplified.
 

4.3 	 The provisions of the Rules and Instructions are considered
 
as adequate for an efficient disposal of business 
by the
majority of the officers. According to the Survey,

approximately seventy-five percent 
of the officers believe
that the efficiency in the Government will significantly

increase if the provisions were appropriately applied. In
certain areas, the provisions of the Rules 
and Instructions
 
require modifications and improvements. The respondents 
to
the Survey identified the following areas 
for modifications,

in order of importance.
 

- Delegation of administrative and financial 
powers;

- Intra and inter-ministerial coordination;
 
-
Multiplicity of decision-making layers;

- Channels and process of communication; and
 
- Allocated time for the disposal of business.
 

4.4 	 In examining 
the provisions of the Rules and Instructions,

we have identified 
those Rules and Instructions that call

for modifications in order.to 
enhance the efficiency. We
have been guided in this effort by the findings from the

Survey and the following general principles:
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a. 	Allocation of responsibility to both individuals as well
 
as to organizations ought 
to be clearly assigned and
 
should be consistent with the delegated powers;
 

b. 	Functional jurisdictions ought 
to be clearly delineated
 
to minimize overlap. For 
example, jurisdiction over
 
formulating policies ought 
to be differentiated from

jurisdiction over execution of policies 
as far as
 
practicable;
 

c. 	Administrative and financial powers 
ought to be

delegated to 
the 	maximum extent possible.
 

d. 	Excessive noting and file-shifting ought to be minimized
 
to avoid delays in making decisions.
 

Recommendations: 6. 
 The Secretariat Instructions should be made
 
simpler, especially in its Bengali version.
 

7. 	Further revisions 
in the Rules of Business
 
may 	be made 
in future after the effects of
 
Rules revised in 1989 have been 
institu
tionalised. Such revisions should 
be based
 
on careful assessments by the concerned
 
organisations to be undertaken 
on a conti
nuing basis.
 

5. 	Observance of 
Rules and Instructions
 

5.1 Non-observance of the 
Rules and Instructions has become a
 common practice. The 
Secretariat Instructions contains
 
specific provisions for decision-making, delegation 
of

authority, supervision, files management etc. The observance
 
of these provisions by the officers is crucial to 
the
efficiency of the 
Government. Non-observance of the

important Rules and Instructions is not monitored and

penalized. The officers 
are 	neither rewarded for observing

the Rules and Instructions nor disciplined 
for non
observance. Unless, Rules and 
Instructions are strictly

observed under a supervision and monitoring system, 
it may

be difficult to obtain the required compliance.
 

During 
the course of this study, we have examined the

provisions of the Rules and Instructions which have a direct

bearing on efficiency. We have found 
 that a majority of
these Rules and Instructions 
are not observed. In some
 
cases, the Rules and Instructions are observed but not
 
according 
to their full intent.
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The reasons behind the non-observance of the Rules 
are 	many

and interrelated (9). In certain cases, the Rules may not be
followed deliberately due to lack of sanctions or 
hidden
 
personal motives. The lack of adequate knowledge, time, and
 
proper logistics interfere with 
their application in other
 
cases. The findings from 
the 	Survey indicate that the

officers consider 
that the following factors militate
 
against the observance of the Rules and Instructions:
 

- Inadequate knowledge;
 
- Time constraints;
 
- Inadequate delegation of authority; 
and
 
- Lack of supervision and inspection.
 

The major examples of the non-observance of the provisions

of the Secretariat Instructions and the Rules of 
Business,

the deviations in actual practice and their impact on
 
efficiency are briefly discussed below:
 

5.2 	 Delays in decision-making occur primarily due to non
observance of the prescribed time limit as laid down in the
 
Secretariat Instruction 
No.185. The Instruction is seldom

followed by officers due to several 
reasons. First, there is
 
an intentional neglect in observance due to weak supervision

and lack of accountability. Second, the overload of work due
 
to its unequal distribution 
presents problem in following

the time-limit. Third, poor logistical support, 
in some
 
cases, interfere with disposing cases in time.
 

Recommendations: 
8. 	The time limit laid down in the Instruction
 
No. 185 for the examination and disposal of
 
cases should be strictly followed by all
 
officers.
 

9. 	Disposal of Business 
within the prescribed

time limit by the officers should be taken
 
into account in their performance appraisal.
 

5.3 
 The existing provision for submitting a statement of pending
 
cases. on a monthly 
basis, according to Secretariat
 
Instruction No. 
194, is not appropriately followed. The
 
monthly statements generally do 
not 	contain sufficient
 
information needed 
for 	 the disposal of the cases.
 

Recommendation: 
10. 	 Assistant Secretaries should maintain a
 
weekly list of pending cases with full
 
particulars to be included in the mcnthly
 
statement on pending cases.
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5.4 
 At present, officers seldom inspect Sections and inquire
into the problems of the office. As a result, the
subordinate staff do 
not feel the urgency to dispose of
 
cases within prescribed time limit. 
This leads to delay in
 
the disposal of business.
 

Recommendation: 11. Inspection of 	 by
Sections Assistant
 
Secretaries and Deputy Secretaries and
 
surprise visit by higher officers as laid
 
down in Instruction numbers 196, 197 and 201
202 should be duly made. While 
making the
 
inspection, the officers 
should have
 
Instruction Nos. 203-208 in hand a
as 

checklist.
 

5.5 	 Prescribed office hours are adequately observed
not 
 . Non
gazetted staff not it
do find necessary to observe office

hours due to lack 
of 	supervision and absence of
disciplinary measures. Attendance 
 Registers are not
maintained according to Secretariat Instruction 
 Nos. 81
82.
 

Recommendations:12. 
The provisions of Secretariat Instruction
 
Nos. 81 
- 82 	should be strictly followed.
 

13. 	 Senior Officers should demonstrate the value
 
of punctuality through personal examples.
 

5.6 	 Files and records 
are 	not properly organized and maintained

which adversely affects 
the speed at which relevant and
important information can be processed and 
 retrieved for
 
the disposal of business.
 

The 	responsibility of properly 
organizing files and

maintaining 
 records lies with the Section Assistant who,
according to Instruction No.11, is responsible for 
the
 
following:
 

a) 	Putting up previous papers, precedents, rules, regula
tions and other references relating to the case under
 
consideration;
 

b) 	Opening 
of files and keeping a record of movement of
 
files;
 

c) 
Keeping a note of all important orders and decisions;
 

d) 	Recording, indexing, and weeding of files;
 

e) 	Watching the necessity of keeping priority or 
 security

labels on files. Ile 
 will bring to the notice of the
 
Assistant Secretary at the first opportunity that
 
occurs of removing these labels;
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f) 
Other clerical duties assigned to him, including casual
 
typing, maintenance of Diary Register and the
 
preparation of statements and returns.
 

In practice, Section Assistants normally carry items (a)

and (b) and part of (f). Items (c), (d), and (e) which are
 
crucial for filing and record keeping 
are not undertaken.
 
Also, very few of the Section Assistants know how to type

although typing 
 skills are required for their appointment.
 

Recommedations:14. 
The Assistant Secretaries, as the immediate
 
superior of Section Assistants, should
 
ensure that the Instructions for organizing

files and keeping records are carried out in
 
their entirety.
 

15. 	 Ultimate responsibility of proper filing and
 
record keeping should be assigned to the
 
Assistant Secretaries.
 

5.7 	 In many cases, the margin of a note sheet is used for
 
marking files to superior officers. The margin is primarily

meant for referencing and 
for unofficial observation which
 
do not form part of a note. Using the margin for other than

specified purposes causes unnecessary waste of paper and
 
sloppiness in the note sheets.
 

Recommendation: 
16. 	 Margin of a note sheet be reserved for the
 
purposes of referencing and unofficial
 
observations. Secretariat 
Instruction No.
 
115(2) regarding the use of margin should be
 
observed.
 

5.8 	 In writing notes on a file, there is 
a common tendency among

Assistant Secretaries to reproduce the contents of the
 
paper under consideration (PUC). Such notes 
are unnecessary

and redundant. An 
incorrect summary or paraphrasing of PUC

into 	notes may bias a 
decision. The Secretariat Instruction
 
No. 117 provides that "the reproduction of a note of
 
verbatim extracts 
from 	paper under consideration or its
 
paraphrasing 
 will, as a rule, be avoided. It will be
 
presumed that the paper under consideration will be read by

the officer to whom it is submitted".
 

Recommendation: 
17. 	 It is important that the Secretariat
 
Instruction No. 117 should be observed by

Assistant Secretaries. Paraphrasing from
 
paper under consideratiot, (PUC) should not
 
be undertaken in any case to avoid 
unnece
ssary notings and allow the concerned
 
officer to read the PUC in full.
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5.9 Inordinate amounts of time, labour, and materials are wasted

due to the common practice of diarising all receipts in the
Sections. This practice is clearly against Instruction No.32
which specifies the 	ten types of receipts 
that 	will not be
 
diarised.
 

Recommendation: 18. 	 Instruction No. 32 
 regarding proper

diarising of in-coming mail 
should be
 
strictly followed by the Section Assistants.
 

5.10 	Monthly reports of the activities of the Ministries/Divi
sions, as required by Rule No. 23 
of the Rules of Business,


not regularly prepared and submitted to
are 	 the Council of
Ministers by all Ministries. As a result, the 
Council of
Ministers is unable to know and help resolve the outstanding
issues and problems faced by the Ministries/Divisions.
 

Recommendation: 19. 	 All Ministries/Divisions should prepare a
 
brief statement of their activities on a
 
monthly basis and 
submit it to the Council
 
of Ministers in accordance with the Rule 23
 
of the Rules of Business.
 

5.11 Application of 	the 
security procedures for protecting

important government information; providing 
valid access to
visitors; and ensuring proper 
working environment 	in the
 
Secretariat are totally lacking.
 

It has been observed that visitors, both officials and
non-officials, 
have 	easy access to the rooms 
of officers,

especially of junior officers 
which interrupts the work.
Official 
 business is often conducted in the presence of
the 	 visitors who come 
to know of information of confidential 	natures Rule No. 
26 of the Rules of Business regarding

the protection and communication of official 
information is
 
frequently violated.
 

Recommendations:20. 
The 	visitors' 
access to the Secretariat
 
should be restricted. A visitor should not
 
be allowed to see an officer other than that
 
directly concerned with his business.
 

21. 	 Visitors should be received by the officers
 
in a separate meeting room rather than in
 
their offices to minimize interruption of
 
official work.
 

22. 	 The Secretary of the Ministry should 
ensure
 
proper compliance with Rule No. 26 by 
all
 
concerned.
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B. Decision-Makinq
 

I. Policy Analysis and Monitoring
 

1.1 
 According to the Rules of Business, it is the responsibility
of the Secretariat to formulate policies and 
plans and
evaluate and monitor their 
execution. In Bangladesh as in
most countries, the policies are formulated at the highest
political 
level. The process of policy-formulation in
development sectors also
is influenced by the donor
organizations which contribute approximately 
90 percent of
the nation's annual development budget. The role assigned to
the Secretariat in policy-making process basically is 
to
provide the raison detere for formulating sound policies
through collection and analysis of 
information to establish
priorities and objectives and to 
develop effective

strategies for achieving them. 
This form of strategic

thinking is crucial 
to the development of policies but, is

seriously neglected in the Secretariat.
 

1.2 At present, the Ministries perform limited functions 
in
support of policy-formulation 
and have assumed disproportionate responsibilities 
for executive and administrative
functions, especially in the area of personnel management.
The Ministries retain the authority 
 over a large number of
administrative decisions which 
should appropriately be
transferred to the Departments. It estimated
is that more
than half of the cases in the Secretariat involve personnel

matters. As a consequence of the creation of 30 
cadres and
an approximately four-fold increase in the number of
personnel since 1982, 
the Ministries 
have become
overburdened with administration of personnel and related
 
matters.
 

1.3 The Secretariat has been
also assigned the important
function of monitoring the implementation of policies. 
The
policies are implemented through the Departments and Corporations and the Ministries are responsible to follow-up on
the problems in implementation and 
take necessary measures.
In Bangladesh, an effective implementation of the Government
policies is often hampered by lack of coordination among
various agencies; logistical, financial and manpower
problems; and other institutional shortcomings. 
It is the
function of the Ministries to keep abreast of these diffi
culties and devise means to overcome them.
 

1.4 The Ministries 
do not have appropriate organizational

mechanisms for undertaking policy-oriented work. There is a
lack of well 
trained officers 
and staff needed for policy
analysis, planning, monitoring and evaluation. The personnel
who have the appropriate training 
are not utilized.
Moreover, policy-planning activities and skills 
are not
adequately rewarded under the current system.
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1.5 	 The Ministry of Establishment 
is the central personnel

agency of the Government. One of the 
main difficulties in
the Ministry of EstabJishment is the lack of 
expertise for
the formulation of comprehensive and effective personnel

policies throughout the government machinery. 
The role of

the Establishment Ministry in setting personnel policies has

become especially important after the 
introduction of a new

service structure in This
1980. entails a challenging task

of formulating personnel policies 
for a large number 	of

existing employees. 	Acute shortage of 
qualified staff in
such important functional 
 spheres as training,

organizational development and supervision 
 has been

seriously hampering various programmes of staff development

and organizational improvements 
for which the Ministry is
directly responsible. People trained and 
experienced in

these areas are inadequately available. Those who
few are

trained 
in these fields are not properly utilized. Fresh

recruits are hardly attracted 
to these areas because of a
 
lack of career opportunities.
 

Recommendations:23. 	The Ministries should develop internal
 
mechanisms 
for policy formulation and
 
analysis and for monitoring the proper

execution of the policies.
 

24. 	 A well trained cadre of specialists to
 
analyze the impact and strategic implica
tions of the policies should be developed

through in-country and foreign training
 
programs. The trained specialists should be

appropriately posted 
and 	utilized in the
 
Ministries for a minimum of five years.
 

25. 	 The responsibility of 
the Ministries in the
 
area 
of sound policy analysis requires that
 
the Secretariat reduce its 
operational and
 
administrative 
activities in the secondary

matters of personnel administration. The
 
Ministries should delegate the administration
 
of personnel to the Departments as discussed 
in the section on personnel management of 
this Report. 
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2. Decision-Making Procedures
 

2.1 Decision-making in the Government, practice,
in is highly
centralized. Most of 
the decisions are actually made at the
highest level of the Government although the power of 
the
authority 
is delegated within the hierarchy. The delegated

authority especially at the middle 
levels is exercised

within very narrow limits 
for fear of contravening the

decisions higher up. According to the Survey, the 
fore~most
 reason for not exercising authority that has been 
assigned

to the officers is 
their fear of unknown consequences. The
problem is made worse by the fact that the performance of an
officer is not judged on the 
basis of his competence in
taking decisions. There is no particular incentive in taking

initiatives. It may not be inappropriate to say that under
the existing circumstances, it is safer 
not to take

decisions and the perceived 
risks of making decisions
 
outweigh both benefits and risks of not making them.
 

The findings from the Survey indicate that over 50 percent
of the officers do not exercise the powers that have 
been
assigned to them. These officers do acknowledge their powers
but do not exercise it for several 
reasons. The fear of
 
negative consequences and the lack of trust of the superiors
are cited by the officers as the most frequent reasons for
avoidance of responsibilities. 
Other reasons include:

incomplete information,lack of knowledge and 
extraneous
 
interference.
 

The findings of the 
Survey suggest that the constraints

perceived by the officers in meeting their responsibilities

are overwhelming. However, 
it has also been observed that
there is 
a class of officers, especially at middle and
higher levels, with demonstrated competence. The emphasis on

perceived constraints therefore 
needs to be qualified. It
 
seems that the constraints to performance may be inversely
related to an 
individual's level of self-confidence and, the
trust he is able to 
earn from his colleagues and superiors.
 

2.2 A large number of decisions in the Government require
coordination among different ministries and agencies and are

made through inter-ministerial consultation 
and committees.
Committee meetings are important for coordination and for
developing a common point 
of view to avoid jurisdictional

problems. However, the committee system also carries the

risks of diffusing responsibility and deferring decisions.
 

Inter-ministerial 
meetings as presently conducted meandelays and deferrals of decisions. The problem is not so
much with the concept of decisions by committee but with the structure and participation of committee meetings. There areseveral difficulties associated with meetings in the public
sector organizations. Meetings 
take place without adequate
preparation. In convening a meeting, the concerned
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organization does 
not adequately specify the 
issues and

determine the agencies 
or the level of officers most

appropriate for participation. The 
role and expectations of
the participants are important for the 
success of a meeting.

The meetings are often conducted without a 
clear statement

of problems and issues and attended by a mix of senior 
and

junior officers which works 
against the efficiency of such

meetings. In addition, the 
status of decision taken in

these meetirgs is generally 
unclear and the decisions are
 
not always binding upon the concerned parties. The Secreta
riat Instruction No. 199 regarding the purpose of 
inter
ministerial meeting is rather vague.
 

2.3 The formal coordination 
of the activities of different
 
organs of a ministry is primarily undertaken through monthly

coordination meeting called by the Secretary. The purpose of
the monthly meeting is to discuss important issutes and
pending cases and take appropriate measures.
 

The monthly meetings could be 
a useful mechanism for
expediting pending cases 
if they are well structured and

conducted on 
the basis of a proper working paper. Presently,

the meetings are conducted without 
the crucial information
 
on pending issues and likely options. Important matters,

like problems of supervision, inspection and undisposed

cases, are not presented 
 and resolved systematically ir

these meetings. A well prepared document on important issues
 
and likely solutions circulated to the participants in
 
advance would produce expected results.
 

The process of coordination 
within each Ministry would be

facilitated by holding more 
frequent and well structured
 
meetings among the middle and junior level officers i.e. 
the
Deputy Secretaries and Assistant 
Secretaries. The Deputy

Secretary could meet 
with the Assistant Secretaries in each
section, on a regular basis, 
to discuss problems and take
 
necessary measures.
 

2.4 Decision-making procedures 
rely mostly on formal written

communication among different levels of officers and

Ministries/Divisions. 
Unless files arrive, no action is
initiated. It is considered 
 safer by the officers to take

action only upon receiving formal written communication. The
heavy reliance 
on written communication 
has created a

culture of bureaucratic rigidity and does 
not promote a
climate of 
trust. Junior officers show deference to the

personal authority of the superiors 
and feel reluctant to
 
approach them informall and seek directions.
 

2.5 The examination of a case begins at the lowest level 
i.e. at

the level of the 
Section Assistant, who receives 
the

incoming communication from 
the R&I unit. The Section

Assistant makes a determination of the subject matter of the
 
case and places it in a file accordingly. The file is then

passed on to the succeeding higher levels for action.
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The existing procedure of examining a and
case determining
its subject matter 
and importance creates two 
major
problems. First, the movement of files takes time andprevents action urgent
on 
 cases. Second, cases are not
properly distinguished in 
terms of their subject matter and
importance. The procedure requires changes so 
that cases can
be examined and classified appropriately with due attention
 
to their importance and subject matter.
 

Recommendations:26. 
Consultations within the 
same Ministry

should be carried mostly through telephone
 
or informal personal meetings as intended by%
Secretariat Instruction No. 
121. Dec'ision
 
resulting from such consultations should berecorded for confirmation by the appropriate
senior officer. 

27. Intra-ministerial monthly meetings on cases 
pending for more than montha should be held
regularly to quickensure disposal of 
business according to wella prepared
document on pending cases and other matters
related to supervision, inspection, record
keeping, and security. Instruction No.195 
should be modified to include the subjects
in addition to pending cases as 
mentioned in
 
this recommendation. 

28. Inter-ministerial 
meetings should be
conducted only on the basis of a prepared
document on andissues alternatives to be
placed before the committee one week in
advance. The objective of the meeting
should be to arrive 
at a consensus and

decision. The deliberations of the 
meetings

should be intorecorded proforma minutes 
specifying the issues, the alternatives 
discussed, the decisions 
taken and the
 
agency responsible for their implementation.
 

The Secretariat 
Instruction 
No. 199

regarding the format of inter-ministerial 
meetings should be amended requiring a work
ing document and specifying the status of
 
decisions taken.
 

29. The Deputy Secretary in charge of a Branch 
should hold regular meetings twice a week
with the Assistant Secretaries working under
 
him. The purpose of these meetings should be 
to discuss important problems and pending 
cases and take necessary decisions during
the meeting. 
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30. 
 The R & I unit should sort out the in-coming

communication 
Branch-Wise 
instead of
 
Section-Wise and send 
it directly to the

Deputy Secretary in-charge. The Deputy

Secretary should classify the cases 
in terms
 
of necessary actions 
and the appropriate

levels at which the actions can be taken. He
 
should pass these 
cases on tc the Assistant
 
Secretary who will 
ensure that the cases 
are
 
placed in and
files directly forwarded for
 
action at the appropriate level. Receipts

dealing with urgent and 
important cases
 
should be directly forwarded to the

Secretary. 
The Secretariat Instruction No.
 
22 should be accordingly modified.
 

3. Delays in Decision-aking
 

3.1 Delays in making decisions in the Government are known to
occur more frequently now than in the past. Delays are often
considered as synonymous with administrative inefficiency

which may not be necessarily true. 
The time, resources,
information and competence for making decisions 
vary from
one case to 
 another. The statements about the frequency and
 causes of delays are therefore..ifficult to gen'ralize.
 

Delays in decision-making occur 
for several reasons. Some of
 
the important reasons include:
 

(a) non-adherence to procedures laid down in the Secretariat
Instructions and the 
Rules of Business; (b) lack -f
enforcement of accountability; 
(c) work overload; (d) lack
of logistical support; 
and (e) lack of well-trained
 
personnel.
 

3.2 Many delays occur at the 
initial stages of the disposal of
business. Letters 
initially received the
in Receipt and
Issue Unit (R & I Unit) 
are not delivered systematically and
on-time to 
the addresses and Sections. This time-lag sets up
a chain reaction of delays at the remaining stages.
 

3.3 The work load of the sections is not 
equally distributed.

Unequal distribution of work 
is one of the causes of delays
in the Secretariat. The distribution of 
wcrk as specified
under the Rules of Business is not reviewed relation
in to
the nature 
and volume of actual work. According to the
Rules, subjects of allied nature have to 
be assigned to one
Section. Furthermore, 
the work load of a particular section
 
is not allocated as reflected by 
the issue and receipt
figures in the Sections. Delays 
often occur as a result of

overload of work in certain Sections.
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3.4 	 Lack of confidence on the part of the officers about their
 
own authority and specijied duties often accompanied by
 
jurisdictional and personal infringements by higher levels
 
into the affairs of lower levels contribute to the problem
 
of delays. In the absence of a clear job description, it
 
becomes difficult for the officers to prioritize their work
 
and allocate due time and attention to its disposal. The
 
time of subordinate officers and staff is frequently
 
diverted to carry out less important business upon
 
instructions from superiors.
 

3.5 	 The time limits for an examination and disposal of a case
 
have been laid down under the Secretariat Instructions. The
 
prescribed time limits at all levels are adequate for the
 
disposal of business except in cases requiring additional
 
information or inter-ministerial consultations for which
 
exemptions are allowed. The specified time-limit is rarely
 
observed including for routine cases which can be easily
 
disposed without delay.
 

3.6 	 There is a common tendency to push the files up even in
 
cases 
where the concerned officer is authorized to dispose
 
of the case. The tendency is more common at the level of
 
Assistant Secretaries. According to the Secretariat
 
Instructions, an Assistant Secretary is authorized to
 
dispose most of the routine cases. It is estimated that
 
about fifty percent of the cases can be disposed of within
 
the prescribed time-limit at the level of the Assistant
 
Secretary. However, it 
has been found that the Assistant
 
Secretaries as a class dispose of only 10 percent cases and
 
take 	an average of 8 days (10).
 

According to our Survey, the officers identify a lack of
 
trust by the superiors arid a lack of self-confidence in
 
their own ability as the two primary factors for passing
 
files.
 

3.7 	 Decision made in the Secretariat on public cases are not
 
communicated to the concerned parties in time. Logistical
 
difficulties sometime interfere with prompt acknowledgment

of cases and commun.c.ation of the decisions made. It has
 
been found that about one-fourth of the decisions are not
 
communicated (11). Given the difficulties, the clients have
 
come to invoke patronage and persuasion to solve their
 
problems. The common practice among the clients is to 
look 
out for patron who has influence in the Secretariat. This 
explains why almost 40 percent of the visitors desired to
 
see the Ministers and their private Secretaries.
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Recommendations:31. All receipts 
in the R&I unit should be
 
delivered to officer/section every two
 
hours. Urgent cases should be delivered
 
immediately upon receipt. Instruction No. 22
 
should be modified accordingly.
 

32. 	 Distribution of work of the Ministries/

Divisions should be reviewed at regular

intervals by the O&M Wing to ensure equita
bility and to avoid overload and overlap of
 
work. Instruction No. 7 and Rule 3(vi)

should be accordingly modified to include
 
review at regular intervals.
 

C. Personnel Hanagement
 

1. Recruitment, Selection, Appointment, and Transfer
 

1.1 The responsibility for recruitment and selection of BCS 
cadre officers is primarily vested in two bodies - the 
Ministry of Establishment and the Public Service Commission 
(PSC). The Rules, Regulations and Instructions emanate from 
thc Ministry of Establishment which also ensures their pro
per pursuance by other agencies. Operationally, the 
Regulation Wing of the Ministry of Establishment prepares as 
well as examines the recruitment rules prescribing the 
method and criteria for recruitment before they are sent to
 
the PSC for approval. Each Ministry/Division can frame its
 
own recruitment rules and enforce them with the 
approval of
 
the Ministry of Establishment, the Ministry of Law and
 
Justice and the PSC.
 

The processing of recruitment rules, prepared by a Ministry,

by the Ministry of Establishment and the Ministry of Law and
 
Justice often causes delay in finalisation of rules and
 
consequently in recruitment. The draft recruitment 
rules
 
prepared 
by a Ministry are based on the Model Recruitment
 
Rules approved by the Government and provide an adequate

basis for framing draft rules by the individual ministries.
 
The process of review and approval is a mere formality and
 
should be undertaken without unnecessary delays.
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1.2 	 At present, recruitment to vacant posts is often delayed.

Selection for recruitment to all cadre posts and all non
cadre class I and class II 
posts is made on centralized
 
basis by the Public Service Commission. Different agencies

of the Government request the PSC to select 
candidates to
 
fill up vacant posts in their offices. Owing to large

numbers of such requests and the time consuming procedures

of selection, the 
PSC finds it difficult to meet their
 
demand in time.
 

1.3 	 Recruitment of class I civil servants is based on the quota

system which restricts the range of selection based on
 
merit. In the initial recruitment to class I posts today, 40
 
percent of all positions are filled 
on the basis of merit
 
and the rest are distributed on the quota system.
 

1.4 	 The incentives and opportunities for career development 
are
 
negligible. Professional mobility in the civil service is
 
restricted because 
merit and performance are not
 
differentiated from seniority. Under the existing system,

merit is often subsumed by other considerations and
 
therefore there is a need 
to clearly recognize merit as a
 
trait of higher performance and as a basis of accelerated
 
promotion and career advancement.
 

1.5 	 Recruitment is partially based on merit. After initial
the 

posting, there is 
a need for further screening and selection
 
of officers on the basis 
of merit and high performance. A
 
two-tier recruitment process needs to be introduced under
 
which officers after their initial posting in 
the field will
 
become eligible to compete through 
an open examination held
 
by the PSC. The top ranking candidates would qualify for
 
accelerated promotion at appropriate 
levels in their
 
respective cadres.
 

1.6 	 Civil service examinations are not regularly conducted 
in
 
Bangladesh. 
This condition affects the normal recruitment
 
and selection system and leads to the necessity for making

adhoc appointment. A 
large number of adhoc appointments
 
continue from year to year.
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1.7 	 The power of initial appointment of BCS cadre officers is

exercised by the Ministry of Establishment. The entry level
appointments of non-cadre class 
I officers are made by the
respective Ministries. The process 
of initial appointments

of 	non-cadre officers as well 
as the transfer of both cadred

and non cadred officers is too time consuming and involves

details of administration which 
are 	not crucial to the
functions of the Secretariat. 
The 	main role of the
Secretariat is to formulate 
policies and not to deal with
administrative details associated with the execution of
 
policies.
 

1.8 	 The authority and procedures for appointment and promotion
for the officers in the MNS grades 1 to 6 have been recently

amended and the Superior 
Selection Board (SSB) previously

responsible for these functions has been abolished.*
 

According to the latest amendment, the government 
has

decided to place ministers at the head 
of 	committees
responsible to select candidates for promotion and

appointment to 
higher posts. Prior to this decision, these
selections were 
made by the SSB headed by the Cabinet

Secretary. The 
existing promotional committees have

abolished and replaced by two 	 The 

been
 
Boards. "Department


Superior Promotion and Appointment Board" consists 
of the
Minister-in-charge 
as 	the chairman and the Secretary or
Additional Secretary 
of 	the Ministry of Establishment and

the Secretary or Additional of the concerned Ministry as 
the
members. 
It has been given the authority to recommend for
selection and promotion of officers in the MNS grades 1, 2,

and 3 i.e. the posts of Secretaries, Additional Secretaries,
arid Joint Secretaries as 
well 	the chairmen or management

directors of autonomous organizations. The recommendations
 
of 	the Board will be placed before the President for his
 
approval.
 

* 	 Ministry of Establishment, Notification No. SA-3/1-14/89
325 dated July 24, 1989. 
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The second Board "Departmental Promotion ajnd Appointment

Board" consists of the Minister-in-charge, as chairman, the
 
Secretary or Additional Secretary of the concerned Ministry

and 	the Head of concerned Department or Corporation as
 
members. It has been given the authority to recommend for
 
selection and promotion of officers in the grades of MNS 4,

5, and 6 of all cadre and non-cadre officers under the
 
administrative control of the Ministry concerned. This Board
 
is also authorized to select candidates for appointment or
 
promotions of whole time members or directors or semi
autonomous organization. The Board will submit 
its
 
recommendations to the President for approval.
 

The latest amendments have given the Ministers extensive
 
authority in the selection and promotion of middle and high
 
level officers.
 

Recommendations:33. 	To expedite the processing of draft
 
recruitment rules, a legal officer should be
 
posted in the Ministry of Establishment. The
 
draft rules prepared by a Ministry should be
 
jointly reviewed and approved by the con
cerned officers of the Ministry of
 
Establishment.
 

34. 	 The power of initial appointment of non
cadre class I officers in Modified National
 
Sc:ale (MNS) of Tk. 1650-3020 in the attached
 
Departments, should be delegated to the Heads
 
of the Departments.
 

35. 	 The power of transfer of class I officers of
 
the BCS cadres, except BCS (Administration)
 
& BCS (Secretariat), should be delegated to
 
the Heads of the Departments except their
 
immediate deputies.
 

36. The power of transfer of non-cadre class I
 
officers of the Departments should be dele
gated to the Heads of the Departments except

their immediate d~puties under the guide
lines specified by the Ministries.
 

37. 	 The Government should consider the intro
duction of a two-tier recruitment process to
 
select, on the oasis of competitive
 
examination, candidates for accelerated
 
promotion. Under the suggested system, the
 
PSC would hold a competitive examination to
 
select the candidates with five years of
 
service. The top-ranking candidates would
 
become eligible for accelerated promotion at
 
the level of the Deputy Secretaries. This
 
recommendation should be further developed

by the Ministry of Establishment in relation
 
to the current policies.
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2. Supervision
 

2.1 Supervision of subordinate officers and 
staff is deficient

in the Secretariat System. Important matters such as

disposal of cases in time; proper filing and record keeping;

organization of office; utilization of equipment; 
punctual

attendance etc. 
are not monitored by the supervisors in a

regular and systematic manner. 
Some of the officers take

personal initiatives to follow-up on work of
the their

subordinates. However, very few officers 
personally visit

subordinate offices under 
their supervision. During the
 
course of our interviews, we were informed by senior
 
officers that they had 
made personal visits to the

subordinate offices 
only a few times in fifteen to twenty
 
years of their service.
 

The Secretariat Instruction 
No. 201 provides that the
officers of the rank of 
Joint Secretary and above will 
pay

surprise visits to the Sections at 
reasonable intervals.

While paying such visits, they will pay special attention to
 
the following points:
 

(a) Whether the provisions of 
the Rules of Business, the
 
Secretariat Instructions, Standing Orders and office
 
instructions are being duly complied with;
 

(b) Whether security arrangements are adequate;
 

(c) Whether office lay out 
is in order and the records are
 
properly maintained;
 

(d) Whether government property and 
office equipments are
 
properly utilized and taken care of;
 

(e) 
Whether cash and accounts are properly maintained; and
 

(f) Whether the work of receipt and despatch is done 
smoothly. 

All of the above necessary details of supervision are 
presently neglected.
 

2.2 Formal inspections on a periodical 
 basis are not

undertaken. The purpose of formal 
inspections is to conduct
 
a thorough investigation 
of the office procedures and

personnel problems and 
take corrective measures. According

to the Secretariat Instructions, 
the Deputy Secretaries are

required to 
inspect the Sections under their charge once in
 
every six months; 
while the Assistant Secretaries are

required to 
inspect their respective Sections once 
every
month. During inspection, the officers 
are supposed to pay

special 
attention to office organization, utilization 
of
 
office equipment, 
filing and record keeping, financial
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accounts and other of
matters importance according 
to the
guidelines on inspection given 
in Instruction NOs. 203-208
of the Secretariat Instructions, and submit a report 
to the
 
next higher authority.
 

2.3 A number of difficulties in supervision arise 
out of poor

lay out of offices. The 
offices in the Ministries are not

laid out to accommodate the superiors and the 
subordinates

within proximity to each other. 
The offices are separated

from 
each other and in some cases the superiors and

subordinates occupy offices at 
the different ends of the

different floors 
of the building. Moreover, the offices are
often secluded through multiple doors and walls where it

becomes impossible for the officers to be aware of the
 
presence and activities of their subordinates.
 

2.4 A variety 
of attitudinal and behavioural factors work

against supervision. The senior officers appear reluctant 
to

leave their offices and go to the offices 
of their
subordinates. On the other hand, the subordinates display a
lack of deference toward the authority of their superiors.
 

Recommendation: 
38. Every Ministry/Division should 
form an
 
internal work study unit for 
the regular

inspection and supervision of all Sections.
 
A Joint Secretary, a Deputy Secretary, 
and
 
an Assistant Secretary 
should serve on a
 
monthly rotation basis, as an inspection

team. The Joint Secretary (Administration)
 
should coordinate the inspection team,

compile the findings, and prepare and submit
 
a monthly report to the Secretary.
 

3. Performance Appraisal 
and Promotion
 

3.1 Performance appraisal is undertaken through ACR. The current
 
form of ACR is of a subjective nature and is inadequate to

reflect the actual performance of an officer. The 
form is
too lengthy and its completion by the supervisors is time
consuming. As a result, significant delays take place in
completing the forms and in submitting appraisal reports 
to
 
the concerned authorities.
 

3.2 
 The subjective and confidential nature of the ACRs represent

a concern to 
many officers especially among the Assistant

Secretaries. The underlying method of appraisal does not

allow any participation or feedback on the part of 
an

appraisee. According to the Survey, 
a majority of the

Assistant Secretaries have indicated a need for modifying

the appraisal methods. main
The suggestions for modifica
tions include:
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(a) participatory appraisal 
in which the superiors

subordinates specify the performance turgets 

and
 
by mutual
 

consultation;
 

(b) two-way appraisal in which subordinates also play 
some
 
role in evaluating their superiors; and
 

(c) feedback from subordinates on the appraisal report before
 
its finalisation,
 

Recommendations: 39. The existing ACR forms should be made 
more
 
objective to 
reflect actual performance of
 
the officers. Accelerated promotions should
 
be awarded on the basis of outstanding per
formance. The criteria of "outstandingness"
 
should be more objectively defined.
 

40. The performance appraisal should be 
initiated
 
on the basis of a statement of self-evalua
tion prepared by the appraisees. The self
evaluation statement 
should consist of
 
quantitative and qualitative evidence of the
 
performance.
 

4. Incentives 

4.1 The salaries and fringe benefits 
 of the officers, with the
exception of those 
at the very top level, are not adequate
to meet their economic needs. The salaries are not adjusted

to real inflation which continues to 
erode the value of the
 
income.
 

4.2 The fringe benefits, i.e. free accommodation and transport

and 
special categories of allowances, are highly skewed in
favour of only a limited number of 
top civil servants. The
majority of the officers do not 
enjoy adequate fringe

benefits.
 

4.3 A majority of the officers do not have the 
financial means
for taking an occasional 
vacation or for recreation.

Consequently, the officers suffer from health problems 
for

lack of recuperation from uninterrupted daily routines of
 
office work over a long duration.
 

4.4 Non-pecuniary incentives 
in the form of recognition awards
for merit, performance and promotion do 
not exist. For
instance, foreign training opportunities are not utilized as
 
incentives for performance
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Recommendations:41. The Government should ensure adequate fiscal
 
compensation, in real terms, to the public 
servants. A permanent 
 body may be
 
constituted to continuously review the
 
compensation system.
 

42. 	 An occasional vacation is important for the
officers for maintaining physical and 
mental fitness. The Government should 
consider granting the officers both 
recreational and festival allowances every
three years and withdraw the existing ban. 
The officers should be permitted to avail 
the due vacation leave.
 

5. Ru]-s and RegulaLions in Persongictd fdinistcaLioki 

The Rules and Regulations pertaining to different aspects ofpersonnel administration are embodied in various documents and 
are not easily accessible to all concerned.. This often presents
difficulties in taking quick decisions on personnel matters.
 

Recommendation: 43. A Personnel Manual was prepared in 1985 
under the World Bank financed Public 
Administration Project. The Manual covers 
the pertinent rules ana regulations and the 
procedures for their application in 
personnel matters. The Government should 
provide this manual to officers as a guide
 
for personnel management.
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D. Training
 

1. Training Facilities and Staff
 

There are approximately 150 
training institutions in the country
established by different ministries, 
divisions and autonomous

bodies. The training in general administration is primarily

conducted by the Public Administration Training Center (PATC) and
 
the BCS (Administration) Academy.
 

The PATC is the apex institution for training 
of all cadre
officers. It was established by merging erstwhile government

training institutions 
i.e. the Bangladesh Administrative Staff
College, 
the National Institute of Public Administration and the
Civil Officers' Training Academy. It 
is primarily responsible for
providing foundation training, in-service training, and refresher
 
courses to different cadres of the Civil Service. The BCS (Admin)

Academy established 
in 1987, is at its nascent stage and lacks
 
adequate training staff and logistical support.
 

The existing training facilities and staff of the PATC and the

BCS Academy are 
limited and inadequate to meet the post-entry and
in-service training requirements of the BCS class I officers.
 

1.1 The number of qualified and well-trained staff needed is
 
limited due to the existing system of posting and deputing

the senior officers 
into the positions of trainers. It is a
 
common knowledge that senior officers 
are posted in the

training institutions against their wishes and often the

posting is considered as a punitive measure by the

officers. The practice of 
posting the officers does not

systematically take account experience
into their 

qualifications, and previous training. 

and
 
As a result, the


quality and the motivation on the part of the designated

trainers is limited.
 

1.2 
 Follow-up training is not undertaken systematically and 
at

regular intervals. The post-entry 
training and in-service

training courses 
are not well integrated and scheduled to

provide and continuously update the levels of 
knowledge and
 
skills required of the officers in the Secretariat.
 

1.3 A number of officers, at the level 
of the Assistant
 
Secretaries, are assigned to 
their initial postings without

having undergone the required post-entry training. Moreover,

the deficiencies of post-entry training 
are not compensated

by a systematic on-the-job training.-A formal system of 
onthe-job training for the probationers in the Secretariat
 
does not exist. The dual lack of institutional training and

on-the-job training has 
a direct bearing on the low perfor
mance of the Assistant Secretaries 
leading to decrease in
 
the standards of performance expected of them.
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1.4 The physical capacity for trainees at the PATC is inadequate
to impart training 
to the required number of officers. At
present, foundation training for weeks be
16 can given to
approximately 400 officers 
in a 	year. There is an increasing
backlog of trainees for the foundation course due to
increase in the strength of 
officers under the upazila

decentralisation system. It 
is estimated that about 1600
officers, recruited since 1981, have not received foundation

training (12). The problem is made worse by 
the 	fact that
the duration of foundation training has been 
reduced to two
months until June, 1990. To meet 
the 	requirement of
foundation training, facilities 	

the
 
of the BARD at Comilla and
BARD at Bogra and 
the BCS Academy are being utilized to
 

clear the backlog.
 

The adequacy of 
the duration of the foundation training is
questionable. Too 
much appears to be covered in the
foundation courses within too little time. 
In the effort to
maximize its capacity, the conducts
PATC training for all
cadres which leaves limited scope fot specialized training

in functional areas.
 

Recommendations:44. The facilities and training capacity of the
 
PATC should be expanded as a long-term
 
measure.
 

45. 	 Training programs should also be expanded

at other institutions in the country.
 

46. 	 Crash training programs at the PATC and the

BCS (Admin) Academy should continue to meet
 
the 	immediate needs 
and to clear up the
 
backlog.
 

47. 	 On-the-job training programs in 
 the

Ministries should be conducted by selected
 
officers of the Ministry. Outside
 
consultants and specialists may be liberally

utilised for this purpose. The conduct of
 
on-the-job training 
should be a routine
 
responsibility of each supervisor.
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2. Relevance of Training
 

2.1 	 The relevance of training 
is determined by the extent 
to

which the training imparted helps 
the trainees to perform

their actual job efficiently. According 
to the Survey, a
majority of the officers at the 
level of the Assistant

Secretaries indicate 
the limited relevance of the training

received. However, the 
findings of 
our survey also indicate

that the trained officers consider in-country training mnor2
relevant than foreign training. The existing methods of

training 
are found to be mostly based on traditional class
 room teaching and are inadequate 
to create an appropriate

learning environment.
 

Training curricula and methods 
are not on
based assessment
of the training needs of the participants. The training

institutions as well the Ministries
as 	 do not conduct an
assessment of the practical skills needed 
by different
 
categories of personnel 
which could provide a basis for
tailoring training curricula and methods. 
This observation
applies to both in-country as well as foreign training
 
programmes.
 

2.2 	 In-country and 
foreign training are not linked 
to maximize

the impact of the existing training opportunities. According

to the National Training Policy (NTP), 
foreign training is
preconditional on in-country training (13). 
The linkage

between the two forms of training, however, requires 
to be
made with respect to development of specific skills in 
such
 a manner that skills 
first developed through in-country

programmes can be further developed through foreign training

opportunities. Thus, there 
is a need to match potential

trainees with the required skills 
and the training
 
opportunities.
 

Recommendations:48. Assessment of training needs 
should be
 
undertaken 
by the training institutions in
 
cooperation with the Ministries to determine
 
the actual job skills required at different
 
levels in the Secretariat system.
 

49. 	 The design of training curricula should be
 
based on an assessment of training needs.
 

50. 	 Trainers 
should be trained in applying

modern methods 
 such as interactive
 
management, simulated decision making,

audio-visual learning techniques etc. ,and

minimise traditional class room 
teaching.
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3. 	 Utilization of Training
 

3.1 	 Utilization of the trained personnel and especially of those
 
who are trained under the foreign facilities is hampered by
 
two major factors. First, candidates for the foreign
 
training are not selected 
on the basis of predefined needs
 
in organizational and skills development nor on the basis of
 
the individual career planning. The opportunities of foreign
 
training are mostly granted on the donors' perception of 
needs or as personal reward to the officers. Second, foreign
 
trained personnel are not placed, upon their return, into
 
positions where they could 
utilize their training

appropriately. In some cases, trained personnel are placed 
appropriately for 
a brief duration and then transferred to 
positions not strictly relevant to their training(14). As a 
result, the potential impact of the training for 
organizational and personnel development is lost. 

Recommendation: 51, Long term foreign training of middle level
 
officers should be restricted to specialized 
areas of high priority. Foreign trained 
officers should be placed in the posts where 
they can best utilize their expertise. The 
duration of such postings should be a 
minimum of five years. 

52. 	 Long term foreign training in broad funztio
nal or academic areas should be reserved for 
senior officers engaged in general macro 
management.
 

4. Training Incentives
 

4.1 	 Well-qualified and motivated trainers are essential for 
improving the quality and effectiveness of training. The
 
status and incentives for trainers under the present system
 
are go limited that very few qualified individuals aspire to 
take up the job of a trainer. The professional image of the 
trainer does not carry a "respectable" status nor is 
associated with achievement and merit. 

4.2 	 The incentives to the trainees are inadequate to provide 
necessary motivation. Very few officers, according to our
 
interviews and the Survey, look forward to in-country 
training which implies a variety of personal hardships. 
Foreign training provides for greater personal incentives
 
and is considered very attractive. The overall conclusion is
 
that 	 the in-country training is more relevant but less 
attractive while foreign training is found to be more
 
attractive but less relevant.
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The opportunities for foreign training, however, are not
 
equally extended to all qualified candidates due to time
 
consuming pLocedures of selection and clearance. As a
 
result, a significant number of foreign training opportuni
ties are not availed.
 

4.3 	 The financial resources required for improving the training
 
facilities and for providing increased 
incentives to the
 
staff and trainees are constrained by the existing
 
government expenditure on training and manpower development.

The present training budget of approximately Tk. 30 Crore is
 
not sufficient to make necessary improvements in training
 
facilities.
 

Recommendations:53. 
Trainers should be recruited on the basis of
 
qualification and professional interest.
 

54. 	 Trainers should be given attractive benefits
 
like instructional pay, free accommodation,
 
overseas training opportunities, and other
 
benefits which the government may consider
 
appropriate.
 

55. 	 Trainees should be bven special pay/allow
ance in addition to travel and daily
 
allowance.
 

56. 	 Foreign training and in-country training

should be linked together as a career
 
development incentive. A time-based sequence

of training should be followed as a
 
precondition for promotion and as a part of
 
sound career planning for each officer.
 

57. 	 Donor funded foreign training programs
 
should have an in-country training component

for training of trainers and for improving
 
the quality of in-country training prog
rammes.
 

58. 	 Foreign training should niaximise the use of 
training institutions in Asia and the 
Pacific in order to benefit from the 
experience and resources those
of countries
 
which are most relevant to the development
 
needs of Bangladesh.
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59. 	 Training offers should be widely circulated.
 
Ministries/Divisions should 
 plan their
 
manpower training needs and prepare a roster
 
of potential candidates to expedite the
 
selection procedure. The potential
 
candidat,s should be identified on the basis
 
of skill requirements, seniority, age,
 
educational qualifications, and potential
 
for making a long time contribution to
 
development in Bangladesh.
 

60. 	 The development of the capacity of in
country training institutions is a high
 
priority. Technical and financial
 
resources should be dirccted towards the,
 
development of high quality and motivated
 
staff, physical facilities, modern
 
equipment, and locally appropriate training
 
materials.
 

61. 	 The Government should increase the expendi
ture on training and human resource
 
development for upgrading and expanding
 
training facilities.
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E. File Management and Record Keeping
 

1. File Management 

1.1 The records management is an 
integral part of the functions
 
of any organization. File 
 system is one of the aspects of
 
the records management. In the files, written communications
 
are stored which serves as the memory of the organization.

The better the filing and record keeping system and manage
ment in an organization, the more efficient will be the
 
working of that organization.
 

The existing filing and record keeping procedures are

deficient in meeting the present requirements of information
 
management in the Secretariat. The Secretariat 
Instructions 
have specified procedures on how to open files andnew 

record and index them.
 

The opening of files in the Secretariat follows the 
one

letter and two figures system. In 
this system, the catcl
 
words of the title of 
the files are first separated and
 
grouped into alphabetical order.
 

Under an alphabetical group there may be many files. To
 
distinguish one file 
from the other under the same

alphabetical group, 
the files are assigned an Index number
 
e.g. "W' meaning files on "Appointment" and "2A" meaning

files on "Accounts" and so on.
 

Under each Index Number there may be many files. To disting
uish one file from 
the other under the same Index No. a 
hyphen is put and then serial numbers, of the files under
the same Index are given by figures, for example : IA - 1 
may mean appointment of head assistant IA - 2 may mean 
appointment of stenographer; 1A - 3 may mean appointment of
 
MLSS and so on.
 

The old undisposed files of any year are 
brought forward to

the File Index Register of the 
next year with a new serial
 
number retaining old No. far as
the Index as practicable.

But in practice this is not followed in many cases and the
 
old files with their original number are allowed to
 
continue. This causes unnecessary confusion and poses

difficulty in retrieval at a later date.
 

This system of filing and indexing is based on a subjective

classification of files. The application of 
this system is
 
labour-intensive and too reliant upon the personal skills of
 
the lower staff.
 

46 



1.2 	 Files have two parts. The first part of a file is reserved
 
for making comments and references in the form of notes. The
 
second part of a file 
consists of correspondence and the
 
documents as applicable to a case. The noting part of the
 
file takes up considerable volume with comments and opinions

of the officers at various level and summary or paraphrasing

of the documents from part two.
 

The two part filing system creates two problems. One, the
 
files get voluminous from notes and comments at 
multiple

levels. Second, the contents of the part two of the file are
 
summarized or replicated 
in part one which makes the
 
contents of some 
portions of the file redundant.
 

2. 	 Record Keeping
 

2.1 	 The procedures of recording, indexing and weeding of files
 
or in other words preservation and destruction of 
files as
 
contained in Instruction Nos. 85-99 complex and
are 

difficult to understand. As a result this 
aspect of records
 
management remains 
 neglected in the Secretariat. Old files
 
are piled up year after year 
and are destroyed

indiscriminately 
upon 	the orders of the higher authorities.
 
Many valuable records are lost 
in this process. This
 
practice of destroying the old files indiscriminately also
 
presents problems of security of information. The possible
 
use of computers to 
sort 	out obsolete files for destruction
 
and micro-filming for preserving needed files 
should be
 
given consideration by the Government.
 

2.2 	 Procedures for closing files require that files have to be
 
classified into four categories: (a) permanent cases; (b)

semi-permanent cases; (c) ordinary cases; and (d) 
routine
 
cases. The procedures do 
not make any sense, even if
 
properly executed. In closing the files, the 
following

activities are 
involved which appear to be unnecessary.
 

(a) Listing of papers contained in the file is to be
 
prepared and maintained on the file.
 

(b) The papers on the correspondence side are reversed and
 
the note sheets are placed below the correspondence.
 

(c) Preparation of abstract of the case well as
as index
 
slips and arranging the latter alphabetically in loose
 
leaf binders in the R & I unit for printing of the Index
 
at 
the end of the year, are quite unnecessary, time
 
consuming and serves no useful purpose.
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2.3 	 The Secretariat Record Room is the central 
repository for

preserving permanent (Category A) 
and semi-permanent

(Category B) files of all the Ministries/Divisions. This

Record Room has trained manpower for taking care of these

files. Whenever, any Ministry/Division requires old files

for reference purpose, they send requisition to the Record

Room for getting the files. When the 
time comes for
 
destruction of 'B' category 
 files it is the

Ministry/Division concerned who does it after bringing those
 
!iles from the Record Room.
 

'A' category of 
files are taken by the Department of
Archives from Record
the Room after 25 years, when these
 
files are treated to be historical document.
 

At present consignment of 'A' & 'B' category files into the
 
Record Room is seldom 
done because of the lengthy and
 
cumbersome recording procedures.
 

Recommendations:62. 
The use of letter sized paper (A-4), modern
 
file folders, and filing cabinets should be
 
introduced.
 

63. 	 A study on how to modernize the filing

system should be undertaken in order to
 
introduce a simple and standardized system.

The study should examine the application of
 
computers and micro-filming for storing and
 
retrieving information and its cost
 
effectiveness.
 

64. 	 The procedures regarding recording, index
ing, weeding and destruction of records
 
need to be simplified so that the Section
 
Assistants can understand and apply them.
 
The timely application of the existing

procedures should ensured the
be by higher

officers. Consideration may be given to the

introduction of paper-shredding machines for
 
the destruction of old and unnecessary
 
materials.
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F. Physical facilities and Logistics
 

1. Physical Facilities
 

Physical 
facilities in the present Secretariat have not been

planned qccording to 
the growth in the Ministries and the size of
their pei.sonnel. 
In most cases, physical facilities are limited
 
and do not provide for 
 adequate space and a work-conducive
 
environment. The situation generally is 
that of overcrowded and
 
unmethodical arrangement of work.
 

1.1 	 There is 
no rational basis upon which the various Ministries
 
and Divisions are housed inside the 
Bangladesh Secretariat.
 
Apparently there is no relationship between the size of a
Ministry/Division 
and 	the amount of physical space

allocated. The manner 
in which various Ministries are housed
 
in the Secretariat is 
a big source of inefficiency. In some

instances, a Ministry is truncated into three or four

portions, each housed in small blocks in different floors of
 
a building. It is not uncommon to 
find top ranking officers
 
sitting in one 
building and the supporting staff in another
 
building.
 

1.2 	 The Ministries occupy offices 
on different floors of the
 
same building which makes it inconvenient for the officers
 
or the visitors to carry their business. The Sections 
and
 
the Wings of the Ministry are 
also dispersed, occasionally
 
at considerable distance from 
each other which presents

difficulty in communication among the officers 
and 	in
 
transmitting files and papers 
from one place to another
 
place.
 

1.3 	 There is no space to receive visitors and conduct meetings.

Meetings are held and visitors are received by 
the officers
 
in their own offices which interrupts the official business.
 

1.4 	 The buildings of the Ministries 
are 	not situated in
 
accordance with their functions. 
The Ministries performing

related functions are 
not situated in proximity to each
 
other which 
creates problems of coordination. For instance,

the service Ministries such 
as Works, Communication,

Education etc. which have more 
contacts with individual
 
clients than other Ministries are scattered all 
over the
 
Secretariat. Regulatory Ministries/Divisions such as the

Establishment, the 
Finance and the Cabinet Division are the
 
primary agencies to issue rules and regulations pertaining

to personnel and financial matters. These
 
Ministries/Divisions 
are not located in such a manner that
 
these could be conveniently reached by all other Ministries/
 
Divisions.
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Recommendations:65. The Government should consider building 
a
 
new Secretariat. The physical facilities 
in
 
the new Secretariat should be designed to
 
foster an improved working environment.
 

66. 	 The Secretariat should housed
be into
 
blocks. The Ministries should be housed in
 
proximate block on the basis of their
 
functions. The main regulatory Ministries
 
should be located in the center that
so 

ministerial business 
 concerned with
 
regulatory matters 
could be efficiently
 
conducted.
 

67. 	 Each block should have intercom telephone
 
system. Visitors wishing to meet any officer
 
should be allowed to use the facility of
 
such telecom systems. In cases where the
 
entry of an individual is considered
 
necessary by 
the officer concerned, he
 
should be allowed to enter the Secretariat
 
offices. Strictness in the matter of 
entry
 
into the Secretariat should be given serious
 
consideration.
 

2. Organization of Offices
 

2.1 	 The office lay-out and the organization of offices in the
 
Secretariat does not 
follow a rational order. The offices of
 
Divisions 
, Wings and Sections are all scattered. This 
hampers smooth operation of business and creates difficulty

for the officers in supervising the supporting staff.
 

2.2 	 The present system of arrangement of offices creates
 
confusion among the officers and staff; a lot of time is
 
wasted in either looking for or finding the desired office.
 
Time is wasted in reaching a certain office the
as offices
 
are not located according to the homogeneity of their
 
functions. The present arrangements also act as a barrier to
 
easy communication and consultation among the officers.
 

2.3 	 There. is 
lack of uniformity in the allocation of office
 
space among different officers in the 
Secretariat. The
 
allocation of office space, according to 
the Government
 
specifications to 	 of the
different levels hierarchy is not
 
followed due to the physical limitations. As a result,

officers of the same rank occupy offices of varying

proportions. The discrepancy in allocation of office spaces
 
creates problem in work as well 
as morale for the officers.
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Recommendations:68. The existing office, lay 
out and seating
 
arrangements of 
the officers should be

uniformly designed to facilitate supervision

and economy of time and logistics.
 

69,. 	 The physical lay-out of the offices should
 
be designed so 
that the officer in-charge

and his subordinates are 
housed in proximity
 
to each other in order to facilitate easy

consultation and supervision.
 

70. 	 The official meetings and reception of
 
visitors should take place 
in a 	meeting room
 
which is 
separate but connected to the main
 
offices 
in order to avoid unnecessary
 
interruption.
 

3. Office Equipment
 

3.1 
 Office work suffers for lack of office equipment, forms and

stationeries. The supply 
of common items of stationery is

irregular. The administrative 
section in the Ministry

responsible for the supply 
of office equipment and
stationeries 
is unable to perform satisfactorily. Due to the
 
lack of maintaining proper inventories, requirements can not
 
be determined in advance.
 

3.2 
 The present system of procurement of office equipment is

rigid and time-consuming and needs 
to be changed. Under the
 
system, after the annual budget is passed and approved, each
 
Ministry/Divisions prepares an indent in the prescribed form
and sends it to the Bangladesh Forms and Stationery Office
 
for the needed supply of items. The articles which are not

available in 
that office are procured from the local market

through tender procedure for which 
there is a standing

Tender Committee in each Ministry/Division. Before any 
item
 
can be procured 
from the local market, a non-availability

certificate is required to be 
obtained from the Forms 
and
 
Stationery Office. Items such as 
furniture, photo-copiers,

computers, 
etc. are usually procured through tender
 
procedure. This 
system prevents Ministries and Divisions

from obtaining useful and important office equipment 
at the
 
needed time.
 

3.3 The 
existing equipment is inappropriate for conducting the

official 
business in an efficient manner. Typing 
is
 
generally done 
on manual typewriters. A limited quantity of

electrical typewriters and micro computers exist but are not

sufficiently utilized. Hence, delays 
occur in the typing of
the official documents. Documents are 
copied mostly on
antiquated duplicating machines which 
suffer from frequent
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breakdown. Duplicating services are operated on 
a central
 
basis and the requisitioning of services 
by different
 
offices makes it inconvenient to duplicate and copy
 
necessary materials.
 

Recommendations:71. 
Every Ministry should be equipped with an
 
adequate number of photo-copiers and micro
 
computers.
 

72. 	 Office equipment should be modernized by

introducing micro computers and photocopying

machines to expedite and manage the flow and
 
storage of information.
 

73. 	 Conference telephone systems should be
 
introduced in selected Ministries on a pilot
 
basis.
 

74. Training in the 
use of modern office
 
equipment and computers should 
be mandatory
 
for Assistant Secretaries as part of the
 
post-entry and in-service training.
 

75. 	 Logistic support, 
 such as forms and
 
stationeries, office equipments, etc. should
 
be adequately provided to all Sections for
 
the smooth flow of business. All Sections
 
should be provided office supplies according
 
to their needs at regular intervals and a
 
system of inventory control should 
 be
 
maintained.
 

4. 	 Transport
 

4.1 	 The transport facility provided by the 
Secretariat is
 
inadequate and proper procedures 
for utilizing existing

transport are lacking. 
Lack of transport facility for the
 
officers and staff to commute to 
and from the place of work
 
causes severe problems in maintaining punctual office hours.
 

4.2 	The transport facility available for official purposes are
 
also inadequate. Transport is sometimes available
not when
 
needed for important official work.
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Recommendations:76. The Government should expand and 
improve
 
public transport facilities. As an interim
 
measure, the government should consider the
 
use of micro and mini buses to pick and
 
deliver government personnel at fixed points
 
in Dhaka.
 

77. 	 The existing procedures for the utilization
 
of present transport facilities for govern
ment personnel should be improved.
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IV. IMPLEMENTATION PLAN 

A. Implepmentinu Mechanisms 

The recommendations of the Working Group have been developed with
 
a view to enhance the efficiency in the Secretariat System and
 
its Work Procedures. Implementation of the recommendations in the
 
specific areas the i.e., and
of Report Rules Instructions;

Decision-making; Personnel Management; Training; 
Files Management

and Record Keeping; Physical Facilities and Logistics requires
 
an overall mechanism to ensure that appropriate methods,
 
resources and personnel 
are applied for implementing the
 
recommendations.
 

The 0 & M Wing of the Ministry of Establishment should be 
designated the prime responsibility for coordinating and

monitoring the implementation of the various programmes as 
described in this section. For this purpose, 
a number of changes

and improvements in the existing functions and staff of 0 & M 
Wing should be first undertaken.
 

1. The functions and scope of work of the existing 0 & M Wing
should be enlarged to include developmental activities related 
to organizational changes and improvements in office and work
 
procedures, personnel development, information management

systems etc. The current regulatory functions of 0 & M in
reviewing proposed reorganizations and personnel additions 
should continue as one of the components of 0 & M services. 

2. The staff capacity of 0 & M should be strengthened through

deputing and recruiting qualified personnel with training and
experience in organizational change and development. A review
 
of the present staff of 0 & M should 
be undertaken and the
 
staff with inappropriate qualifications and experience should
 
be posted elsewhere. The selected 0 
& M staff should be
 
provided with special pay and other benefitsattractive 
including foreign training opportunities.
 

3. 0 & M should be allocated a separate and sufficient budget for 
its internal organizational and staff development as well as
 
for contracting outside consultancy services.
 

In our view, the above proposed changes and improvements in
 
the 0 & M Wing could be completed within a short period,

presumably within 
a 6-12 months' duration, which will enable
 
the 0 & M Wing to coordinate and monitor the implementation of
 
the recommended programmes:
 

'1.A study should be undertaken to transform the 0 & M Wing of 
the Ministry of Establishment into a full-fledged Division.
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DEVELOPMENT OF O&M CAPACITY (Terms of Reference)
 

The Study Group recommends that the O&M Wing of the Ministry of
 
Establishment should be significantly strengthened 
and
 
transformed into a full-fledged Division.
 

Ob.jective
 

The objective 
is to expand the scope and functions of the
 
existing O&M Wing to include developmental activities re]ated to
 
organizational changes and improvements in work procedures,

personnel development, information management systems etc.
 

A study will be conducted to determine the organizational and
 
personnel requirements of the proposed O&M Division.
 

The 	study will focus upon:
 

1. 	Appropriate urganizational structure and mandate of O&M:
 
examine the v'ange of alternatives for an effective O&M

reorganization by addressing the issue of 
how the O&M can
 
best perform service-oriented functions rather than regula
tory functions and the level of autonomy that may be 
required

for this purpose.
 

2. 	Relationship between O&M and 
the Ministries and other 
agencies - examine the modes of delivery of servicesO&M to
 
the governmental organizations.
 

3. 	Personnel requirements - determine the strength, qualifica
tions, service conditions, and training requirements for the
 
O&M personnel.
 

4. 	Training - formulate a training programme for O&M personnel
including an identification of target population, training
curriculum and appropriate institutions both in-country and 
abroad. 

5. 	Financial requirements - estimate the financial and budgetary
 

requirements of O&M development and operations.
 

Approximate Cost
 

The 	study will be conducted by an independent team consisting of
 
1 expatriate and 2 local consultants (3 person-months for
 
expatriate and 6 person-months for local consultants). It will
 
approximately cost $82,000.
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B_ Programmes
 

1. Rules and Regulations
 

ObJective: To 
simplify Rules, Regulations, and Instructions 
and
 
adopt measures 
to increase the knowledge and
 
compliance on 
the part of the officers and staff.
 

Methods:
 

(a) Monitor, through administering a test, the state of 
knowledge of the Rules 
desk officers and take 
knowledge. 

and Instructions on the part of 
necessary actions for improving 

the 
the 

Implementing Organization(s): 	Respective Ministries.
 

(b) 	Arrange special 
training courses of short duration within
 
the Ministry/Division periodically 
to up-date the knowledge

of the officers.
 

Implementing Organization(s): 	Ministry of Establishment in
 
consultation with respective
 
Ministries.
 

(c) 
Print and supply sufficient number of Rules and Instructions
 
with up-to-date amendments to 	all officers.
 

Implementing Organization(s): 	Respective Ministries.
 

(d) 	Introduce proper cataloging and inventory control of books 
of reference. 

ImplementinOrganization(s): 	 Respective Minist I.es. 

(e) 	Simplify the Rules and Instructions with the assistance of 
experienced consultants; 

Implementing Organization(s): 	Ministry of Establishment in
 
consultation with the Cabinet
 
Division, Ministry of Finance,
 
and Ministry of Law.
 

(f) 	Ensure compliance of the Rules of Business, 1975 and the

Secretariat Instructions, 1976 by all concerned through
regular inspections and supervision by senior officers and 
through monthly coordination meetings.
 

Ijplementing Organization(s): Respective Ministries.
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2. 	 Decision-Haking
 

Objective: 
 To develop and introduce improved decision-making
 
systems and procedures.
 

Methods:
 

(a) 	Analyze intra-organizational and inter-organizational

methods of coordination and improve upon the existing
 
methods;
 

(b) 	Design and conduct workshops on improving the structure and
 
quality of meetings and for making meetings result-oriented;
 

(c) 	Simplify communication procedures and reduce written forms
 
of communication;
 

(d) 	Develop and install monitoring systems and procedures for
 
supervision.
 

(e) 	Introduce the system of sending in-coming mail by the R&I
 
Unit to the Deputy Secretaries every two hours during the
 
day and modify Secretariat Instruction No. 22 accordingly.
 

(f) 	Direct the Deputy Secretaries to meet the Assistant Secreta
ries under them on a regular basis to sort out pending cases
 
and provide 
a new provision in the Secretariat Instructions
 
in this regard.
 

(g) 	Make provision for review of the distribution of work among

the officer of the Ministry/Division by amending Secretariat
 
Instruction No. 7.
 

(h) 	Ensure regular submission of monthly report of the acitivi
ties of the Ministry/Division for consideration by the
 
council 
of Minister. Also, ensure submission of annual
 
report for information of the said council, as per Rule 23
 
of the Rules of Business.
 

Implementing Organization(s): 0 & M Wing.
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3. 	 Personnel Management
 

Objective: 	 To improve personnel management through better
 
procedures of recruitment, selection, transfer,
 
promotion and incentives.
 

Methods:
 

(a) 
Review the present system of the processing of recruitment.
 

(b) 	Develop a two-tier recruitment system as recommended in the
 
study.
 

Implementing Organization(s): 	Ministry of Establishment in
 
consultation with the Public
 
Service Commission.
 

(c) 	Introduce formal supervision and inspection procedures based
 
on the Secretariat Instructions and form internal work study

units in all Ministries/Divisions.
 

Implementing Organization(s): 	Respective Ministries.
 

(d) 	Simplify and modify ACR forms to 
reflect the actual
 
performance 
of the officers and link performance with
 
promotion;
 

Implementing Organization(s): 	Ministry of Establishment.
 

(e) 	Devise options for increasing both pecuni&ry and non
pecuniary incentives for officers based on 
merit and
 
performance.
 

Implementing Organization(s): 	Ministry of Establishment 
in
 
conultation with Ministry of
 
Finance.
 

4. 	 Training
 

Objective: 	 To enhance the training facilities and the quality of
 
their staff and to produce increased number of well
trained personnel.
 

Methods:
 

(a) Develop and apply an appropriate policy to 
trainers with better remunerations and 

recruit qualified 
incentives; 

(b) Conduct training needs 
curricula and method; 

assessments to update training 
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(c) 	 Introduce computer-based training technologies;
 

(d) 
Expand financial support for research and publications;
 

(e) 	 Increase the training capacity 
at the PATC and the BCS
 
(Administration) Academy;
 

(f) 	 Integrate in-country and foreign training programs in
 
support of career planning and development of local training
 
institutions.
 

(g) 	 Institute on-the-job training programs in the Ministries to
 
be conducted by the senior officers;
 

Implementing Organization(s): Ministry of Establishment.
 

ON-THE-JOB TRAINING (Terms of Reference)
 

The Study Group recommends that On-the-Job Training (OJT) should
 
be formally organized and conducted in the ministries. The basic
 
purpose of OJT is to improve knowledge, skills, and attitudes
 
that are directly relevant to the managers' immediate
 
environment. Therefore, there 
is a need to create a learning

environment in the actual work-setting where supervisors trained
 
in OJT techniques can instill practical problem solving skills in
 
their subordinates.
 

Ob.jective
 

An OJT programme will be introduced in selected ministries and
 
implementing agencies on a pilot basis for 
a one year period

under the general management and supervision of the O&M Wing and
 
Internal Training 
Section of the Ministry of Establishment. The
 
programme will be implemented by the following methods.
 

Methods
 

1. 	The O&M Wing will conduct an assessment of work-methods and
 
olerations in selected 
number of units in different
 
ministries and identify the major problems related 
to
 
supervision, leadership, motivation, and skills and
 
attitudes.
 

2. 	 The O&M Wing will select approximately twenty supervisory

officers of the ranks of Deputy Secretaries and Assistant
 
Secretaries from different ministries. The selection will be
 
based on academic qualifications, previous training, and a
 
willingness oF the officers to 
train their subordinates.
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3. 	The selected group of officers will be given training in OJT
 
methods and their application to improve supervision,
 
employee motivation, and individual and organizational

performance according to specific needs as identified by 
the
 
assessment. The training w.l be conducted at the BCS
 
(Administration) Academy at Dhaka with the 
assistance of
 
qualified local consultants from outside as well as from
 
within the government.
 

4. 	 The training programme at the BCS Academy will be of
 
approximately 10-12 weeks and 
will be conducted in the
 
evening after office hours. Both the trainers and programme
 
managers as well as the participant trainees will be
 
compensated at the daily rates allowed for local consultants.
 

5. 	The participant trainees after completing their training will
 
assume the responsibility of formally supervising and
 
conducting training for their subordinates in actual work
 
setting through the application of OJT techniques.
 

6. 	 Similar programs can be designed and extended to other
 
organizations in accordance with the job-specific skill
 
requirements after the success 
of the pilot activities have
 
been evaluated.
 

Performance Indicators: The number of supervisors trained in
 
OJT methods; the number of supervisors applying OJT methods
 
to train subordinates; impact on individuals job performance
 
and efficiency.
 

Approximate Cost
 

The 	approximate cost of implementing the pilot programme for 60
 
participant trainees (20 trainees/3 months sessions) and 10
 
trainers and managers will be about $62,000 in local Taka
 
currency, an equivalent of 40 person months of local
 
consulting. The total cost of extending OJT programs to other
 
organizations over a 5 year period will be approximately
 
$310,000 in local Taka currency.
 

5. File management and record keeping
 

ObJective: To simplify and modernize the filing 
and record
 
keeping systems and procedures. The proposed activi
ties will be implemented by the O&M Wing.
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Methods:
 

(a) 	Introduce simple and standardized filing system;
 

(b) 	Introduce the application of computers for storing and
 
retrieving information and the use of micro-filming for
 
preserving old records;
 

(c) 	Set-up a committee of experts to study the existing

instructions regarding recording, indexing and weeding 
of
 
files and suggest simplification to make those easily

understandable by all concerned, particularly by the Section
 
Assistants.
 

Implementing Organization(s): 	0 & M Wing.
 

6. 	 Physical Facilities and Logistics
 

Ob.jective: 	 To improve the working environment and provide better

logistical support.
 

Methods:
 

(a) 	Expand and improve physical facilities according to the
 
requirements of the Ministries/Divisions and locate them on
 
the basis of allied functions to facilitate coordination and
 
consultation;
 

(b) 	Modify ]ay-out of the offices with a view to improve working

conditions and supervision;
 

(c) 	Modernize all office equipments by introducing micro
 
computers, photocopiers, telex or fax machines based a
on 

survey to determine the exact needs of each 
Ministry/
 
Division.
 

(d) 	Introduce conference telephone facilities in the selected
 
Ministries.
 

Implementing Organization(s): 	Ministry of Public Works in
 
consultation with respective
 
Ministries.
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2 

FOOT NOTES
 

1. 	Government of the People's Republic of Bangladesh, Report of
 
the Administrative and Services. Reorganization Committee,
 
Part I: The Services, April 1973. Part II: Administration,
 
October, 1973.
 

Government of the People's Republic of Bangladesh, Report of 
the Pay and Service Commission 1977 Part I - The Service, 
Part II - Pay and other benefits. May, 1977.
 

3. 	Government of the People's Republic of Bangladesh, Re-port of
 
the Martial Law Committee for Examining Organizational set-up

of Ministries/Divisions/Departments/Directorates 
and other
 
organizations under them. Phase I (Ministries/Divisions) May

1982. Phase II (Departments/Directorates and other organs
 
under them) November, 1982.
 

4. 	Government of the People's Republic of Bangladesh, Report of
 
the Committee for Administrative Reorganization/Reform, June
 
1982.
 

5. 	Government of the People's Republic of Bangladesh, Report of
 
the Cabinet Sub-Committee for Examination of the Structural
 
Organization of the Senior Services Pool (SSP) and 
unequal

prospects of Promotion of officers of various cadre services,
 
October 1987.
 

6. 	Secretariat Work Procedures as defined by the Rules of 
Business and the Secretariat Instructions have been carried 
over from the British time and have provided continuity to 
the conduct of official business. However, the provisions of
 
the two documents have not been revised to suit the changing

conditions and the requirements of administration. The
 
problems in the Rules and Instructions had been pointed out
 
as early as in 1945 by Sir Richard Tottenhams who commented
 
that the disadvantages of the system can be summed up in 
two
 
phrases - excessive noting and file shifting, the combined 
effect of which is delay and inefficiency. 

7. 	The functional relationship between application of rules and
 
administrative efficiency is not 
a direct relationship but is
 
mediated by the competence and intentions of the personnel

applying rules. Rules, in a certain environment, could be
 
applied for dysfunctional purposes depending on the
 
intentions of the individuals.
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8. Examples of rules that are 
difficult to comprehend are too
 
many to quote. We quote only two examples here:
 

(1) "The application of the provisions of rule 
192 may be exten
ded to a Government servant who is disabled by injury

accidentally in, or in consequence of, the due performance of
 
his official duties or in consequence-of his official
 
position, or by illness incurred in the performance of any

particular duty which has the effect of increasing 
his
 
liability to 
illness or injury beyond the ordinary risk
 
attaching to the civil post which he holds. The grant of
 
this concession is subject to the further conditions 

(i) 	 that the disability, if due to disease, must be
 
certified by a medical board to be directly due to 
the
 
performance of the particular duty; and
 

(ii) 	 that, if the Government servant has contracted such
 
disability during service otherwise than with a military

force, it 
must be, in the opinion of Government, so
 
exceptional in character 
or in 	the circumstances of its
 
occurrence as 
to justify such unusual treatment as the
 
grant of this form of leave; and
 

(iii) 	that the period of absence recommended by the medical
 
board may be covered in pait by leave under this rule
 
and in part by other leave, and that the amount of
 
special disability leave granted on average pay may be
 
less than four months".
 

(vide 	Rule 193 - of BSR Part I)
 

(2) "Subject to the provisions of Chapter VII, a Government
 
servant who is appointed to officiate in 
a post shall not
 
draw pay higher than his substantive pay in respect of 
a
 
permanent post, other than 
a tenure post, unless the
 
officiating appointment involves the assumption of duties and

responsibilities of greater importance 
than those attaching
 
to the post, other than a tenure post, on which he holds a
 
lien, or would hold a lien had it not been suspended. For the
 
purpose of this rule, the 
officiating appointment shall not
be deemed to involve the assumption of duties and
 
responsibilities of greater importance if the post to which
 
it is made is on the same scale of pay as the permanent post,

other than a tenure post, on a scale of pay identical
 
therewith.
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The intention of the so-called rule is that an officer out of
 
his regular line should not suffer by forfeiting officiating

promotion which he would otherwise have 	 had
received he
 
remained in his regular line. 
From this it follows that the
 
fortuitous officiating promotion of some one junior to an
 
officer who is out of the regular line does 
not in itself,

give rise to a claim under the "next below rule". Before such
 
a claim is established it should be necessary that all the
 
officers senior to the officer who is out of the regular line
 
have been given officiating promotion, and also the officer
 
next below him unless in any case the officiating promotion

is not given because of inefficiency, unsuitability or leave.
 
In the event of one of these three bars being applicable to
 
the officer immediately below the officer outside his regular

line, then some other officer, even more junior, should have
 
received officiating promotion and the officers, if any, in
 
between should have been passed-over for one of these
 
reasons.
 

This should be allowed as a temporary expedient and
 
arrangement should be made 
to revert such an officer to his
 
parent office as soon as possible. Application of the "next
 
below rule" amounts to temporary upgrading of posts and
 
should not 
be 	permitted except in very exceptional

circumstances and that too 
for 	very short period".
 

(vide Rule 54 - of BSR Part I)
 

9. 	Huda, A.T.M. Shamsul, and Rahman, M.A. Delay in Disposal of
 
cases, Savar: PATC, 1989, pp. 118-129.
 

10. 	Ibid, p. 100
 

11. 	Ibid, p. 102
 

12. 	Khan Ali Akbar, Hossain Mosharraf, Post Entry Training in
 
Bangladesh Civil Service: A Survey of the Problems and
 
Potentials. p.12-13. Post-entry Training in Bangladesh Civil
 
Service: The challenge and Response, Proceedings of the
 
workshop on -problem of the BCS Probationer Training in
 
Bangladesh held in the BPATC on 30th and 31st December, 1985.
 
Programme & Studies Div. BPATC, August 1986.
 

13. 	For details, please see, National Training Policy. Ministry

of Establishment, Government of the 
People's Republic of
 
Bangladesh, 1986.
 

14. 	Final Report of Study on Utilisation of Foreign Training

Facilities, p. 80, ERD, 1987.
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Annexure A
 

SUMMARY OF CONSTRAINTS AND RECOMMENDATIONS
 



SUMMARY OF CONSTRAINTS AND RECOMMENDATIONS
 

Findinqs: 


A. 	Rules and Regulations
 

Inadequate knowledge of the 

rules and regulations on 

the part of officers 


Non-availability documents 

on rules and regulations 


Unclear Instructions 


Revision of Rules of Business 

to increase political control 

of bureaucracy 


Recommendations:
 

1. Training on the Rules of
 
Business and Secretariat Instruc
tions should be an integral part
 
of on-the-job training in the
 
Secretariat.
 

2. 	Frequent refresher courses on
 
Rules and Instructions should be 
undertaken at the PATC, the 
RPATCs, the BCS (Admin) Academy, 
and the Staff Training Institute 
(STI).
 

3. 	Case-study methods should be
 
applied in the training of 
officers in rules and regula
tions. 

4. 	Ministries should establish
 
documentation centers where
 
properly catalogued documents on 
rules and regulations are kept
 
for reference.
 

5. 	All officers should be provided 
a complete set of rule books at 
the time of post-entry training 
arid asked to keep them up-to-
date.
 

6. 	The Secretariat Instructions 
should be mae simpler, espe
cially in its Bangla version. 

7. 	Further rIevisions in the Rules 
of Business may be made in future 
after the effects of Rules 
revised in 1969 have been 
institutionalized. 
should be 
assessments 
ganisations 
continuing 

based 

by thie 
to be 

basis. 

Such revisions 
or careful 

concerned or.
undertaken on a 
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Delays in decision-making 

Lack of Inspection 


Inadequate attendance 


Improperly organized files 

and records 

6. The time limit laid down in the 
Instruction No. 185 for the 
examination and disposal of 
cases should be strictly
 
followed by all officers.
 

9. 	Disposal of Business within the
 
prescribed time limit by the
 
officers should bw taken into
 
account in thei, performance
 
appraisal. 

1O.Assistant Secretaries should main
tain a weekly 
cases with full 
included in the 
on 	pending
 
cases.
 

11.Inspection of 


list of pending 
particulars to be 
monthly statement 

Sections by
 
Assistant Secretaries and Deputy 
Secretaries and surprise visit 
by higher officers as laid down 
in Instruction numbers 196, 197 
and 201-202 should be duly made. 
While making the inspection, the
 
officers should have Instruction
 
Nos. 203-208 in hand as a
 
checklist.
 

12.The provisions of Secretariat
 
Instruction Nos. 81 - 62 should
 

be 	strictly followed.
 

13.Senior Officers should demo
nstrate the value of punctuality 
through personal examples. 

14.The Assistant Secretaries, as
 
the immediate superior of 
Section Assistants, should 
ensure that the Instructions for 
organizing files and keeping
 
r'ecords are carried out in their
 
entirety.
 

15. 	 Ultimate responsibility of 
proper filing and record keeping 
should be assigned to the 
Assistant Secretar'ies. 
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Improper making and noting 

on files 


Redundant information due to 

unnecessary reproduction of 

the contents of supporting 

papers and documents 


Waste of time, labour,and 

materi,-'s in diarising all 

receipts 


Incomplete preparation arid 
irregular submission of 
monthly reports on Minis-

tries activities 


Inadequate security in Sec-

retariat 


16. Margin of a note sl-aet be
 
reserved for the purposes of
 
referencing and unofficial
 
observations. Secretariat Ins
truction No. 115(2) regarding
 
the use of margin should be 
observed.
 

17. It is important that the
 
Secretariat Instruction No. 117
 
should be observed by Assistant
 
Secretaries. Paraphrasing from
 
paper under consideration (PUC)
 
should not be undertaken in any 
case to avoid unnecessary
 
notings and allow the concerned
 
officer to read the PUC in full.
 

18. Instruction No. 32 regarding pro
per diarising of in-coming mail
 
should be strictly followed by
 
the Section Assistants. 

19.All Ministries/DivisionE should
 
prepare a brief statement of
 
their activities on a monthly 
basis and submit it to the 
Council of Ministers in 
accordance with the Secretariat 
Instruction number 23. 

20.The visitors' access to the
 
Secretariat should be restricted.
 
A visitor should not be allowed 
to see an officer other than that 
directly concerned with his 
business.
 

21.Visitors should be received by 
the officers in a separate 
meeting room rather than in 
their offices to minimize 
interruption of official work. 

22.The Secretary of the Ministry
 
should ensure proper compliance 
with Rule No. 26 by all
 
concerned. 
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B. Decision-Making
 

Lack of policy-planning 23.The Ministries should develop
 
capacity in Ministries 	 internal mechanisms for policy
 

formulation and analysis and for
 
monitoring the proper execution
 
of the policies.
 

Lack of monitoring capacity 24.A well trained cadre of
 
in Ministries 	 specialists to analyze the
 

impact and strategic implica
tions of tho policies should be
 
developed through in-country and
 
foreign training programs. The
 
trained specialists should be
 
appropriately posted and utilized
 
in the Ministries for a minimum
 
of -ivc years.
 

Excessive involvement of 25..The responsibility of the
 
Secretariat in administra- Ministries in the area of sound
 
tive and operational matters policy analysis requires that
 

the Secretariat reduce its
 
operational and administrative
 
activities in the secondary
 
matters of personnel administra
tion. The Ministries should
 
delegate the administration of
 
personnel to the Departments as
 
discussed in the section on
 
personnel management of this
 
Report.
 

Excessive re2iance on wri- 26.Consultations within the same
 
tten communication and Ministry should be carried
 
passing files mostly through telephone or
 

informal personal meetings as
 
intended by Secretariat Instruc
tion No. 121. Decision resulting
 
from such consultations should
 
be recorded for confirmation by
 
the appropriate senior officer.
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Poor organization and in-

efficiency of intra-minis-

terial meetings 


Decisional delays and de-

ferrals due to lack of 

structure of inter-minis-

terial meetings 


Limited informal interac-

tion among junior and mi-

ddle level officers 


27.1ntra-ministerial monthly meet
ings on cases pending for more 
than a month should be held 
regularly to ensure quick 
disposal of business according 
to a well prepared document on 
pending cases and other matters 
related to supervision, inspec
tion, record keeping, and 
security. Instruction No. 195 
should be modified to include 
the subjects in addition to pen
ding cases as mentioned in this 
recommendat ion. 

26. Inter-ministerial meetings should
 
be conducted only on the basis
 
of a prepared document on issues
 
and alternatives to be placed
 
before the committee one week in
 
advance. The objective of the
 
meeting should be to arrive at
 
a consensus and decision. The
 
deliberations of the meetings
 
should be recorded into proforma
 
minutes specifying the issues,
 
the alternatives discussed, the
 
decisions taken and the agency 
responsible for their implemen
tation.
 

The Secretariat Instruction No. 
199 regarding the format of 
inter-ministerial meetings should 
be amended to requiring a 
working document and specifying 
the status of decisions taken. 

29.The Deputy Secretary in charge
 
of a Branch should hold regular
 
meetings on a regular basis with
 
the Assistant Secretaries working 
under him. The purpose of these
 
meetings should be to discuss
 
important problems and pending 
cases and take necessary 
decisions during the meeting. 

73
 



Undifferentiated examina-

tion of cases at the low-

est level without regard 

to their importance and 

urgency 


Unequal distributi'on of 

work load among various 

units of Ministries 


C. Personnel Management
 

Delays in recruitment due 

to lengthy process of appro-

val of recruitment rules 

prepared by the individual 

Ministries 


30.The R & I unit should sort out
 
the in-coming communication 
Branch-Wise instead of Section-
Wise and send it directly to the 
Deputy Secretary in-charge. The 
Deputy Secretary should classify 
the cases in terms of necessary 
actions arid .the appropriate 
levels at which the actions can
 
be taken. He should pass these 
cases on to the Assistant
 
Secretary who will ensure that 
the cases are placed in files 
and directly forwarded for 
action at the appropriate level.
 
Receipts dealing with urgent and
 
important cases should be 
directly forwarded to the 
Secretary. The Secretariat 
Instruction No'.. 22 should be 
accordingly modified.
 

31.All receipts in the R&I unit 
should be delivered to 
officer/section every two hours. 
Urgent cases should be delivered 
immediately upJon receipt. 
Instruction No. 22 should be 
modified accordingly. 

32.Distribution of work of the
 
Ministries/Divisions should be
 
reviewed at regular intervals by
 
the O&M Wing to ensure equita
bility and to avoid over load 
and overlap of work. Instruction 
No. 7 and Rule 3(vi) should be 
accordingly modified to include
 
review at regular intervals.
 

33.To expedite the processing of
 
draft recruitment rules, a legal 
officer should be posted in the 
Ministry of Establishment. The 
draft rules prepared by a 
Ministry should be jointly 
r'eviewed and approved by the 
concerned officer's of the 
Ministry of Establishment. 
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Overcentralisation of autho-
 34.The power of initial appointment

rity of personnel management of non-cadre class I officers in
 
functions in Secretariat Modified Nation.l 
Scale (MNS) of
 

Tk. 1650-3020 in the attached
 
Departments, should be delegated
 
to the Heads of the Departments.
 

35.The power of transfer of class 	I
 
officers of the BCS cadres, 
except BCS (Administration) & 
BCS (Secretariat), should be 
delegated to the Heads of the 
Departments except their 
immediate deputies. 

36.The power of transfer of non
cadre class I officers of the 
Departments should be dele
gated to the Heads of the Depart
ments except their immediate 
deputies under the guidelines 
specified by the Ministries. 

Inadequate recognition of 37.The Government should 
consider
 
merit and limited career the introduction of a two-tier
 
mobility 	 recruitment process to select, 

on the basis of competitive 
examination, candidates for 
accelerated promotion. Under the 
suggested system, the PSC would 
hold a competitive examination 
to select the candidates with 
five years of service. The top
ranking candidates would become 
eligible for accelerated promo
tion at the level of tlie Deputy
Secretaries. This recommendation 
should be further developed by
 
the Ministry of Establishment in
 
relation to the current policies. 

Subjective and non-merit 
 38.Every Ministry/Division should
 
based performance apprai-	 form an internal work study

sal system 
 unit for the regular inspection


and supervision of all Sections. 
A Joint Secretary, a Deputy 
Secretary, and an Assistant 
Secretary should serve on a 
monthly rotation basis, as an 
inspectior team. The Joint 
Secretary (Administration) should 
coordinate the inspection team, 
compile the findings, and prepare 
and submit a monthly report to
 
the Secretary.
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39..The existing ACR forms should be
 
made more objective to reflect
 
actual performance of the
 
officers. Accelerated promotions 
should be awarded on the basis 
of outstanding performance. The 
criteria of ."outstandingness" 
should be more objectively 
defined. 

40.The performance appraisal should
 
be initiated on the basis of a 
statement- of self-evaluation
 
prepared by the appraisees. The 
self-evaluation statement should
 
consist of quantitative and 
qualitative evidence of the per
forimance. 

Inadequate salaries 
and 41.The Government should ensure
 
fringe benefits adequate 
fiscal compensation,
 

in real terms, to the public
 
servants.
 

42.An occasional vacation is
 
important for the officers for 
maintaining physical and
 
mental fitness. The Government
 
should consider granting the 
officers both recreational and
 
festival allowances every three
 
years and withdraw the existing 
ban. The officers should be 
permitted to avail the due 
vacation leave. 

Inadequate familiarity with Personnel43.A Manual was prepared
rules and regulations in in 1985 under the World Bank
personnel management among financed Public Administration 
officers 
 Project. The Manual covers 
the
 

pertinent rules and regulations 
and the procedures for their
 
application in personnel 
matters. The Government should 
provide this manual to officers 
as a guide for personnel 
management. 
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D. Training
 

Inadequate facilities of the 44.The facilities and training

local training institutions capacity of 
the PATC should be
 

expanded as a long-term measure.
 

45.Training programs should also be 
expanded at other institutions
 
in the country.
 

46.Crash training programs at the 
PATC and the BCS (Admin) Academy 
should cont i nue to meet the 
immediate needs and to clear up 
the backlog. 

Lack of job-specific skills 47.0n-the-job training programs in 
the Ministries should be 
conducted by selected officers 
of the Ministry. Outside 
consultants and specialists may 
be liberally utilised for this 
purpose. The conduct of on-the
job training should be a routine 
responsibility of each super
visor. 

Limited relevance of train- 46.Assessment of training needs
 
ing should be undertaken by the 

training institutions in 
cooperation with the Ministries 
to determine the actual job 
skills required at different 
levels in the Secretariat 
system. 

49. The design of training curricula 
should be based on training
 
needs assessment. 

50. Trainers should be trai ned in 
applying modern methods such as 
interactive management,simulated 
decision making, audio-visual 
learning techniques etc. , and 
minimise traditional class room 
teaching. 
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Poor utilization of offi- 51.Long 
 term foreign training of
 
cers trained abroad 
 middle level officers should be
 

restricted to specialized areas
 
of high priority. Foreign
 
trained officers should be
 
placed in the posts where they
 
can best utilize their
 
expertise. The.duration of such
 
postings should be a minimum of 
five years.
 

52.Long term foreign training in 
broad functional or academic 
areas should be reserved for 
senior officers engaged in 
general macro management.
 

Poor quality of trainers 53.Trainers should be recruited 
 on
 
the basis of qualifications,
 
professional interest, and train
ing experience. 

54.Trainers should be given attrac
tive be:nefits like instructional
 
pay, free accommodation, overseas 
training opportuniities :And other 
benefits which the government
 
may consider appropriate.
 

55.Trainees should be given special
 
pay/allowance in addition to
 
travel and daily allowance.
 

Weak relationship between 56.Foreign training and in-country

foreign training and local training 
 should be linked
 
training 
 together as a career development 

incentive. A time-based sequence 
of training shculd be followed 
as a precondition for promotion 
and as a part of sound career 
planning for each officer. 

Too much dependence on for- 57.Donor funded foreign training
eign training 
 programs shoul.d have an in

country training component for 
training of trainers and for 
improving the quality of in
country training programmes. 
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58.Foreign training should maximise
 
the use of training institutions
 
in Asia and the Pacific in
 
order to benefit from the
 
experience and resources of
 
those countries which are most
 
relevant to .the development
 
needs of Bangladesh.
 

Unsatififactory utilization 59.Training offers should be widely

of forei.n training oppor- circulated. Ministries/Divisions
 
tunities should plan 
 their manpower 

training needs and prepare a 
roster of poLential candidates 
to expedite the selection 
procedure. The potential candi
dates should be identified on 
the basis of skill requirements, 
seniority, age, educatioral 
qualifications, and potential 
for making a long time contri
bution to development in 
Bang! adesh. 

Underdeveloped capacity of 60.The development of the capacity
local training institutions of in-country training institLt

tions is a high priority. 
Technical and financial resour
ces should be directed towards 
the development of high 
quality and motivated staff, 
physical facilities, modern 
equipment, and locally appro
priate training materials. 

Insufficient government ex- 61.The Government should increase
 
penditure on training and the expenditure on training and
 
human resource development 	 human resource development for
 

upgrading and expanding training
 
facilities.
 

E. File Management and Record Keeping
 

Obsolete filing system and 
procedures 

62.The use of letter sized paper 
(A-4), modern file folders. and 
filing cabineLs should be 
i ntroduced. 
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63.iA study on how to modernize the 
filing system should be under
taken in order to introduce a 
simple and standardized system. 
The study should examine the 
application of computers for 
storing and retrieving informa
tion and its cost effectiveness.
 

64.The procedures regarding record
ing, indexing, weeding and des
truction of records need to be
 
simplified so that the Section 
Assistants can understand and 
apply them. 

F. Physical Facilities and Logistics
 

Inadequate and poorly 65.The Government should consider 
planned physical facili- building a new Secretariat. The 
ties physical facilities in the new 

Secretariat should be designed 
to fosLer an improved working 
environment. 

66.The Secretariat should be housed 
into blocks. The Ministries 
should be housed in proximate 
block on the basis of their 
functions. The main regulatory 
Ministries should be located in 
the center so that ministerial
 
business concerned with 
regulatory matters could be 
efficiently conducted. 

67.Each block should have intercom 
telephone system. Visitors wish
ing to meet any officer,
 
shouild be allowed to use the 
facility of such tej.ecom 
systems. In cases where the 
entry of an individual is consi
dered necessary by the 
officer concerned, he should be 
allowed to enter the Secretariat 
offices. Strictness in the 
matter of- entry into the 
Secretariat should be given 
serious consideration. 
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Improper office-lay-out in 68.The existing office lay out and 
the Secretariat seating arrangements of the 

officers should be uniformly 
designed to facilitate supervi
sion and economy of time and 
logistics. 

69.The physical layout of the 
offices should be so designed 
that the officer in-charge arid 
his subordinates are housed in 
proximity to each other in order 
to facilitate easy consultation. 

70. The official meetings and 
reception of visitors should 
take place in a meeting room 
which is separate but cornnected 
to the main offices in order to 
avoid unnecessary interruption. 

71.Every Ministry should be equipped 
wiLh an adequate number of photo
copiers arid micro computers. 

Outmoded office equipment 72.Office equipmernt should be
 
modernized by introduci rig mi cro 
computers and photocopyi n g 
machines Lo expedite and manage 
the f low and storage of 
infor-mation. Officers and staff 
should Lrained curncurreentlyt with 
the introduction of new t(echno
logies. 

73. 	Conference tel eplhone systems 
should be introduced in selected 
Ministries on a pilot basis. 

74. 	Training in Lhe use of modern 
office equipment should be man
daLory for Assistant SecreLaries 
as part of the post-entry and 
in-service training. 
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Poor logistical support 75.Logistic support, such as 
forms and stationeries, office 
equipments, etc. should be ade
quately provided to all 
Sections for the smooth flow of 
business. All Sections should 
be provided . office supplies 
according to their needs at 
regular intervals and a system 
of inventory control should be 
maintained. 

Inadequate transport faci- 76.Yhe Government should expand and 
lities 	 improve public transport facili

ties. As an interim measure 
the government should consider 
the use of micro and mini buses 
to pick and deliver government 
personnel at fi-xed points in 
Dhaka. 

77.The existing procedures for the 
utilization of present transport 
facilities for government per
sonnel should be improved. 
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Working Group of the Secretariat System and Work Procedures:
 

Name 


1. 	 Mr. Mohammad Ali 

Additional Secretary
 
Ministry of Establishment
 

2. 	 Mr. Bazlur Rahman Chowdhury 

Joint Secretary (0 & M)
 
Ministry of Establishment
 

3.N 	 Mr. Athar Islam Khan 

Deputy Secretary (Regulation)
 
Ministry of Establishment
 

4. 	 Mr. M. Idris Ali 

Deputy Secretary (Dev)
 
Ministry of Establishment
 

Designation
 

Chairman
 

Member
 

Member
 

Study Coordinator
 

The Working Group is assisted by the following staff members:
 

1. 	 Dr. Rashid S. Ahmad 


2. 	 Mr. S. K. Das 


3. 	 Mr. A. A. Khan 


4. 	 Mr. Hasnat Muzammel 


5. 	 Ms. Zulekha Parveen 


6. 	 Mr. Ismail Hossain Patwary 


Consulta.t
 

Local Consultant
 

Local Consultant
 

Research Assistant
 

Research Assistant
 

Secretary
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Annexure C
 

INDIVIDUALS INTERVIEWED
 



INDIVIDUALS INTERVIEWED
 

Name 


Mr. Moudud Ahmed 


Ministry of Establishment
 

Mr. Mohammad Ali 


Mr. Bazlur Rahman Chowdhury 


Mr. Nur Muhammad 


Dr. Shah M. Farid 


Mr. Nazrul Islam 


Mr. Athar Islam Khan 


Mr. M. Idris Ali 


Mr. Keshab Acharjya 


Ministry of Agriculture
 

Mr. M. A. Sayeed 


Mr. Abul Hashem 


Mr. Mohammad Akmal Hossain 


Mr. Mohammad Ghulam Sarwar Mollah 


Mr. Sheikh Shafiqul Islam 


Dr. Arif Ahmed 


Mr. M. Azizur Rahman 
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Designation
 

Honourable Vice-President,
 
Government bf the People'
 
Republic of Bangladesh
 

Additional Secretary
 

Joint Secretary (0 & M)
 

Joint Secretary
 
(Administration)
 

Joint Secretary
 
(APD)
 

Joint Secretary
 
(Regulation)
 

Deputy Secretary
 
(Regulation and Discipline,
 

Deputy Secretary
 
(Development)
 

Senior Assistant Secretary
 

Secretary
 

Additional Secretary
 

Joint Secretary
 
(Policy Planning Wing)
 

Joint Chief
 

(Poli.,y Planning)
 

Deputy Secretary
 

Deputy Chief
 
(Policy-Plqnning)
 

Deputy Secretary
 
(Foreign Aid)
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Public Administration Training Center (PATC)
 

Mr. A.M. Anisuzzaman 


Dr. Ekramul Ahasan 


Dr. Syed Abdus Samad 


Dr. Mohiuddin Khan Alamgir 


BCS (Administration) Academy
 

Mr. A.Z.M. Shamsul Alam 


Public Service Commission (PSC)
 

Mr. S.M. Al-Hussainy 


Mr. Amin Mia Chowdhury 


Ministry of Planning
 

Mr. A. B. M. Siddique 


Mr. A. F. M. Alamgir 


Mr. Fasiul Alam Khan 


Mr. Nazmul Ahasan 


Mr. A.F.M. Abdur Rashid 


Ministry of Finance
 

Dr. A.K.M. Mashiur Rahman 


Mr. Jamal Hussain 


Mr. Dilip Kumar Biswas 


Rector
 

Member-Directing Staff
 

Member-Directing Staff
 

Member-Directing Staff
 

Director General
 

Chairman
 

Member
 

Director General,
 
IMED.
 

Joint Secretary
 

Joint Secretary
 
(Administration)
 

Chief, General
 
Economic Division
 

Deputy Secretary (PTC)
 

Joint Secretary
 

Joint Secretary
 

Deputy Secretary
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Ministry of Industries
 

Mr. Mosharraf Hussain 


Mr. M. Maniruzzaman Chowdhury 


Mr. N.A.M. Alamgir 


Ministry of Commerce
 

Mr. Mohiuddin Azad 


Secretary
 

Joint Secretary
 
(Administration)
 

Deputy Secretary
 
(Training)
 

Joint Secretary
 

(Administration)
 

Ministry of Irrigation, Water Development and Flood Control
 

Dr. A.T.M. Shamsul Huda Joint Secretary
 

Ministry of Public Works
 

Mr. Ayubur Rahman Chowdhury Secretary
 

Bangladesh Krishi Bank (BKB)
 

Dr. A.M.M. Shawkat Ali Managing Director
 

Bangladesh Chemical Industries Corporation (BCIC)
 

Mr. Muzaffar Ahmed 


Mr. Abdul Momin 


Mr. M. M. Eunus 


Mr. Gias Uddin Ahmad 


Office of the Controller & Auditor General
 

Mr. Gulam Kibria 
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Director (Finance)
 

Director (Planning)
 

Director (Commercial)
 

Director (Technical)
 

Comptroller and
 

Auditor General
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IN SECRETAPtIAT SYSTEM AND WORK PROCEDURES
 



USAID
 

Ms. Priscilla M. Boughton 


Dr. Malcolm J. Purvis 


Ms. Collette Chabott 


Mr. S. A. Al-Muti 


Mr. Frank J. Young 


Mr. David A. Heesen 


Dr. Ray Morton 


World Bank
 

Mr. Francis Van Oigch 


Mr. Goran Segerlund 


Mr. Wayne Edisis 


Mr. Syed Nizamuddin 


UNDP
 

Ms. Flavia Pansiori 


Dr. Fredrick C. Thomas 


Director
 

Deputy Director
 

Assistant Program Officer
 

Project Maiager
 

Program Officer
 

Office of Food and
 
Agriculture
 

Office of Food and
 
Agriculture
 

Chief of Mission
 

Senior Economist
 

Senior Economist, IFC
 

Program Assistant
 

Assistant Resident
 
Representative
 

Consultant on Management
 
Development
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SURVEY ON SECRETARIAT SYSTEM AND WORK PROCEDURE
 

A. METHODOLOGY
 

1. Construction of Questionnaire
 

The questionnaire was constructed on the 
basis of the issues of
 
administrative efficiency identified from important government
 
documents, reports of various 
civil service committees and the
 
terms of reference of the Study.
 

The preliminary questionnaire was pre-tested. For this purpose
 
seven Assistant Secretaries from the Ministry of Establishment
 
were 
requested to complete the preliminary set of questionnaire.
 

It was on the basis of the answers of the first five respondents

that the final questionnaire was constructed. Changes in the
 
questionnaire were 
made by reducing the number of open-ended

questions, rephrasing, and providing a structured 
set of
 
responses to most of the questions.
 

2. Sample Selection
 

It was decided that the questionnaire would be distributed among

Class I officers in the seven designated Ministries, the majority

of whom will be from the rank of Assistant Secretaries. In
 
addition, the questionnaire were to be circulated to the selected
 
officers on the basis of their responsiveness and experience. The
 
selection was made in consultation with Joint Secretaries
 
(Administration) of the respective Ministries.
 

3. Method of Administration
 

The questionnaire were circulated to a selected sample of 
70
 
Class I officers of the concerned seven Ministries. Each of the
 
Ministry was given ten sets of questionnaire except for the
 
Ministry of Establishment, where fourteen questionnaire were
 
given and the Ministry of Agriculture where fifteen sets of
 
questionnaire were distributed. The questionnaire were circulated
 
to the groups of the officers in each Ministry which included at
 
least one Joint Secretary, one Deputy Secretary, and five
 
Assistant Secretaries.
 

All the questionnaire were handed over to the concerned Deputy

Secretaries of the seven Ministries who were the contact persons
 
for the Project. Questionnaire were, however, individually

distributed to all Joint Secretaries. The completed

questionnaire were 
collected on days specified by the concerned
 
Deputy Secretary of each of the Ministries. A total of 49
 
officials provided complete responses to the questionnaire.
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4. Validity of Findings
 

To ensure the validity of responses, incomplete questionnaire
 
were not included for analysis. Some questions were purposely
 
structured for cross checking. For example, self estimate about
 
knowledge of the Rules and Instructions were cross checked
 
against the estimate of knowledge of the subordinates by their
 
superiors. By this method, we were able to verify the validity of
 
responses.
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B. FINDINGS
 

RULES AND REGULATIONS
 

1. As per self-estimate 33 percent of the officers claimed that
 
they have good knowledge about the Rules of Business and
 
Secretariat Instructions, that is their knowledge range between
 
100 percent to 75 percent. This group consists of three Joint
 
Secretaries(6.28 percent), 
four Deputy Secretaries(8.33 percent),

and eight Assistant Secretaries (16.66 percent).
 

2. Fifty two percent of the officers claimed that their knowledge

about Rules of Business and Secretariat Instructions range

between 50 percent to 75 percent.
 

3. Only one 
Deputy Secretary and six Assistant Secretaries
 
indicated that their knowledge 
about Rules and Regulations and
 
Secretariat Instructions range between 50 percent to 25 percent.
 

4. In contrast, the opinion of the same respondents about the
 
knowledge of their subordinates 
regarding Rules and Instructions
 
seems to be very poor. Only 6.25 percent identified that the
 
knowledge of their subordinates range between 100 percent to 75
 
percent. 45.8 percent said that it 
ranges between 75 percent to
 
50 percent followed by 47.9 percent, who consider 
the knowledge

of their subordinates regarding Rules of Business and Secretariat
 
Instructions to be unsatisfactory i.e. below 50 percent.
 

5. Fifty percent of the officers indicated that documents 
on
 
Rules and Regulations including amendments are available 
in their
 
section as opposed to 54.8 percent, who did not have the
 
documents available.
 

6. A substantial number (72.9 percent) of the officers consider 
that the Rules of 
Business and Secretariat Instruction, 1976
 
facilitate quick disposal of 
business in the Secretariat while
 
27.1 percent are of the opinion 
that Rules and Instructions
 
inhibit the disposal of business.
 

The above percentages may not be considered to a
give clear
 
picture 
regarding the provisions of Rules and Instructions in

quick disposal of business in the Secretariat because of the fact
 
that twenty respondents (41.66 percent) 
 who answered positively

to the qvestion estimated their own knowledge to be between 75
 
percent to 50 percent. Five respondents (10.41 percent) in the
 
same 
range answered negatively. Four respondents (8.33 percent)

who estimated their own knowledge to be between 50 percent to 25
 
percent answered positively and three respondents (6.25 percent)
 
in the same range answered negatively.
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It may be pointed out that respondents who themselves claim less

than satisfactory knowledge about the 
Rules and Instructions
 
are not 
in a position to determine that the Rules of Business and
 
Secretariat Instructions facilitate quick disposal of 
 business.
 
Taking the above fact into consideration, the perceived adequacy

of the Rules and Instructions should be qualified. In the 
case of
 
one-third of the respondents, their evaluation of the adequacy
 
appears to be more a matter 
of their belief rather than their
 
knowledge.
 

DECISION MAKING
 

1. A significant number (43.75 percent) of the officers exercise
 
the authority given to them, as opposed to 25 percent who refrain

from exercising their authority primarily due 
to unknown
 
implications. Of the various other 
reasons that have been
 
specified, lack of trust 
by superiors appears as the second
 
important reason.
 

Other reasons for not exercising authority in order of importance
 
are:
 

a) Lack of information;
 
b) Non familiarity with rules and regulations.
 

2. Twenty five percent of the officers identified lack of trust
by superiors 
as the main reason for the tendency of putting up
files to higher officers for decision. 22.91 percent is of the
opinion that files are referred to higher officers for incomplete
information, improper documentation, and uncertainty of
 
consequences. 20.83 percent of the officers 
are of the opinion

that lack of confidence is the reason f6r putting 
up files tc
 
higher officers.
 

3. More than one-fifth(22.91 percent) of the officers claim that

their decisions are riot at all influenced by any kind of
 
extraneous considerations that beyond
may be their control. But
 
the 72.91 percent of the officers admitted being influenced by

external considerations and ranked "Tadbir"(64.58 percent) 
as the

main factor. 51.61 percent identified lack of cooperation by

other Ministries and Departments as an important factor affecting

quick decisions.
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Other reasons which also influence decision making are:
 

a) Instructions from higher authorities;
 
b) Deliberate withholding of information;
 
c) Political interference;
 
d) Interference by superiors;
 
e) Undue requests;
 
f) Time constraints for disposal of cases;
 
g) Incorrect information;
 

4. The Secretary has been identified as the person who

contributes most 
to decision making, whereas the Additional
 
Secretary has been identified to be contributing the least. The

Deputy Secretary ranks second in contributing the most to

decision-making. The Joint 
Secretary is. considered third in

contributing most to decision-making. The Assistant Secretary

ranks fourth in contributing to decision making.
 

PERSONNEL MANAGEMENT
 

1. The highest number of times that 
an officer was transferred is

fourteen, while on the other hand, quite a few of the 
officers
 
have never been transferred at all.
 

2. The average length of service has 
been found to be 13.95
 
years, and the average number of transfers has been calculated to
 
be 5.5 times.
 

3. There is no consistent pattern of transfer according 
to our
 
findings. It 
has been found that eight officers were transferred
 
three times. Out of these eight officers, one was transferred
 
three times in eighteen years of service, while on the other !and

anothe: officer serving the six was
for last years transferred
 
the same number of times. The average length of service of those
 
officers who have been transferred th-ree times is 12.12 years.
 

4. Four officers have never been transferred at all. Two of them
 
have been serving for 
 the last four and five years respectively.

But of the other two officers, one has been serving for fourteen
 
years and the other for sixteen years.
 

5. The most adverse affect of transfer has been on job

satisfaction with 
39.58 percent of the officers indicating that

their transfers have brought them professional frustration. A
 
significant number (31.2 percent) of the officers claimed that

their family life had been affected by transfers, and 16.66
 
percent of the office.rs specified that transfers had adversely
 
affected the prospects of their promotion.
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TRAINING
 

1. Of the officers who have received in-country training,

approximately 50 percent mention that their training had been
 
relevant to their jv'!b, though a few of them specified that the
 
training was relevant at the time of training. Only 10 percent of
 
the respondents mentioned that the training undertaken 
was
 
irrei:vant. On the other hand one-third respondents claimed that
 
their foreign training was relevant to their work.
 

For a majority of officers, in-country training has limited
 
incentives and motivation. Foreign training, on the other handis
 
considered more attractive. The overall conclusion is that in
country training is more relevant but less nttractive while
 
foreign training is attractive but less relevant.
 

LOGISTICS
 

1. Work seems to suffer the most for lack of staff or trained
 
staff. A significant number of (81.25 percent) officers suggested
 
improvements in this area.
 

2. Transport facility and office equipment are the next in order
 
of importance with 60.42 percent and 58.33 percent of the
 
respondents suggested improvements in transport facilities.
 

3. Approximately 50 percent of the respondents specified that
 
physical facility needs improvement to create a congenial working
 
condition.
 

4. Hany of the respondents specifically identified lack of proper

communication equipment to be a major that
area needs
 
improvement. Other 
specific areas that have been mentioned are
 
office accommodation, office stationery, training facility and
 
lack of well trained staff.
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-------------------------------------------

PUBLIC ADMINISTRATION EFFICIENCY STUDY
 
SECRETARIAT SYSTEM AND WORK PROCEDURES
 

QUESTIONNAIRE
 

Designation: ..................................
 

Age: ................
 

Highest Qualification: ............ .......... .. 
 ......
 

Date of joining Class I Service: ......................
 

1. 	How would yo*u estimate your knowledge about the Rules of
 
Business and Secretariat Instructions including amendments?
 

--- 100% - 75%
 

---	 75% - 50%
 

---	50% - 25%
 

Are these documents on Rules and Regulation including the
 
amendments readily available in your Section?
 

. .,,,Yes ...... No
 

2. 	How would you estimate the knowledge of your subordinates
 
about the Rules and Rbglations that are essential for the
 
conduct of their duties?
 

--- 100% -.75%
 

--- 75% - 50%
 

--- 50% - 25%
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3. 	Do you think that the provisions of the Rules of Business,

1975 and the Secretariat Instructions, 1976, facilitate quick

disposal of business in the Secretariat?
 

...... Yes .,.,.. No 

If no, please specify areas where existing Rules and

Regulation should be modified. Please rank the areas 
in order
 
of importance.
 

Channels of communication
 

Coordination
 

Allocated time for disposal
 

Layers of decision-making
 

Delegation of authority
 

Others
 

4. 	Do you 
think that the Rules of Business and Secretariat
 
Instructions are 
followed by officers in disposing their
 
duties?
 

-	 -Yes---No 

If no, what in your opinion , are the main reasons ?
 

II Inad3quate familiarity
 

// Inadequate -uchority in application of rules
 

II Lack of direction and supervision
 

/- Time constraint
 

/./ Others Please specify. 
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5. 	 Do you think that your work sometimes suffers from lack of

logistical support? If so, 
please specify the areas for
 
improvements.
 

/_/ Office equipment 

I/ Staff 

/_/ Physical Facility 

/- Transport Facility 

// Others. Please specify------------------------------

6. 	 Do you exercise the authority given to you? If not, what are
 
the rcasons for not doing so?
 

/_/ Lack of information
 

// Non-familiarity of rules and regulations
 

/_/ Unknown implications
 

/__/ Others. Please specify
 

7. 	Do you think that there is a tendency of putting up 
files to

higher officers which an officer can 
dispose himself as per
given authority? If so, 
what are the reasons for doing so?

Please-specify them in order of their importance.
 

/m/ Work overload
 

/./ Incomplete information and documentation
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// Lack of trust by superiors
 

/_/ Lack of knowledge of the Rules of Business and
 
Secretariat Instructions
 

/__/ Lack of self-confidence
 

/- Uncertainty of consequences
 

/__/ Others. Please specify
 

8. 	Do you think that decisions are sometimes influenced by
 

external considerations beyond your control?
 

. ... Yes ..... .No 

If yes, please identify some of these considerations. 

/_/ Lack of cooperation by other Ministries and Departments
 

/.../ Tadbir 

/._/ Others. Please specify_ 

9. 	Do you think that there are too many layers of decision
 
making in the Secretariat? If so, which layers contribute
 
most to the decision making and which layers contribute
 
least?
 

Most 	 Least
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10. 	How many times have yoa been transferred during the tenure of
 

your service?
 

Number of times transferred:
 

Positions of transfer: 1.
 

2. 

3. 

4. 

5. 

11. 	How have your transfers affected your cartaer?
 

/./PromotioiL 

/
/Job-Satisfaction
 

/_/Femily life
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-----------------------------------------------

----------------------------------------------

------------------------------------------------

------------------------------------------------

12. 	Have you received any in-country or overseas training, either
 

short-term or long-term?
 

/_/ In-country training
 

Subject area and duration of training
 

Relevance to your present job
 

I/ Overseas training; ....... Degree ........Non-Degree
 

Subject area and duration of training
 

Relevance to your present job
 

13. 	Do you think that the present facilities for training of
 
officers within the country are adequate? If not, what steps
 
do you suggest to improve the situation.
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14. 	Do you think that the trained officers are placed in their
 
area of specialization? If not, what steps would you suggest 
to ensure proper utilization of the services of trained
 
officers.
 

15. 	Do you think that the existing performance appraisal system
 
in the Secretariat is satisfactory? If not, what do you
 
suggest for its improvement.
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Annexure E
 

SURVEY OF VISITORS TO.THE SECRETARIAT
 



------------------------------------------
SURVEY OF VISITORS TO THE SECRETARIAT
 

A. Methodology
 

The main objective of the survey was to find out 
the purpose and
 
the nature of the subject matter/case for which visitors come to
 
the Secretariat. doing an attempt were
In so, also made to
 
identify, in general, the effectiveness of the various Ministries
 
/Divisions in discharging their duties to public and also the
 
effectiveness with which they dispose 
cases in relation to time.
 

Data was collected by means of the attached interview guide. Data
 
collected was not limited to the 
prespecified issues, but other
 
information regarding 
the nature of the cases of respondents,

factors preventing solution of 
their specific problems, and other
 
areas concerning the role 
of the Secretariat or the
 
Ministry/Division with relation to 
the cases of respondents were
 
also gathered by informal discussions with the visitors. Four
 
interviewers conducted the Survey and collected the data from the
 
respondents. A total number of thirty 
four persons were
 
interviewed on a random basis.
 

B. Findings
 

1. People who visit the Secretariat can be divided into three
 
distinct categories: 1) people who to
come visit Ministries/

Divisions with specific official and personal matters/cases, (2)

people who come in groups 
- members of associations, unions,

business partners, etc. and (3) people who come and sit in 
the
 
waiting room and have no personal or official business of their
 
own. Some them come meet
of to friends, relations and
 
acquaintances working in the Secretariat. 
It has been observed
 
that th2 members of this group also come to 
give support to
 
others in case certain documents, authorization signatures, etc.
 
are required. These people act immediately to obtain the required
 
materials and bring it to the Secretariat.
 

More than three-fourth of the people who come to visit the
 
Secretariat come from outside of the Dhaka city.
 

2. According to the survey, the Ministry which is visited the
 
most is the Ministry of Education. 17.64 percent of the
 
respondents expressed their intention of going to 
the Ministry of
 
Education. Ministry of Law, Home, Finance, 
Land and Works were
 
the next to follow, 8.28 percent of the respondents wanted to
 
visit each of these Ministries.
 

3. The reasons for the high percentage of respondents who desired
 
to visit the Education Ministry varied. Most of the visitors came
 
for posting and transfer.
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4. The Minister appears as the most sought after person. 23.52
 
percent of the respondents wanted to meet the Ministers. An equal
 
percentage of people desired to meet the Secretaries, Additional
 
Secretaries, and Joint Secretaries of different Ministries. The
 
Assistant Secretaries ranked third (14.70 percent) followed by

Deputy Secretaries (8.82 percent). Almost all persons wanting to
 
meet Ministers claimed that they either know the concerned
 
Minister personally or have met the Minister on previous visits
 
and are following up on their particular case.
 

5. The problems for which people visit the Secretariat are so
 
varied that it is not possible to arrange them under broad
 
categories. The major reasons identified in our survey include:
 

a) posting and transfer,
 
b) land dispute,
 
c) relief and grants,
 
d) amendm; nt of government order,
 
e) settlement of pay scale,
 
f) employment and re-employment,
 
g) tadbir,
 
1h) family matters,
 
i) courtesy visit.
 

6. It was found that about one-third of the respondents were
 
awaiting decision on thet.r cases for more than three months.
 
Fifty percent of the respondents mentioned that they had visited
 
the concerned officer more than twice. Approximately 10 percent
 
of the respondents had visited the same officer more than ten
 
times.
 

7. Pressure of work, perceived inefficiency of officers, and
 
limited office hours, were the main reasons mentioned by the
 
respondents for the delay in disposal of tieir cases. Some
 
respondents were more specific to mention like
reasons 

corruption, delay in putting up files and abserce of appropriate
 
documents. Nearly half (44.12 percent) of the respondents opined
 
that the reference of their case to the Secretariat could be
 
avoided by delegation of power to the heads of other Government
 
Departments, professional initiative, willingness to work,
 
avoiding unnecessary referral of their case and assumption of
 
responsibility. The others did not have a clear opinion as to
 
what were the reasons for the difficulties in having their
 
problems solved at the Secretariat or the alternate means by
 
which their problem can be settled more efficiently.
 

The various dimensions of efficiency in the Secretariat in
 

dealing with its clientele include the following:
 

1) problems of visitation and entry,
 

2) large number of people and interruption of work,
 

3) excessive use of tadbir,
 

4) centralization, and
 

5) unnecessary referral.
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We 
make the following suggestions for improving the working

environment in the Secretariat:
 

I. Visitors to the Secretariat 
should be restricted as much as
possible to minimize interruptions in the working environment.
 

2. Steps should be taken to delegate and d'ecentralize the service

functions of the government so that the public can pursue 
their
 
grievances without going to the secretariat.
 

3. The secretariat should be housed 
into blocks. The ministries

should be housed in proximate blocks 
on the basis of their

functions. The main regulatory ministries should 
be located in
the center so that ministerial business concerned with regulatory

matters could be efficiently conducted. 
Each block should have
intercm telephone system. Visitors wishing 
to meet any officer
should be allowed to use the facility once they are allowed to
talk to any officer. In cases where the entry of an 
individual is
considered necessary by the 
officer concerned, the visitor could
 
be allowed to enter the secretariat.
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TABLE OF FINDINGS
 

1. Ministry visited
 

Home 3 
Education 6 
Defence 1 
Law 3 
Health 1 
Jute 1 
Finance 3 
Land 3 
Culture 1 
Establishment 1 
Youth & Sports 2 
LGRD & Cooper.tives 1 
Civil Aviation 1 
Religious Affairs 1 
Labour & Manpower 1 
Works 3 
Forest & Environment 1 
Industry 1 

8.82%
 
17.64%
 
2.64%
 
8.82%
 
2.64%
 
2.64%
 
8.82%
 
8.82%
 
2.64%
 
2.64%
 
5.88%
 
2.64%
 
2.64%
 
2.64%
 
2.64%
 
8.82%
 
2.64%
 
2.64%
 

2. Ministv4-es most visited 

1) Education 
2) Home, Law, Finance, Land, Works 
3) Youth & Sports 
4) Defence, Health, Jute, Culture, 

Establishment, LGRD, Civil Aviation, 
Religious Affairs, Labour and 
Manpower, Forest, Industry 

- 17.64% 
- 8.82% 
- 5.88% 

- 2.64% 

(to each) 

(to each) 

3. Minister/OZficers most sought 

A. M!,nister 
B. Secretary, Additional Secretary, 

Joint Secretary 
C. Deputy Secretary 
D. 'Assistant Secretary 
E. Others 

8(23.52%) 

8(23.52%) 
3( 8.82%) 
5(14.70%) 

10(29.41%) 
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4. Primary Purpose of the visit
 

A) Posting and Transfer
 
B) Promotion
 
C) Foreign Training
 
D) Foreign Employment
 
E) Land Dispute
 
F) Licence & Permit
 
G) Relief
 
H) Grants-in-aid (Education)
 
I) Telephone connection
 

5. Duration of Pending Cases
 

A) Upto one month 

B) One to three months 

C) More than three months 


6. Number of times concerned officer visited
 

A) None 

B) Once 

C) Twice or more 


7. Perceived Reasons for Delay
 

A) Pressure of work 

B) Inefficiency 

C) Limited office hours 

D) Understaffing 


7 (20.58%)
 
4 (11.76%)
 

11 (32.35%)
 

12 (35.29%)
 
4 (11.76%)
 

17 (50.00%)
 

9 (26.47%)
 
5 (14.70%)
 
2 ( 5.88%)
 
3 ( 8.82%)
 

8. Visitors suggestions for avoidance of delay
 

A) Assumption of responsibility 

B) Avoidance of unnecessary referrals 

C) Delegation of power to the heads
 

of Departments 

D) Professional Initiative 

E) Willingness to work 


2 ( 5.813%)
 
3 ( 8.82%)
 

5 (14.70%)
 
4 (11.76%)
 
4 (11.76%)
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PUBLIC ADMINISTRATION EFFICIENCY STUDY
 

Secretariat System and Work Procedures
 

Guide to Interview visitors to the Secretariat
 

1. Which Ministry do you intendl
 
to visit? 


2. 	Whom do you intend to meet? 


3. 	What is the purpose of your
 
visit? 


4. Ilow long is the case awatiing
 
decision In the Secretariat? 


5. 	 How many times have you 
visited the officer concerned 
earlier for the same purpose? 
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Ministry of ......
 

a. 	Minister
 
b. 	Secretary, Addl. Secretary,
 

Joint Secretary.
 
c. 	Deputy Secretary
 
d. 	Assistant Secretary
 
e. 	Others
 

a. 	Posting & Transfer
 

b. 	Promotion
 
c. 	Foreign Training
 
d. 	Foreign Employment
 
e. 	Land Disrute
 
f. 	Licence & Permit
 
g. 	Relief
 
h. 	Grants-in-aid (education)
 
i. 	Telephone connection
 
j. 	 Others 

a. 	Upto one month
 
b. 	One to three months
 
c. 	More than three months
 

a. 	 None 
b. 	Once 
c. 	Twice or more
 



6. 	What, in your opinion, are the
 
reasons for delay in disposal
 
of your case? 


7. 	Do you think, this reference
 
of your case to the Secretariat
 
could be avoided? 


If 	yes, how? 


a. 	Pressure of work
 
b. 	Inefficiency
 
c. 	Inadequate logistics
 
d. 	Limited office hours
 
e. 	Understaffing
 

a. Yes
 
b. 	No
 

a. 	Assumption of responsibility
 
b. 	Avoidance of unnecessary
 

referrals
 
c. 	Delegation of powers to the
 

heads of department
 
d. 	Professional Initiative
 
e. 	Willingness to Work
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Annexure F
 

LIST OF MINISTRIES
 



LIST OF MINISTRIES
 

1. Ministry of Agriculture
 

2. Ministry of Civil Aviation & Tourism
 

3. Ministry of Commerce
 

4. Ministry of Communication
 

(a) Railways Division
 
(b) Road and Road Transport Division
 

5. Ministry of Defence
 

6. Ministry of Education
 

(a) Science and Technology Division
 
(b) Cultural Affairs Division
 

7. Ministry of Energy and Mineral Resources
 

8. Ministry of Establishment
 

9. Ministry of Environment and Forestry
 

10. Ministry of Finance
 

(a) Finance Division
 
(o) Internal. Resources Division
 

11. Ministry of Fisheries and Live-Stock
 

12. Ministry of Food
 

13. Ministry of Foreign Affairs
 

14. Ministry of Health and Population Control.
 

15. Ministry of Home Affairs
 

16. Ministry of Industries
 

17. Ministry of Information
 

18. Ministry of Irrigation, Water Development and Flood Control
 

19. Ministry of Jute
 

20. Ministry of Labour and Manpower
 

21. Ministry of Land
 

22. Ministry of Law and Justice
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23. 	 Ministry of Local Governmeit, Rural. Development
 
and Co-operatives
 

(a) 	Local Government Division
 
(b) 	Rural Development and Co-operatives Division
 

24. 	 Ministry of Planning
 

(a) 	Planning Division
 
(b) 	Statistics Division
 
(c) 	External Resources Division
 
(d) 	Implementation, Monitoring and Evaluation Division
 

25. 	 Ministry of Post and Telecommunication
 

26. 	 Ministry of Relief and Rehabilitation
 

27. 	 Ministry of Religious Affairs
 

28. 	 Ministry of Shipping
 

29. 	 Ministry of Social Welfare and Women's Affairs
 

30. 	 Ministry of Textiles
 

31. 	 Ministry of Works
 

32. 	 Ministry of Youth and Sports
 

109
 



Annexure G
 

TABLE OF MANPOWER
 



--------- ------ ----------------------------------- ----------

--------------------------------------------------------------------------------

GOVERNNENT OF THE PEOPLE'S REPUBLIC OF BANGLADESH
 

Number of Organisations
 

1.Hinistry/Division :45
 
2.Attached Departments : 185
 
3.Autonomous Bodies/Corporations :115
 

Class-wise hanpouer (as on lst January, 1987)
 

Hinistry/Division Attached Department Autonomous Bodies/ Total
 
Class (Secrmtariat) Corporation
 

Sanctioned InPosition Sanctioned InPosition Sanctioned InFosition Sanctioned InPosition
 

I 1836 1631 34,830 26,147 41,544 36,295 78,210 64,073 

II 47 29 13,148 10,407 27,112 24,780 40,307 35,216 

I1 3817 3439 4,73,572 4,21,820 1,32,038 1,06,503 6,09,427 5,31,762 

IV 2091 1992 2,09,666 1,92,903 84,395 75,159 2,96,152 2,70,054 

Others --..... 2,01,688 1,89,228 2,01.6F8 1,89,228 

Grand 7791 7091 7,31,216 6,51,277 4,86,777 4,31,965 12,25,784 10,90,333
 
Total
 

Complied By: Statistics & Research Cell, 0& M wing, Hinistry of Establishment.
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HIGHLIGHTS OF THE REPORT ON RELATIONSHIPS BETWEEN
 
MINISTRIES AND DEPARTMENTS
 

Problems 
 Recommendations
 

1. 	Lack of adequate authority 
 1. 	Delegate to the Department

to 	carry out their respon- Heads or their 
 subordinate
 
sibilities. 
 officers:
 

a. 	Disciplinary powers
 
b. 	Powers of transfer and
 

posting
 
c. 	Sanction of Pension (to
 

be considered)
 
d. 	Granting of leave
 
e. 	Counting of extra-ordinary
 

leave for illness towards
 
increment
 

f. 	Purchase of replacement

vehicles (to be
 
considered)
 

g. 	Repair of vehicles
 
h. Purchase of office
 

equipment
 
i. 	Exceptional printing

j. Emergency purchase of
 

stationery.
 

2. 	Inadequate Departmental 2. 
Organise well-prepared,

Participation in policy 
 joint Ministry-Department

making 
 meetings for policy making.
 

3. 	Weak accountability systems 
 3. 	a. Maintain job descrip
tions and up to date work
 
distribution descriptions.
 

b. Stress effective
 
supervisory training.
 

c. 	Install reporting by

exception to monitor the
 
progress of subordinate
 
units.
 

d. 	Strengthen the audit
 
system through 

- timely audits
 
- prompt review
 
- setting audit 'objections
 
promptly
 

- developing a management
 
audit capability.
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4. Weakness in technical and 

administrative capacity of 

Departmental staff. 


5. Outdated paperwork systems 


4. 	a. Organise practical,
 
problem-solving training
 
b. Use trainees in fields
 

for which they are
 
trained
 

c. Improve the quality of
 
trainers through
 
increased incentives
 

d. Create training reserve
 
posts for important job
 
categories
 

e. Extend work assignments
 
to five years
 

5. a. Reduce the unnecessary
 
passing of files
 

b. Expand the use of
 
standardised forms for
 
routine work
 

c. Modernise filing systems
 
d. Mechanise office systems
 

when justified on a
 
cost-effective basis and
 
after the staff has been
 
adequately trained to
 
use the equipment.
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EXECUTIVE SUBMM4ARY
 

The Working Group and its consultant staff have reviewed previous

studies and documents on Ministry-Department relations. It has
 
interviewed fifty-seven officials in the seven designated
Ministries and reltted organisations. During ten meetings, the 
Working Group has adopted the following recommendations, which 
for purposes of this summary, are organised in relation to the 
objectives of the study as set forth in the terms of reference:
 

1. Higher standards in administrative performance
 

- Need for clear job descriptions and work distribution.
 

- Importance of the immediate supervisor in ensuring
adequate performance, plus management information 
systems which will let superior officers know when 
major problems needing their attention arise.
 

- Vital role of financial and performance audit to ensure
 
that public purposes are achieved.
 

2. Sound policy analysis
 

- Need for well-prepared and well-managed Ministry-
Department decision-making meetings. 

3. Implementation of policy and its strategic implications
 

- Simplify the handling of cases, improving paperwork
 
systems and utilizing modern office equipment 
when
 
cost-effective.
 

4. Delegation of authority for non-policy making decisions
 

- Administrative authority to be delegated to and within
 
Departments for:
 

a) Discipline,
 
b) Transfer and posting,
 
c) Sanction of pension,
 
d) Granting of leave, and
 
e) Counting extra-ordinary leave.
 

- Financial authority to be delegated for:
 

a) Replacement vehicle purchase
 
b) Vehicle repair
 
c) Purchase of office equipment
 
d) Printing
 
e) Stationery purchase
 

3 



5. Procedure for staffing
 

- Need to extend the three year rule on rotation to five 
years for greater continuity and growth of competence 
in Departmental management. 

- Rotation to be made within groups of similar Ministries 

(areas of specialisation).
 

6. Development and improvement of training
 

- Better assessment of training needs.
 

- Priority for practical training linked to improving
 
work methods.
 

- Need to train several people (a critical mass) from
 
each organisational unit who will introduce new,
 
improved systems of work.
 

- Need to use staff members in the fields for which they

have been trained and to follow-up to ensure that
 
training has a positive impact on work procedures.
 

- Creation of training reserve posts.
 

In the final section of this report, we have begun the process of
 
identifying the steps which need to be taken to put these
 
recommendations into practice. We believe that, if these
 
opportunities for improvement 
are accepted and implemented, we
 
will move toward:
 

- Departments with broader authorities to carry out their
 
responsibilities, including sub-delegations to sub
ordinate offices, 

- Departments which can be held accountable for 
performing at higher levels of efficiency and 
effectiveness, and 

- Departments which contribute to a more dynamic
administration, an 
administration which will better
 
contribute to meeting the needs of the people of
 
Bangladesh.
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I. INTRODUCTION
 

A. The Constitutional Base
 

The Constitution provides a presidential 
form of government

in Bangladesh. The President is of and
both head state head
 
of the government. All executive authority is vested in him.
 
He exercises that authority either directly or through

subordinate officers in accordance with the provisions of the
 
Constitution. The Constitution also provides for a Council of
 
Ministers, consisting of a Prime Minister, one or more 
Deputy

Prime Ministers, and other Ministers who are to aid and
 
advise the President in the discharge of his executive
 
functions.
 

B. Ministries and Divisions
 

The business of the government is conducted through a number
 
of ministries each in the charge of a Minister. Schedule I of
 
the Rules of Business enumerates the detailed functions of
 
the ministries. Each Ministry consists of 
one or more
 
Divisions. A Division is the principal unit of a Ministry

responsible for the administration of a general area of
 
government business. The Ministries and Divisions are divided
 
into wings, branches and sections in order to ensure the
 
efficient disposal of their business.
 

The official head of a Ministry is the Secretary, a seninr
 
civil servant who acts as the principal advisor to the
 
Minister on all matters of policy and administration. The
 
Secretary is responsible for the proper conduct of business
 
according 
to the Rules of Business and the Secretariat
 
Instructions and a-lno acts as the 
Principal Accounting

Officer of the Ministry, Attached Departments and other
 
Agencies under the control of the Ministry. In this capacity

Secretary is responsible for making sure that funds are spent

by the Ministry in accordance with the rules laid down by the
 
Ministry of Finance.
 

C. Attached Departments and Subordinate Offices
 

The execution of government policies of a Ministry or
 
Division is normally carried 
out by an Attached Department.

These Departments are responsible for implementing the
 
policies laid down by the Ministry or Division to which they
 
are attached. They also serve as 
advisers to their Ministries
 
or Divisions on the technical aspects of the business
 
transacted by the latter organisations.
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The Subordinate offices generally function 
as the field
 
establishments under the direction of 
the Attached
 
Departments. Some Subordinate Offices are placed directly

under the concerned Ministry or Division.
 

D. The Legal Base
 

The Rules 
of Business provide that the President shall
 
approve all important policy decisions. All executive actions
 
of the Government are taken in name of the
the President.
 
Only the Ministers and their aides, the Secretaries,
 
Additional Secretaries, Joint Secretaries, Deputy Secretaries
 
and Assistant Secretpries in the Ministries and Divisions or
 
specially designated officers can authenticate orders made in
 
the name of the President. The Secretariat Instructions
 
provide guidelines as to how the Ministries and Divisions
 
should relate to their Attached Departments and Sub-ordinate
 
Offices.
 

E. Ministry-Department Relations
 

Ministries are responsible for planning and policy

formulation, for budgeting and resource allocation, for
 
control of administrative systems, for the evaluation 
and
 
monitoring of policy execution, and 
in most cases, for the

personnel management of Class I officers in their Attached
 
Departments and Subordinate Offices.
 

As specified in the Secretariat Instructions, there should
 
be no interference 
by the Ministry in the day-to-day

operation of a Department. The Department Heads may have
 
direct access to the concerned Minister to discuss official
 
matters. They are instructed to inform the Secretary

subsequently of such contacts. Department Heads are to make
 
their proposals to their Ministry or Division which state the
 
facts of the case, points needing decision and specific

recommendations. They are responsible 
for the technical
 
soundness of the proposal. 
The only cases submitted to the
 
Ministry or 
Division are those which the Department Head is
 
not competent to decide.
 

The Ministry or Division plays an important role in the
 
preparation of budget estimates for itself and for its
 
Departments. The Departments prepare their requests which are
 
reviewed and decided upon by the Ministries or Divisions
 
before passing the requests on to the Ministry of Finance.
 
After legislative and presidential approval, the Ministry of
 
Finance releases the approved funds to each Ministry. The
 
delegation of financial powers to the Departments are
 
governed by general guidelines, as issued from time to time
 
by the Ministry of Finance.
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The Ministry of Establishment has overall responsibility for
 
personnel policy. It directly controls initial recruitment of
 
Class I officers belonging to cadre services except for those
 
uadres which have been departmentalised. The responsibility

of routine career management of professional, technical and
 
specialist civil servants belongs to 
the Ministries,
 
Divisions and Departments where they are employed. Department

Heads possess control over all 
employees belonging to Class
 
II, III and IV. They propose, subject to approval by their
 
Ministry or Division, the posting, transfer, salary

increment, leave and pension of the Class I officers in their
 
Departments. The Ministries and Divisions have control over
 
all senior appointments, foreign training, and promotions.
 

F. Earlier Government-Sponsored Studies
 

The search for ways to improve Ministry-Department

relationships began after
soon independence. The
 
Administrative and Services Reorganisation Committee (ASRC)

in 1973 recommended the delegation of 
greater financial
 
powers to the Departments. They further recommended that many

technical agencies be merged with their respective Ministries
 
and Divisions. They suggested improvements in the operations

and work methods of the Secretariat, reducing, for example,

the levels of officers involved in deciding cases.
 

The Committee on Administrative Reorganisation/Reforms (CARR)

in 1982 recommended decentralisation of major governmental

functions to elected local governments. These recommendations
 
have been largely implemented. A parallel Committee for
 
Examining Organisational Set-up of Ministries/Divisiona,
 
Departments and other Organisations was formed in 1982. This
 
Martial Law Committee (MLC) examined in detail 
the
 
organisational arrangements of the Secretariat, Departments

and Offices. It suggested reductions in staff,
 
reorganisations of various units of government and delegation

of administrative and financial 
powers to Departments and
 
Offices. On this latter point, the 
Committee recommended
 
that: "Delegation of administrative and financial power to
 
the Departments/ Directorates should be more liberal for
 
ensuring quick disposal of business."
 

The government subsequently took measures to implement this
 
recommendation. The current study urges 
that steps be taken
 
to further this process of delegation of power to the
 
Departments.
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II. KEY CONSTRAINTS IN MINISTRY -
DEPARTMENT RELATIONSHIPS 

As a result ei its examination of the relationships between
 
Ministries and Departments, the Working Group has identified the
 
following constraints to a more efficient and dynamic public

administration in Bangladesh. Attention to reducing these
 
constraints will help produce an accountable and more functional
 
bureaucracy which will be in a position to implement policies and
 
to get the work of the government done more rapidly and more
 
effectively.
 

The Working Group has concluded that a more dynamic approach to
 
administration is needed in Bangladesh. The Departments and their
 
field staff must have the power to do the jobs which are given to
 
them. They must have more freedom to carry out their
 
responsibilities and at same must be more
the time, accountable
 
for using public resources effectively to achieve public
 
purposes.
 

A. Lack of Adequate Delegation of Authority to the Departments

and Within the Departments.
 

In its interviews with Departmental staff members, the
 
Working Group was told repeatedly that the key constraint on
 
effective Departmental operations and the major cause of
 
delays in their activities was a lack of adequate delegation

of authority over personnel and financial matters.* In many
 
cases, they pass matters to the Ministries for decision when,
 
in the judgment of the Departments, it deals with a routine,
 
non-policy decision which they should be able to decide.
 

The work of the Departments has expanded greatly in recent
 
years. Both the development and the traditional functions of
 
government have irown. This has placed demands upon the
 
Departments to perform broader and more important services to
 
local communities. To be successful Departments need the
 
authority to use their human, financial and material
 
resources in a creative innovative manner within the broad
 
policy guidelines laid down by the government.
 

* The delegation of administrative and financial powers made by 
the government to Departments have been enumerated in 
Establishment Division Regulation Wing Letter No. ED/RI/S
41/76/86(40) dated 19-06-76 and the Ministry of Finance OM NO
 
MF(EC-1) DP-4/85/158 dated 29-07-85, respectively. In recent
 
years these powers have been reviewed by government committees.
 
Their recommendations will be given soon.
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With an increasing participation of government in socio
economic development efforts, 
the role of Departments as

executive agencies is likely to expand further in the future.

In this context it is necessary to further strengthen the

relationship 
between the Ministries and Departments through

broader delegations of authority.
 

1. Administrative Delegations
 

1.1 	 Personnel administration constitutes 
a vital factor in the

overall administration of the Departments. It 
is through

their officers that Departments implement government

policies and programmes. Successful implementation requires

a staff which has the necessary technical capacity, is well

motivated and disciplined. The government is responsible for
personnel policy for all 
government employees. It exercises
 
this policy making authority through its central personnel

agency, the Ministry of Establishment, and through the
 
administrative Ministries.
 

1.2 	 This centralised policy control 
serves a useful purpose in
 
terms of setting standards 
to be followed by the operating

agencies throughout the government in handling their

personnel. However, it does not appear 
useful for the
 
Ministry of Establishment 
and the other Ministries to

maintain control over the routine operation of personnel

administration. Of the 
659,168 total manpower employed by
the Ministries and Departments, Departments employ 651,277

and the Ministries 7,091.* A recent study of cases being

handled within the Secretariat showed that 
46% of those
 
cases dealt with personnel matters. (Huda and Rahman, 1989

63) 	 :
A major share if these cases should be handled at the
Departmental level and not 
reach the Secretariat at all.
 

1.3 	 The officers and staff in a Department are broadly divided
 
into two categories: (i) officers belonging to 
Class I

junior scale and senior 
scale, and (2) officers and staff
 
belonging to Class II and below. The of a
Head Department

has extremely 
limited powers of control over the first
 
category of personnel who provide the leadership for the
operational-activities of 
the Department. ** It is this
 group of officers who get things done, who motivate and
 

*Class-wise Manpower, Statistical and Research Cell, Ministry 
of
 
Establishment,1987
 
** Under the existing arrangement the head of a Department has no
 
power to appoint any officer of Class I. Under the Bangladesh

Civil Service Cadre Composition Rules of 1st September, 1980 the
President is the appointing authority of 
all Cadre Officers and

the Government is the appointing authority of Non-Cbdre under
the Department 
Recruitment Rules. By "Government" is meant the

Secrctary of the Ministry concerned.
 

9
 



provide directions and guidance 
to the staff in the

implementation of the broad range of gsvernment programmes.

The personnel administration 
for these officers is

controlled principally 
by the Ministry; the Departmental

Head is reduced to the role of being a proposer. The second
 
category of personnel includes the 
great majority of
 
Departmental employees.
 

1.4 The administration of personnel matters 
of Class I Officers
 
in the Departments is seen as a 
major constraint to better

efficiency in the public service. It is 
considered necessary

to increase the delegation of powers of Department Heads in
 
a manner sufficient to their
make authority over their
 
personnel commensurate with their responsibilities. It is in

this context that the Working Group 
recommends delegations

of authority to Department Heads in the following areas:
 

a. Disciplinary measures,
 
b. Transfer and posting,
 
c. Sanction of pensions,
 
d. Granting of all types of leave, and
 
e. Extra ordinary leave for increment.
 

1.5 As 
a first phase in the shift of authority over personnel to
 
the Heads of Departments and, where appropriate, to heads of

subordinate units, these 
 delegations of authority 
 are
 
recommended. These delegations should be carefully exercised

in accordance 
with government guidelines. As a second and
 
later phase, after the 
result of these delegations can be

evaluated, it may be appropriate to designate Department

Heads the appointing authority for Non-Cadre
all personnel

of their Departments. This would 
give Department Heads
 
complete authority over their personnel.
 

a. Disciplinary Measures
 

1.6 Department Heads lack adequate 
authority over Class I
 
officers An matters of discipline. Under the existing 
"
 Government Servants Discipline and Appeal Rules, 1985" 
all
 
powers for taking formal 
disciplinary action 
against a

delinquent Class I officer rests 
with the appointing

authority, which under the present 
.rrangement is either the
 
President or the Secretary. These Rules have thus protected

this 
 group of officers against disciplinary control by the

Head of the Department although they 
are posted in the

Department and draw their salaries and fringe benefits from
 
the Department's budget.
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1.7 	 Disciplinary authority over 
some of the officers in the pay

scale of 1350-2750 still rests 
with the Secretary of the
 
concerned Ministry. Under existing rules, 
these authorities
 
can be delegated by the appointing authority to the
 
Departments for all categories of officers.*
 

1.8 	 In Departments where 
the number of disciplinary cases are
 
large it may be advisable to create a cell with one or two
 
trained officers to 
deal exclusively with disciplinary
 
matters. 
Short course training may be organised to
 
strengthen the capacity to carry 
out this responsibility in
 
Departments.
 

Recommendation 
 1: The power of the appointing authority 
to
 
exercise disciplinary powers ovez' cadre 
and
 
non-cadre officers, except that of imposition
 
of major penalty,** should be delegated to
 
the Head of the concerned Department or to
 
subordinate officers as appropriate.
 
Appellate authority would remain with the
 
Ministry.
 

b. Transfer and Posting
 

1.9 	 In the matter of transfer and posting of officers, the
 
Ministry concerned usually exercises this power. 
In a few
 
Departments, such powers are exercised by the Heads of

Departments for Junior Class I officers. This limits the
 
authority of Department Heads to organise their own
 
manpower and to get 
things done. Lack of control over
 
transfer and posting is a major cause of 
friction in the
 
working relationship between the Department and its
 
Ministry.
 

Recommendation 2: The Ministries should 
delegate powers of
 
transfer and posting to the Department Head
 
in respect of officers in their Department
 
belonging to any Cadre or Non-C&dre Service,
 
except that of their immediate deputies.

Other exceptions would include officers of
 

* Rule 2(b) of the "Government Servants Discipline and Appeal
Rules, 1985" provides that the appointing authority may designate
 
an officer to 
exercise the powers of the authority in regard to
 
actions such as discipline.
 
** Major penalties include reduction to a lower post or time
 
scale, compulsory retirement, removal from service, and
 
dismisi!al.
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the rank of Superintendent of Police and
 
above in Police Department and Divisional
 
Commissioners and Deputy Commissioners under
 
the Ministry of Estaulishment.
 

c. 	Sanction of Pension
 

1.10 Ministries have 
the power to sanction pension of all
 
officers in the pay scale of Tk.1650-3020/- and above posted

in the Departments. The Department Heads have no 
power iii
 
this regard which dilutes their authority over these
 
officers. A pension 
is not a matter of right; it is a
 
benefit granted by the government to a retired government

servant 
on the basis of a report by the Controller General
 
of Accounts. Heads of Departments should enjoy this power to
 
sanction pensions to their officers.
 

1.11 The Heads of Departments are also deprived of the power 
to
 
sanction condonation of interruption of service for grant of

pension, condonation of deficiency in qualifying service for
 
sanctioning pension, and power to grant 
compassionate

pension. All of these powers can 
be 	exercised only by the
 
Ministry. This delegation of powers can give to the

Department Heads an additional means to motivate their
 
officers.
 

Recommendation 3: Consideration 
should be given to the
 
delegation of following powers to the Heads
 
of 	Departments:
 

a. 	Sanction pension of all kinds
 
b. 	Condone interruption of service, except


in cases of temporary government servant.
 
c. 	Condone deficiency of qualifying service
 

for pension,
 

1. 	upto 6 months provided that:
 
a. 	the official would not earn ordinary
 

pension but for condonation.
 
b. 	the official served meritoriously.
 

2. 	upto 12 months provided that:
 
a. 	the official has other non-qualifying
 

service to his credit or
 
b. 	the official has retired prematurely
 

due to medical reasons or abolition of
 
the post.
 

d. 	Sanction compassionate pension to 
a
 
government servant removed from 
 service.
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1.12 	These delegations are subject 
to guidelines or instructions
 
as may be issued by the government from time to time.
 

1.13 	In the first phase Government may consider delegating 
these
 
powers regarding pension only to those Heads of Departments

who are enjoying scales of pay the maximum of which is not
 
less than Taka 5500/-. At a later stage when results of such
 
delegation of power have 
been evaluated consideration could
 
be made for extending these delegation of powers to other
 
Heads of Departments.
 

d. Granting of Leave
 

1.14 	Similarly the power to grant certain types of leave like
 
special disability leave cannot be granted 
to officers by

the Head of the Department. If earned leave or 
 extra
ordinary leave can be granted by them, there appears to be
 
no 
reason why they cannot also grant special disability
 
leave.
 

Recommendation 4: powers to
Full grant all kinds of leave
 
should be delegated to Heads of Departments.
 

e. Counting Extra-ordinary Leave taken due to 
illness for
 
Increment
 

1.15 	Under extra-ordinary leave, a government employee does not
 
earn any increment unless he/she is specifically allowed to
 
do so by their appointing authority. 
Since in Attached
 
Departments and Subordinate 
Offices, the Department Head is
 
not the appointing authority of most of the officers working

in the Department it becomes a difficult and time-consuming
 
process for them to earn any increment during periods of
 
extra-ordinary leave. 
To boost the morale of Department

officers, the power to count extra-ordinary leave due 
to
 
illness for increment should be delegated to of
Heads 

Departments.
 

Recommendation 5: Heads of Departments should be delegated the
 
power to allow a government employee under
 
their administrative control to count extra
ordinary leave towards increment, provided

that the extra-ordinary leave has been taken
 
due to illness.
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2. Financial Delegations
 

2.1 Delegation of 
financial authorities to the 
Departments is

the next most important area for facilitating the flow of
work. The same study 
of cases being handled at the
Secretariat level, mentioned above, found 
that 30% of the
 cases concerned financial matters. ( Huda and Rahman, 198963 ) Many of these cases can and should be handled at the 

: 

Departmental level. The Group
Working recommends that
 
specific delegations take place in these areas:
 

a) Purchase of replacement vehicles
 
b) Repair of vehicles
 
c) Purchase of office equipment
 
d) Printing
 
e) Stationery purchase
 

a. Purchase of Vehicles
 

2.2 Departments are not permitted to purchase new or 
replacement

cars and vehicles for official use although budget provision

has been made for them. For new purchases, the Department is
required to send 
a summary request to the Ministry and after
their scrutiny2 the Ministry will forward the request to the
Ministry of Finance. If the Ministry of Finance approves the
proposal for the purchase of the new car 
it will be sent for
Presidential consent. The process of 
approving the purchase

of a new car or vehicle often takes a year.
 

2.3 A similar procedure is followed for 
the replacement of old
 
cars or 
vehicles. The procedure involved 
in such
replacements is time
extremely consuming. It includes the
 
following steps:
 

a. Examination of the old 
car or vehicle by the
 
Government's 
 Inspector of Transport,


b. Obtain a condemnation 
certificate from the
 
Condemnation Board,
 

c. Sale of the old vehicle,

d. Deposit of the sale proceeds with the Government, and
 e. Grant of permission for replacement by the Minister
 

concerned.
 

2.4 The purchase of 
new vehicles is a sensitive matter on
grounds of economy. Powers in regard to purchase of 
new

vehicles outside the entitlement worked out 
by the 1982

Martial Law Committee should remain as 
it is at present.
 

2.5 The government has recently made 
changes in regard to
purchase of replacement vehicles. 
Purchase of 
such vehicles
 up to 80% 
can now be made with approval of the Minister.
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Recommendation 6: 
The purchase of replacement vehicles has
 
recently been delegated to the Minister.
 
Consideration 
should be given to further
 
delegation of this power to the Heads of
 
Department.*
 

b. Repair of Vehicles
 

2.6 	 Approval of the repair of government vehicles also involves
 
an unnecessarily lengthy process. Moreover, the power of
 
departments to authorise such repairs is limited to
 
Tk.10,000/- at 
any one time or Tk.30,000 in one year. This
 
amount is extremely small 
and places a difficult burden on
 
Departments which maintain a 
fleet of vehicles.
 

2.7 	 The 
timely repair of vehicles is essential for good and
 
durable service from them. A proper 
stitch in time saves
 
nine. Vehicles should be properly maintained, serviced on 
a
 
timely 
basis and kept neat and clean. Departments owning a
 
large fleet of vehicles should designate an officer 
to

supervise the maintenance of vehicles. Departments having 
a
 
large number of vehicles should consider setting up their
 
own workshop for vehicle maintenance. A thorough study of
 
the costs and 
 benefits as well as cost effectiveness should
 
be undertaken before establishing such workshops.
 

Recommendation 7: Heads of Departments should be delegated full
 
powers for the repair of vehicles, subject
 
to budget provision and the observance of the
 
rules and instructions of the government.
 

c. Purchase of Office Equipment**
 

2.8 	 The Departments have no independent authority to purchase

needed office equipment. If the Department wants to improve

its efficiency through the use 
of such equipment it has to
 
undergo the same lengthy exercise as in case of the
 
purchase of new cars/vehicles. As a general rule, government

offices should introduce modern office equipment when it
 
will improve their productivity on a cost-effective basis.
 

Recommendation 8: Department Heads should have 
full authority,
 
for the purchase of office equipment provided
 
that budget allocation has been made for the
 
same and that normal rules for purchase are
 
observed.
 

* This delegation would not 
apply to purchases under the
 
Development Budget, 
which has its own rules/instructions on
 
delegation of powers.
 
** Applies to purchases under the Revenue Budget.
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d. Printing
 

2.9 The printing of materials 
for government operations or for
 
public information is an important aspect of the work of the
 
Departments. At times the 
volume of such printing exceeds
 
the capacity of the government's Department of Printing and
 
Stationery. In these cases the Departments 
need the
 
authority to undertake printing on 
their own. At present

this authority is very limited: 
Heads of Departments can
 
authorise printing expenditures up to Tk.2000, officers of
 
category I to Tk.1500, Officers of category II to Tk.1000,
 
and officers of category III to Tk.500.*
 

Recommendation 9: Department Heads should have 
full authority
 
to print materials related to the work of
 
their Departments within their approved
 
budgets, when the government's press is not
 
available to meet their needs. They may
 
further delegate this power to subordinate
 
officers within their Departments.
 

e. Purchase of Stationery
 

an in 
 normal
2.10 Stationery is important input the transaction
 
of government business. 
From time to time, items of
 
stationery 
are in short supply and can not be replenished

through normal government channels. This often 
causes great

difficulty in conducting normal business.
 

Recommendation 10: Department Heads should have 
full authority
 
to purchase stationery locally on an
 
emergency basis. This authority may be
 
further delegated to subordinate officers in
 
the field on a prudent basis.
 

3. Sub-Delegation Within the Departments and Subordinate Offices
 

3.1 Delegation of powers to Heads of Departments alone is not
 
sufficient to make Departments effective in executing

government polices and projects. Such delegation 
of power

will mean simple Transfer of power from one Head to another.
 
Power will still remain concentrated in one hand. To derive
 
full benefit of delegation of powers there should be
 
simultaneously sufficient sub-delegation of powers at
 
different levels who are responsible to get things done in
 
the field. Only then will supervisors have adequate control
 
to properly organise to
their staff achieve the objectives

of the organisation. Heads of Departments should therefore
 

* Ministry of Finance OM No.MF(EC-1)/DP-4/85/158 dated 27/7/85.
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sub-delegate their administrative and financial powers to
 
ensure that powers be located at the points where their
 
exercise is essential for proper policy 
and 	programme

implementation. Such sub-delegations 
should be, as far as
 
practicable, uniform on 	 to
the basis of levels of officers 

whom such powers are delegated.
 

3.2 	 While sub-delegating powers, steps should be taken to ensure
 
that such powers are not misused. Power should be carefully

delegated to 
subordinate levels in the organisation which
 
are competent to use it conscientiously and its proper 
use
 
should be a continuous subject of monitoring by higher

authority. These authorities will be kept informed of the
 
exercise of such powers through periodical reports and
 
returns. Any misuse of these powers will 
be strictly dealt
 
with.
 

B. Policy Makin.
 

For many years there has been a controversy over whether

policy making can be separated from policy implementation,

whether deciding can be separated from doing. This question

is important to the present study because it is generally

agreed that the primary responsibility of the Ministries is

policy making and the primary responsibility of the
 
Departments is to implement that policy. But the real world
 
is never as simple as these kinds of analytical distinctions
 
would lead one to believe.
 

Policy making at the Ministerial level needs the technical

input and judgment of Departmental officers who are handling

the problems in the field. Policies are made not only by the

"deciders" at the Ministerial level but are heavily

influenced by the 
"doers" at the Departmental level, who
 
formally and informally give life and meaning to the
 
policies. A policy, it can be said, is only as good as the
 
capacity of its implementers to carry it out. Policy making

and policy implementation can thus be seen to be inseparably

intertwined.
 

In exercising their policy making responsibilities the staff
 
in the Ministries need the technical 
inputs of the

Departments. They have the best 
knowledge of the day-to-day

operations of 
government programmes in the field. Their
 
experience and judgment is essential for sound policy making.

The problem is how to ensure 
this 	flow of information to the
 
Ministries for its use in the 
policy making process. The
 
Secretariat Instructions prescribe that the "Head 
of a

Department will be responsible for the technical soundness of
 
his proposals."* But this is not to
enough ensure the
 
continuous involvement of Departmental
 

*Secretariat Instructions #179
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staff and utilisation of 
their expertise in Ministerial
 
decision making. The practice of passing files with notes

being added at each level of the hierarchy is often a

laborious and time consuming way of deciding policies.
 

The Working Group considers that properly managed meetings

are 
an effective way to involve Departmental staff members in

decision making and reduce the unnecessary flow of paperwork
back and 
forth between Departments and their Ministries. The
 
Working Group is not calling 
for more meetings. It is,

however, calling for better managed meetings which will build
 
a sense of 
team work between Ministries and Departments. The
problem with too many meetings currently is that they 
are

attended by staff members who do have
not the authority to

decide the question at issue or the meeting itself is 
not

managed in a decisive manner. Used effectively, meetings will

result not 
only in better policy decisions, but also in

policies which better
are understood and more effectively

implemented by the Departments.
 

When a Department seeks a policy decision 
on any particular

matter, 
it should as a first step prepare a thorough,

analytical working paper on 
the issue. The paper should state

clearly the problem being addressed, the effect of any law or

earlier order on it, 
and the proposed solution which the

Department feels would be appropriate in the situation. The

views of affected agencies and necessary clearances should be

obtained in advance and incorporated in the working paper.
 

Instead of entering into a lengthy correspondence on the
 
matter, a well-managed meeting between Department and

Ministry can then be organised on the basis of the working

paper. The working paper should be circulated at least seven
 
days in advance to all officers who are to be invited to 
the

meeting. This meeting should 
be chaired by a responsible

officer of the Ministry and attended by Ministry and

Department officers with authority to take decision 
on the
 
matter. This will not only expedite decision making, but also
will reduce paperwork and the flow of files from one office
 
to another. The decision of the 
meeting should be final and
 
binding on all participating organisations.
 

Recommendation 11: The principal mechanism for making policy
 
decisions should be well prepared, joint

Ministry-Department meetings chaired the
by

responsible senior Ministry officer and
 
attended by concerned Departmental officers.
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C. Accountability
 

During its study, the Working Group repeatedly encountered
 
the observation that accountability was lacking in the
 
government today. Too often officials do 
not know who is
 
responsible for doing what. There 
is a lack of supervision

and follow up to ensure 
that those who are responsible for
 
specific actions take that responsibility, as set forth in
 
the Secretariat Instructions, seriously and 
act in a timely

fashion. This is a serious proble!m at the very heart of the
 
low level of efficiency in the government.
 

1. Assignment of Responsibility
 

1.1 To achieve accountability, the 
first essential requirement

is a clear and comprehensive job description. The officers
 
should clearly understand the responsibilities which have
 
been assigned or delegated to them and what 
are the
 
different tasks they have to perform. It is only against

such responsibility that one can be made accountable.
 

1.2 For ensuring accountability there should also be 
a clear
 
assignment of responsibility or distribution of work to each
 
organisational unit in the Departments. The 
1982 MLC study

prepared detailed organisation charts for all units of the
 
government. This was 
a monumental undertaking, but
 
government organisation does 
not sta-1 still. The Working

Group found few up-to-date organisation charts in the 
Departments they visited. The impression gained is that the
 
government is constantly reorganising its offices 
and the
 
clear documentation of those changes lags far behind. An
 
important step in achieving better accountability in the
 
government is to increase attention to having 
current
 
organisation charts and 
up to date work distribution
 
descriptions for all units of government.
 

Recommendation 12: 
Clear assignments of responsibility to
 
organisational units and to individuals, as a
 
first step towards increasing accountability

in government, needs continuous attention
 
through maintaining up-to-date:
 

a) Job descriptions for all positions, and
 

b) Work distribution descriptions for each
 
organisational unit.
 

2. Monitoring Performance
 

2.1 Accountability in government 
also depends fundamentally on
good supervision. All officers of the government need to
 
know to whom they report and who will supervise their 
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activities. The modern notion of supervision is that the

supervisor is, above all, a 
coach helping the subordinates
 
to achieve their potential and to contribute their maximum
 
to the objectives of the organisation. Supervisors 
are
 
responsible for motivating their subordinates in such a way
 
as to 
get the job done well and in a timely fashion.
 

2.2 	 Senior officers in each Department also need effective
 
progress reporting systems to monitor the work in their
 
organisations. At 
the Ministry level monitoring officers
 
need to know when difficulties arise 
or when performance

targets will not be met. 
This type of reporting on an
 
exception basis helps 
to avoid over loading the flow of
 
information to officers 
in the higher levels of the
 
hierarchy.
 

2.3 	 All agree that the Departments are primarily responsible for
 
policy implementation. The 
Secretariat Instructions state
 
that "there will be no interference in the day to day

operation of 
a Department by the Secretariat."* The Working

Group, however, has observed the high degree of involvement
 
of the Ministries in many aspects of the work of the
 
Departments. The need for further delegations of authority

results 
from this trend toward centralisation in the
 
government's administrative system.
 

2.4 	 The delegation of authority to the Departments is the first
 
and most important step in assuring that implementation is

indeed performed by the Departments. But it is not
 
sufficient. There 
must be a continuing effort to send back
 
cases to Departments which they can themselves decide. The
 
study team was told of 
the frequency with which cases 
were
 
unnecessarily passed up. "When in doubt, pass the files to 
a
 
higher level", has become a problem which needs strong
 
counteraction.
 

2.5 	 The Ministries are responsible for monitoring policy

implementation, reviewing progress towards targets 
and

changing policies when appropriate. But this monitoring

authority should be carried 
out by periodic visits to the
 
field to observe programmes in action, not by intervening

in the details of implementation. Progress reports should be
 
received on a monthly or quarterly basis and should focus on
 
deviations 
from planlned targets. This "management by

exception" should reduce the flow of routine information
 
upward in the hierarchy.
 

* Secretariat Instruction # 183 
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2.6 	 Delegation of implementation authorities to the Departments

should be the rule. Ministerial monitoring is to be limited
 
to periodical progress reporting (with emphasis on where 
performance targets have not been achieved) and periodic
field visits to observe the functioning and impact of 
programmes.
 

Recommendation 13: Effective supervision 
is essential for
 
monitoring work and for achieving improved
 
accountability in government. Greater
 
emphasis needs to be placed on supervisory
 
training and the use of supervisory
 
capability as a key criterion 
in making
 
promotions.
 

14. 	Department and Ministry officers also need to
 
monitor progress, but on an exception basis,
 
when performance falls significantly short of
 
expectations or special problems arise 
which
 
need corrective action at higher levels in
 
the organisation. This type of "management by
 
exception" should complement the kind of
 
review meetings now held for development
 
projects.
 

3. Auditing
 

3.1 	 Ultimately, accountability in government depends upon 
an
 
independent and effective audit system. Someone from outside
 
the hierarchy needs to check on progress to see how well
 
work has come along. Traditionally this was a check on the
 
proper use o~f public monies. Increasingly the modern auditor
 
is also looking at performance: how well was the money used,
 
were the purposes of the government achieved? There is no
 
substitute for this type of outside view to ensure that
 
government officers are accountable to a broader sense of
 
public purpose. The professional integrity and competence of
 
the audit staff are crucial to this process.
 

3.2 	 Traditional audits are undertaken of all financial
 
operations (receipt and expenditure) starting with the
 
accounts of Drawing Disbursing officers at the Upazila

level. Such audit into
takes account funds received and
 
funds spent. It examines if funds are spent for the purpose

for which they are sanctioned, if they are spent in
 
accordance with 
the rules, and if no irregularity has taken
 
place in such spending. This gives a picture of the
 
regularity of spending.
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3.3 Equally important, however, is management 
audit of
 
operations. Such audit shows if performance targets assigned

to 	a unit have been achieved as planned and that 
assigned

tasks have been completed with the funds allocated for the
 
activity. To undertake 
such audits in Bangladesh properly
 
trained manpower will need to be built up.
 

3.4 In 
spite of the work of the Public Accounts Committee and
 
high level political interest, the Working Group 
was given
 
many examples of how auditing today within the government is
 
not taken seriously. Audits are 
often carried out five or
 
more years after operations are performed, when the
 
concerned officers have left the organisation. Frequently

audit reports give equal or greater weight to trivial
 
matters rather than focusing on the more important

expenditures and programme issues. 
Worst of all, audit
 
findings are often ignored; no attempt is made 
by the
 
audited organisation to respond to the audit report and no
 
follow-up action is taken 
by the auditors. The Public
 
Accounts Committee and the high level Committee 
headed by

the Vice President 	have addressed 
these issues with useful

results. These efforts need to 
serve as the basis for a long

term approach to this problem.
 

Recommendation 15: 	To increase accountability an improved audit
 
system is essential including four elements:
 

a) Audits are to be carried out on a
 
timely basis,
 

b) Audits are to be reviewed promptly by
 
the Public Accounts Committee,
 

c) Audit objections are to the settled
 
promptly, and
 

d) 	Priority should be given to develop a
 
management audit capability to check
 
on the achievement of performance
 
objectives.
 

D. 	Technical and Administrative Capacity of the Departments
 

1. 	Training
 

1.1 For the delegation and decentralisation of authority 
to 	the
 
Departments to be effective, there must be a 
strong and
 
sustained effort to improve their 
capacity to assume those
 
responsibilities. The Departments and their staff 
are the
 
key elements in the execution of the government's
 
programmes. Without well-trained and well-motivated
 
Departmental personnel, projects and programmes will
 
continually fall short of expectations.
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1.2 	 The goal of Departmental capacity building is thus to
 
prepare s4-aff 
 to 	 assume and exercise broader
 
responsibilities. 
Both technical and administrative skills
 
must be continuously upgraded 
to enable Departmental staff
 
to 
better perform their functions. Too often, in the past,

training has 
been focused on the individual rather than the
 
work group, on academic knowledge rather than on finding

practical solutions to everyday problems, on the "why" of
 
things rather than on the "how to."
 

1.3 	 The need is to train a critical mass of people in each
 
Department to undertake improved work methods. 
This calls
 
for an extensive effort to reach personnel across an agency

and up and down the hierarchy to find better ways to carry
 
on the work of the organisation. This type of practical,

problem-solving, participatory training 
has been used from
 
time to time by various organisations in the government. It
 
needs to become the norm in Departmental capacity building,

focusing on the key technical and administrative problem
 
areas of each Department.
 

1.4 	 Many of the Departments have their 
own training institutes.
 
It is the view of the Working Group that some of these
 
institutes 
are not providing the appropriate capacity

building to enable their 
staff to undertake needed work
 
reforms. As 
a result, the development of professionalism and
 
technical expertise has lagged behind expectations
 

1.5 	 One shortcoming in the existing system 
is that there is no
 
provision for a training 
reserve in sanctioned posts. As a
 
result, supervisors cannot always 
spare their officers for
 
training, especially for longer courses. 
A recommended
 
solution to this problem is to 
create training reserve posts

in the important job categories in each Department.
 

1.6 	 Another weakness lies in the 
inadequate preparation of
 
training officers. 
To organise practical, problem-solving
 
types of training requires a high degree of 
skill. It is
 
necessary, therefore, that the 
reform of the Departmental

training institutes 
should begin with improving the
 
capability of the trainers. These trainers should 
receive
 
priority consideration for foreign training as well as for
 
promotion.
 

1.7 	 One important objective of improved training and capacity

building is to reduce dependence on foreign technical
 
advisors. When these 
advisors are necessary, one of their

first priorities should always be to train 
local staff to
 
take their places. The success of development schemes should
 
be measured, in large part, by their 
capacity to be self
sustained at the end of the project period. Staff 
training

is a vital aspect of achieving this objective.
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Recommendations 16: 
To expand the technical and administrative
 
capacity of Departmental staff, more emphasis
 
must 
be given to practical, problem-solving
 
types of training. Sufficient numbers of
 
staff from each organisation should be
 
trained in new work methods. Then they can
 
carry out the kinds of re- forms required to
 
make Departments more effective agencies for
 
policy implementation.
 

17. Once trained, staff need to be utilised in
 
the fields for which they are trained so that
 
the agency concerned will get full benefit
 
from their investment in staff development.
 

18. Trainers should have priority in receiving

foreign training as a means of developing
 
their professional competence. They should
 
receive special consideration for promotion
 
when they contribute effectively to improving
 
the quality of training programs.
 

19. Training reserve posts should be created 
in
 
important job categories.
 

2. Rotation of Staff
 

2.1 	 The Working Group has received many complaints that the
 
three year rule for assignments is being ignored. Cne
 
officer reported that he 
had served in nine different posts

during the past twelve years. The impact on both Ministry

and Departmental effectiveness of this discontinuity is
 
often disastrous. In many cases, three years is 
too brief a
 
time for a technical officer to learn about and then perform

adequately in a position. Assignment be
should made for a
 
longer period.
 

2.2 	 There is a critical need for 
capacity building among

personnel within the Departments, and then for stability of
 
assignment in order to 
permit those officers to do a
 
professional job in their field. Good administration depends
 
upon staff development and staff continuity. An officer who
 
has received training in a particular discipline 
should be
 
posted in the job for w-ich training was received and should
 
be kept in it for a sufficiently long period so that the
 
expertise gained in 
the training can be fully utilised.
 
Rotation, when it is made, should be within the general area
 
of the skills of an officer and should be 
part of a pattern

of career development.
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Recommendation 20: 
The three year rule on rotation should be
 
extended to five years. Exceptions should be
 
granted only for over-riding personal or
 
okganisational necessity. Rotation should be
 
made within an area of specialisation, within
 
a group of Ministries with similar
 
objectives.
 

E. Paperwork Simplification *
 

1. Unnecessary Passing of Files.
 

1.1 	 The Working Group is concerned about the continuing flow of
 
paper work which comes from the. Departments to the
 
Ministries. Through broader delegations of authority to 
the
 
Departments this flow of files should be reduced.
 

1.2 	 Of equal importance is the problem of note writing and the
 
laborious process by which files 
are passed from level to

level within the Secretariat. Departmental staff are often
 
dismayed at the intervention of junior officers in the
 
Secretariat in matters which they know go senior
must to 

officers for decision.
 

1.3 	 Secretariat officers particularly at the lower level often
 
avoid accountability and cause unnecessary delay in deciding
 
a case by passing of files and papers to other agencies like
 
Ministry of Law, Ministry of Finance, Ministry of
 
Establishment, etc. for seeking clarification or opinion

which causes untold suffering to clients. In many cases
 
files are not put up to deciding officers on time for

disposal which results delay. This
in is a gross violation
 
of relevant instructions of the government. Instructions No.
 
184-187 of the Secretariat Instructions which provide the
 
basic guidelines for transaction of government business have
 
given a time-frame for disposal of 
cases at each level of
 
officer as:
 

Assistant Secretary 72 hours
 
Deputy Secretary 48 hours
 
Other officers 
 24 hours
 

1.4 	 Whenever 
officers are unable to complete examination of a
 
case wi ;hin the time frame due to some over-riding reasons
 
they have to explain to their immediate superior and obtain
 
permission for time.
 

* The Working Group considers that its recommendations in this
 
area are generally applicable throughout the government at all
 
levels.
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1.5 	 Secondly, unnecessary passing of cases/files is completely

fcrbidden. If reference other
any 	 to 
 Ministries is

unavoidably required this 
can 	be done only by quoting

provisions of 
rules, orders, regulations, instructions,
 
etc.. Without appropriate quotation of rules, etc. a
 
reference will be untenable under Instruction 190 of
 
Secretariat Instructions.
 

1.6 	 To ensure that these instruction are strictly observed
 
Instructions Nos. 194 to 197 have provided for submission of

monthly statements of cases pending in each section with
 
reasons thereof to the Secretary, holding of monthly meeting

of all officers of the Ministry by the Secretary, conducting

of monthly and half yearly inspections by senior officers.
 
Instruction 198 has provided for an internal work study unit
 
to look into complaints of delay. Inspite of these
 
instructions disposal of cases are being 
delayed

unnecessarily and papers 
are 	passing from one official to

another, hugely inflating the paper work in
 
Ministries/Divisions.
 

1.7 
 Existing instruction and written guide-lines on the handling

of cases are adequate, but they are not properly observed.
 

Recommendations 21: As a general rule, files are to 
go directly
 
to the officer responsible for deciding the
 
matter involved either within the Department
 
or the Ministry. If the paper must go a
to 

higher level for decision, it is to be
 
accompanied by 
the relevant background
 
information, the clearances from other
 
responsible officers and a draft reply ready

to be signed by the senior officer. Lengthy,

repetitive notes and the unnecessary passing

of 	files up and down the hierarchy or to
 
other agencies are to be avoided.
 

22. 	Senior officers in the Secretariat should
 
observe the instructions in regard to the
 
passing of files, holding of monthly meeting,

and conducting regular inspections to
 
expedite the disposal of business.
 

23. 	The annual confidential report (ACR) process

should be used to focus attention on and seek
 
improvement in individual performance in the
 
disposal of business and the unnecessary

passing of files.
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2. Use of Forms
 

2.1 	 The Working Group believes that the government could
 
significantly increase its efficiency through the wider use
 
of standardised forms. 
Forms enable an office to handle its
 
routine business without the unnecessary copying of
 
instructions or information. Forms could be 
more widely used
 
in soliciting 
information and for conveying information.
 
Simple routing slips can be used to pass information or
 
files along without making hand written notes. Form letters
 
can be more widely used in responding to routine inquiries.

An imaginative, continuing search needs 
to be undertaken to
 
find ways in which standardized forms can simplify the
 
paperwork tasks of the government.
 

Recommendation 24: Wider 
use of standardised forms will
 
facilitate routine work and speed up the flow
 
of paperwork. The 0 & M Wing should organise
 
an expanded effort to carry out its
 
responsibility to promote the design and use
 
of simplified, standardised forms.
 

3. File Management
 

3.1 	 Other government and private organisations have achieved
 
significant economies through the standardised use of letter
 
sized paper, file folders and file cabinets rather than
 
legal sized paper. The economies flow not only from reducing

the cost of paper, but also the cost of the file cabinets in
 
which the documents are placed. Other organisations have
 
found significant economies and efficiencies through better
 
files management. Each folder is limited 
to 100 pages. A
 
new folder is created when this limit is reached or at the
 
end of each year. Old files are then separated and according
 
to a regular schedule are moved to storage areas or are
 
destroyed.
 

Recommendation 25: 
 The 0 & M wing should undertake an action
 
programme to improve the government's filing

operations; setting standards for using
 
letter-sized paper, file folders and
 
cabinets, for opening new files on an annual
 
basis, with scheduled disposal * of old 
files. 

* Disposal includes either storage in the record room or 
destruction, as appropriate. 
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4. Use of Modern Office Equipment
 

4.1 	 The Working Group was told of the frustrations of senior
 
government officers who complained that it "takes ten days
 
to get a letter typed". The embargo on the purchase of
 
office equipment made by the MLC in 1982 is partly to blame
 
for this situation.
 

4.2 	 Investment in offic%, equipment which will improve the
 
efficiency of the government can be highly cost effective.
 
As a result of the recommendation of the Matin Committee,

tel'xes are being introduced to facilitate communication
 
with field offices. This is a step in the right direction.
 

4.3 	 Telephones are potentially a vital part of office
 
modernization. They need 
to be used to get information, to
 
obtain clearances on individual cases, to expedite decision
 
making and to cut down on notes and the flow of paperwork.

Digital telephones with PABX can greatly facilitate
 
communications. Copy machines are 
equally important for the
 
operation of 
a modern office. All offices should have access
 
to these work savers.
 

4.4 	 Electronic word processing machines are 
also vital for
 
economical office operations today. They need not be 
the
 
most sophisticated models, but a 
careful cost analysis will
 
show where they can be more widely introduced in the
 
government. Modern office 
equipment should be introduced to
 
simplify the great burden of routine typing 
and letter
 
writing in the government. A parallel emphasis be
must 

placed on training the clerical staff 
to use these machines
 
to ensure their optimal usage.
 

Recommendation 26: Office mechanisation is a priority government
 
need which deserves serious analysis and
 
remedial action to expeditc paperwork and
 
office efficiency. Office systems can be
 
modernised on a cost-effective basis through
 
broader but careful use of telephones, word
 
processors, computers and copy machines. This
 
will need an upgrading of skills and
 
rationalisation of manpower. Adequate staff
 
training on the use of equipment is an
 
essential first step before acquiring new
 
equipment.
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III. NEXT STEPS: IMPLEMENTING 	 CHANGE
 

A. 	Delegation of Administrative Powers to Heads of Departments/
 
Directorates and Sub-ordinate Offices
 

To make Departments more effective in executing government

policies and projects and at 
the same time to strengthen the
 
relationship between Ministries and Departments, the Working
 
Group has made a number of recommendations for the increased
 
delegation of powers to Departments. To implement the
 
proposals for delegation of powers an action plan will 
now
 
have 	to be 
initiated. The delegations. to Departments, are as
 
follows:
 

1. 	Disciplinary action
 

2. 	Other administrative powers
 
a. 	Transfer and posting of officers,
 
b. 	Grant of all kinds of leave, and
 
c. 	Power to count extraordinary leave for increment.
 

3. 	For consideration for delegation:
 
a. 	Sanction of all kinds of pension including
 

1. Condonation of interruption of service for
 
pension,
 

2. Condonation of deficiency of qualifying
 
service for pension,
 

3. 	Power to grant compassionate pension.
 

1. 	Delegation of Disciplinary Powers
 

1.1 	 Of the proposals for the delegation of powers to
 
Departments, the most important are 
the powers to take
 
disciplinary action. The applicable rule is called 
the
 
Government Servants (Discipline & Appeal) Rules, 1985. All
 
powers for disciplinary measures 
vest in the appointing

authority. The 
Clause (a) of Rule 2, provides for the
 
delegation of powers by the appointing 
authority to a
 
designated officer, subject 
to such general or specific
 
guidelines as may be issued by the Government from time to
 
time.
 

1.2 	 Since the President of the Republic is the appointing

authority for all cadre officers and the Government appoints

non-cadre officers, it is appropriate that the President 
or
 
the Government, as 
the case may be, may issue a general

delegation order applicable to all Departments/ Directorates
 
and Sub-ordinate Offices.
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1.3 	 Alternatively, the President or the Government may issue
 
separate delegation orders applicable to.each department. In
 
this case, there will be as many specific delegation orders
 
as there 
are Departments, Directorates and Subordinate
 
offices. A general delegation order applicable to all
 
Departments and Sub-ordinate offices will,thus, be more
 
convenient in the implementation process.
 

1.4 	 The Working Group recommends the general method of
 
delegation. A model of such delegation is given in Model A
 
and Model B. If however, the delegation of powers to
 
specific Departments is preferred, the powers will be
 
delegated to the Head of each Department iientioning the
 
name of the Department concerned.
 

1.5 	 The first step for implementing the change is to arrange for
 
the general delegation by the President of this power to all
 
Departments/Directorates/Sub-ordinate offices 
in respect of
 
all cadre officers and by the Government in respect of all
 
non-cadre officers. The President or the Government, as the
 
case 	may be, should:
 

a. Designate an officer to whom these powers may be
 
delegated,
 

b. Specify members of service/holders of posts in respect of
 
whom the designated officer will exercise the powers of
 
disciplinary action under the rules,
 

c. Mention clearly the extent of such powers which will be
 
exercised by the designated officer, and
 

d. Give orders to be notified in the gazette.
 

1.6 	 Copy of such orders are then to be issued to all concerned
 
for taking necessary action or for information.
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---- -----------------------------------

------------ -----------------------------------

-------------- 

Model A 

Model for Cadre Officers
 

In exercise of powers conferred by clause (a) of rule 2, the 
Government Servants (Discipline and Appeal) Rules, 1985, the
 
President is pleased to designate, in respect of the members of
 
the services and holders of the posts specified in column No. 1
 
of the schedule below, the officer specified in column No. 3 of
 
the said schedule to exercise the power of the authority under
 
said rule to the extent specified in column No. 4 of the
 
schedule, for purpose of taking disciplinary action under the
 
said rules:
 

Services and posts : Appointing authority : Officer designated : Extent of powers
I I I I 
II I I 

......................... I------------I-------------- --------------- I
II II 

I 2 3 4 ' I 
......................... I-------I---------------- ----------------------- -----------------------------------I
 

Inrespect of officers 
 Full powers of
 
inthe pay scales of
 
Tk.4200-5250/- and President Heads of the Depart- 1)Punishment under clause (a)to
 
Tk.3700-4825/- ment concerned (e)of sub-rule 2 of rule 4
 
who are placed under 2)Inquiry under rule 6,9 &10.
 
their administrative 3)Suspension under sub-rule (11)

control. 4)Full powers of Borrowing


Authority under rule 14.
 

I 

I............ 
 I-----------------
Inrespect of officers Full powers of
 
inthe pay scales of
 
Tk. 2800-4425/- and President Directors or 1)Punishment under clause (a)to
 
1k. 2400-3600/- equivalents (e)of sub-rule 2 of rule 4
 
who are placed under 2)Inquiry under rule 6,9 &10.
 
their administrative 3)Suspension under sub-rule (11)

control.
 

-----..---------.---------.I -- -------------------------------------------
I ------------.. 
 I
 

Inrespect of officers Full powers of
 
inthe pay scales of
 
Tk.1850-3220/- and President Deputy Directors 1)Punishmant under clause (a)to
 
Tk.1650-3020/- who or equivalents (e)of sub-rule 2 of rule 4
 
are placed under their 2)Inquiry under rule 6,9 & 10.
 
administrative control. 3)Suspension under sub-rule (11)
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---------------------

---------------------- ----------------------- --------------------------------

--------------------- ----------------------- --------------------------------

Model B
 

Model for Non-Cadre Officers
 

In exercise of powers conferred by clause (a) of Rule 2, the
 
Government Servants (Discipline and Appeal ) Rules,1985, the
 
Government is pleased to designatein respect of holders of posts

specified in column No. 1 of the schedule below, the officer
 
specified in column No. 3 of the schedule to exercise the power

of the authority under the said rules to 
the extent specified in
 
column No. 
4 of the schedule for purpose of taking disciplinary
 
action.
 

I I 

-----...........-................----- --------------------------------_---------------


Holders of posts Appointing authority Officer designated : Extent of powers
2 4

III I 

1 2 3 !!4 
.................... 


Inrespect of officers I I 

inthe pay scales of 1.Full powers of punishment

Tk.4200-5250/-, Tk.3700-
 under clause (a)to (e)of
 
4825/- and Tk.2800-
 sub-rule 2 rule 4 Inquiry

4425/- who are placed Government Heads of Department under rule 6,9 and 10
 
under their administra- concerned 
 suspension under rule 11.
 
tive control.
 

2.Full power of Borrowing
 
Authority under rule 14.
 

............. 


Services/posts inthe
 
pay scales of Tk.2400
3600/-, Tk.1850-3220/-
 Full powers of punishment

and Tk. 1650-3020/- who Goverment Directors or 
 under clause (a)to (e)of
 
are placed under their equivalents sub-rule 2 rule 4 Inquiry

administrative control. concerned under rule 6,9 and 10
 

suspension under rule 11.
 

I I 

..... 
 . ..----------------------------------- -
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The 	delegation of powers 
 shown in the models will serve as a
 
model of how disciplinary powers in a Department can be delegated

and sub-delegated. Powers mentioned in 
 column 4 may not be
 
exhaustive, or the officer designated 
for the delegation may not
 
be applicable. In the same manner, the entries in column 1 may

not cover all appropriate officers. Appropriate entries in the
 
respective column should be made 
by the Department. The Head of
 
the Department or any other officer 
who 	is the appointing

authority of officers of class 
II and below in the Department,
 
may in the above manner delegate disciplinary powers in respect

of officers of class II, class III, and class IV.
 

Entries in different columns 
should be made in consideration of
 
the 	requirements 
for the purpose of the delegation. An officer
 
exercising such power should be at least one step above the
 
officers in respect of whom the powers are 
being exercised. It
 
should also be remembered that major penalties can only be
 
imposed by the appointing authority.
 

Instructions for Completing the Models;
 

1. 	 In column 1 of Model A and B mention is to be made of the
 
designation of officers 
in respect of whom the designated

authority as in column 3 will exercise the powers mentioned
 
in column 4.
 

2. 	 Powers delegated to subordinate authorities under this order
 
may also be exercised by the higher authority.
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2. Delegation of Other Administrative Powers
 

2.1 Delegation of other administrative powers are:
 

i) a. Transfer and posting of all officers from one place or
 
post to another,
 

b. Granting of all kinds of leave, and
 
c. Power to count extraordinary leave for increment.
 

ii) For consideration for delegation:
 
a. Sanction of all kinds of pension;
 

1. Condonation of interruption of service for pension,

2. Condonation of deficiency of qualifying service for
 

pension, and
 
3. Power to grant compassionate pension.
 

2.2 Delegation of these administrative powers can be made
 
through rules for delegation by the President or by specific

delegation orders 
from concerned Ministries. In the former
 
case, the President may make rules in exercise 
of powers

conferred upon him by Article 
133 of the Constitution
 
delegating administrative powers to Departments,
 
Directorates and Sub-ordinate Offices of the 
Government. In
 
the alternative, Heads of Ministries/Divisions can modify

the existing delegation of administrative powers as
 
enumerated in Establishment Division Regulation Wing No.
 
ED/R9/S-41/76/86(40) dated 19-6-76. 
In the latter case, each
 
Ministry/Division 
will have to issue separate delegation

orders for each Department/Directorate and Sub-ordinate
 
Offices under their administrative control. It means that
 
there should be many such delegation orders (one for each
 
Department, Directorate and Sub-ordinate Office). In
 
consideration of the fact 
that a general delegation to all
 
Departments, Directorates and Sub-ordinate Offices through

making of rules by the President will be more convenient and
 
easier to implement, the Working Group prefers the
 
delegation of administrative powers through the rule-makinf'
 
process.
 

a. Delegation Through Making of Rules
 

1) The existing administrative delegation of powers as
 
enumerated in the Establishment Division Regulation Wing

letter dated 19-6-76 should be thoroughly revised in
 
order to include in it the additional powers required to
 
be delegated to Departments, Directorates and Subordinate
 
offices. A complete list of delegation of powers should
 
then be prepared.
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2) These powers should then be categorised into four groups

indicating those which should be delegated to:
 

a. 	Heads of Departments.
 
b. 	Heads of Regions/Directors or Deputy Directors.
 
c. 	Heads of Districts or Upazilas/Deputy Directors 
or
 

Assistant Directors.
 
d. 	Powers to other officers.
 

Powers so categorised should be 
shown in form of appendices

namely, Appendix "A", Appendix "B", Appendix "C" and
 
Appendix "D" 
for delegation to Heads of Departments, Heads
 
of Regions, Heads of Districts/Upazilas and to other
 
persons, respectively.
 

3) The Rules may now be framed by the President in exercise
 
of the powers conferred upon him by Article 133 of the
 
Constitution. 
These rules may be called the Bangladesh

(Delegation of Powers) Rules, 
1989. It should come into
 
force with effect 
from the date it is notified in the
 
official gazette. The Rules will define certain terms and
 
phrases needed for the purpose of these rules like 
the
 
Government, Heads of Department, etc.
 

4) 	Each category of powers will then 
be delegated to the
 
authorities mentioned in 2) above clearly showing the
 
powers of Heads of Department as Appendix "A" of Regional

Heads as Appendix "B", of District Heads Appendix "C" and
 
of other officers, if any, as Appendix "D". It should be
 
clearly specified as to which officers 
should exercise
 
specific delegated powers as shown below.
 

a) Powers of Heads of Departments: All Heads of
 
Departments shall have powers indicated in Appendix

"A" over government servants whom 
they are competent
 
to appoint or who are placed under 
 their
 
administrative control.
 

b) 	Powers of Heads of Regions: All Heads of Regions/

Directors 
(Deputy Directors or their equivalents)

shall have powers indicated in Appendix "B" over
 
government servants whom they are competent to appoint
 
or 	who are placed under their administrative control.
 

c) 	Powers of Heads of Districts or Upazilas (Deputy

Directors or Assistant Directors as the case may be or
 
their equivalents) All Heads of Districts/Upazilas
 
(Deputy Directors or Assistant Directors or their
 
equivalents) shall have powers indicated in Appendix

"C" over government servants whom they 
are competent

to appoint or who are placed under their
 
administrative control.
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-- - -- - - - - - - - - - -- - - - - - - - - -- - - - - - - - - -- - - - - -- - - - - -

--- 

d) Powers of other officers, if any: Other officers shall
 
have powers indicated in Appendix "D".
 

5) It should also be clearly mentioned in the rules that
 
powers delegated to subordinate authorities may also be
 
exercised by the higher authority.
 

6) Provision should also be made in the rules to the effect
 
that the powers delegated to the Heads of Departments
 
under these rules, may, in the interest of more effective
 
functioning of the Departments, be sub-delegated by them
 
to authorities subordinate to them.
 

7) Powers to be delegated under these rules will be subject
 
to such general or specific instructions as may be issued
 
from time to time by the Government.
 

8) Provision should also be made in regard to relaxation or
 
interpretation of these rules by the Ministry of
 
Establishment Regulation Wing.
 

A model of delegation of powers to Heads of Departments under
 
Appendix "A" is provided below:
 

MODEL FOR DELEGATION OF POWERS TO HEADS OF DEPARTMENTS
 

....... 	--------------------------- -------------------------------------- ------------------------I
I 	 I 

S.No.,, Nature of Power Extent of Power 	 Authority
 
....... '..---------------------------
 ---------------------- ,
 

i. 1 	Power of Appointing Full Estd Div. 0.A Ho.
 
Authority. 	 Inrespect of Services/ posts in ED/RI/5-41/76/86(40)
 

the pay scales of Tk.l350-2750/- dated 19-6-76
 
and below under their jurisdiction.
 

2. 	 Promotion Full
 
ro services/posts inthe pay 	scales Estd Div. O.M No.
 
of Tk.1350- 2750/- and below on the ED/RI/5-41/76/86(40)
 
basis of selection to be made by dated 19-6-76 
the PSC or the Departmental
 
Promotion Committee set up with
 

the approval of government.
 

3. 	 Requisite power of Full
 
gazette notification for Estd Div. O.H No.
 
the purpose to Heads of ED/RI/5-41/76/86(40)
 
Departments or officers dated 19-6-76
 
nominated by them.
 

I--------------------------------------- --------------------------------------	 -----------------------

4. 	 To declare a government Full
 
servant to be a Inrespect of class IIand Estd Div. O. Ho.
 
Ministerial servant. class III only ED/RI/5-41/76/86(40)
 

dated 19-6-76
 
I 
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....... 	 -------------------------------------........................
 

5. 	 To accept a certificate Full
 
of fitness signed by Estd Div. O.M No.
 
any registered ED/RI/5-41/76/86(40)
 
practitioner. dated 19-6-76
 

I I
-------------- --------------------------------- ------------------------I
 
6. 	 To dispense with a Full powers provided he Estd Div. O.M No.
 

medical certificate ,,authorised to make ED/RI/5-41/76/86(40)
 
of fitness, before appointment to the post. dated 19-6-76
 
appointment to Govt.
 
service inindividual
 
cases.
 

-------------- ------------------------------- ------------------------I
 
7. 	 Pay and Allowances. Full power inrespect of Delegation of powers


government servants of whom Rules, 1962
 

3.Initial fixation they are appointing
 
of pay of Government authorities.
 
servants inaccordance
 
with the rules or the
 
relaxation provided for
 
inthe rules

(i)Power to reduce emo
luments of officiating
 
Government servants.
 

(ii)Power to fix within
 
certain limit the pay of
 
Covernment servants
 
officiating inapost,
 
the pay of which is
 
personal.
 

8. 	 Grant of additional Full powers subject to the Delegation of powers
 
pay to Government conditions stated below- Rules, 1962
 
servant performing
 
duties of more than (1)Formal appointment order
 
one post. for the second post exists and
 

the officer isfully qualified

to hold 	the second post.
 

(2)The additional pay does
 
not exceed 20 par cent. of
 
the presumptive pay of the
 
second post or 1k. 200 per
 
month whichever isless.
 

9. 	 Exemption from Full powers when the fee does Delegation of powers
 
crediting aportion not exceed Tk. 500 per annum. Rules, 1962
 
of fee to Government.
 

--------------------------- -------------------------------------- ------------------------...
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------------------------ -------------------------------------- ------------------------

----------------------- ------------------------------------ ------------------------

--------------- -------------------------------------- ------------------------

-------------- ------------------------------- ------------------------

-......- .. ..................................... ........................
 

10. To transfer a Govt. Full power except inthe Recommendation of the
 
servant from one post case of their Deputies Working Group.
 
to another!
 

. . . .I . .	 . . . . . . . . . . .. I .. . . . . . . . . . . . . . . . . .I .. . . . . .
.	 . .IS----------------------I--------------- ---------------------------------	 . . . .I----------------------------

11. To allow Government Full 	 Recommendation of the
 
servant to count extra- Working Group.
 
ordinary leave for
 
increment.
 

12. 	 To prescribe a Govt. ; Full power except for his Ministry of Estd
 

servant's headquarters. : deputies. 	 Delegation order 
:1976.
 

-

13. 	 To grant exemptions Full Ministry of Estd
 
from rule limiting Delegation order
 
a slt on tour ten days. 1976.
 

--	 I i l li i II l lI ---	 I---------------------------------------------i i ll i l ------------------------I q I ll l . II. I 

14. 	 To allow the exchange Full Establishment
 
of daily for mileage Ministry Delegation
 
allowance for the order 19/6/76
 
whole period of
 
absencq from
 
headquarters.
 

15. 	 To permit the recovery Full Establishment
 
of actual cost of Ministry Delegation
 
hiring conveyance if order 19/6/76
 
admissibie.
 

- -I------------------ -.................. . ....................... 
 ........................
 
16. 	 To authorise departure Full Establishment
 

from supplementary Ministry Delegation
 
rule 211 regarding order 19/6/76
 
combination of holidays
 
with leave and joining

time.
 
time.----------- ----------------------------------- -----------------------

17. 	 Power to grant leave Full Recommendation of the
 
of all kinds Working Group.
 

- --------- I------------------------------------------------------- -----------------------
18. 	 Power to count Full power subject to a report Delegation of power
 

military service from the Accountant-General, Rule, 1962.
 
towards pension East Pakistan of Tk. 1350-2750/

officers inthe pay scale.
 

19. 	 Transfer of Govt. Full powers up to inthe pay scales Delegation of power
 
servants to Foreign of Tk.1350-2750/- subject to Rule, 1962.
 
Service. 	 ,the following conditions:

(1)the foreign employer is
 
a local bodV or an authoiity
 
set up by Govrnment or, io
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--------------------------

- - - - - -

------------------------

case of Co-operative Society,
 
or incase of Education
 
Department an approved aided
 

educational institution.
 

(2)the cases of transfer of
 
Government servants to Foreign
 
Service inwhich itisproposed
 
to sanction pay and allowances
 
inexcess of those which the
 
Govt.servants would draw ifhe
 
was inGovernment service, or
 
inwhich itisproposed to give
 
any other concession of pecun

iary value, should be referred
 
to the Foreign Service Commi
ttee constituted for concurr
ence before the terms and
 
condition of transfer to
 
Foreign Service are
 
sanctioned.
 

(3)Compensatory allowances do
 
not substantially differ in
 
nature or amount from what is
 
admissible under Government.
 

(4)Leave and pension
 

contributions are
 
recovered.
 

20. 	 Power to decide 

the reversion from 

Foreign Service.
 

. -.. . .	 . . .
 . . ...........
 

21. 	 Power to grant pro- 

forma promotion to 


Full power up to Officers inthe 

pay scales of Tk.1350-2750/-. 


'..............
.... 
 ................. ........................- - - - -


Full power inrespect of 

Government servants of whom 


Government servants in they are appointing
 
Foreign Service. authorities.
 

...-........................ ...................................... 


22. 	 Relaxation of Age limit. Full powers. 


Condonation of over-age.
 
SI --------------------------

23. 	 Consideration for delegation:
 

Power to sanction Full 

pension of all kinds 

including: 


a.Condonation of Full
 
interruption of service
 
for pension
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Delegation of power
 
Rule, 1962.
 

Delegation of power
 
-Rule, 1962.
 

Delegation of power
 
Rule, 1962.
 

II---------------------------

Recommendation of the
 
Working Group for
 
consideration.
 



b.Condonation of Full
 
deficiency of
 
qualifying service
 
for pension.
 

c.Power to grant Upto 2/3rd of pension ordinarily

compassionate pension. admissible.
 

II I 
---------------- I------------------------------------------------------- ------------------------ I 

If any Department or Sub-ordinate office does not fit in with
 
this model specific delegation orders may be made for
 
them.
 

b. Delegation of Administrative Powers to Departments Through
 
Specific Delegation Orders by Ministries Concerned
 

Establishment Division Regulation Wing in its OM No.ED/R9/S
4-41/76/86(40) dated 19-6-76 has provided for a large number
 
of administrative powers for delegation to Heads of
 
Departments. These powers, in the context of the existing

role of Departments, are considered to be inadequate. The
 
Working Group recommends further delegation of powers to
 
Departments:
 

1) Transfer and posting of officers of the Department
 
from one place or post to another,
 

2) Grant of all kinds of leave,
 
3) Sanction of all kinds of pension, and
 
4) Power to allow a government servant to count
 

extraordinary leave for increment.
 

To give effect to these recommendations the following action are
 
to be taken:
 

1) The existing list of administrative powers as enumerated
 
in the OM mentioned above or in other rules or orders
 
should be revised and the administrative powers

recommended by the Working Group should be included as
 
new items or by replacement of old ones.
 

2) An Office Memorandum (OM) will then be drafted. A revised
 
list of administrative powers consisting of the existing
 
as well as the additional ones will be drawn up. This will
 
then constitute an "Annexure" to the OM. The OM along with
 
the Annexure will then be circulated to all Ministries/

Divisions requesting them to delegate the powers mentioned
 
in the annexure to Departments under them.
 

3) The OM will also be circulated to all Department Heads
 
for information and for seeing that the powers 
are
 
delegated to them.
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4) 	It will be necessary that some of these powers, in
 
addition to Heads of Departments, should also be
 
delegated to other levels of officers of the Department.

Through joint meetings between the Ministry and the
 
Department concerned these should be 
arranged and
 
appropriate powers should be sub-delegated to different
 
levels of officers of the Department. Normally sub
delegation of administrative powers will not be uniform;
 
its nature and 
contents will differ from Department to
 
Department.
 

5) 	The OM may also authorise the Heads of Departments to
 
sub-delegate their powers to 
other levels of officers
 
under them.
 

6) 	The officers delegated with these powers will continue to
 
exercise powers under the codal rules or other
 
instructions, if any.
 

B. 	Delegation of Financial Powers
 

Ministry of Finance 
in its OH No. MF(EC-1)DF-4/85/158

dated 29-6-85 has 
issued a "Model" for the delegation of
 
financial powers to Attached 
Departments and Sub-ordinate
 
Offices. This "Model" consists of 48 basic items for 
which
 
provision has been made for delegation of financial powers

either in full or in part. This is a very well drawn up

"Model". But in the 
opinion of Working Group, the delegation

of powers falls short of requirements of the Attached
 
Departments and Sub-ordinate Offices to facilitate the
 
effective execution of government policies and projects. In
 
the expanding role of Departments as executive agencies of
 
the government, the Group is of the view that 
additional
 
financial powers should be delegated to them. These are:
 

a. Purchase of new cars and vehicles in replacement of
 
old ones.
 

b. 	Purchase of office equipment.
 
c. 	Purchase of stationery.
 
d. 	Printing of office materials.
 
e. 	Repair of vehicles.
 

To give effect to this increased delegation of financial powers

the following steps are suggested:
 

1) The existing delegation of financial powers as provided

in the "Model" should be revised to include in it the
 
additional powers recommended by the Working Group either
 
as a new item or as an old item properly modified.
 

2) A revised "Model" of delegation of financial powers can
 
then be drawn up consisting of existing and additional
 
powers for delegation.
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3) The delegation of powers in the "Model" should clearly
 
specify the powers to be exercised by Heads of
 
Departments as well as by Heads of Subordinate offices.
 

4) 	The revised "Model" should then be circulated in the form
 
of an Office Memorandum to all Ministries/Divisions with
 
a request to delegate the financial powers to Departments
 
and Sub-ordinate Offices under them in accordance with
 
the "Model". In case a Ministry wants a departure from
 
the "Model", it can be done only with the consent of
 
Ministry of Finance.
 

5) 	It should be the responsibility of the Ministry of
 
Finance to see that delegation of powers actually take
 
place in accordance with the "Model".
 

6) 	A copy of the OM forwarding the Model should be sent to
 
each Department and Sub-ordinate Office. The Departments
 
can then take initiative in matters of delegation of
 
powers to them.
 

7) Clear mention should be made in the OM that Departmental
 
Heads can and should sub-delegate their financial powers
 
to various Sub-ordinate officers in the interest of
 
better performance of duties.
 

8) 	It should also be mentioned in the delegation order that:
 

a. 	Exercise of the financial powers mentioned in the
 
delegation order will always be subject to allocation
 
of funds in the budget.
 

b. While exercising these powers, officers concerned
 
will observe existing rules, procedures, standing
 
orders and instructions made by government.
 

c. 	In the sub-delegation order, care should be taken to
 
ensure that concerned officers are fully competent to
 
exercise the powers delegated to them.
 

d. 	The officers delegated with these powers will
 
continue to exercise powers under the codal rules or
 
other instructions, if any.
 

C. 	Policy Making
 

The process of making decisions is crucial in any public
 
administration system. The Working Group is of the view that
 
effective participation by Departments in policy decision is
 
essential. The present practice of obtaining this
 
participation through writing of letters and passing of files
 
with voluminous notes is a laborious and time consuming
 
process. The Group recommends that effective participation
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can be better ensured through holding properly managed

meetings between the responsible officers of the Departments

and Ministries concerned.
 

To implement this recommendation it is suggested that:
 

1) Chapter IV on "Disposal of Business" in the Secretariat
 
Instructions, 1976 be renamed as Disposal of Business and
 
Policy Decision.
 

2) After Instruction No.199 in the Secretariat Instructions
 
the following instruction may be added:
 

199A "In exercising their policy-making responsibilities

the Ministries will ensure effective participation of
 
their Departments concerned, by holding well-managed

meetings between Ministries and Departments instead of
 
entering into lengthy correspondence on the policy in
 
question. The meeting 
should be chaired by a responsible

officer of the Ministry and attended by Ministry and
 
Department officers with authority to decide the
 
question."
 

D. Assignment of Responsibility
 

Clear assignment of responsibility and job descriptions 
are

essential to ensure accountability. It is against such
 
assignment that one can be held accountable. Secretariat
 
Ihstructions 1976 in its Instruction Nos. 
7,8,9 and 10
 
mention delegation of powers and distribution of work. Some
 
of the Ministries/Divisions have prepared work distributions.
 
All should do so. In addition, it is most important that
 
individual job descriptions be prepated and maintained on a
 
current basis.
 

To give effect to this recommendation, the following actions
 
are suggested:
 

1) Along with clear distribution of work amongst various
 
units, there should also be clear job description for all
 
individual positions so that individuals may clearly

understand the different tasks which are 
to be performed

in the discharge of their responsibilities. To this
 
effect an instruction may be inserted in Chapter 2 of the
 
Secretariat Instructions, 1976 after Instruction No. 10.
 

2) Ministry of Establishment should initiate follow-up

action to ensure preparation of job descriptions and

operation procedures for work assigned in all Ministries
 
Departments and Sub-ordinate Offices.
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E. Monitoring of Work
 

Effective monitoring is an integral part of achieving

accountability. Departments are responsible 
to execute
 
government policies and projects. The 
progress of execution
 
can be 
ascertained only through appropriate reports and
 
periodical visits by the supervisors to all work stations. To
 
ensure successful implementation of government policies a
 
well planned reporting system is necessary which will measure
 
progress against targets. Each Ministry should 
evolve a
 
proper reporting system for its Departments, in consultation
 
with them. Such systems should include:
 

1) Assignment of responsibility to organisational units.
 

2) Target of performance for each period.
 

3) Reporting of deviations from the planned targets.
 

4) Suggestion of corrective action when performance falls
 
short of target or confronted with any problem.
 

F. Auditing
 

Auditing is one of the 
most important mechanisms to ensure
 
accountability. At present traditional audits 
are conducted
 
of financial transactions. For implementing such traditional
 
audits in a timely fashion and settlement of audit objections
 
on time the following measures are suggested:
 

1. Such audits should be conducted as soon as feasible
 
after the fiscal year and Comptroller and Auditor
 
General shall arrange for continuous follow-up in this
 
direction.
 

2. For settling audit objections a time-limit should be
 
given by the auditing authority in consultation with
 
the head of the organisation where such audit has been
 
undertaken;
 

3. Any failure to maintain the time sehedule shall 
be
 
properly investigated and where needed departmental
 
action shall be taken.
 

In addition to such audits, the 
Working Group recommends
 
undertaking management audits on a selective basis. This 
is
 
an 
important programme which should be initiated by the
 
Ministry of Finance in close cooperation with the Comptroller

and Auditor General. The following steps should be taken as 
a
 
measure of preparation for such audit.
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1) Creation of a government-wide awareness of the need for
 
management audits, explaining to all Ministries and
 
Departments the contents, purpose and usefulness of
 
such an. audit. Seminars or discussion meetings should
 
be organised for this purpose.
 

2) Selection of a few Departments of the government for
 
conducting management audit on a pilot basis. These
 
departments should be of medium size and 
be of social
 
or economic importance.
 

3) Constitution of audit teams composed of competent audit
 
officers, supporting staff and one or two experts
 
relating to the area where the audi. is proposed. The
 
inclusion of experts as temporary attachments with the
 
teams will provide technical skills needed for this
 
type of audit.
 

4) Organisation of appropriate training for all members of
 
the audit teams. The training should be action
 
oriented: teach them what to do and how to do it, 
build
 
their ability and confidence.
 

5) Preparation of an audit check-list 
for each Department
 
or Organisation selected for management audit. This
 
check-list should include the audit tasks to be
 
performed, specific areas to be surveyed, and
 
investigations to be made. This will guide the audit
 
activities.
 

6) Creation of an understanding between the auditors and
 
auditees. Efforts are to be made by the auditors to 
explain their purpose to their clients in a manner to 
promote understanding. The audit officers should seek 
to obtain the full support of the top management of
 
the organisation.
 

The management audit, it should be noted, 
will not replace

traditional audits. Results of the pilot audits should 
be
 
evaluated and in the light of that experience a long-term
 
management audit programme should be developed. The programme
 
will include:
 

1) Continuance of measures for a government-wide
 
understanding of the need for a management audit system
 
as a means to help organisations achieve their
 
objectives. It should be made clear to Ministries and
 
Departments that an independent survey of government

activities will give them a clearer picture 
of
 
financial performance and the achievement of their
 
objectives.
 

45
 



-----------------------

2) 	Qualified audit officers 
will need to be properly
 
trained. These officers Bhould know accounting and
 
auditing, plus economics, public administration and
 
management. They should 
also have an idea of economic
 
planning, the annual development programme (ADP) and
 
the Five Year Development Plan. Initially they should
 
be selected from the cadre of B.C.S. (Finance) who may

have some background in subjects related to management

audit. They will then be required to undergo thorough
 
theoretical and practical training. Participatory in
service on-the-job training will be most suitable for
 
the practical preparation of such officers. These
 
officers will constitute the permanent base for
 
management audit.
 

Equally important will be the need to build-up the
 
necessary supporting staff. The people will have to be
 
trained on how a management audit is conducted and how
 
information needed for such audit is to be gathered.
 

3) 	People drawn up for a new venture like this will need
 
adequate motivation in the form of special pay, special

facilities and prospect of out of 
turn promotion to
 
those who show excellent performance and dedication.
 
Unless this undertaking is made adequately attractive,
 
able auditors will 
be extremely difficult to find and
 
more difficult to retain.
 

4) The accounting system of the government should be
 
reformed in the future to make it more management

oriented. Financial data should be made 
readily
 
available to management. Government accounts should be
 
computerised on a time phased basis.
 

G. 	Training
 

Capacity building is of highest importance in getting things
 
done properly and achieving desired organisational
 
objectives. This can be done through practical training
 
courses which are 
oriented toward problem solving. There are
 
at present 
more than 200 public sector training institutes
 
within the country. Many of them are ill-equipped and ill
organised. For the appropriate capacity building of officers
 
and staff of the Ministries and Departments, the following
 
actions are suggested:
 

1) A thorough survey * of the existing training institutes
 
to be undertaken by the Ministry of Establishment
 
with the sponsorship of the National Training Council.
 

* Such a survey should form part of the USAID-funded Development 
Management Training project. 
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2) The survey team will include members from different
 
disciplines, technical fields, and training experts.
 

3) The survey team will examine the capability of existing
 
training institutes to :
 

a) Strengthen their own training staff in the discipline
 
for which it has responsibi~ity.
 

b) Improve knowledge and develop true professionalism
 
in the participants through effective training
 
programmes.
 

c) Ensure a positive impact on the quality of public

sector management and the technical soundness of
 
government programmes.
 

4) The team will take stock of training facilities in each
 
institute.
 

5) Make recommendation for upgrading those which should
 
continue as separate institutes.
 

6) Consider the consolidation of institutes, where
 
appropriate.
 

7) Recommend appropriate course content which will be
 
practical and problem solving in nature.
 

8) Develop training strategies which will serve to both
 
strengthen the human resources available to the
 
government and develop viable solutions 
to the
 
constraints facing public sector organisations in
 
carrying out government policies and projects.
 

9) Create training reserve posts to assure that personnel
 
are available for training as needed.
 

H. Rotation of Staff
 

Rotation of government officers is a useful practice. The
 
basic idea behind it is to expose government officers to
 
different trades or different sectors of administration.
 
Frequent rotation, however, from one area to another is often
 
harmful to administration as it causes instability and
 
discontinuity. The Working Group, therefore recommends 
that:
 

Three year rule on rotation should be modified to
 
provide that officers serve five years in a position.
 

47
 



T o give effect to this recommendation, the Ministry of
 
Establishment should 
frame a firm policy regarding rotation
 
reminding all Heads of Ministries and Departments of the
 
harmful effect of the frequent rotation of government

officers. The policy so 
framed should include:
 

1) Ban on rotating government officers from one position
 
to another within a period of five years.
 

2) Exception should be granted only for over-riding

personal or organisational requirements.
 

3) Rotation should normally be within 
the area of
 
particular skills or specialisation. This may consist
 
of a series of Ministries or Departments with similar
 
purposes or functions.
 

4) Officer, trained in a particular skill should serve in
 
the job for which they have been trained for a
 
sufficiently long period 
so that the expertise gained

by them can be fully utilised.
 

I. Paperwork Simplification
 

To reduce paperwork and to expedite disposal of business the
 
Working Group has made the following recommendations:
 

- Reducing unnecessary passing of files
 
- Use of standard forms
 
- Improved filing system and
 
- Use of modern office equipment
 

1. Unnecessary Passing of Files
 

1.1 In regard to unnecessary passing of files the Secretariat
 
Instructions in its Instruction No. 7(e) have provided that

"the tiers through which a case has to pass are ordinarily
 
not more than two excluding the Secretary". This valuable
 
instruction is followed more in its than
breach in its
 
observan-e. If this instruction is literally followed,
 
unnecessary passing of files in most cases will stop.
 

1.2 Clear instructions have also been issued in 
Instruction No.
 
9 of Secretariat Instructions as to how a case will be dealt
 
with for disposal. Here also the basic concept is that a
 
case should be disposed of by Assistant Secretaries if they
 
are competent to do so. Otherwise they will submit it to the

officer who is empowered to decide it. The Ministry of
 
Establishment may once again bring these instructions to the
 
notice of all concerned with clear directions against
 
unnecessary passing of papers.
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2. 	Use of Standardised Forms
 

2.1 	 The use of standardised forms is an effective way to reduce
 
paperwork and speed up the decision making process.
 

2.2 	 To implement this both short-term and mid-term programmes

should be undertaken. The short-term programme should
 
include:
 

a. 	Appropriate forms should be designed for passing standard
 
information or soliciting such information;
 

b. Short letter forms may be designed for issuing reminders
 
or making routine enquiries. The 0 and M Wing in the
 
Ministry of Establishment can undertake this task in
 
consultation with the Department of Printing and
 
Stationery;
 

c. 	A Form Management cell may be organised in the 0 and M
 
Wing of the Ministry of Establishment with staff who are
 
specialised in designing forms and in rendering

assistance for forms design to other Ministries 
and
 
Departments;
 

d. The Ministry of Establishment can issue standing
 
instruction to all Heads of Ministries and Departments to
 
make wider use of forms in transaction of Government
 
business;
 

e. 	An instruction for the use of forms wherever possible can
 
be added in the Secretariat Instructions in Chapter IV
 
under the "Disposal of Business;"
 

The mid-term programme should include:
 

2.3 	 A forms management study to be undertaken under the Ministry
 
of Establishment with the help of a local consultant group
 
to:
 

a. 	Review the existing system of forms management of the
 
government to clearly identify its mechanism for forms
 
management and forms control
 

b. Undertake a thorough survey of the areas where
 
opportunities exist for wider use of forms for 
better
 
efficiency, facilitating paper work and more economy
 

c. 	Examine the contents and design of existing forma to
 
explore the possibilities of their standardisation and
 
improvement of their design to make them more acceptuble
 
for wider use, and
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d. Develop a forms management programme at the Departmental
 
level under the guidance of the 0 & M Wing of the
 
Ministry of Establishment, which will include:
 

(i) 	Training of appropriate level of officers and staff
 
of different Departments in forms design and forms
 
management techniques.
 

(ii) 	Designing of new standardised forms which can
 
eliminate unnecessary paper work, reduce repetitive

jobs and convey clear information which will be easy
 
to understand and simple to operate.
 

(iii) 	Develop a continuing capacity in the 0 & M Wing of
 
the Ministry of Establishment to organise
 
decentralised efforts to carry out its
 
responsibility to promote simplification of forms,
 
improvement of forms design and an improved system
 
of forms management on continuing basis.
 

5. Periodical follow-up action by the contract group should
 
be programmed to assist the Ministry of Establishment in
 
the institutionalisation of the improved system which
 
should be facilitative, not regulatory, in nature.
 

3. Improved Filing System
 

3.1 	 The management of files plays an important role in proper

transaction of government business. The Working Group has
 
recommended the modernisation of file systems and made
 
specific proposal for:
 

a. Use of letter sized paper, file folders and cabinets.
 

b. Opening of new files on an annual basis and scheduled
 
disposel of old files.
 

3.2 	 The Secretariat Instructions for files management are quite

detailed. Due to non-observance of these instructions in
 
many Ministries and Departments, file management falls into
 
disarray resulting in delay in disposal of government

business. As a short-term measure, the Ministry of
 
Establishment may draw the attention of the Ministries and
 
Departments to the proper observance of these instructions
 
and from time to time can take follow-up action in the
 
matter.
 

3.3 	 The existing instructions on file management, however, have
 
become out of date. Similarly, existing paper sizes, sizes
 
of folders, and cabinets in use in the government are out of
 
date. To moderiise the file management system and to adopt
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international standards of paper and files, it is proposed
 
to undertake a file management study with the help of a
 
local consultant group, The study will include:
 

a. Review of the existing file management system.
 

b. Examination of the existing system of allocating numbers
 
to files, classification of files, storage, recording and
 
indexing of files.
 

c. Examination of disposal of files either by their
 
retirement in the record room or by destruction of those
 
which are due for the same under the rules.
 

d. A survey of the applicability in Bangladesh of modern
 
file practices in the use of standardised paper, folders
 
and file cabinets. The consultant group after a thorough
 
study of the existing system and procedures will make
 
recommendations for improvements and renovation of the
 
government's file management system.
 

4. Use of Modern Office Equipment
 

4.1 	 The lack of modern office equipment is one of the important
 
factors causing delay in transaction of government business.
 
The Working Group has, therefore, recommended its use in
 
appropriate areas. The Group has considered the need for the
 
introduction and improved use of some of the basic
 
equipment, including telephones and PABX, telex, word
 
processors, computer and copy machines. To enable greater
 
use of office equipments the following suggestions are made:
 

a. A 	through survey should be conducted by the 0 & M Wing to
 
identify the areas where office equipments can be
 
fruitfully utilised.
 

b. The use of office equipment should be suggested on a
 
cost-effective basis
 

c. Short course training programme should be introduced to
 
train sufficient number of officers and staff in the use
 
of equipments selected for use.
 

4.2 	 The survey proposed in (a) above may preferably be
 
undertaken with the help of a local consultant group which
 
has the necessary expertise in office equipment and sound
 
knowledge about their operation and applicability in the
 
transaction of office business. The survey should:
 

a. Examine in depth the existing office procedure in
 
transacting government business of varied natuie and
 
contents.
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b. 	Make a thorough search of areas where 
use of office
 
equipment can substantially replace manual operation and
 
unnecessary paper work on a cost effective basis. It
 
should clearly pin-point resultant efficiencies, saving
 
in terms of human labour, and speed in disposal of
 
assigned tasks.
 

c. 	Critically examine the performance of alternative
 
equipments and provide a chart of comparative advantages
 
and disadvantages of different types of equipments for
 
office use.
 

d. 	Indicate the nature of care and attention needed for
 
storage of such equipments and cost involved in their
 
maintenance and availability of spare parts and repair
 
facilities within the country.
 

e. 	Make detail proposal for the needs of training, the
 
nature and content of such training courses and
 
possibility of training within the country.
 

f. 	Develop a time-phased plan for implementing the
 
programme, including standards to 
be used in managing
 
office equipment efficiently.
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Annex: A The Working Group and its Methodology
 

The Public Administration Efficiency Study has been
 
undertaken to identify key constraints affecting the
 
efficiency of public administration in Bangladesh and to
 
prepare an action plan to address those constraints.
 

Four working groups were formed to conduct the study. The
 
Working Group on Relationships between Ministries and
 
Departments had the following members:
 

Mr. Ayubar Rahman Chowdhury
 
Secretary, Ministry of Works, Chairman.
 

Dr. A. T. M. Shamsul Huda
 
Joint Secretary, Ministry of Irrigation,
 
Water Resources and Flood Control.
 

Mr. M. Idris Ali
 
Deputy Secretary (Dev),
 
Ministry of Establishment.
 

The Working Group was assisted by the following staff
 
members:
 

Mr. M. A. Majid
 
Mrs. Farah Kabir
 
Dr. Syed Giasuddin Ahmed
 
Mr. Md. Rafiqul Awal Tomizee
 
Dr. David L. Jickling
 

The staff reviewed relevant documents which are listed in
 
Annex B and interviewed Ministry and Departmental officers
 
listed in Annex C. We wish to express our appreciation for
 
the cooperation of these officers, without whose help this
 
study would not have been possible.
 

The Working Group has held ten meetings to consider the work
 
of the staff members and to approve this report. The report
 
forms part of the overall Public Administration Efficiency
 
Study. The central question of the study is what needs to be
 
done to improve the efficiency of the public service? The
 
Working Group on Relationships between Ministries and
 
Departments has addressed that question as it relates to
 
Ministry-Department relationships.
 

54
 



ANNEX:B Documents Reviewed
 

1. 	Ahmed, Syed Giasuddin,Public Personnel Administration in
 
Bangladesh. University of Dhaka, 1986.
 

2. 	American University, Bangladesh, an Area Handbook, Washington,
 
DC, 1975.
 

3. 	Bangladesh Project Management Institute, Assessment of
 
Manpower in Government, Public Agencies and Corporations,
 
Dhaka, July 1986
 

4. 	Development Alternatives, Inc. The Utilisation of Pro.iect Aid
 
in Bangladesh (2 volumes) Washington, D.C. January 1988
 

5. 	Faaland, Just and Parkinson, J.R.,BanRgladesh The Test Case of
 
Development, London : C.Hurst and Company, 1976.
 

6. 	Government of Bangladesh, Ministry of Finance, Bangladesh
 
Economic Survey 1987/88. Dhaka 1988.
 

7. 	Government of Bangladesh, Ministry of Finance, Demands for
 
Grants and Appropriations 1988-89, Dhaka 1988.
 

8. 	Government of Bangladesh, Ministry of Finance. Annual Budget,
 
1989-1990.
 

9. 	Government of Bangladesh, Ministry of Establishment, Report
 
of the Administrative and Services Reorganisation Committee.
 
Part I The Services: April 1973 Part II The Administration
 
October 1973.
 

10. 	Government of Bangladesh, Ministry of Establishment, Report
 
of the Martial Law Committee for Examining Organisational Set
 
up of Ministries/Divisions/Departments/Directorates and other
 
Organisations under Them Phase I May 1982, Phase II November
 
1982.
 

11. 	Government of Bangladesh, Report uf the Pay and Service
 
Commission Vol. I, Main Text, May 1973.
 

12. 	Government of Bangladesh, Report of the Pay and Service
 
Commission 1977 Part I. The Service, Part II - Pay and other
 
Benefits, May 1977.
 

13. 	Government of Bangladesh, Rules of Business 1975 (Revised up
 
to April 1984)
 

14. 	Government of Bangladesh, Secretariat I structions, 1976
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15. 	Huda, A.T.M. Shamsul (ed.) Co-ordination 
in 	Public
 
Administration in Bangladesh, Savar: 
PATC 1987
 

16. 	fluda, A.T.M. Shamsul, and Rahman, M.A. 
Delay in Disposal of
 
Cases, Savar: PATC 1989
 

17. 	Islam, Nurul, Development 
Strategy of Bangladesh Oxford:
 
Pergamon Press, 1978
 

18. 	Khan, 
M.M. and Thorp John, Bangladesh Society, Politics and

Bureaucracy, Dhaka Center for Administrative Studies, 
1984
 

19. 	Khan, M.M. "Major Administrative 
Reform and Reorganisation

Efforts: an over view" 
 Indian Journal of Public
 
Administration Vol 30, 1016-1040 
(1984).
 

20. 	Khan, M.M. "Politics of Administration Reform and

Reorganisation in 
Bangladesh". Publ ic Administration and
 
Development, Vol. 7, 351-362 (1987)
 

21. 	Khan, M.M. "Administrative Accountability in Bangladesh".

Indian Journal of Public Administration Vol. XXIX, No. 3 July
 
1983, p.682-689
 

22. 	Wahiduzzaman, M. Assessment of Training Needs of Senior Civil
 
Servants: 
A Case Study Savar: PATC 1989
 

23. 	World Bank, Banladesh: 
Current Trends and Development Issues
 
Washington D.C. March 1979
 

24. 	World Bank, Bangladesh: Economic 
and Social Development

Prospects Washington D.C. April 1985
 

25. 	World Bank, Staff Appraisal Report: Public 
Administration
 
(Training. Personnel 
and 	Management) Pro.ject Report: 
4181-BD
 
Washington D.C. March 1983.
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ANNEX: C Individuals Interviewed
 

The People's Republic of Bangladesh
 

Moudud Ahmed, Vice President
 

Ministry of Agriculture
 

Major Gen. M.A. Munim, Minister
 
M.A. Sayed, Secretary

Akmal flossain, 
Joint Secretary (Planning and Coordination)
 

Agriculture Extension Department
 

Md. Shahidul Islam, Director General
 

Agriculture Marketing Department
 

A. K. M Bazlur Rahman, Director
 
Md. Atiqur Rahman, Deputy Director
 

Soil Resources Development Institute
 

S. N. Shaheed, Director
 
M. Anwar Hossain, Principal Scientific Officer
 

Agriculture Information Service
 

A. H. K. Giasuddin Milki, Director
 

Ministry of Commerce
 

Mohammad Abdus Sattar, Minister
 

Department of Supply and Inspection
 

Group Captain (Ret) Khairul Anam, Director
 

Office of the Chief Controller of Imports and Exports
 

M. L. Majid, Chief Controller
 

Directorate of Prices and Market Intelligence
 

S. W. Wali, Director
 
Mirza Hamidul Haque, Director of Policy
 



Ministry of Establishment
 

Khondakar Mahbub Rabbani, 
 Secretary

B. R. Chowdury, Joint Secretary (O&M)

Nazrul Islam 
, Joint Secretary,(Regulations)

Noor Mohammed, Joint Secretary (Administration)

Dr. Shah 
M. Farid, Joint Secretary (APD)
Khan Hamid Ali, Deputy Secretary (Foreign Training and
 
Employment)
 

Office of the Commissioner. Dhaka Division
 

Amin Mia Chowdury, Commissioner
 

Department of Printing, Stationery, and Forms
 

Abdul Hye, Controller
 

Public Administration Traning Center
 

A. M. Anisuzaman, Rector

Dr. Md Ekramul Ahsan, MDS Research and Consultancy

Dr. S. A. Samad, MDS Economics and Development
M. Safiur Rahman, MDS Management and Public Administration

Dr. M. K. Alamgir, MDS Programming and Studies
 

B. C. S (Admnistration)Academy
 

A. Z. M. Shamsul Alam, Director General
 

Public Service Commission
 

S. M. Al-Hussainy, Chairman
 

Ministry of Finance
 

M. K. Anwar, Secretary
 

Office of the Comptroller and AuditorGeneral
 

Gulam Kibria, Comptroller and Auditor General
 

Office of theDirector ofAudit, Civil
 

Syed Sajedul Karim, Director
 

Office of the Director of Audit. Works. Water and Power
 

R. Mondol, Director of Audit
 
M. G. Mustafa, Additional Director
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Office of the Director of Audit. 
Post. Telegraph and TelePhone
 

Gulam Rasul, Director of Audit
 

Office of Chief Accountant, Post, Telegraph and Telephone
 

Golam Kibria, Chief Accountant
 

Ministry of Industries
 

Mosharraf Hossain, Secretary
 

Board of Investment
 

Mahmudel Huq, Member
 

Central Testing Laboratory
 

Dr. Azizur Rahman, Director
 

Ministry of Planning
 

A. M. Shamsul Iaque, Division Chief, General Economic
 
Section
 
A. F. M. Alamgir, Joint Secretary, PA14STECH
 
Md. Munirul Huq, Deputy Chief, PAMSTECH
 

CARE
 

Arthur Hussey, Director
 

c DA 

Tony Breuer, Counselor ( Development ) 

UNDP 

Flavia Pansieri, Assistant Resident Representative
 
Fredric C. Thomas, Consultant on Management Development
 

USAI
 

Priscilla Boughton, Director
 
Malcolm Purvis, Deputy Director
 
Colette Chabbott, Assistant Programme Officer
 
S. A. Al-Muti, Project Manager
 

59 
 04. 



The World Bank
 

Francis van Gigch, Resident Representative

Syed Nizamuddin, Programme Officer
 
Richard B. Westin, Senior Consultant,
 
Asia Country Department
 

Washington Contacts
 

Embassy of the People's Republic of Bangladesh.
 

Akbar Ali Khan, Economic Minister
 

Agency for International Development
 

Kenneth Kornher, Science and Technology Bureau
 
Alexander Shapleigh, Bangladesh Desk Officer
 

Institute of Public Administration
 

Dr. Ann Marie Walsh, Project Manager
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ABL Atlas (Bangladesh) Limited
 
ABW - Autonomus Bodies Wing ( Ministry of Finance)

ADP - Annual Development Programme
 
ASEAN - Association of South East Asian Nations
 

BADC - Bangladesh Agricultural Development Corporation
BCIC - Bangladesh Chemical Industries Corporation
 
BDP - Bangladesh Diesel Plant
 
BESC -
 Bangladesh Engineering and Shipbuilding Corporation

BFIDC -
Bangladesh Forest Industries Development Corporation

BIDC - Bangladesh Industrial Development Corporation

BITAC - B~ngladesh Industrial and Technical Assistance Centre
 
BIWTC - Bangladesh Inland Water Transport Corporation

BJMC - Bangladesh Jute Mills Corporation
 
BMTF - Bangladesh Machine Tools Factory

BRDB - Bangladesh Rural Development Board
 
BSEC - Bangladeslb Steel and Engineering Corporation

BSFIC - Bangladesh Sugar and Food Industries Corporation
 
BTMC - Bangladesh Textile Mills Corporation
 
BWDB - BanleaHsh Water Development Board
 

CCPE - Courcil Committee on Public Enterprises
 
CO - Company
 
COMECON - Council 
For Mutual Economic Assistance
 
CONCOPE - Consultative Committee of Public Enterprises
 
CGI - Corrugated Galvanised Iron
 
CPC - Council for Public Corporations

CPM - Critical Path Method
 

ECNEC - Execut~ve Committee of National Economic Council
 
EEC - European Economic Community
 
EPB - Export Promotion Bureau
 
EPIDC 
 - East Pakistan Industrial Development Corporation
 

GDP - Gross Dorestic Product
 
GEMCO - General Electric Manufacturing Company
 

HSC - Higher Secondary Certificate
 

ICDT - Islamic Centre for Development of Trade
 

LC - Letter of Credit
 

MIS - Management Information System

MOA - Ministry of Agriculture
 
MOO - Ministry of Commerce
 
MOE - Ministry of Establishment
 
MOF - Ministry of Finance
 
MOI - Ministry of Industry

MOIFC - Ministry of Irrigation, Water Development & Flood Control
 

iv 



MOL - Ministry of Law
 

PAES - Public Administration Efficiency Study

PDB - Power Development Board
 
PE - Public Enterprise

PERT - Programme Evaluation and Review Technique

PI - Public Institution
 
PIDC - Pakistan Industrial Development Corporation

PO - Presidential Order
 
PS - Public Sector
 

Rly - Railway
 
R&D - Research and Development
 

SAARC - South Asian Association for Regional Cooperation

SABRE -
System of Autonomus Bodies Report and Evaluation
 
SAIL - Steel Authority of India Limited
 
SSC -
Secondary School Certificate
 
STC - State Trading Corporation
 

TAPP - Technical Assistance Project Proforma
 
TCB - Trading Corporation of Bangladesh
 
Tk. - Taka (Banfjladesh Currency)
 
TOR - Terms of 'Reference
 

UNCTAD -
United Nfitions Conference on Trade and Development

UNIDO -
United Nitions Industrial Development Organisation
 

WPIDC -
West Pakistan Industrial Development Corporation
 

V 



HIGHLIGHTS OF THE REPORT
 

Recommended Corrective Actions Against Identified Problems in order to Create a
Mutually Supportive Ministry-Corporation Relationship Leading to an Optimum
Utilisation of Scarce Resoures Placed at the Disposal of Corporations
 

Problems 


A. Lack of corporate 

autonomy 


B. Weak accountability 


C. Weak management 

system 


0. Inadequate human 

resources 


E. Lagging technology 


Recommended Actions
 

1. Implement as per President's Order No. RAS/MAPA/(OBI)
 
- 2/87-17 dt. 16.3.87, the 1976 Guidelines and 1983
 
Resolution on Ministry-Corporation relationships.


2. Delegate full 
operational authority to corporations
 
within the approved budget.


3. Form audit sub-committee of each corporation's board.
 
4. Encourage top corporate officials to evaluate project


and enterprise performance, to identify implementation

arid operational problems and prescribe solutions.
 

5. Enforce corrective measures directed by CPC on 
review
 
of enterprise performance.
 

6. Introduce an appropriate motivational mix.

7. Convert BCIC, BSCC and BSFIC into holding cor-orations/


companies in accordance with government dire 'yes.

8. Expand the use of 
enterprise performance contract.
 

Incorporate a reward and punishment clause.
 
9. Encourage the participatory decision nmaking process.

10. 	Simplify contranting procedures and where appropriate


utilise the model forms of 
contracts developed by

UNIDO for industrial projects.
 

11. 	Apply computer based 
 scheduling and rescheduling of
 
project implementation techniques.
 

12. 	Introduce career planning.

13. 	Strengthen merit systems 
for appointment and
 

promotion.
 
14. 	Provide appropriate compensation structure.
 
15. 	Maintain continuity in similar functional 
areas.
 
16. 	Programme training to meet 
individual and
 

organisational needs.
 
17. 	Modernise training methods and facilities.
 
18. 	Refer 1983 Resolution: Liberally offer contracts with
 

attractive terms to competent persons.
19. 	Establish research and 
development ceniter for metal
 
processing 
in order to achieve a breai'-through in
 
engineering i-'ustries.


F. Outmoded 	 20. Make appropriate use of the Companies Act of 
1913 ti
legislation 
 facilitate enforcement of the liquidation of sick
 
industries.
 

21. 	Amend Industrial Relations Ordinance to check
 
undesirable labour practices.


22. 	Revise service regulations to introouce hire and fire
 
system.


23. 	Amend charters of BADC, BWDB, 
TCB and EPB to
 
facilitate delegation of power by 
the 	boards to the

chief executives and by 
the chief executives to the
 
directors and officers of the corpo'ations.
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EXECUTIVE SUMMARY
 

The Working Group on the Relationship between Ministries and Corporations

studied seven public corporations, BOIC, BSEC and 
BSFIC in the manufacturing,

TCB and EPB in the trading, BADC in the agricultural and BWDB in water

development sectors. 
The Group held nine meetings and adopted the following

recommendations arranged in relation to the objectives as mentioned in the TOR.
 

A. Higher Standards in Administrative Performance
 

(1) Implementation of the 
following government policy directives, vide 
President's Order No. RAS/MAPA/(OBI) - 2/87-17 issued on March 16, 
1987:
 

(a) Guidelines, 1976, 
issued from the Cabinet Division defining the
 
Relationship between Government 
and Corporations and between
 
Corporations and their Enterprises.
 

(b) Resolution, 1983, 
vide Cabinet Divtsio Notifications no.
 
4.5.82/285 -Committee dt. July 24, 1983, concerning, inter alia,

operational autonomy of the corporations and transfer of shares
 
of the enterprises to the respective corporations.
 

(2) Organisational reforms:
 

(a) Conversion of BCIC, BSEC and 
BSFIC into holding corporations/

companies in the light of the Resolution, 1983 and Ministry of
 
Industry's Notification dt. 9.7.88.
 

(b) The ministries 
should assist the public corporations to

strengthen the corporate planning functions, setting objectives,
 
selecting strategies and planning implementation.
 

(3) Enforcement of accountability:
 

(a) Formation of an audit sub-committee of each board headed by the
 
Finance Director to study the key areas of observations made by

the commercial 
and statutory audits and for taking appropriate
 
and quick corrective actions.
 

(b) Visits to and evaluation of performance of the enterprises and
 
projects by top corporations' officials such as the Chairmen and
 
Directors/Members of the 
boards. The key areas to be examined
 
are plant capacity utilisation, productivity, down-time
 
analysis, usage ratio etc. of the enterprises and progress of

implementation of various activities of the projects. 
In
 
addition, 
they may also examine selected financial ratios in
 
order to check the productivity of labour and capital, ability

of the enterprise to meet financial commitments, current sales
 
performance 
and return on capital etc. The objectives are to 
identify the problem areas and forewarnings about a corporate 
sickness and to prescribe corrective measures. 
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(c) Effective follow-up by the CPC of corrective measures directed
 
on 
review of the performance submitted by the corporations in
 
the SABRE format through the concerned ministries.
 

(d) Introduction of regular interactions between the 
heads of

enterprises/projects and the chairmen and directors of the
 
boards in order to countercheck the 
 validity of structured
 
information flow through MIS.
 

(e) An appropriate motivational mix of recognition and appreciation,

power and authority, promotion prospects, operational authority

and security for the executives 
should also be introduced in
 
connection with the enforcement of accountability.
 

B. Policy Analysis
 

(1) Current Policy Issues:
 

(a) Effective participation of the chief executives of the

corporations and the enterprises in the process of policy making

at the corporation and ministry-level.
 

(b) Phasing out of the chronically sick and potentially uneconomic
 
units.
 

(c) The potentially 
economic industries in the engineering, paper

and chemical sectors incurring loss may be isolated, problems

and constraints examined and 
a policy decision about their

future be worked out jointly by the ministries and the
 
corporations.
 

(d) The Ministry of Agriculture may issue directives to BADC for
 
intensifying its activities in the current priority areas and in
 
accordance with the latest governmentel policy directives.
 

(e) Sugar cane policy may be included in the Agricultural Policy of
 
the Government. R&D work may be intensified for increasing the
 
per acre yield, the sucrose content, and recovery of sugar from
 
sugar canes in the BSFIC mills.
 

(f) A policy decision has to be taken by the government for R&D

activities in 
order to achieve a break-through in the
 
Engineering Industries.
 

(g) The Ministry of Irrigation, Water Development and Flood Control
 
may examine the issue of handing over of the completad projects

of BWDB to the cooperatives and local self governments.
 

(h) A policy decision may be taken for incorporation of a reward and

penalty clause and a provision for maximum possible autonomy for

the enterprises in the performance 
contracts with a view to
 
improving their operational results.
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(2) Needed legislative actions for amendments:
 

(a) Effectiveness of enforcement of liquidation of both private and

public sector sick industries as provided for 
in the Companies

Act 1913 now under revision should be examined.
 

(b) The Industrial Relations Ordinances and other relevant laws need
 
to check undesirable labour union practices.
 

(c) The relevant service regulations of corporate bodies may prov. 
e

for introducing 
a system of hire and fire for encouraging guod

performance.
 

(d) Ordinances of BADC, BWDB, TCB and EPB may be 
amended for

inclusion of provisions for delegation of power by the boards to
the respective chief executives and by the chief executives to
 
any director or officer" of the corporations.
 

C. Implementation of Policy
 

(1) Administrative and financial management:
 

(a) Transfer of government share-holdings in the enterprises to the
corporations as per directives issued by the government.
 

(b) The holding corporations or companies are to ensure 
payment of

dividends to the government on 
its equity as per appropriation

of surplus earned.
 

(c) Corporations should 
not operate the bank accounts of the
 
subsidiaries.
 

(d) Ministries or 
CPC as the case may be should give their
decision on price fixation of sensitive items within one and two
 
weeks respectively.
 

(e) Corporations should thoroughly examine 
several forms of
 
contracts, such as 
(i) cost reimbursible, (ii) turnkey, (iii)
semi-turnkey, (iv) engineering and know-how, (v) duplicate, 
as

adopted by UNDIO after holding several expert group and intergovernmental meetings, 
and adopt anyone of these forms or a

combination 
that is considered 
to be the most suitable for a
 
particular project.
 

(2) Implementation of policy 
issues concerning improvement of public
sector operations through performance contract: Number of
enterprises covered by the performance contract system 
now under
 
process of experimentation should be gradually increased.
 

(3) Research and development:
 

(i) TechnologyDevelopment
 

(a) The government may establish 
a metal processing R&D centre
 
with well defined objectives in order to achieve the much
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needed break-through in the engineering industry sector. 
If
 
so desired, the centre may be 
located at BMTF for the
 
purpose of utilisation of some of its facilities on payment.
 

(b) All-out support of the Ministry of Agriculture may be

rendered to the existing sugar cane research centre for 
intensifying its efforts for achieving the objectives.
 

(ii) Research onmarket develqpmet 

Support of the Ministry of Commerce is called 
for 	establishing

stronger contacts and connections with international andregional R&D 
organisations through computer-based trade
 
communication networks.
 

D. Delegation of authority
 

(1) Full operational authority to corporations: Once the budget isapproved and the target is fixed, the corporations should have fulloperational authority subject to adequate cash flow position.
 

(2) Decision making process: The decision making process should be

decentralised, simplified, improved and continuously reviewed.

Participatory decision 
making practice should be fostered to the
 
extent possible.
 

E. Procedure for staffing
 

(1) Appointments and promotions should be made in accordance with human 
resources development plans of the corporations and on the basis ofmerit, performance, training and results of written tests. The
principle of hire and 
fire should be incorporated in the service
 
rules after a thorough legal examination
 

(2) Staff training:
 

(a) Training, an important precondition for promotion of the
officers of all levels, whether in-house, in-country or 
overseas, ,hould be imparted consciously and in accordance with
 
a well thought-out programme keeping in 	 view the careeradvancement of the officers. Short refresher courses/workshops/
.eminars on advanced corporate management should be conducted 
for the chairmen arid members of the boards. 

(b) Modern mthodology of need-based curriculum design
implempntat ion inclusive of preparation of lesson plans 

and 
with 

defined objectives, feed-back and evaluation should be
introduced in every training institution. An appropriate
theoretical and practical training mix should be worked out.
Fvery trainee must appear in written, practical and problem 
solving tests.
 

(c) 	 Personnel of project implementation and mrnitoring teams at
projects, cor poratlons and concnrned ministrles mus.t undergorigorous theoretical and practical training in contracting 
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procedures, 
legal aspects of international technological

contracts, scheduling and rescheduling of project implementation
 
activities.
 

(3) Continuity and professionalism:
 

(a) The continuity of personnel 
in the same or similar functional
 
areas should be maintained, subject to the consideration of

administrative discipline and requirement, 
 in order to utilise

their skill gained through expensive training arid to build up

their expertise leading to reduction in dependence on expatriate
 
experts.
 

(b) Planning, evaluation and monitoring cells of the 
corporations

and ministries should be manned by personnel having experience
in project and enterprise management and proven ability.
 

(4) Pay structure, performance incentives:
 

(a) Prnvious sysLem of 
separate pay scales with higher compensation

and service rules for the corporation officials may be examined
 
for reintroduction.
 

(b) Performance criteria must be 
fixed and a policy of reward and
 
punishment for excellent performers and non-performers

respectively should be introduced arid strictly adhered to.
 

F. Development and 
Improvement of Training Facilities: 
Modern methodologyof need based curriculum design and implementation inclusive ofpreparation of lesson plans with defined objectives, feed-back and
evaluation should be introduced in every training institution equipped
wiLh audio-visual aids; corporations-training institutions collaborativeefforts bp intensified; appropriate motivational mix worked out toattract, for training assignment, the administrators, managers andexecutives known and respected for their competence and integrity.

Training policy package should include training of the trainers at home
 
and abroad.
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CItAPT ER 1 

INIRODUCT ION
 

1.1 Background and Objective of the Study
 

The Government of the People's Republic of Bangladesh undertook a study toidentify key constraints affecting the efficiency of public administration
particularly in relation to key economic ministries, namely, the Ministries ofAgriculture, Commerce, 
Establishment, Finance, 
 Industry, Irrigation, Water
Development arid 
Flood Control, arid Planning, and develop recommendations
 
relating to:
 

(1) Higher standard in administrative performance;
 
(2) Sound policy a'.alysis;

(3) ImplPmentation of policy 
and its strategic implication;

(4) Delegation of authority for non-policy making decision;

(5) Procedure for staffing the selected ministries/divisions; and,
(6) Developmont arid improvement of 
training facilities for development


administration.
 

A SteerinF; Committee was assigned the responsibility of producing the
report with the understanding that the Committee will 
limit its recommendations
 to the changes in the 
existing Bangladesh Government administrative structure
within the present rules of business and deal 
with Class I officers only. The
Steering Committee, in consideration of the time constraint, chose 
to focus its
study or the following four priority areas of 
inquiry, the recommendations being

relat.ed to each of them:
 

(1) Secretariat System and Work Procedure;

(2) Retationship between Ministries and Departments;
(3) Relationship between Ministries and Public Corporations;

(4) Project Preparation, Approval and Implementation with Particular


Emphasis on 
the Planning and Budgeting Process.
 

Four Working Groups, one 
for each area of inquiry, consisting of senior
civil servants, 
formulated the draft recommendations 
with the assistance of
consultants who ware 
requested to address th, following seven issues:

(1) Bureaucratic behaviour, (2) Accountability, (3) Continuity, (4)Decision making, 
(5) Personnel ,management, (6) Training, 
(7) Utilisation of
 

t.xpert services.
 

This report concerns the Relationship between Ministries 
and Public
Corporations. The composition of the Working Group on 
the Relationship between
Ministries arid Public Corporations appears at annexure 
I.
 

Ihe TOR (does not require extensive original research. The task assigned wasto focus on the operationnl constraints and make implementable recommendations 
for reform measures. 

1.2 Methodology 

C'ensistnnnt with the terms of reference, the following methodology was
adopted fnr caniryrnq out. the asnigned task: 

1) PPeik siudy of: 
(a) Published liternt.ure on public enterprises arid public administration 
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in Bangladesh and other developing and developed countries
 
(b) Earlier studies on the subject as available;

(c) Official documents including government committee reports; and

(d) Presidential Orders, Ordinances, Acts of the Parliament and Gazette
 

Notifications.
 

A selected list of publications, reports and documents reviewed is
 
attached at Annexure-II.
 

2) Field Research and 
 Surveys (interviews arid questionnaire): In this
phase of the study, an opinion survey 
was made through personal interviews with
important functionaries of the government such as 
Cabinet Ministers, Members of
the Planning Commission, Secretaries and 
 Joint Secretaries to the Government;
Chairmen and Chief Executives, Members 
of the Boards of Directors and
Divisional Chiefs of corporations; Managing Directors of selected enterprises,
ex-chairmen of corporations arid Chairman and Secrotary General of CONCOPE. AList of those interviewed appears at Annexure-III. Two questionnaires were

furnished and written replies were collected as far as practicable.
 

3) Working Group and 
Steering Committee: Draft 
findings, constraints and
recommendations were deliberated on 
in the meetings of the Working Group. In all
ninn meetings of 
 the Working Group were held. The findings
recompendat ions of the Working Group were presented to the 
and 

Review Committee andfinally to the Steering Committee for its approval.
 

1.3 The Public Corporations
 

Tile government departments with their traditional bureaucratic methods with
emphasis on regulatory functions have not been found suitable for the purpose of
carrying out developmental arid operational activities expeditiously, effectively
and efficiently. It has, therefore, been 
 expedient to create public
corporations and enterprises under the Acts of Parliament with the objectives ofproduction and marketing of goods and services, development of infrastructure,
exploitation of natural resources, accelerated industrialsatlon, investment ofnational surpluses, supply of basic 
industrial and agriculturAl inputs arid
 consumer goods 
with a view to achieve price stahilis.tion, export growth and
playing tire role a model employer. The other reason for the rise of the
corporate device in the pub ,ic sector is to invest in areas where privatesector, for limitations of capital and skilled manpower, is .hy 
to operate. The
rise of the corporate device in public sector started in the late fifties andcontinued since then although during recert years the emphasis has been more on
 
privatiatiorl than on public undertakings. 

1.4 The Public Corporations Selected for the Study 

In accordance with the decision of the working group, the number ofcorporations studied was limited to seven. They included key manufacturing,
tr-ading, agricultural ard water development corporitions: Bangladesh ChemicalCorporations (BCIC), Bangladesh Steel 
and Engineering Corporation (BSEC),
Bangladesh Sugar arid Food Industries Corporation(BSFTC), Trading Corporation ofBangladeqh (ICP), Eyport Promotion Bureau (EPB), Bangladesh Water DevelopmentBoard (BWDB) arid the Rangladpsh Agricultural Development Corporation (BADC). 
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CHAPT ER 2
 

PUBLIC CORPORATIONS IN BANGLADESH
 

2.1 Historical Background:
 

The concept and 
practice of the public corporation in the sub-continent
date back to the British colonial period when public undertakings such as 
Roads
and Railways, Post and Telecommunications, Broadcasting etc. were carried out by
specific departments. 
In the late fifties, the corporate device started taking

roots during Pakistan period.
 

The role and objective of public corporations in the Pakistan period (19471971) were directed more towards social 
and economic development. This is
reflected 
in the creation of public corporations covering almost all 
the areas
of national development: industrialisation, power, water, agriculture and infrastructure development, commercial 
arid specialised banking, insurance 
etc. Some
of these, Initially eqtablished as central government undertakings, had been bi
furcated on regional basis.
 

After liberation, the Government the
of Peoples' Republic of Bangladesh
established thirty eight 
new public corporations in 1972 in addition to
retaining twenty other corporations which had been established at the provincial
levels 
 Pakistan
during t.lln period. The public corporations now operating in
Bangladesh as catalogued by the CONCOPE appear at Annexure-IV.
 

The Pakistan Industrial Development Corporation (PIDC) 
was established in
1952 with the objective of developing industries in sectors where private
investment was shy and also to play the supportive role to private sector. Inorder to expand these activities, PIDC was divided Into EPIDC and WPIDC in 1962.The emphasis of the Pakistan Government was the development of privateenterpreneurship; but the policy did not work well in the then East Pakistanbecause of socio-economic reasons. The non-Bengalls had the ownership of 72% ofprivate industrial assets and the hank10% of deposits.[ 1 ] Almost all the hanksand financing institutions in the public sector their headhad 	 offices inalch and were staffed almost hundred percent by Wrie-t Pakistanis. Evenprivate banks and insurawnce companies were wholly owned by West Paktstanis. 

In the post-liberation period 1971, sectorof private industries facedmajor 	 to ms ofsetbacks due the exodus non-Bengali owners arid managers. Inorder to fill this vacuun, President's Order No.1 of 1972, The Bangladesh(Taking over of control arid Management of Industrial and Commercial Concerns)Order, 1972, dated January 3, 1972 was promulgated. All ahabrrloned propertiesincluding 725 nd(ustrial units were brought under the government control andmanagement.[21 
To 	mnaqnne the abandoned industries, a Management Board for eachenterprise as 	 provided in the 1972 ordinance was sulbssquently created. But thisarrangement lid provenot successful due to the derrth of suitable managementpersonnel. Besides, plundorlng of resources by some members of the Management 

"Public1. 	M.hI. Rashid, Fnt.rprise In Bangladesh: A Survey", Bangladesh Journalof Public Admi ilstratiorn, Vol.-I. No.1, January, 1988, P.40.2. 	Md. Shamsul Iluque Chisty, "Thre Experience of Bangladesh" - Privatizatlon
Policies, Metlods and Procedures, Manila: Asian Development Bank, 1985, P.262. 
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Boards were found to be rampant. As a result, the government d'issolved the
Management Boards and appointed Administrators selected mostly on political
consideration with little management expertise. This arrangement was also not
effective and in many cases led to mismanagement and waste of resources. 

After the failure of onthese two measures, the government promulgated

March 26, 1972 President's Order No. 27 of 
 1972, The Bangladesh Industrial
Enterprises (Nationalisatior,, Order, 1972. Under this ordinance, the government
nationalised all abandoned enterprises with assets valued at Tk. 1.5 million and
ahove along with the entire jute, textile and sugar industries. Eleven 
indtutrial sector corporations which appear at Annexure-V, were established in pursuance of this order and all tie nationalised units as well as the
enterprises an( projects of iangladesh Industrial Development Corporation
(erstwhile EPIDC) were placed under the control of the respective sectu-r 
corporations. These mo.asures led to the increase in public ownership of
industrial fixed assets from 34k Lo 92%.[3] The number of public enterprises in
the industrial sector increased from 53 to 392.4J These eleven sector
coirporations wpre later mergePd tlhrough al amerdmtrit of P.0.27 in 1976 to form
six corporations :l1 the manufacturing sector namely RClO, SEC, BJMC,C SSFIC,
BIMC and BFIDC, with 36 Pnt.erprises under them. The remaining enterprises were
returned to the absentei Pringladeshi owners. Ranking, insurance and the export
of raw jute were also nationalised. 

In the post-1975 period, with the change in the government, there hd been
amajor policy shift inl the Industries sector w!ith increasingemphasis .on

promotinq private enter preneurship. rhe process 
was giv.n further impetus
throu(lln introduction of New Industrial Policy in 1982 and the Revised Industrial 
Policy or 1986 hy the prespent government. An accelerated privtizat.ion proqramme
was carri d out "ironigh dernalona isati on of Barlr1adeshi owned industries arid
the di:;i nv.)tsl11ient of abandoned units to the private sectorr during the period
1982--Pr. According to the Wnrld Bank report, the six manufacturing public
corporat ion. , were left with 165 enterpr"ses after- 1986 with 38 unit in BJMC, 43
units in RTMC, 24 uniLs in BCIC, 21 units in BSEC, 25 units in BSFIC and 14 
units Inl BFIDC. 

It is important to look at the overall scenario of the nationalised
enterjprpes in Bangladehl,. Three hundred thirty rne enterprises out of the 392 
were abandoned tunit.s, nany of which were loft with lhuge, liabilities. Most ofthese liabilities were In the form of mortgages on the asset.s of the irdustries. 
Bsidles, the nbandoned commnercial and r-P.sdential buildings and other immovable
pi openties built out- or then suirpluses and agaIlist hypothecat ion of the assets of
such Indu1stries were vested with Ministries of Commerce and Works. Despite the
liquiidity crisis resuIlt'ing from the liabilities and the subsequent
mialpropr iat irrm innd theeImr eal1iar, abandoned industries were brought
Ito )porrt ion primaily through the utItiring efforts of man-griemert personnel In 
an envir.)nmernt when over-snas supplier-s wnre reluctant to supply raw-materials 
and spares against, LCs opened through local banks. 

nDirt lg(! ti p()!t. liheration period, the public corporal ions made a
sti gofircant cotribu ifin towards the rphah litation of various snctors of theprolinolmy sWAIn; as Iqr I cHIll.re, inrjntstry, e r-cqy, communicat ions, trade arid 
c() merl)fer'r-througl the supply of seeds , fertil zer And irr-igation pumps; pipes, 

3. Ra hld, Op. Cit., P.40. 
4. Cllisty, Op. Cit., P.262. 

41 

http:cHIll.re


cables and wires; 
gas, water and electricity; trucks, 
buses and inland water
vessels; sugar, food items, jute and cotton 
textiles. The services rendered

trade, commerce, export marketir,g of 

in
 
non-traditional items, banking, insurance


and service 
 sectors were also important to national development.
 

2.2 The 
 Public Sector and its Importance in the National Economy:
 

The Public Sector (PS) consists of the Government, Public Institutions (PI)

and Public Corporations and their 
Enterprises (PE). Public corporations
their enterprises produce goods and services and their current costs 

and
 
are
expected to be financed 
 from their own resources. Public Institutions produce


services but may depend on government funds to meet their current costs.
 

The importance of public sector in the national economy of a developingcotuntry like Bangladesh is significant. The contribution of public sector and
public enterprises in GDP of Bangladesh was 16-18% 
and 8.5-11% respectively

during the period 1972/73 to 78/79.[ 5]
 

Public enterprises In Bangladesh often face criticism for its dominance inthe utilizatiou of national resources arid in retarding the gr-owth of the privatesector. In this connection, a comparison of Bangladesh and the neighboring
countries of India and Pakistan may be useful. A recent study has shown that thesize of Public Enterprises arid Public Sector in relation to GDP is almostideptical in Rangladesh, India and Pakistan.[61 The average contribution ofpublic enterprises (PE) and public sector (PS) in the GDP of Bangladesh, India
and Pakiqtan was 9.9% and 16.4%; 9.()9% and 19.97%; 7.02% arid 16.92%respectively, during the period 1972-78. This is an indicator that PS/PE remainsprofmtent in the economy of a developing cotitry in-spite of a policy and
incentives ,rovi d d for dnveloping the private sector'. 

5. hluznffer Ahmn'., State. and Development, [ihaa: The Iiniversity Press Ltd.,19A7, P.82 : rigur s are from Banglad sh Bureau of Statisticq.
6. Tid, P.161. 
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CH-APTER 3
 

RELATIONS1IP BETWEFN MINISTRIES AND P1IIDI.C 
 CORPORAlIONS:
 
LEGAL AND ADMINISTRATIVE FRAMEWORK
 

3.1 Introduction
 

The desired and existing relationship between the ministries arid the

corporations have been discussed in chapter 4. In this chapter the legal and the 
administrative framework of the relationship has been reviewed and analysed.
 

The qdminlstrative and legal framework of the relationship have to satisfy
the relevant provisions set forth in the Presidential Orders and Ordinances 
creating tie corporations. These Orders and Ordinances, which require to be
enacted, must also satisfy the fundamental principles of state policy as laid 
down in the Constitution of the People's Pepublic of Bangladesh. 

3.2 The Relevant Principles of State Policy
 

The principles of state policy with respect to ownership as per Article 13 
of the constit.utinn are a- follows: 

"13. The people shall own or control the instru- Principles of 
ments and means of production and distribution, and ownership.
with this end in view ownership shall assume the 
following forms 

(a) state ownership, that is ownership by tle
 
State on behalf of the people through the
 
creation of an efficient and dynamic

nationalisod public sector embracing the 
key sectors of the economy;
 

(b) co-operative ownership, that is ownership

by co-oporativr-s on behalf of their mpmbers

within such limits as may be prescribed by
 
law; and
 

(c) private ownership, that is ownership by

individuals within such limits as may be
 
prescribed by law."
 

During the earlier years of post liberation period, the government policy
orientation was in favour of state ownership as per the provision in Article
13(a) above. But as mentioned earlier, there had been a policy shift in the post
1975 period with increasing Pmphasis on promoting private enterpreneurship. The 
process gained further momentum through introduction of New Industrial Policy in 
1982 and revised industrial policy of 1986 Iy the present government. An 
accelerated privatization programme was carried out through denationalisation of 
Bangladeshli owned industries and the disinvestment of abandoned units to the 
private sector during the period 1982-86. 

The ot.he relevant, principles of state policy are as follows: 

"14. It rhall fie a fl'ndament.al respons ibi lity of EmAncipation
th-n State. t.o vinalcjipate the toill inns mass-the of P ,sairts 
pva ;ts ind workors-altd backward sections of the nd workers. 
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people from all forms of exploitation."
 

"15. It shall be a fundamental responsibility of Provision of
 
the State to attain, through planned economic basic
 
growth, 
a constant increase of productive forces and necessities.
 
a steady improvement in the material and cultural
 
standard of living of the People, with a view to
 
securing to its citizens

(a) the provision of the basic necessities of
 
life, including food, clothing, shelter,
 
education and medical care;
 

(b) the right to work, that is the right to
 
guaranteed employment at a reasonable wage
 
having regard to the quantity and quality
 
of work;
 

(c) ...
 
(d) ...
 

"16. The State shall adopt effective measures to Rural devel
bring about a radical transformation in the rural opment and
 
areas through the 
promotion of an agricultural agricultural

revolution, the provision of rural electrification, revolution.
 
the development of cottage and other industries, and
 
the improvement of education, communications and
 
public health, in those areas, so as progressively
 
to remove the disparity in the standards of living
 
between the urban and the rural areas."
 

To fulfil the above constitutional obligations, the governmental

development functions are carried out both by traditional government departments
 
as well as by corporations and the enterprises under them. The corporate bodies
 
having greater autonomy and flexibility in decision making are set up by

specific statutes which define their objectives, functions and authority. The
 
structures and types of corporations thus set up under various laws, each
 
distinct and separate from the other, vary depending on their objectives, roles
 
and functions that they are expected to perform.
 

3.3 Functions and Structures of the Corporations
 

Out of the seven corporations, three are in the manufacturing sector. Of
 
these, BCIC produces chemicals, pulp, papers and newsprints; rayon filpments and
 
staple fibres; glass and ceramics; fertilizer; cement etc. BSEC is engaged in
 
production of steel ingots and CGI sheets; electrical 
cables, conductors and
 
super enamel copper wires; electrical transformers and lightning arrestors;

maching tools, hand tools and cutting tools; diesel engines and pumps; GI pipes;

electrical fans; inland water vessels; bi-cycles; assembly of motor cycles,

cars, trucks and 
buses, etc. BSFIC produces sugar, edible oils and vegetable

fats; 
food items etc. It also exports shrimps. It may be mentioned here that the
 
number of enterprises and manufactured goods gradually declined to what they are
 
to-day as a consequence of governmental policy shift in favour of privatisation.
 

Out nf two corporations in the trading sector, TCB is engaged in import of
 
consumers goods, industrial raw materials and construction materials. It also
 
exports Bangladeshi ;:'nufactured goods. EPB is rendering services to both thb
 
private and public 
sectors for promotion of exports from Bangladesh. The
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remaining two corporations are engaged in developmental activities, viz., BWDB 
in wator development, irrigation and flood control and BADC for supply of
 
agricultural inputs, such as 
irrigation pumps, seeds and fertilizers etc. It is
 
also rendering agricultural promotional services.
 

Organisationally, BCIC, BfEC and BSFIC controlling type of
are 

corporations having manufacturing ,nterprises under them, most of which are
limited companies wholly owned by the government. They also plan and implement
nEw industrial projects. All these three corporations were established by the
amended Nationalisation Order, popularly known as P.0.27 which also 
created
 
Bangladesh Jute Mills Corporations, Bangladesh Textile Mills Corporations,

Bangladesh Forest Industries Development Corporation and Bangladesh Oil, Gas and

Mineral Corporation. TCR, EPB, BWDB and BADC are unitary form of corporations,
each havirg their respective Ordinances as discussed in section 3.4 of this 
chapter.
 

The structures of the boards of directors of the corporations are not 
similar. BCIC, RSFIC, TCB and BWDB have full-time functional directors (in the 
case of BWDB, full-time members) headed by full-time chairmen who are the chief 
executives of the respective corporations. The board of RADC has full-time 
functional directors as well 
as 	two ex-officio part-time directors. It is headed

by a full-time chairman who is the chief ex3cutlve. The managnrment board of EPB
is headed by thp Minister of the concerned administrative ministry i.e., the 
Ministry of The is timeCommerce. chief executive the full vice-chairman of the 
bureau. It has a full time member and part time members from both the government
and the private sectors. 

3.4 The Legal arid Administrative Framework ihe Relevant Provisions in- the 
Cliarters 

A. 	 The Public Corporatinns in the Manufacturing Sector - President's Order 
No.27 of 1972: The Bangladesh Industrial Enterprises (Nationalisation) 
Order, 1972:
 

The public corporations in the manufacturing sector under- study are 
BCIC, PSEC and BSFIC. The legal framework of these corporations is
governed by thn Bangladesh Industrial Enterprises (flationalisation)
Order, 1972 popularly known as P.0.27 of 1972. It is not distinctly and 
specifically applicable to the above three corporations only but 
includes within its fold other- corporations in such sectors as textiles,
jute, fore.t, arid minerals, oil and gas. It is thus a general legal
framework established by the government specifically for the
nationalised industrial sector. The powers, functions and other related 
matters are, therefore, applicable to all corporations covered by the 
same ordr. 

Tl!e. bjectives of BCIC, BSEC and BSFIC according t,) the Presidential
Order 27 of 197? are control, co-ordination and supervision of the 
enterprises placed under, them and establishment and development of new 
industrial enterprises. Those corporate management functions need no 
further elaboration. however, the objectives of the enterprises have 
not beeii defined. 
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The Ownership of enterprises, placed under the sector corporations,
 
are deemed to be vested in the Government[7]. However, there is 
a
 
provision in P.O.27 [8 ] for transfer of qovernment property, assets and
 
liabilities to a corporation. This has been given effect to subsequently
 
by Ordinance no. VII of 1987.
 

The general direction and administration of the affairs and business
 
of the corporations is vested in their Boards of Directors which may

exercise all powers and do all 
acts and things which ;iay be exercised or
 
done by the corporation(9 ]. The Board may delegatoJ its power to the
 
chairman who is the chief executive for the purpose of efficient
 
operation of corporation. The chairman may delegate his power to 
the
 
officers of the corporation.
 

The ordinance authorized corporation to appoint officers and
 
employees, consultants for efficient performance of the corporation on
 
such terms and conditions as it may determine.i 10]
 

The corporations shall "also exercise such 
of the powers of the
 
Government as the Government may by notification in the official Gazette
 
delegate to the ccrooration"LllJ
 

There are also provisions in the nationalisation order restricting

the authority of the corporations which may be noticed in articles 11(1)

and 16. Although there are broad powers of the corporation in respect of
 
its function of governance, insertion of phrases like, "as way be
 
prescribed", "subjoct to regulation that may be 
made on this behalf",

"may be prescribed," . . . in articles 13(2), 17(1) and 17(2)
respectively, make exercise of such authority conditional 
on rules and
 
regulations to be framed by the government. However, the division bench
 
of 	the High Court ruled in 1974(12] that the nonfulfilment of the
 
conditionality is not a bar against 
the exercise of the substantive
 
power by the corporation. The ministry can not, therefore, issue
 
restrictive orders incon istent with t'3 charter on 
the plea of absence
 
of rules and regulations.
 

Provisions concerning the accountability of the corporations: The
 
most significant provision in the nationalisation order in this respect

reads as follows- "The Board shall be subject to the superintendence and 
control of the Givernmenc and shall be guided , in the discharge of its 
functi-ns, by such general or special instructions as may, from time to 
time, be given to it by the Government. "[13] 

An annual budget statement for the corporation is to be prepared by

the corporation and to be duly approved by the government according to
 

7. 	Article 10.1(A), P.0.27, 1972.
 
8. 	Article 26(2), P.O.27, 1972.
 
9. 	Article 11(l), P.U.27, 1972.
 
10. 	Article 16, P.0.27, 1972.
 
11. 	Article 17(3), P.0.27, 1972.
 
12. 	Judgement of the High Court Division of the Supreme Court of Bangladesh on
 

petition no. 
1007 of 1974 under Article 100 of the Constitution.
 
13. 	Article 11(2), P.O. 27, 1972.
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the ordinance [14 ]. It further provides that the corporation may spend
 
such sums as it thinks fit on the basis of the annual budget approved by
 
the government.
 

There are other provisions related to borrowings by Corporations
 
"with prior approval of the Government", maintaining of proper
 
accounts, preparation of annual statement of accounts and auditing of
 
the accounts of Corporation by not less than two accountants appointed
 
by the Government.
 

There are quite elaborate provisions in P.O. 27, 1972 on auditing
 
and on the functions of the auditors. The auditors in their report are
 
required to furnish their opinion on the correctness and completeness of
 
the balance sheet as well as to provide any information, called for from
 
the Board. The Presidential Order also requires that the "audited
 
accounts and annual report shall be published in the official Gazette
 
and shall be laid before the Legislature."[ 15]
 

There are, therefore, adequate provisions in the Nationalisation
 
Order concerning accountability; the question is whether it is being
 
enforced effectively.
 

It is evident that the distinct entities of the industrial
 
enterprises placed under the corporations in the manufacturing sector
 
have been maintained in the Nationalisation Order and that the
 
corporations have not obviously been made responsible for executive
 
management of the enterprises. The functions of the corporation as
 
defined in the National sation Order with respect to the enterprises
 
placed under them are "control, co-ordination and supervision". It may
 
be mentioned that when the corporations came into being, seventeen years
 
ago, the corporate boards had to engage themselves in the management
 
and consolidation of the takenover industries, because of a generation
 
gap in managerial and skilled manpower resources. The executive
 
management by the corporate board is, perhaps, no more tenable in the
 
present-day context. Management by the corporate board perhaps needs a
 
review in terms of greater functional autonomy of the enterprises than
 
they are enjoying at present. The development of a harmonious
 
relationship between the ministries and the corporations, perhaps,
 
requires an appreciation of corporate functions of governance such as
 
supervision of executive management and enforcement of accountability.
 

B. Tne Public Corporation in the Trading Sector - TCB:
 

The President's Order (P.O) No. 68 of 1972 established the TCB for
 
the import and export of all kinds of goods and materials from and to
 
all countries in accordance with the government policy. Its sales and
 
distribution responsibilities have provisions for authority and
 
accountability similar to thos3 of the corporations in the manufacturing
 
sector. Since it is an executive board the need for dele.gation of power
 
was not perhaps felt.
 

14. Article 19, P.0.27, 1972.
 
15. Article 22(5).
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The functions of TCB are well defined. It has been directed to act
 
on commercial considerations with due regard to the interest of the
 
nation and the members of the public [article 6(2)]. The corporation,

after making usual provisions for bad debts, depreciation and reserve
 
shall pay to the government the remaining surplus earned during the
 
year.
 

The authorised capital of the corporation is Taka 5 crores to be
 
subscribed and may be increased by the government from time to time
 
(Article 5). Like BCIC, BSEC, BSFIC, TCB is also ,upposed to be a self
financing institution. It must, however,be mentioned that the funds for
 
new industrial projects are provided by the government against annual
 
development programme (ADP) as loans recoverable 
on completion of
 
projects.
 

C. The Public Corporation for Export Promotion - EPB:
 

The Export Promotion Bureau was established by Ordinance no. 47 of
 
1977, 
"for promotion of export from Bangladesh and for development of 
plans and policy in support of promotion of export from both private and 
public sectors of the country ... " It is vested with management 
authorities subject to rules and regulations to be framed by the
 
government. The board may delegate to the vice-chairman (chief

executive), any member or officer of the bureau any of its powers; but
 
there is no prcvision for sub-delegation. The functions and
 
accountability of the bureau are well defined.
 

The fund of the bureau consists of grants from the government, local
 
authorities and other corporate bodies, 
aids and grants from foreign

countries, loans raised 
in Bangladesh and the contribution from chambers
 
of commerce and trade organisations and associations, and other receipts
 
of the bureau.
 

The boards of BCIC, BSEC, BSFIC, TCB, BADC and BWDB consist of full
 
time functional direct rs/members and are headed by full-time chairmen
 
who are also the chief executives of the corporations. The board of EPB,
 
however, consists of the Minister of Commerce as chairman, a full-time
 
vice-chairman as chief executive, one full-time functional msmbers, six
 
part-time members from relevant ministries of the government and two
 
part-time members from private sectors.
 

D. The Public Corporation in Water Development and Management Sector -

BWDB:
 

The erstwhile East Pakistan Water and Power Development Authority
 
was replaced on 31 May, 1972 by a Water Development Board and a Power
 
Development Board constituted under President's Order No. 
59. The
 
Bangladesh Water Development Board (BWDB) is entrusted with preparation

and implementation of a comprehensive plan for control of floods and the
 
development of water resources of Bangladesh. It may frame and execute
 
schemes with approval of the governmen for construction of dams,
 
barrages and reservoirs; irrigation, embankment and drainage; bulk water
 
supply, recreational use of water resources; flood control and watershed
 
management; prevention of 
salinity and water logging; reclamation of
 
land; improvement, extension and regulation of channel. [Article 9(3)].
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The board has the power to amend or modify a scheme within a limit
 
of 15 percent cost increase or 15 % benefit reduction provided that the
 
cost component of benefit cost ratio does not exceed the 
benefit. The
 
board may arrange to transfer a completed project to a local authority

with its asssnt; if the board fails to do so, the government can
 
intervene; the government may also direct the board to hand over any

scheme to any of its agencies or to a local authority. Similarly, the
 
board may also take over or be directed to take over schemes undertaken
 
by other agencies. The authority of the board and its accountability,
 
are similar to those of the other corporations. Unlike the case with the
 
manufacturing and trading sector corporations, there is a provision
 
for commercial audit by the Comptroller and Auditor General.
 

The Fund of the board shall consist of grants made by and loans
 
obtained from the 
government, grants made by local authorities, sales
 
proceeds of bo,.&-, foreign loans and grants, levy, water rate and tolls.
 

It may be noted that the financing character of the board is that of
 
an infrastructure development corporatio,. 
There is no provision of
 
delegation of power by the board to the chairman.
 

E. The Public Corporation in Agricultural Development Sector - BADC:
 

The Agricultural Development Corporation Ordinance, 1961 (EP

Ordinance 37 of 1961) creating East Pakistan Agricultural Development

Corporation was amended through promulgation of Ordinance no.40 of 1975
 
on 8 August 1975 and Bangladesh Agricultural Inputs (Supply and
 
services) Corporation was established. With the change of government,

this Ordinance was again amended in 1976 by Ordinance no.11 dt. 13
 
February 1976 and Bangladesh Agricultural Development Corporation was
 
established substituting "Inputs (Supply and services)" by the word
 
"Development".
 

BADC has a number of objectives to be achieved in a wide field of
 
operations. Distribution of agricultural inputs and adaptation of
 
advanced technology constitute its major areas of activities. But these
 
are not the oily functions of BADC as are commonly believed. Its
 
functions pervade 
the entire sphere of integrated rural development
 
efforts of the government. The functions of BADC include building and
 
developing new settlements with the required infrastructure, helping to
 
promote the means of livelihood for the beneficiaries covering

agriculture, pisciculture, poultry, dairy farms, agro-industries. BADC
 
also has programmes to advance cash credits for processing and marketing

of agricultural produce and the promotion of co-operative societies.
 
Through these activities, it is expected to influence the quality of
 
life in rural areas.
 

As in the case with other corporations, the management of the
 
corporation is vested with a board of directors. The board shall be
 
guided by policy directions given by the government [Article 4(2)]. If
 
the board fails to comply with any direction, the government may remove
 
the directors and the chairman [Article 5(3)].
 

The board consisting of not more than six full time functional
 
directors (including the chairman) and two ex-officio directors, namely
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the Registrar of Co-operatives and the Director General of Integrated
Rural Development Programme ( now BRDB) may delegate any of its powers
to the chairman (Chief Executive) or any director or officer. However,
the chairman can not delegate to other officers of the corporation,
unlike the case with the corporations in the manufacturing sector, the
 
power of the board delegated to him.
 

BADC may also appoint officers, staff or advisers as it considers
 
necessary and has the over the
statutory power to hand 
 completed

projects to the local authority.
 

The financing of the corporation is like those of EPB and BWDB.
 

Once a scheme is approved and the budget is adopted, the board can
 
exercise its independent operational authority. There is a provision for
 
both commercial and statutory audits. The mixed type of BADC board
 
consists of both and time
ex-officio full-
 functional executive
 
directors. The corporation may also set up subsidiaries and delegate its
 
power to their managements.
 

3.5 The Environmental Factors Leading to Government Interventions
 

Immediately after being established, the corporations of the manufacturing

sector had to be engaged in resource mobilisation for the purpose of putting the
 
factories into productive gear. Moreover, 
some of the abandoned manufacturing

units did not have accounting, stores or purchasing systems which had to be
 
designed and introduced. Excise duty, sales and income taxes 
were in arrears.
 
Pass books for import of raw materials were under seizure on charges of selling

the imported industrial raw materials in the black market.
 

Under these circumstances, accountability was not, perhaps, the primc.

consideration for the corporations; the priority was introduce appropriate
to 

management systems. THe corporations did not, perhaps, realise that they had to

be much more serious in making themselves accountable, especially in giving

returns on investments. The public corporations in the past had not been 
set up

with the objective of profit earning. Moreover, most of the abandoned
 
enterprises in the manufacturing sector had inherited huge liabilities. There
 
was no equity capital and the corporations relied heavily on commercial bank

borrowings to meet the working capital requirements and current liabilities. The
 
officiais of the Ministry of Industry, its corporations and the enterprises, who
 
were 
keeping the wheels of production running through hard work and dedication
 
were accused of mismanagement. It was a di'i1 cult time for 
the corporation

officials. The escalation of product prices wi 
 attributed to nationalisation
 
and not to the devaluation of taka and international price hikes. The Ministries
 
of Commerce, Finance And Industry, under such circumstances and from a feeling

of the need for the enforcement of the accountability, started issuing

restrictive orders denying the operational authority and flexibility of the

corporations. These orders ignored the spirit of the corporations' charters and
 
the fact that the substantive powers of the boards inherent charters
in the 

could not be interfered with.
 

In the circumstances, the government had to intervone and come forward with

corrective measures 
in the form of directives to the ministries and corporations
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to remove the constraints against the effective performance of the corporations.
 
These are:
 

(a) Guidelines on the Relationship between the Government and the
 
Autonomous Bodies/Corporations and Autonomous Bodies/ Corporations and
 
Enterprises under Them, May 15, 1976,
 

(b) Resolution no. 4.5.82/285-Committee dated Dtiaka, the 24th July 1983,

published in the Bangladesh Gazette, on the Recommendations of the
 
Committee for Reorganisation of the Public Statutory Corporation,


(c) The Public Corporation (Management Co-ordination) Ordinance No. 48 July
 
5, 1986,
 

(d) Government Order dt. 16-3-87 directing strict 
 observance of the
 
Guidelines 1976 and Resolutions 1983 etc.,
 

(e) Ordinance No. VII of 1987, The Bangladesh Industrial 
Enterprises

(Nationalisation) (Amendment) Ordinance 
relating to the transfer of
 
Government shares in the nationalised enterprises to the public
 
corporations and divestment,
 

(f) Notification No. She/Bi: Ha: 5/Sha; Bi:- 3/87/138 dated July 7, 1988 of
 
the Ministry of Industry directing issue of government's 51% share
 
holdings to BSEC, BCIC, BSFIC of the respective 1msted enterprises.
 

The summary of these directives and Ordinances is presented under the
 
caption of governmental intervention as follows:
 

3.6 The Governmental Intervention
 

A. Guidelns 1976
 

Guidelines 197c, issued from 
the Cabinet Division defining the
 
Relationship between Government and Corporations 
and between the
 
Corporations and their 
Enterprises, covered all the corporations:

comn-rcial, promotional and regulatory. The Guidelines, 1976 provided that:
 

"The responsibilities of the Government in 
a Ministry shall be to ensure
 
that the Corporations function in such a manner as to enable them to
 
achieve the objectives stated in the relevant laws or 
any rules and
 
regulations framed thereunder or any policy directives issued by the
 
Government from time to time."
 

"The relationship between the Ministry and a Corporation shall 
be
 
regulated by the provisions of the respective laws so that

(a) the functions of the Ministry 
are confined to policy-making,
 
appointment of Chairman/Director/ Members, approval of budget,

appointment of Auditors and review of audit reports, evaluation of
 
performances and such other matters 
as may be prescribed in the
 
relevant laws, rules and regulations,


(b) the functions of a Corporation are confined to its smooth and
 
efficient operations, within the limits of respective laws, riles
 
and regulations, 9nd
 

(c) the Corporation shall submit 
performance report periodically in
 
such form as may be prescribed by the Government."
 

Some of the other salient points of Gtidelire 1976 having ber'ing on the
 
relationship between ministries and corporations are that :
 

- the organogram of each corporation is to be approved by the
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administrative ministry, 
- financial contrnl will be exercised by the ministry through the annual 

budget. 
- nce _the_.bu-dyet .is.apP-roved _the corporations will be free to manage 

their finance in their best interest.
 
- each organisation has to 
submit to the government an annual
 

performance report.
 
-
the respective ministries have to make rules and the corporations have
 

to make regulations with the previous approval 
of the government in 
pursuance of relevant Acts/Laws. 

- such corporations as are set up to operate on commercial
 
considerations, should have the authority to fix prices/rates of goods

and services produced by 
them except when such fixation relates to
 
public utilities or essential commodities and services as may be
 
specified by the government. In fixation of prices/rates of such
 
public utilities and essential commodities and services, pr-)r
 
approval of goverrment will be obtained.
 

B. Resolution.- 1983
 

After the issue of the Guidelines 1976, the most important policy

directives 
concerning public statutory corporations and financial
 
institutions came through the Resolution 
1983 from Cabinet Division
 
(Bangladesh Gazette, No. 4.5.82/285 - Committee, dated July 24, 1983).
 

These are based on the recommendations of the Committee 
for
 
Reorganisation of 
the Public Statutory Corporations. There are 17
 
directives, all of which may 
be termed as progressive, framed for
 
flexibility and operational freedom aimed 
at efficient operation and
 
management of corporations. On ministry-corporation rel_.ationship the
 
following clear-cut directives of the government were included in the
 
Resolution :
 

- the ministry/division shall exercise only such supervision and control
 
over the autonomous and semi-autonomous bodies under it as are
 
assigned to 
it under the relevant law and are necessary for ensuring

financial discipline and accountability in the management of such
 
bodies. The_ ministry/division shall refrain 
from interfering in the
 
day-to-day._management of 
these bodies and shall limit its control
 
within ambit of the law.
 

-
the administrative ministry shal _scrupulouslyjrespect the operational

freedom off_ the corporations/autonomous/ semi-autonomous bodies by

abstaining from directly dealing with any. functional matters.
 

- the administrative ministry shall be guided in -jaling with the
 
autonomous bodies/corporat ions by the Guide_1_ir,.SL _19_76,_which splls

out th-e relationship of the government with the 
autonomous
 
organisations and that of the 
autonomous organisations with the
 
enterprises under them.
 

Other important directives in Resolution 1983 are 

- whon particular interest of r-,blpolicy is involved in the operation

of any project by an autoromous oJr semi-autonomous body and
 
consequently financial loss is suffered, 
the qvernmetnit_shalp,_j.aya
 
,Jb~ y. to theextentnecessar.
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- the corporations shall liberally offer contracts with appropriate
 
salary and attractive terms and conditions of service to_qualified and
 
able persons so that persons having requisite expertise, experience
 
and qualification are encouraged to join the public sector.
 

- in order that the public corporation may exercise adequate control 
over the activities of the enterprises under hem and be made 
accountable for their performance, the share-holdings in enterprises
incorporated as companies shall be transferred to and vested in the
 
concerned corporation. The ministry/division concerned shall
 
immediately take appropriate legal measures for this purpose.
 

- t',e concerned ministries/divisions and corporations shall that
ensure 

the organisations under them operate on a "hire and fire" basis and
 
to the extent necessary, the relevant charters shall be suitably
 
amended.
 

- A.system should be developed for-_ensuring accountabilitY in the
 
management of the public corporations and enterprises, withou_ at the
 
same time, putting undue constraintupon their operational freedom.
 

-
a permanent commission to be called Public Enterprises and Financial
 
Institutions Commission shall be set up to monitor the performance of
 
the public sector, agencies on a continuing basis.
 

C. Ordinance 48, 1986
 

The Public Corporations (Management Co-ordination) Ordinance 48 was
 
issued on July 5, 1986, forming the Council 
for Public Corporation (CPC).

The CPC is the highest inter-ministerial authority on matters concerning

the management of Public Corporations. The council consists of five
 
Ministers dealing with finance, planning, industries, energy and mineral
 
resources and commerce as ex-O'ficio members. Other Ministers are co-opted

if matters concerning corporations under them are discussed. The Vice
 
President who is also the Minister in charge of the Ministry of Industry is
 
the current Chairman of the CPC. The functions of the CPC as stated under
 
the Management Co-ordination Ordinance are to 

i) formulate general policy guidelines for public corporations.
 
ii) formulate guidelines fo"' the preparation of management objectives
 

and budgets of corporations.
 
iii) approve production targets, profit and performance criteria,
 

declaration of dividends or contribution of profits to government.
 
iv) evaluate periodically and monitor performance of corporations, and
 

such things as it considers necessary for ensuring co-ordination
 
and better management of the corporations.
 

For carrying out the functions of CPC, all the paoers/reports will be
 
routed to and from the corporations through the concerned ministry.
 

The ordinance 48 also states that 
- the ministry shall determine the r of goods and services 

and-he corporations shall fix the price according to such policy. 

- the_government shall re-imburse to a public corporation the financial 
loss, if any, incurred by it or any of its enterprises cpnequent__upo
 
the_fooWn hy it or- by such enterprises any specific instructions
 
given by the government on matters relating to the business or
 
administration of such corporations or enterprises.
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Findings of a study conducted in the recent past are that "The CPC has
 
provided an inter-ministerial forum for deliberating 
on PE sector-wide
 
issues, and its collective decisions have to limit the intervention of

individual ministries in 
the affairs of the corporations. Since its
 
inception, the CPC has made decisions important
on PE management issues,

including liberalizing output pricing; approving the 
second phase of the 
performance contract project for developing a performance evaluation 
system; and framing rules on the terms of service for high le -' 

management." 

"Despite having major responsibilities, the CPC has no permanent

secretariat. This has caused delays in the performance of important tasks.
 
For example, the CPC 
is often unable to provide budget guidelines to the
 
PEs six months before the start 
of the fiscal year as legislated.

Government has enacted regulations for the Autonomous Bodies Wing (ABW) of
 
MOF to provide secretarial assistance to the CPC. In this capacity, the ABW

has been active in committee work and preparing policy papers for the CPC.
 
But the ABW is not adequately staffed to perform these tasks in addition to
 
on-going projects and its normal 
budget review functions. There is general

recognition in Bangladesh about establishing a technical secretariat for
 
the CPC although the role and authority of such an entity is a subject of
 
debate, especially given proposals 
to form holding corporations and the
 
need to avoid creating new bureaucratic layers over the MPEs.[ 161"
 

D. The President's Secretariat Order 
no. Rasha/Ma Pa__CAB) - 2/87-17 dt.
 
16.3.87 with the directives to ministries and corporations to follow
 
without excuse the Guidelines, 1976 and the Resolution 1983. Any failure to
 
follow or violations of the Guidelines, 1976 and Resolutions, 1983, was to
 
be brought to the notice of the President.
 

E. Ordinance No. VII of 1987:
 

The Bangladesh Industrial Enterprises (Nationalisation) (Amendment)

Ordinance, 1987, was promulgated in order to enable the government to sell
 
or transfer its shares of the nationalised enterprises to corporations or
 
to any other person. Transfer of government shares to the corporations was
 
necessary to give effect to Resolution of 1983.
 

F. Notification No. Shi/Bi: HA:-5/Sha: Bi:-3/87/138 dt. 
9.7.88 of Ministry
 
of Industry:
 

This notification was issued in pursuance of Ordinance 
no. VII of 1987

and contains the directive that the companies which were formerly

enterprises of the respective corporations and which have divested 
or are
 
divesting or will 
 divest 49% shares to the workers, employees and officers
 
of the enterprises and the members of the public shall 
issue the remaining

51% 
shares to BCIC, BSEC, BSFIC consequent upon the decision for converting

these corporations Into holding companies.
 

16. World Bank - Draft report No. 7654-BD, "Bangladesh Manufacturing Public 
Enterprises Reform", April 18, 1989, Paragraphs 21-22 of executive summary.
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3.7 The Administrative Framework:
 

While the legal framework providing for the structure and 
functions of the
 
corporations leads to the administrative framework for each of the corporations

under study, an attempt was made first in October, 1980 to form a forum under
 
the name and style of "Consultative Committee of Chairmen and Managing Directors
 
of Autonomous and Semi-Autonomous Bodies" later renamed in 1982 as
 
"Consultative Committee of Public Enterprises" which popularly 
came to be known
 
as CONCOPE. The object was to continuously interact with the government in order
 
to secure co-ordinated decision making in administrative and financial
 
managements across the public sector corporations and the enterprises under
 
them. This committee was later registered under Societies Registration Act on
 
March 22, 
1984 as a Registered Body/Forum of Public Enterprises. As a body, it
 
regularly holds sittings with the honourable President in order to obtain quick

decisions in regard to administrative, financial and other related matters. 
In
 
practice, therefore, its stated objective of co-ordinated action has been
 
extended to the above spheres and has led to decisions relating to delegation of
 
authority.
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CHAPTER 4
 

FUNCTIONAL CONSTRAINTS FACED BY PUBLIC CORPORATIONS
 

4.1 Efficiency Factors and their Correlation with the Objectives and Issues of
 
PAES
 

The relationship between ministries and corporations is being studied with
 
a view to increasing the corporations' operational efficiency and enforcement of

their accountability to the government, the 
owner of the corporations and
 
custodian of control 	 functions the It
regulatory, and welfare 
 of state. is,

the refore,_necessarU to 
analyse the factors which affect the efficiency of the
 
OrpQLatnsqafte testabishing
their correlation with the objectives and
issues of_thePAES,.and to see how intervention in these factors may boost up or


constrain the achievement of a higher efficiency.
 

The factors affecting the corporations' efficiency have been identified
 
through a framework of project and enterprise management, and it may be stated
 
that the efficiency of corporations is dependent on the following four prime

factors and their respective sub-factors[ 171:
 

A. Policy Factors
 

(1) Participation in Decision Making ProcesL
 
(2) Definition of Problems to be Solved or Opportunity to be Exploited

(3) Appropriate Feasible Strategies of Interventions
 

B. DesiqnFactors
 

(1) Goal arid Purpose
 
(2) Feasibility and Engineering Study
 
(3) Contracting Procedure
 
(4) Scheduling and Re-scheduling of Project Implementation Activities
 
(5) Government Support for Supply of Inputs

(6) Support for the Completed Project
 

C. Management_Factors
 

(1) Organisational Structure
 
(2) Administrative and Financial Procedures
 
(3) Management of Human Resources
 
(4) Finance and Material Input Management
 
(5) Technology Management and Development
 
(6) ProJuctivity Management
 
(1) Output Management
 
(8) Co-ordination
 

17. 	Lennis A. Rondinelli, "Development Management in Africa: Experiences

Impilventing, Agricultural Development Projects", USAID Evaluation Special

Study No. 44, July The
1980. author's framework of project management has
 
been modified to include enterprise management especially in the Bangladesh
 
context.
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D. Contextual Factors
 

(1) Political, Economic, Social and Cultural Factors
 
(2) Physical and Institutional Infra-structure
 
(3) Labour Union Behaviour
 
(4) Response of Beneficiaries to Technology Transfer
 
(5) Counterpart Support to Donor's Experts
 

Figure 1 at page 21 shows that all the prime factors with their sub-factors
 
affecting the operational efficiency of corporations affect objective no.I I.e.

Higher Standards in Administrative Performance. A positive intervention by the

ministries for removal of constraints faced by these factors will increase the

operational efficiency of the corporations and undue interventions will result
 
in a decrease in their efficiency. A study of these factors is, therefore,
 
relevant to PAES.
 

Objective I is also affected by the other five objectives of PAES presented

in column 3 of figure I. These are rather independent variables in relation to

objective I; they also interact with another
one as discussed later in this
 
chapter.
 

As is evideot from the figure, the seven issues and the five out of six
 
objectives are not concerned with the contextual 
factors; since the

administration or the corporations or 
the enterprises cannot function in

isolation, the contextual factors deserve examination and analysis.
 

4.2 The Constraints
 

A. Policy Factors - Sound Policy Analysis
 

There is an absence of reciprocal relationship between ministries and

corporations consequent upon lack of effective parfticpaqtion by the corporation

in policy making involving, inter alia, definition of problems to be solved or

opportunities to be pursued as well interventions to be made at thn national,
as 

,,:nistry or the corporation level for tackling an unforeseen 
 problem, such as,
 
a shrinkage in the market which calls for a macro-economic adjustment or changes

in a predetermined product mix.
 

B. Desigq and Implementation Strategy - ImpJe ntation of Policy and its 
Strategic ImJ'_ication 

Development projects are sometimes taken up on basis
ad-hoc without
 
clear as1 andobjectives and having not much relevance to the overall

sectorial programmes; BWDB and BADC often find it difficult to get funds for
 
such projects against ADP. Absence of critical 
 analysis of feasibility studies
 
by the corporations and concerned ministries also leads 
to ill-conceived
 
projects and sick enterprises.
 

One of 
the most important impediments in project implementation

especially in the 
case of capital intensive high-tech industrial projects such
 
as a urea fertiliser factory, 
is poorly defined terms and conditions of
 
contracts resulting from lack of appreciation of contracting Procedures and the
 
legal aspect of international technology contracts. Productivity of an
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Figure 1. Factors Affecting Corporations' Efficiency and their
 
Correlation with PAES Objectives and Issues
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enterprise suffers seriously 'oecaure of unsatisfactory project specifications,
 
design and implementation[1 6].
 

Scheduling and re-scheduling of Droject activities: Considerable cost
 
over-run resulting from time over-run occurs due to lack of appreciation on the
 
part of the officials of projects, corporations and concerned ministries of the

fact that there are thousands of activities forming a project network from the

starting event to the finishirg event. Hundreds of activities are required to be

handled simultaneously by the maiiagement team in order 
to execute a project

within the schedule; a delay in any of the activities may cause a delay in
 
project completion if corrective measures ars not taken in time by concerned
 
corporations and ministries and other project activities are not rescheduled.
 

Lack of government's support for supply of inputs such as timely release
 
of funds especially during the fourth quarter of the financial year adversely

affects project implementation. Delay may be 
caused also by the corporation's

failure to account for the funds released by the government during the preceding

three quarters. Inordinate delay in starting a project may also 
occur due to
inadequate provisions based on unrealistic assumptions; delay in compensating

affected people of the project area.
 

Support for the project output: Of the completed projects under BWDB,

the 	number of small ones 
is 415. The Water Development Board is over-burdened
 
with operation and maintenance of these completed projects. As per provisions in
 
the ordinance these projects might be transferred to the Upa-zila administration
 
or even Union Parishads. Committee for Reorganisation of Bangladesh Water
 
Development Board opined that "... there are two pre-conditions for the success
 
of such a line of action. The first of these relates to a political commitment
 
at the appropriate level to Implement such programme. The second relates to the

willingness of BWDB to take appropriate steps to effect such a transfer of

responsibility and see that it is implemented. The Committee is convinced that
 
once 
this transfer takes place backed by adequate administrative and financial
 
interventions, the burden on BWDB In
so far as It relates to O&M functions, will
 
be much less than as indicated by the Task Force."[19]
 

All the above factors have seriously strained the ministry-corporation

relationship and their mutual trust and confidence.
 

C. Management Factors
 

A wide confidenceagp having its 
roots in the following management
 
factors does exist in the relationship between ministries and corporations:
 

(1) Organisational structure: Constraint against desired level 
of
 
performance in the manufacturing public sector is partly due to the weakness in

organisational structure of the corporations such as 
BCIC, BSEC and BSFIC. The
 
three tiers - enterprise, the corporation and the ministry face constraints
 
against taking decisions in their respective spheres of activities. There is a
 
lack of effective enforcement of accountability on the part of the ministries
 

18. 	Rafiquddin Ahmad, "Project Implementation and Productivity", The Journal of

Management Business Economics, Vol.7 1981, of
and No.2, April Institute 

Business Administration, University of Dhaka.
 

19. 	A.M.M. Shawkat Ali, "Report 
of the Committee for Reorganisation of
 
Bangladesh Water Development Board", March, 1984, PP. 16-17.
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and the corporations. Supervision of 
executive management, corporate planning
and joint collaborative actions against enterprise and project sickness are
 
rather poor.
 

The organisational structure of BWDB has become unwieldy because of nontransfer of 415 completed projects to the local authorities or the cooperatives
 
as mentioned e.c.rlier.
 

It must be difficult for BADC to maintain its dynamism because of
shrinkage of input distribution activities. 
BADC needs policy directives from

the government defining the priority 
areas of its activities eccording to its
 
mandate.
 

(2)Administrative and financial Procedure:.
 

Bureaucratic behaviour. There 
are several tiers in the matter of
administration, control and decision making; the command the
chain of being
project/the enterprise, the corporation, the ministry. In policy formulation and
in certain types of decision making processes, more than one ministry is
involved. It goes without saying that where there are 
so many tiers and
ministries 
involved for giving decisions on urgent industrial, commercial and
project issues, team spirit and trust are a must 
for the quick disposal of
various issues in the national interest. In this connection it would be of
interest to note the following relationship patterns that had emerged between

the ministries and the public enterprises in India[ 20J:
 

"The Big Brother pattern" involving a superior paternal attitudes; "the
Pontius Pilate pattern" where the ministries are blissfully ignorant of what is
going on in their enterprises; "the post mortem pattern" related to conduct of
post mortem under compulsion after the happening of scandals; 
"the management by
crisis pattern", or coming into the picture like a fire brigade only when a
crisis 
 is faced by the enterprise; "the Chess Board pattern" whici gives
rise to a situation of check-mate preceded by confrontations between corporation

and the ministry; 
"the battle field pattern" involving open warfare; and the
 rare and the most desired, "school of harmony pattern," where the parties

respect each other, Where the feeling of we versus they is absent and both the
 
parties are working towards a common goal.
 

There exists scope for streamlining of some of the rigid rules and
procedures; 
but the most effective way to improve the procedural delays and
discords that occur in the line administration, lies in removing the
inadequacies in the officials themselves. Bureaucratic attitudes of individuals

in resolving an issue 
is found to vary from person to person. The more
conversant a bureaucrat is with the efficient discharge of his duties the more
positive is his attitude. Bureaucrats who held positions of responsibilities at
early stages of their service career and especially those who worked 
as chief
executives of public corporations are generally found to be quick in giving

decisions and willing to accept responsibilities. They also believe in informal
working relations. In 
some cases, absence of clear demarcation of activities and

lack of co-ordination, control and accountability within the ministries,

compound the problems of corporations part'cularly on matters that need joint

action by different wings/sections of the ministries.
 

20. P.J. Fernandes, "The Accountability of Public Enterprises," Control Systems

for Public Enterprises in Developing Countries, ICPE, 1982, PP.61-62.
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Various circulars which are 
issued by the government to the corporations

from time to time are 
sometimes found to be confusing and conflicting. It is,

therefore, necessary that prior consultations with the representatives of the
 
corporations are made before issuing any such orders, particularly those
 
involving financial benefits, so as to avoid any scope of misinterpretation.
 

The existing procedure requires approval of purchase 
cases of enterprises

involving more than Tk. 50 million by concerned 
ministry and above Tk. 150
 
million by the Council Committee. Decisions are sometimes received after the

expiry of the validity of the offers, which, in
cases of some processed metals,

farm products and minerals used as intermediate industrial raw materials, varies

from 24 hours to 78 hours. This situation may be corrected if the corporations
 
are authorised for purchasing inputs within the limits of the approved budget.

As per guidelines 1976, the corporations are supposed to be free to manage its
 
finance once the budget 
is approved by the government. However, in such areas

the board must act quickly and accept responsibility of giving its collective
 
directives to the executive officers to go ahead with appropriate actions.

Necessary control of the ministries may be exercised in respect of chronically

sick enterprises at the time of approving their budgets.
 

The existing system of processing Technical Assistance Project through the

concerned ministry, Planning Commission and External Resources Division is

extremely cumbersome. The planning coimnission may examine whether TAPP can 
be
 
simplified.
 

The success of a corporation particularly of commercial nature, is largely

linked with the degree of mobility of its personnel to perform commercial and
 
other duties. In a country where public transport system is not of high order,

it is imperative that the corporations should have full authority on procurement

and use of transports once the table of equipment is approved.
 

Prior government approval is required for undertaking foreign tours on

official business by the corporations' officials in the pay scale of Tk. 4750
5500/- and above. Such restrictions have an adverse effect on dynamism of the

corporation and stand in the way of executive development through axposures and
 
interactions in the international forums. There are cases when 
foreign

fellowships could not be availed of due to procedural delay.
 

The EPB personnel are required to go abroad often for undertaking

promotional activities. But for the procedural delay, they are unable to attend
important duties aboard. Consequently organisational objectives suffer. The

corporations should be fully authorised to approve foreign visits within the
 
approved budget provisions and in emergency cases even 
beyond the provision

under the foreign travel sub-head but not exceeding the total provision under
 
the major head.
 

Decision making: Delay making and
in decision 'buck passing' cause
 
tremendous loss in industrial enterprises and give rise to cost overruns,

especially in the case of implementation of large projects like petro-chemical

complex requiring utilisation of thousands of millions of taka. And yet every

one at the plant, corporation and ministry level involved in the process of
 
decision making is unconcerned because of lack of enforcement of accountability

and the absence of a system of reward and punishment.
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All development projects costing above Tk. 50 million are approved by ECNEC

after being processed at various line 
and staff ministries; but during the

execution phase, approvals for award of various contracts, have to be given by
higher authorities depending on the total 
amount involved. The procedural delay

ultimately results in time and cost over-runs.
 

Decision making process involves power at 
the hands of decision makers and
 
a conviction for making fair decisions. fhere are, of course, executives who are
not willing to exercise the 
power they have been delegated with; but these
 
groups of non-performing executives should be 
dealt with through a system of
reward and punishment.. A system of participatory decision making may also remove
 
the constraint greatly.
 

Delegation of authority: Responsibility, 
authority and accountability

should go hand in hand. According to the provisions in the charters, 
the
 
management of the affairs of the corporations is vested in 
the boards of
directors. In fact the Government Order no. RAS/MAPA 
(OBI) - 2/87-17 of 16
March, 1987 
reiterated its directives for strict observance of the Guidelines,
1976 and Resolution, 1983, 
which define that the relationship between ministry

and the corporation should be governed through the annual budgetary means. Once
the budget is approved, the corporations should be free to manage their finance

in their best interest. These provisions are still valid, but the corporations
 
can not exercise their authority accordingly.
 

As mentioned earlier, expenditure of more than Tk. 50 million at a time can
 
not 
be undertaken by the corporations. There are also embargoes against

recruitment and other limitations 
as discussed under 'bureaucratic behaviour'
 
and 'decision making'. The directive of the government as per Resolution, 1983,
that the ministry should refrain from interfering in the day to day management

of the corporations and scrupulously respect their operational freedom by
abstaining f-om directly dealing with any functional matters, is often violated.

There are also restrictions against delegation of 
power by the boards to the
chief executives 
and by the chief executives to other officers of the
 
corporations.
 

Accountabi7lty The control 
functions are vested in both 
the legislative
and the executive branches 
of the government. The corporations are also to be

conscious 
of the presence of the invisible, 
but powerful audit functions of
shareholders, creditors, 
consumers, suppliers, financiers, the press and the

public. 
In the face of all these forces, enforcement of accountability along

with the delegation of 
authority by the government to the corporations and by

the corporations to the enterprises and the officers at various levels along the
chain of command should not be a difficult task. The holding back of delegation

of authority is not, perhaps, the answer to the control 
of the enterprise

sickness.
 

Accountability cannot be enforced 
if the top officials themselves do not

identify and prescribe solutions to the enterprise problems through:
 

(a) Formation of an audit sub-committee of each board headed by the finance
 
director as 
is now being practiced in many countries, to study the key

areas of observations made by the commercial and statutory audits and
 
for taking appropriate and quick corrective actions.
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(b)Visits to and evaluation of the performance of the enterprises and
 
projects to be undertaken by top officials such 
as the chairmen and

directors/members of the boards themselves. The 
key areas to be
 
examined are 
plant capacity utilisation, productivity, down-time
 
analysis, usage ratio etc. of the enterprises and the progress of

implementation of various activities of the projects. In addition, they
 
may also check selected financial ratios such as Surplus Value

Added/Capital Employed, Gross Value Added/Pay Roll Costs, Current
 
Assets/Current Liabilities, Liquid Assets/Current Liabilities etc. The

objectives are to identify the problem areas 
and forewarnings of
 
corporate sickness and to prescribe corrective measures.
 

(c)Introduction of a simplified form of management information system and
 
a system of regular interactions between the heads 
 of the enterprises

and projects and the chairmen and directors of the boards for the
 
purpose of strict enforcement of performance targets and the evaluation
 
thereof in each corporation and its enterprises are also a must for

establishing a harmonious relationship 
between ministries and
 
corporations.
 

Delegation of authority and enforcement of accountability pre-suppose

that the officials at the various tiers 3re 
trained, capable, dedicated and
appreciative of exercising their 
authority or utilization of their power for
giving decisions and for taking effective measures 
as and when necessary. This

entails recruitment of bright young officers and their training at every level
 
of responsibility with the advancement of their career.
 

(3)Management of human resources/ Personnel management:
 

Career planning: It is unfortunate that public corporations do not have
 career planning as yet for the purpose of human resources development in a preplanned rather than on an adhoc 
manner nurturing the potentialities of newly

recruited bright young persons through training and appropriate job assignment

so that they can 
go up the ladder to the top position of the organisation by
virtue of competence and proven ability. This requires an 
appropriate system of
 
constant feed back from places of training and posting, to the chief executive
of the corporation, through the personnel department. 
Comprehensive career

planning should take into consideration, in addition to recruitment and

training at various levels of their professional career, the development of

expertise through continuity and motivation, an appropriate compensation plan,
creation of a sense of prestige and dignity of the job one is holding and
opening up of participation in policy and decision making processes. The
officers and employees have to get the maximum satisfaction out of their work

and give their best efforts to the organisation in order to make it effective,

dynamic and progressive.
 

Recruitment: The corporations publish the announcement of recruitment in
the national dailies as 
and when vacancies occur. Preliminary selection is made
 
on the basis of academic achievements of the applicants. as reflected 
in the
results of SSC, HSC, bachelor and post graduate degree examinations of the

candidates. Final 
selection of the candidates is made on the basis of total

marks obtained in the viva-voce examination conducted by the duly constituted

selection committees having participation of ministry's representatives and

nominated experts, and the marks received according to the divisions/classes of

the above mentioned examinations. Appointment letters are issued on the basis of
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the gradation list. The system is expeditious, effective and fair as far as
 
practicable. It may be mentioned that it has not been uncommon 
for the
 
corporations to resist pressure for selections because of the candidates'
 
contacts and connection and to maintain the integrity in the matter of
 
appointments of officers. However, sometimes in some organisations, job

requirements hardly match educational qualifications. There is also resistance
 
to attract bright young people. Pressure is to promote on the basis of length of
 
service criteria irrespective of job requirements.
 

Trainin : It is well known that in public corporations in Bangladesh,

there is a lack of interest, commitment and resource support for training 
, an 
element of career planning, which should be imparted in the followi;i! phases: 

Foundation training (1 year): All the newly recruited officers should
 
undergo at 
least 12 months' training in common subjects like history, geography,

psychology, applied economics, applied 
statistics, sociology, international
 
relations and law. Training should be more functional than academic.
 

Functional training (6-9 months): This training spanning 6-9 months
 
should aim at filling up the voids left over aft6r the university education and
 
for all.
 

Inservice training (4-6 weeks): Adequate and meaningful interactions
 
with their colleagues in other functional areas during the 4-6 weeks' in-service
 
training will 
help the young trainee officers develop an appreciation of
 
management functions.
 

Placement: After completion of 20-23 months of training, an officer may

be posted as an assistant officer in a functional area. During three years'

period of his placement as an assistant officer, he may undergo job rotation
 
limited to three functional areas at the end of which he should be able 
to
 
decide his field of specialisation.
 

Following 20-23 months' training and three years' service in actual
 
field condition having job responsibility and after fixation of his area of
 
specialisation, the officer shall go for a short mid-level intensive training.
 

Mid-level intensive training (4-6 weeks): This training of 4-6 weeks'
 
duration may include courses on production planning and inventory control;

quality control, financial management, marketing and personnel management
 
including team building besides 
having case studies and individual and
 
collective problem solving exercises.
 

Following this training, he will serve as a senior branch officer or
 
equivalent in his area of specialisation for a duration of four years after
 
which and on the basis of performance evaluation and result of written test, he
 
may be posted on promotion as deputy chief. For all promotions above the level
 
of branch officer and up to the level of deputy general manager, written tests
 
shall be conducted.
 

During the rest of his career 
he will have to undergo special refresher
 
courses of short duration suiting his level of assignments.
 

Staffing: Frequent transfer of senior management personnel seriously
 
affects project implementation, enterprise management, adoption and adaptation
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of technology, product diversification and development, factory loading and
 
productivity.
 

Continuity: Continuity of personnel 
in a particular functional area is
 
crucial to development of expertise which is closely linked with the efficiency

and effectiveness of an organisation. It would be a futile exercise 
if an
 
executive or professional, on completion of training, 
is not assigned a job

responsibility in his 
area of expertise. Continuity of service in the area of
 
expertise acquired through training or exposure to the job shall 
help develop

specialists within the country.
 

Utilisation of expert services: There 
are areas both at corporate and
 
plant level where expert services are required for introduction of new
 
technology. Efforts should be made to engage top level local 
or expatriate
 
experts for the purpose.
 

Development and Improvement of training facilities: 
The training

institutions in the country 
lack adequate modern physical facilities like well
 
equipped laboratories and audio-visual aids. Furthermore, courses 
are mostly
 
academic, not related to a participant's work assignments.
 

Industry-training institution relationship is rather weak. There 
is a
 
lack of incentive to attract industrial manager and brilliant executives working

in the government or industries respected for their competence and integrity for
 
teaching assignments.
 

(4) Finance and material management: It is well known that an important
 
area of cost control is the management of timely purchase of raw materials and
 
other inputs in optimum volume. Factors like transportation, handling and
 
inventory control are equally important and these influence the production cost.
 
Defective clauses in tender documents for local purchase 
or imports and in
 
charter parties are sometimes found to b8 the reasons for the drying up of the
 
supply pipeline causing plant shutdowns for several weeks or even months.
 

In the case of sugar mills of BSFIC required quantity of sugar canes is not
 
available. Per acre yield, sucrose 
content of sugar canes and percentage
 
recovery of sugar in the mills are comparatively low. Per acre yield and
 
percentage recovery in Bangladesh are 
18.44 M.T. and 8.26% respectively as
 
against India's 23-24 M.T. and 9% respectively.
 

Frozen receivables or excess of inventories are slowing the circulating

process of current assets and are reducing or eating away profits. For example

outstanding dues of U. 1340 million lying unpaid with BADC[2 1] on account of
 
fertilizer 
and its slow lifting are causing loss of considerable amount of
 
revenue to BCIC although commercial banks are reaping the benefit of hard labour
 
of the industries sector.
 

In the case of development projects, procedure for release of funds are
 
still found to be a bottleneck. Projects are sometimes taken in hand for
 
implementation on administrative orders prior to formal processing. Realisation
 
of funds from the government for such 
projects becomes extremely difficult.
 
Payment to contractors for jobs done are sometimes held up as 
a result. Problems
 

21. The Bangladesh Observer, October 18, 1989, Column 4, P. 3.
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of release of funds even against approved budgets are quite often faced by

corporations like BWDB and BADe.
 

(5) Technology 
 ma agement: Technology development within the country in

engineering industries sector is cruc!al to industrialisatlon. But so far no
appreciable beginning has made
been in this direction. Policy and resource
support of the government are needed to develop necessary infrastructural
 
facilities like the creation of a strong R&D centre.
 

(6) Productivity management. Productivity is the multi-dimensional end
result of human endeavours in the field of production. Plant capacity

utilisation and usage ratio are the two 
important factors amongst others which
 
influence productivity of an enterprise L22] 
Lack of necessary government
intervention 
in an environment of easy availability of capital goods against

long term but tied soft loans is hindering the capacity utilisation of mother

indust-ies. There is 
a lack of effective enforcement of corrective measures 
for

raising output to input ratio 
to that of the international standard and

achieving a higher standard of plant maintenance and quality control and wastage

reduction giving rise to higher productivity.
 

(7)Output managenent: Output pricing is one of the most important factors
 

in outpu__ management., During the period 1972-82, pricing of the essential

commodities produced by corporations wac controlled by Controller General of
Prices under the Essential Commodities Act. With the promulgation of the Public

Corporations (Management Coordination) Ordinance, 1986, the situation has
improved greatly. The ordinance envisages that pricing of goods and services

produced by the enterprises shall be fixed by the corporation according to the

policy formulated by the controlling ministry and if because of government
intervention, prices are lowered, compensation will be paid by the government.

However, the corporations have to ensure that an improved product costing system

is worked out on the basis of breakeven analysis, data on competitors' price and
market share, and, in the case of fixation of product prices by the controlling

ministry, preparation of adequate policy proposals.
 

(8) Coordination: Coordination at national level: 
For 	effective national
level coordination, the government, in November 1985 set up a Council 
Committee
 on 	Public Enterprises (CCPL) chaired by the Honourable President to consider

issues and problems pertaining 
to the operations of public corporations and to

take suitable corrective measures. 
in July 1986, the government promulgated an
ordinance called 
"The Public Corporations (Management Coordination) Ordinance,

1986 to provide for the coordination of public corporations in setting

guidelines and targets and laying down the policies. A high-powered ministerial
Council for Public Corporations (CPC) was set up involving key economic

ministries namely, Finance, Planning, Industries, Energy and Commerce. The

Autonomous Bodies Wing of the Finance Division of 
MOF is now working as the
Secretariat for the CPC. A separate wing under the Vice- President in charge of
the Ministry of Industry is going to be set up to support the CPC. The CPC held
 seven meetings since its inception. It is hoped that CPC will make an effective

contribution to the inter-ministerial coordination 
related to various

operational issues o' the corporations. However, there is an absence of
 
effective participation of the 
 chief executives of the concerned corporations
 
on invitation in the meetings of the CPC.
 

22. 	Raflquddin Ahmad, "Project Implementation and Productivity", The Journal of

Management of Business and Economics, Vol. 7, No.2, April 1981, 
PP. 	184-188.
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Coordination at the corporation level: In the period immediately 
after
 
liberation, the spontaneous support of BADC for BESC 
now BSEC through

procurement of pumps and engines helped BMTF start commercial production and BDP
 
improve factory loading. Similarly cooperation between BIWTC and BESC, under the
 
guidance of Planning Commission, could press Khulna Shipyard and Dockyard and
 
Engineering Works, Narayanganj into full production. At times, it 
was also found
 
that the BADC board even as the buyer used to visit the seller i.e. the BESC
 
board to hold coordination meetings on business matters. Unfortunately, such
 
coordination, for example, between BSEC 
- PDB, BSEC - BSFIC, BSEC - BCIC, BSEC -

Rly Board, BSEC - Army 
- Navy for improving the enterprise capacity utilization
 
is seriously lacking. This must not, however, mean that the public sector will
 
not compete with the private sector producing similar goods.
 

Efforts of CONCOPE (Consultative Committee of Public Enterprises) are
 
expected to contribute significantly to improve inter-corporation coordination.
 

D. Contextual Factors
 

The effects of policy, design and management factors on administrative
 
performance 
have so far been discussed. Since the environmental conditions
 
greatly influence the style and efficiency of public administration, the study

will remain incomplete if the following contextual factors are not briefly
 
touched
 

(1) Political,_economic, social 
and cultural factors: Political environment
 
plays an 
important role in determining the structural and organisational form of
 
the ministries and the corporations and in establishing a harmonious
 
relationship between them. Commercial operations with prudence are possible only

when the corporations and the enterprises enjoy the freedom for procurement of
 
their own inputs and selling their outputs 
without external interference. For
 
the sake of commercial operation, the corporations and their enterprises should
 
be delegated with full authority and responsibility for the execution of
 
government policies within their respective areas. Therefore, they should have
 
the authority to operate within the approved budgetary provisions. This can not
 
be done in the present circumstances.
 

The prevailing distrust among the officers of 
 various tiers is detrimental
 
to creating harmonious relationship and team spirit for achieving a common goal

for the management. The feeling of "we" and "they" must be removed by virtue of
 
dedicated leadership at every level of management and administration.
 

Managers delay decision making because 
of the fear of retribution if a
 
mistake is detected while inaction remains unquestioned. This makes the
 
operation wasteful and inefficient. There 
are also people who realise the
 
importance of rational decisions but these 
are hampered by the pressure and
 
interference coming 
from various social groups including union leaders. The
 
decision maker is afraid of the probable reaction of the aggrieved groups.

Officers in supervisory and executive positions 
are often afraid in exercising

their supervisory prerogative because of external linkage of their subordinates.
 
An impression has been created that no one loses his job for bad performance and
 
no one gets appreciation and recognition for good work done.
 

Public enterprises of commercial character are yet to take up corporate

planning seriously in order to develop a progressive business culture. Some of
 
the managers and employees look upon themselves as government employees and some
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of the policy makers 
also view that public corporations are government
 
departments.
 

The general public blames the nationalisnd sector for poor profit or loss
 
while some others opine that performance of private sector enterprises and
nationalised enterprises 
are not comparable since their objectives are
 
different. One section of economists 
thinks that performance of nationalised
 
enterprises should be 
judged by their contribution to national welfare rather
 
than commercial profit. The concerned ministries have a role to 
play in this
 
respect in coming out with a policy statement.
 

Accountability in the context of environment means the awareness of the

worker/employee that he is accountable to his immediate supervisor for his work.
Presently this sense of accountability has greatly disappeared partly due to
 
erosion of value and partly due 
to ineffective supervision. This affects
 
productivity, work environment and demoralises the good performers.
 

"Work ethics" meaning 
doing one's job at the work place during duty hours
diligently without 
any external influence are 
lacking. There is no realisation
 
that avoidance of work in the last analysis deprives the nation of its potential

prosperity. Ethical values have gone so 
low that non-performance of duty is not

viewed as bad conduct. -his has generated largely because of ineffective control
 
system as well as 
lack of leadership and other environmental factors.
 

Weak bargaining position because of economic 
reasons make an aid dependent

country like Bangladesh accept tied loan 
and pay high prices for capital

equipment, spares and raw materials resulting in over-priced outputs. The

capital goods are also to be 
imported against grant/tied loan which could
 
perhaps be made within the country. This makes 
some of the engineering

industries sick due to low capacity utilisation.
 

(2) Fbysical and institutional infra-structure: The lack 
of an adequate

number of competent firms having modern construction equipment is also affecting

execution of projects schedule. Power failure,
on lack of efficient
 
telecommunication services, road, 
rail and water transportation facilities also
 
impede the efficiency t project and enterprise management.
 

(3) Labour union behaviour: Unhindered 
and smooth flow of productive

activities presuppose healthy labour-management relationship. But due 
to

indiscipline of the 
workers coupled with political orientation of the union

leaders, labour-management relationship has 
became unhealthy in some of the
 
units of corporations. Healthy trade unionism has not developed and the role of

the union has not been clearly defined. The union leaders at the plant level
 
lack proper education and leadership quality as well and are 
not adequately

aware of the various provisions of labour laws. Union leaders are guided by

political motives and enterprise management 
must deal with competing labour

unions linked with conflicting 
parties adversely affecting productivity and
 
profitability. Consensus 
can not be promoted due 
to rivalry among unions. The

situation may be improved if adequacy 
of the labour laws and Industrial
 
Relations Ordinance are updated periodically.
 

Unless the Government and the political parties consciously support the
 
managers in their efforts in resisting the illegal demands, the 
unhappy

situation will not improve. The labour unrest of 1970's 
in the United Kingdom

and the subsequent wage freeze followed by 
a period of stable industrial
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relations of 1980's may offer an excellent opportunity for case studies to the
 
researchers of Bangladesh.
 

(4) Response to technology transfer: Technology shall not flow on 
its own
 
from abroad. Offers received by BSEC 
for progressive manufacture of truck and
 
bus chassis indicate that even in the fifth year of progressive manufacture, the
 
enterprises are supposed to manufacture something like nuts, bolts, brackets
 
and housings. BSEC, BCIC, 3SFIC and BITAC under the auspices of the Ministry of
 
Industry should be able to achieve a breakthrough in the in-house development of
 
technology. Attention of the highest authority 
 in the existing environment of
 
Bangladesh is, however, a must for such an effort to be successful.
 

(5) Counterpart support to donor's experts: There is a need for the
 
services of expatriate consultants for the purpose of in-house technology

development and for adoption and adaptation of 
new technology. But where there
 
is a lack of appropriate counter-part support at the enterprise level, efforts
 
of expatriate consultants have not been successful.
 

4.3 Summary of Key Constraints:
 

Policy making factors
 

(1) Ineffective participation by sector corporations, employers'

organisations, expert members, 
chambers of commerce and industries and
 
beneficiaries sometimes leads to unsound policy decisions.
 

(2) Lack of consideration of environmental and project design factors in
 
policy formulation processes.
 

(3) Lack of appropriate intervention strategy in policy decision and for
 
taking corrective measures during implementation.
 

(4) Lack of clearly defined definition of the project goal and objectives
 
which cut across sectors.
 

(5) Absence of critical examination of feasibility study with reference to
 
the source, reliability and interpretation of data.
 

(6) Lack of business-like and professional approach in policy formulation.
 

Policy implementation factors
 

(7) Non-implementation of government policy directives in time.
 
(8) Absence of training of the core officials in contracting procedure,


implementation scheduling and rescheduling; dearth of strong project

implementation team, lack of continuity and 
incentives for project
 
officials.
 

(9) Lack of appropriate direction by the ministries 
in the implementation
 
of the projects.
 

(10) 	Inability to order priorities of implementation of different
 
components of the projects.
 

(11) 	 Lack of political will and unwillingness of the concerned corporation

to hand over the completed projects to the beneficiaries' cooperatives/
 
local self governments in the agricultural sector.
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Organisational factors
 

(12) 	Absence of effective enforcement of accountability by th
 
administrative ministry.


(13) 	Lack of functional capacity in the concerned ministries for industria
 
and project management.


(14) 	 Lack of management supervision practices, operational discipline an
 
flexibility, effective enforcement of accountability and sound decisio
 
making at corporate level.
 

(15) 	Enterprise Boards are not as effective as they should be.

(16) 	Enterprises which are nct 
limited companies do not generally havi


Management Boards and are 
therefore deprived of the opportunities fo:
 
sound decision making.


(17) 	In the absence of enforcement of provisions for liquidation provide,

for in the Companies Act 1913 now under revision, the chronically sicl

enterprises can manage to continue their operations to the detriment o
 
country's interest.
 

(18) 	Non-existence of a metal processing R&D centre manned by best availabli
 
local and expatriate talents and equipped with modern physica

facilities is hindering a break-through in the engineering industri

which is a must for rapid industrialisation of the country.
 

Administrative and financial factors
 

(19) 	Decision making processes are cumbersome and time consuming.

(20) 	Existing financial approval limit of Tk. 
50 million for corporation,


and Tk. 150 million for the ministry is working as an impeding forcE
 
against higher operational efficiency of enterprises.


(21) 	 Lack of effective delegation of power to project heads and heads of thE

divisions at the corporation head office causes delay in the decisior
 
making and consequent time and cost over-runs In project

implementation.
 

(22) 	Lack of effective delegation of power to all levels of officers at thE
 
ministry delay decision making.
 

Staffing and training factors
 

(23) Lack of career planning in the corporations and the ministries is
 
acting as a hindrance against human 
resource development and
consequently modern executive management development is being hampered.


(24) 	Ministries and corporations lack well trained executives and

professionals of required number at all 
levels and functional areas.
(25) 	Frequent transfer and posting of personnel of ministries and

corporations to unrelated functional 
positions are hindering expertise

development, technology transfer, adoption and adaptation.


(26) 	Low morale of frustrated executives at the ministries, corporations,

the enterprises and the projects.


(27) 	Lack of appropriate use of institutional training facilities and expert
 
services.
 

Accountabili ty_and_ env-io
ronmental factors
 

(28) Lack of appreciation and consciousness on the part of the board and its
 
members of their responsibilities due to ineffective enforcement of
 
accountability by the ministries and corporations.
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(29) 	Existing procedural audits are counter-productlve. On tle other hand
 
there is a lack of appropriate system of examining the key areas of
 
Statutory Audit Reports (Financial: accounting and propriety of
 
transactions) by the boards of directors of corporations. Lack of
 
economic, management and operations audits reflecting ineffective
 
governance of the corporations' boards in respect of supervision 
of
 
executive management and accountability.
 

(30) 	Undue pressure exerted on the management of the corporations and their
 
enterprises by the labour unions/political party wings and inability of
 
the corporations to withstand such power for lack of political support.


(31) 	Unfair criticism based on incorrect 
information has a demoralising

effect even on 
the morale of the dedicated and efficient officers of
 
the public enterprises.
 

(32) 	Absence of work 
ethics and apathy towards accountability as well as
 
ineffective mechanism for enforcement of 
accountability at different
 
levels of the ministries, corporations and enterprises.
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CHAPTER 5
 

RECOMMENDATIONS
 

5.1 Introduction:
 

The Ordinances creating TCB, EPB, BADC and BWDB clearly spelled out 
the

goals and purposes of these corporations. But P.0.27 of 1972 nationalising the
 
abandoned industries as well 
as jute, textile and sugar industries, and vesting

these and erstwhile BIDC projects and enterprises with newly established eleven
 
sector corporations though clearly mentioned top management 
functions of these

corporations in the manufacturing sector, 
it did not define the objectives of
 
enterprises and projects. The Nationalisation Order also provided for the

operational 
autonomy of the corporations and their accountability as well; but

initially they came 
across some difficulties as mentioned 
earlier. The
 
government subsequently tork some steps 
to make the public corporations

effective and initiated a series of policy measures since 1976.
 

The Working Group on Relationship between Ministries and Corporations

studied the gradual 
evolution of the functional relationship between the

ministries and the corporations, identified forces inhibiting the effectiveness
 
of the public corporations and their enterprises. The recommendations of the
 
group with refprence to the objectives, as spelled out in the TOR, appear in the
 
following paragraphs.
 

5.2 The Recommendations
 

A. Higher Standards in Administrative Performance
 

(1) Implementation of the following policy issues and adherence to
 
?h@.e.Poe rnment di.rectives:
 

- "Guidelines on the Relationship between Government and Autonomous
 
Bodies/Corporations and the 
Autonomous Bodies/ Corporations and
 
Enterprises ulder Them"-Cabinet Division-1976.
 

- Resolution, 1983, containing the policy directives vide Cabinet
 
Division Notification no. 4.5.82/285 - Committee published in the 
Bangladesh Gazette on 24 July of 1983, concerning operational 
autonomy of the corporations and transfer of shares of the 
enterprises to the respective corporations. 

- Presidents' Order no. Rasha/Ma Pa (AB) - 2/87 - 17 dt. 16.03.87
 
reiterating the governments' directives to Jmnplement the
 
guidelines 1976 and the resolution. 1983.
 

- Ordinance No. VII 
of 1987 dt. 7.5.87 enabling the government to
 
transfer its shares in the nationalised enterprise to the
 
corporations.
 

- Order no. Shi/Bi:Ha-5/Sha: Bi-3/87/138/4 dated 9-7-88 of the
 
Ministry of Industry advising issue of 51% 
shares directly to
 
the BCIC, BSEC and BSFIC consequent upon the decision 
for
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converting these corporations into holding companies.
 

(2) Organisational reforms
 

- Conversion of corporations of manufacturing sector into holding 
corporations in the light of Resolution, 1983, should create a 
sound basis for bringing about financial oiscipline and 
enforcement of accountability. The structure of ENI of Italy and 
Coal India Ltd., the two state holding corporations in the 
industries sector and STC of India Ltd. in the trading sector may
be examined and modified to suit the Bangladesh environment. Steel
 
Authority of India Ltd. (SAIL), a hybrid of taken-over subsidiary
 
companies of private sector and enterprises of public sector
 
functioning as the divisions of the corporation may also offer a
 
valuable case study of conflicts amongst the various interest
 
groups.
 

- The principle of hire and fire 
enterprises as mentioned under 
Procedure for Staffing. 

should 
sections 

be 
of 

introduced in public 
Policy Analysis and 

(3) Enforcement of accountability 

(a) Assuming..the responstbity 
the boards: 

of enforcement of accountabIti y 

(i) An audit sub-committee of the board headed by the 
finance director should be formed for the purpose of 
study and presentation of (a) the salient points of the
 
audited accounts and (b) key observations in the
 
statutory audit reports and also to check as to whether
 
the auditors have performed their duties and functions
 
diligently inaintainlng their integrity. Detailed
 
discussions must be held at the board before adoption
 
of the audited accounts.
 

(ii) The chairmen and the directors may undertake visits to
 
the enterprises and projects for the purpose of
 
evaluation of their performances. The key areas to be
 
examined are planned capacity utilisation,

productivity, down-time analysis and usage ratios etc.
 
of the enterprises and progress of implementation of
 
various activities of the projects. In addition, they
 
may also check the selected financial ratios. The 
objectives are to identify the problem areas and 
forewarning of , corporate sickness and to prescribe 
corrective meas.:res.
 

(b) Introduction of an effective management information system: The
 
existing Management Information System (MIS) of the corporations
 
should be modified to meet the requirements of SABRE and an
 
effective system of accountability established. Senior staff
 
members, Heads of Divisions and Chief Executives of the
 
enterprises should be periodically invited by the corporate
 
mrnagement for making regular presentation of reports concerning
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enterprise productivity, achievements, profitability, problem
 
areas etc. in order to see whether there are weaknesses in the
 
structured information flow.
 

(c) Motivation of executives: In connection with enforcement 
of
 
accountability leading to higher level of efficiency and
 
effectiveness in enterprise and project management, 
an
 
appropriate motivational mix of recognition and appreciation,
 
power and authority, promotion prospect, operational autonomy
 
and security[2 3 ] for the corporation, enterprise and project
 
executives should be worked out and introduced.
 

B. Policy Analysis
 

(1) Current Policy Issues
 

- Effective participation of the Chief Executives of the 
corporations and the enterprises in the process of policy making 
at the corporation and ministry-level. 

- Chronically sick and potentially uneconomic units may be gradually
 
disposed of.
 

-
The potentially economic industries in the engineering, paper and
 
chemical sectors incurring loss may be isolated, problems and
 
constraints examined and a policy decision about their future be
 
worked out jointly by the ministries and the corporations.
 

- The Ministry of Agriculture may issue directives to BADC for
 
intensifying its activities in the current priority areas and in
 
accordance with the latest governmental policy directives.
 

- Sugar cane policy may be included in the Agricultural Policy of
 
the Government. R&D work may be intensified for increasing per
 
acre yield, sucrose content, and recovery of sugar from sugar
 
canes in the BSFIC mills.
 

- A policy decision may be taken by the government for R&D 
activities in metal processing in order to achieve a break-through 
in the Engineering Industries. 

- The Ministry of Irrigation, Water Development and Flood Control 
may examine the issue of handing over of the completed projects of
 
BWDB to the beneficiaries' cooperatives and local self
 
governments.
 

-
A policy decision may be taken for incorporation of a reward and
 
penalty clause and a provision for maximum autonomy of the
 
enterprises in the perform ncr contracts with 
a view to improving
 
their operational results.[24]
 

23. M. Habibullah, Motivation Mix, Dhaka: 
Bureau of Economic Research,
 
University of Dhaka, 1974.
 

24. World Bank: " Aide Memoire (Second Industrial Sector Credit, Preparation
 
Mission)", May 29, 1989, P.11.
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(2)Needed legislative actions for amendments:
 

- Effectiveness of enforcement of liquidation of both private and 
public sector sick industrier as provided for in the Companies Act 
1913 now under revision should be examined. 

- The Industrial Relations Ordinances and other relevant laws need
 
to check undesirable labour union practices.
 

- The relevant service regulations of corporate bodies may provide

for introducing a system of hire and fire for encouraging good
 
performance.
 

- Ordinances of BADC, BWDB, TCB and EPB may be amended for inclusion
 
of provisions for delegation of power by the boards to the
 
respective chief executives and by the chief executives to any

director or officer of the corporations.
 

C. Igmplementation of Policy
 

(1)A-dm-inistratiye., financial, material and contract management

- Government shares in the enterprises should be transferred to the
 
respective corporations as per policy decision and subsequent
 
directives issued by the Government.
 

- The holding corporations or companies should ensure payment of 
dividends to the government on its equity shares as per
appropriation of surpluses generated by the subsidiaries. 

- Corporations should not operate the bank accounts of the
 
subsidiaries.
 

- Pricing policy should be left with the board of directors and if
 
any reductions on sensitive items are needed, the government
 
should compensate. Approval of the ministry will be needed in the
 
case of fixation of price of sensitive items.
 

- Government may render active support for realisation of the
 
objectives under sugar cane policy in the agricultural sector so
 
that BSFIC does not suffer for want of sugar canes.
 

- Corporations should thoroughly examine several forms of contracts,
 
such as (a) cost reimbursible, (b) turnkey, (c) semi-turnkey, (d)
 
engineering and know-how, (e)duplicate, as adopted by UNDIO after
 
holding several expert group and inter-governmental meetings, and
 
adopt anyone of these forms or a combination that is considered to
 
be the most suitable for a particular project.
 

(2) Implementation of plqc issues_concerning improvement of public 

sectqE_peration through peformance contract: 

- Number of enterprises covered by the performance contract 
cnntaining defined responsibilities of each party and
 
predetermined performance and evaluation criteria, should be
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gradually increased. This is being practiced in some developed and
 
developing countries [25] with success. Such a system will 
not only

act as an instrument for improving the performance through the
 
process of management by objectives and participation but also
 
establish a channel of a two-way communication and a harmonious
 
relationship between the ministry and the corporation.
 

(3) Research and development
 

(t)T og Development
 

- The government may establish a metal processing R&D centre 
with well defined objectives in order to achieve a much
needed break-through in the engineering industry sector. If
 
so desired, the centre may be located at BMTF for the purpose

of utilisation of some of its facilities on payment.
 

- All-out support of the 
 Ministry of Agriculture may be
 
rendered to the existing sugar cane research centre for
 
intensifying its efi'orts for achieving the objectives.
 

-
It is necessary to utilize expatriate experts' services for
 
the purpose of adoption and adaptation and in-house
 
development of old and new technology. Care must, however, be
 
taken that before the commencement of utilization of expert

services, concerned corporations and their enterprises are
 
properly tuned to guide, assist 
and support the experts of
 
the donor countries.
 

(ii) Research on market develQpment
 

- Commerce Ministry's support is called for establishing 
stronger contacts and connections of EPB and TCB with ICDT,
SAARC, UNCTAD, EEC, ASEAN and other regional organisations in 
Africa, North and South America, Australia and COMECON
 
countries.
 

D. Delegation of Authority
 

(1) Full ojerational authority of corporations:
 

- Once the budget is approved and the target is fixed, the 
corporations should have the full operational authority including
the authority for creation of posts, appointment and promotion,

in-country and foreign training, determining the motivational mix,

mobilisation of resources, pricing, internal 
marketing and
 
exports, and sending delegations abroad for marketing of products
 
or shopping imports.
 

- There should not be any financial limit for the corporations in
 
connection with award of purchase or construction contracts as per

Guidelines 1976 and Resolutions, 1983.
 

25. 	 Victor Powel, Improving Public rnterprise Performance, New Delhi: Oxford & 
IBH Publishing Co. Pvt. Ltd., 1987, PP. 69-71. 
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- The decision making process should be simplified, decentralised
 
and continuously reviewed and collective decision making process
 
should be fostered.
 

E. Procedure for Staffing
 

(1) Career planning and Recruitment:
 

- Career planning should be introduced for officers working in the 
ministries, public sector corporations, projects and enterprises. 

- Appointments shall be made on the principle of hire and fire.
 

- Appointments and promotion should be made on the basis of merit on
 
clear assessment of performance related career advancement
 
principle.
 

(2) Training:
 

-
A minimum input of training should be considered as an important

pre-condition for promotion of P:, officer at different stages of 
his career. 

- Training of officers of all levels, whether in-house, in-country
 
or oversea.,, should be carried out in a planned manner keeping in
 
view the career opportunities of officers.
 

- Personnel of project irplementation and monitoring teams at 
projects, corporations and concerned ministries, should be 
imparted theoretical as well as practical training in contracting 
procedures, computer based scheduling of project activities. 
Efforts should be made to retain the members of a core project
 
implementation team throughout the life of a project by offering
 
.-ppropriate incentives.
 

- Short refresher courses/workshops and seminars should be conducted
 
for the corporate board members in order to make them appreciate
the corporate duties and responsibilities; the necessity of the 
boards' effectiveness, appropriate agenda items and quality of
 
decisions; enforcement of accountability through conducting the
 
management, economic 
and operations audits of the enterprises;
 
identification of strengths and weaknesses 
of the enterprises;
 
corporate planning, etc. Journals and periodicals on the corporate

and enterprise managements in public and private sectors and on
 
latest technology may also be subscribed by the ministries and the
 
corporations.
 

(3) Continuityandprofessionalism:
 

- The continuity of personnel in the same or similar functional
 
areas even though in different enterprises, should be maintained
 
in order to utilise their expensive training and to build up

expertise leading 
to reduction in dependence on expatriate
 
experts.
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-
Concerned ministries should draw on the experiences of competent

professionals having field exposures of projects, enterprise and
 
corporate management.
 

(4)Pay structure, performance incentives and status:
 

- There should be provisions for lateral entry at senior levels and
 
the corporations should liberally offer contracts with appropriate

salary and attractive terms and conditions of service to qualified

and able persons so that persons having requisite expertise,

experience and qualification are encouraged to join the public

sector as per recommendations of Resolution, 1983.
 

- Performance criteria must be fixed and evaluation procedure must
 
be known to all concerred officers responsible for management of
 
corporations and enterprises.
 

- A policy of reward for excellent performers and punishment for
 
non-performers should be introduced and strictly adhered to.
 

F. Development and Improvement of TrainingFacilities: Modern methodology

of need-based curriculum design and implementation inclusive of

preparation of lesson plans with defined objectives, feed-back and

evaluation should be introduced 
in every training institution equipped

with audio-visual aids; corporations-training institutions collaborative

efforts be intensified; appropriate motivational mix worked out, 
to
 
attract, for training assignment, the administrators, managers, and

executives known and respected for their competence and integrity.

Training policy package should include training of the trainers at home

and abroad. Certificate/Post Graduate Diploma Courses on 
latest
 
technology, advanced management and export marketing may be offered by

training and teaching institutions.
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CHAPTER 6
 

ACTION PLAN FOR IMPLEMENTATION OF RECOMMENDATIONS
 

6.1 Basic considerations:
 

a. Implemenetation..plans: The implementation of the key recommendations of 
the Working Group has been presented in the form of action plans which are as 
follows:
 

Short_term _implementati*on plan: The short-term action plan spans an 
implementation period of 1  2 years. This phase relates to making of immediate
 
conscious efforts for strict implementation of/adherence to, in letter and
 
spirit, (i) all those policy issues/government directives which do not require
 
any legislative actions and (ii) implementation of all those policy

issues/government directives which have 
to be preceded by initiation of
 
proposals for legislative changes. The initiations and follow-up actions have to
 
be taken obviously by concerned ministries. No major financial expenditure is
 
involved.
 

Long.termimplementation plan: This phase involves the implementation of
 
the key recommendations relating to (i) the development of institutional
 
facilities in the field of R&D and (ii) formulation of training programmes which
 
will involve outside fliancial resources and a time frame of more than 2 years.
 

b. Authorities and agencies involved in__imple.mentation: Administrative
 
ministries such as Ministry of Industry (MOI), Ministry of 
Agriculture (MOA),

Ministry of Commerce (MOC), Ministry of Irrigation, Water Development and Flood
 
Control (MOIFC), Ministry of Establishment (MOE), Ministry of Law (MOL) and
 
Ministry of Finance (MOF) and the concerned corporations such as BCIC, BSEC,
 
BSFIC, BADC, BWDB, TCB.
 

c. Cost invo-vement a-nd modeof financing: Preparation of cost estimates
 
for the establishment of a R&D centre needs further detailed study by a group of
 
consultants. But a start must be immediately made to organise the proposed R&D
 
centre with the existing facilities and manpower. There must be provisions for
 
the intake of best available talents from home and abroad to start the work on
 
adoption, adaptation and development of in-house technology, say, for
 
manufacture of automobile components within the country since the effective
 
transfer of know-how in this field is extremely difficult. This is also a very

significant step towards achieving a much-needed break-through in engineering
 
industries.
 

Similarly preparation of an appropriate training plan in line with the
 
recommendations made in this report and a cost estimate will require a thorough
 
study preceded by an assessment of training needs of the seven corporations by a
 
group of experts.
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---------------------------------------------------------------------

6.2 The implementation plan drawn with reference to the recommendations
 
presented in the executive summary, authorities for initiation and
 
implementation, and source of financing 
have been presented in the following
 
table:
 

Implementation Plan
 

Objective 	 Reference Authorities for Source of Cost
 
Executive initi- implemen- financing involved
 
Summary ation tation
 

Short term
 

1. 	Implementation of ex- A.1.(a) MOO MOE Self
isting government po- A.1.(b) MOI MOI financed
 
licy directives such
 
as Guidelines, 1976
 
and Resolution, 1983.
 

2. 	Conversion of BCIC, A.2.(a) MOC MOC Self-

BSEC and BSFIC into MOI 1OI financed
 
holding companies.
 

3. 	Adoption of a policy B.1.(f) MOI MOI Self
decision on R&D 
 financed
 
activities for achiev
ing a breakthrough in
 
Engineering Industries.
 

4. 	Implementation of C.1.(a) MOI MOI Self-

Ministry of Industry financed
 
order no. Shi/Bi: Ha
5/Sha: Bi-3/87/138/4
 
dt 9-7-88 providing
 
for the transfer
 
of 51% shares of
 
divested enterprises
 
and 100% shares of
 
other enterprises to
 
respective
 
corporations.
 

5. 	Phased implementation C.2 MOI MOI Self
of performance contract BCIC financed
 
system in the enterpr- BSEC
 
ises of corporations. BSFIC
 

6. 	Delegation of full 
 D.1 MOI MOI Self
operational authority CPC financed
 
to corporations with
in approved budget to
 
facilitate decision
 
making.
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7. Continuity of person-
nel in the same or 
similar functional 

E.3.(a) MOA 
MOC 
MOE 

MOI 
CPC 

Self
financed 

areas for expertise 
development within the 
policy framework of 
corporate bodies. 

MOI 
MOIFC 

8. Fixation of performa-
nce criteria and 
introduction of a 

E.4.(b) MOI MOI 
CPC 

Self
financed 

system of reward and 
penalty for excellent 
performers and non
performers rspectively 
in public corporations. 

9. Amendment of charters 
of BADC, BWDB, TCB and 
EPB for inclusion of 
provisions for deleg
ation of power by the 
boards to the respec
tive chairmen and by 
the chairmen to any 
director or officer 

B.2.(d) MOC 
MOIFC 

MOC 
MOIFC 
MOL 

Self
financed 

of the corporations. 

Long term 

10. Establishment of a R&D 
centre for boosting up 
adoption, adaptation 
and in-house develop-
ment of technology. 

C.3.(i)(a) MOI MOI Through 
formulat-
ion of 
TAPP 

Project 
cost to 
be wor
ked out 
after 
detail
ed study 

11. Reform of training 
programmes: 
Introduction of 
need based 

E.2.(a) 
E.2.(b) 

MOA 
MOC 
MOI 
MOIFC 

MOA 
MOC 
MOI 
MOIFC & 

-do- -do

a. Foundation training 
b. Functional training 
c. In-service training 
d. Mid-level intensive 

all con
cerned 
corpora
tions 

training. 
e. Short refresher courses 
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ANNEXURE-I
 

THE WORKING GROUP
 

The Working Group on the Relationship between Ministries and Public
 
Corporations was composed of the following members:
 

1. Dr. A.M.M. Shawkat Ali, 

Managing Director, Bangladesh
 
Krishi Bank, Now Joint Secretary,
 
Ministry of Agriculture.
 

2. Dr. Harun-ar-Rashid, 

Joint Secretary,
 
External Resource Division,
 
Planning Commission.
 

3. Mr. Abdul Jalil Khan, 

Jt. Secretary,
 
Ministry of Commerce.
 

4. Mr. Idris Ali, 

Deputy Secretary (Dev.),
 
Ministry of Establishment.
 

- Chairman
 

- Member
 

- Member
 

- Member
 

The Working Group was assisted by the following staff members:
 

Senior Consultant 


Local Consultants 


Research Staff 


Secretary 


- Dr. Rafiquddin Ahmad
 

- Mr. K.A.M. Kamaluddin
 
Mr. Zahirul Huq
 

- Dr. M.A. Malek
 
Mr. Golam Mohiuddin
 
Dr. Mahbub-ul-Haque
 
Mr. A.S. Roy
 

- Mr. Golam Kabir
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ANNEXURE-III
 

INDIVIDUALS INTERVIEWED
 

The People's Republic o Bangladesh
 

Barrister Moudud Ahmed 


Maj. Gen. (Retd.) M.A. Munim 

PSC
 

Mr. Abdus Sattar 


Mj~nisty__Yf Agriculture 

Mr. M. A. Sayed 


Ministry of Establishment
 

Mr. Khondokar Mahbub Rabbani 

Mr. Mohammad Ali 

Dr. Shah Mohammad Farid 


Ministy of Finance 

Mr. M.K. Anwar 

Mii 1st ry-of Industry
 

Mr. A.K.M. Mosharraf Hossain 


Min istry of P1 anniiig 

Mr. Kazi Fazlur Rahman 
Dr. Sheikh Maqsud All 
Dr. Harun-ar-Rashid 

Ministry of Workr,
 

Mr. Ayubur Rahman Chowdhury 


Ba-iladeshAg!_iculture Development 

- Vice-President, in charge of
 
Ministry of Industry
 

- Minister for Agriculture
 

- Minister for Commerce
 

- Secretary
 

- Secretary
 
- Additional Secretary
 
- Joint Secretary
 

- Secretary
 

- Secretary
 

- Member, Planning Commission 
- Member, Planning Commission 
- Joint Secretary, External Resources 

Division 

- Secretary
 

Corporation
 

Mr. M.A. Malik - Chairman
 
Hr. Azad Ruhul Amin - Member Director
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Mr. Abul Hasem 

Dr. Azharul Hoque 

Mr. M.A. G. Kabir 

Mr. M.A. Wadud 


- Member Director (Seed)
 
- Member Director (Irrigation)
 
- Member Director
 
- Member Director (Finance)
 

BaDaladesh Chemical Industries Corporation
 

Mr. Mohammad Toha 

Mr. Giasuddin Ahmed 

Mr. Muzaffar Ahmed 

Mr. M.M. Eunus 

Mr. A. Momin 

Mr. S.I. Shahjahan 

Mr. K.M. Hussain 

Mr. E. R. Chowdhury 


Mr. M. Badiuzzaman 


Dr. Syed Yusuf Farooq 

Mr. A. Gafoor 


Mr. Kamal Rabiul Huq 

Mr. Zahirul Huq 

Mr. Rafiquddin Ahmed 

Mr. A. Latif 

Mr. K.M. Rahmatul Islam Abu 

Wahed
 

- Chairman
 
- Director (Technical and Engineering)
 
- Director (Finance)
 
- Director (Commercial)
 
- Director (Planning)
 
- Director (Production)
 
- Secretary
 
- Executive Director (Fertilizer & Paper
 

Industries Rehabilitation Project)
 
- Senior General Manager (Research & Productivity
 

Division)
 
- Senior General Manager (Planning)
 
- Senior General Manager (Maintenance & Technical
 

Service Division)
 
- Senior General Manager (Implementation)
 
- Chief Engineer (Planning)
 
- Controller of Accounts
 
- General Manager(Purchase)
 
- Chief Manager (Production)
 

Bangladesh Steel and Engineering Corporation
 

Mr. Md. Nefaur Rahman 

Mr. Md. Waseq Al-Azad 

Mr. A. M. Syed Hamed 

Mr. Uttam Ali Mia 

Mr. Mahfuzur Rahman 

Mr. S. Hyder 

Mr. Narun Nabi Chowdhury 

Mr. Mir Nazrul Islam 

Mr. K.A.M. Kamaluddin 

Mr. Sabiq Khan 

Mr. S.A. Sikder 

Mr. A.F.M. S. Zaman 

Mr. Enayet Hussain 

Mr. Hedayet Hussain 

Mr. B.A. Khan 

Dr. Khairuzzaman 

Mr. Meftahur Rahman 

Mr. Eric Gonsalves 

Mr. N. I. Khan 

Mr. Nurun Nabi 


Mr. S.t]. Khondkar 


- Chairman
 
- Director (Commercial)
 
- Director (Production & Engineering)
 
- Director (Finance)
 
- Director (Planning & Development)
 
- Secretary
 
- General Manager (Engineering-II)
 
- General Manager (Engineering-1II)
 
- General Manager (Engineering-I)
 
- General Manager (Steel)
 
- General Manager (Research and Development)
 
- Chief Personnel Officer
 
- General Manager (Ship Building)
 
- General Manager (Marketing)
 
- General Manager (Management Information System)
 
- General Manager (Planning)
 
- General Manager (Purchase)
 
- Additional Chief Accounts Officer
 
- Additional Chief Auditor
 
- Chief Engineer (Construction)
 

- Managing Director
 
Atlas (Bangladesh) Ltd.
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Mr. M.A. Matin - Managing Director
 
Eastern Tubes Ltd.
 

Mr. S.M. Mahboob - Senior General Manager
 
Bangladesh Diesel Plant
 

Mr. Md. Khalilur Rahman - Managing Director 
Bangladesh Machine Tools Factory 

Mr. Khan Mominul Islam - Managing Director 
Mehar Industries 
(Bangladesh) Ltd. 

Bangladesh Sugar and Food Industry Corporation
 

Mr. Hedayet Hussain - Chairman
 
Mr. Muazzem Hossain - Director (Finance)
 
Mr. S. M. Nuruzzaman - Director (Production)
 
Mr. M. Syeduzzaman - Director (Marketing)
 
Dr. N.M. Sheikh - Director (Planning and Development)
 
Mr. M. Shawkat Ali - Secretary
 
MR. Taher Ahmed - Chief (Cane Procurement Support Services)
 
Mr. A.F.M. Asafzah - Chief (Oil & Food)
 
Mr. A. Karim Chowdhury - Chief (Agricultural Engineering)
 
Mr. M.A. Jabbar - Chief (Expansion)
 
Mr. Moazzem Hossain Khan - Chief (Purchase)
 
Mr. M.A. Quddus - Chief (Inspection)
 
Mr. Syed Hlarun-ur-Rashid - Chief (Management Development)
 
Mr. Masood Alam Siddiquee - Chief (Management Information System)
 
Mr. Mohd. Hossain - Controller of Accounts
 

Bangladesh Water Development Board
 

Mr. Amjad Hossain Khan - Chairman
 
Mr. S.M. Zakiul Alam - Member (Operation & Maintenance)
 
Mr. M. Nurul Huda - Member (Implementation)
 
Mr. Belayet Hussain - Member (Finance)
 
Mr. Shamsur Rahman - Member (Planning)
 

Ex2port Promotion Bureau
 

Mr. Mushfiqur Rahman - Vice-chairman
 
Mr. Akmal Hossain - Director General
 

Trading Corporation of Bangladesh
 

Brig. (Retd.) Habibur Rahman - Chairman
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Past Chairmen of Corporations
 

Mr. Delwar Hossain 
 - Former Chairman,
 
BSFIC
 

Office of the Comptroller and Auditor General
 

Mr. Golam Kibria 
 - Comptroller & Auditor General
 

Public Administration Training Centre
 

Mr. A. M. Anisuzzaman 
 - Former Rector
 
Dr. Ekramul Ahsan 
 - Member Directing Staff
 

Board of Investment
 

Mr. Mahmudul Huq 
 - Member
 

Consultative Committee of Public Enterprises (CONCOPE)
 

Mr. Md. Nefaur Rahman 

Mr. Enamul Haque Chowdhury 


USAID
 

Mrs. Priscilla Boughton 

Dr. Malcom Purvis 

Mrs. Colellete Chabott 

S.A. Al - Muti 


The World Bank
 

Francis Van Gigch 

Syed Nizamuddin 


- Chairman
 
- Secretary General
 

- Director
 
- Deputy Director
 
- Former Assistant Programme Officer
 
- Project Manager
 

- Resident Representative
 
- Programme Officer
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ANNEXURE-IV
 

LIST OF PUBLIC CORPORATIONS
 

I. Industrial Sector
 

1. Bangladesh Chemical Industries Corporation
 
2. Bangladesh Steel and Engineering Corporation
 
3. Bangladesh Sugar and Food Industries Corporation
 
4. Bangladesh Small and Cottage Industries Corporation
 
5. Bangladesh Textile Mills Corporation
 
6. Bangladesh Handloom Board
 
7. Bangladesh Sericulture Board
 
8. Bangladesh Jute Mills Corporation
 
9. Bangladesh Export Processing Zones Authority

10. Bangladesh Film Development Corporation
 
11. Bangladesh Forest Industries Development Corporation
 
12. Bangladesh Mukti Joddha Kalyan Trust
 
13. Bangladesh Cables Shilpa Ltd.
 
14. Sena Kalyan Sangstha
 
15. Telephone Shilpa Sangstha Ltd.
 

II. Financial & Insurance Sector
 

16. Sonali Bank
 
17. Janata Bank
 
18. Agrani Bank
 
19. Rupali Bank
 
20. Bangladesh Krishi Bank
 
21. Bangladesh Shilpa Bank
 
22. Bangladesh Shilpa Rin Sangstha
 
23. Investment Corporation of Bangladesh
 
24. Bangladesh House Building Finance Corporation
 
25. Sadharan Bima Corporation
 
26. Jiban Bima Corporation
 
27. Rajshahi Krishi Unnayan Bank
 

III. Transport & Tourism
 

28. Bangladesh Inland Water Transport Corporation
 
29. Bangladesh Inland Water Transport Authority
 
30. Bangladesh Shipping Corpoiation
 
31. Bangladesh Road Transport Corporation
 
32. Bangladesh Biman Corporation
 
33. Bangladesh Parjatan Corporation
 
34. Chittagong Port Authority
 
35. Port of Chalna Authority
 
36. Civil Aviation Authority
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IV.Agricultural & Water Resources Sector
 

37. Bangladesh Water Development Board
 
38. Bangladesh Agricultural Development Authority
 
39. Bangladesh Fisheries Development Corporation
 
40. Bangladesh Tea Board
 
41. Bangladesh Jute Corporation
 
42. Dhaka Water Supply and Sewerage Authority
 
43. Chittagong Water Supply and Sewerage Authority
 

V. Energy Sector
 

44. Bangladesh Oil, Gas and Mineral Corporation
 
45. Bangladesh Petroleum Corporation
 
46. Bangladesh Power Development Board
 
47. Rural Electrification Board
 

VI. Area Development and Spatial Plannin
 

48. Dhaka Improvement Trust
 
49. Chittagong Development Authority
 
50. Khulna Development Authority
 
51. Rajshahi Town Development Authority
 

VII. Trade and Commerce Sector
 

52. Trading Corporation of Bangladesh
 
53. Bangladesh Consumers Supply Co. Ltd.
 
54. Export Promotion Bureau
 

VIII. Science & Technology Sector
 

55. Bangladesh Atomic Energy Commission
 
56. Bangladesh Council of Scientific and Industrial Research
 
57. Bangladesh Industrial & Technical Assistance Centre
 
58. Bangladesh Standard & Testing Institution
 
59. Islamic Foundation
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ANNEXURE-V
 

LIST OF SECTOR CORPORATIONS ESTABLISIIED
 
UNDER P.O. 
27 OF 1972*
 

1. 	Bangladesh Jute Industries Corporation**
 

2. 	Bangladesh Cotton Mills Corporation**
 

3. 	Bangladesh Sugar Mills Corporation
 

4. 	Bangladesh Food and Allied Industries Corporation
 

5. 	Bangladesh Steel Mills Corporation
 

6. 	Bangladesh Engineering and Shipbuilding Corporation
 

7. 	Bangladesh Paper and Board Corporation
 

8. 	Bangladesh Fertiliser, Chemical and Pharmaceutical Corporation
 

9. 	Bangladesh Tanneries Corporation
 

10. 	Bangladesh Minerals, Oil and Gas Corporation***
 

11. 	 Bangladesh Forest Product Corporation**
 

As per amendment of P.O. 27 
in 1976, sl.3 and 4 were merged to form BSFIC;

sl.5 and 6 were merged to form BSEC and sl.7, 
8 and 9 were merged to form
 
BCIC.
 

** 	 Later, amended as Bangladesh Jute Mills Corporation, Bangladesh Textile 
Mills Corporation, Bangladesh Forest Industries Development Corporation. 

*** 	 Subsequently converted into Bangladesh Oil and 	Gas Development Corporation

and 	Bangladesh Mineral 
Exploration and Development Corporation. Later, these
 
two corporations were merged to form Bangladesh Oil, 
Gas and Mineral
 
Resources Corporation.
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PROJECT 


Problems 


1. Overcentralised 

decision making 


2. Human resource 

needs 


CYCLE HIGHLIGHT
 

Primary Recommendations
 

1.1 Raise project approval limits for
 
investment projects.
 

1.2 Eliminate separa1e administrative
 
approval for components of approved
 
projects.
 

1.3 Raise procurement and contract award
 
authority.
 

1.4 Delegate to project directors full
 
financial and administrative powers.
 

1.5 Move appropriate authorities to
 
include in Schedule 2 of Rules of Business
 
all Class 1 officers, including Research
 
officers to Chiefs with authority to sign

letters and documents on behalf of
 
government, if 
warranted, regardless of
 
cadre affiliation.
 

2.1 Conduct needs assessment in planning
 
and development units to determine
 
planning and monitoring staffing needs.
 

2.2 Use qualified local consultants and
 
make greater use of transfers and lateral
 
entry to place qualified staff where
 
immediate planning and monitoring needs
 
are greatest.
 

2.3 Rotate non-cadre officers and officers
 
from administrative, economic and
 
technical cadres within allied 
sectors,
 
and among project, agency and p'lanning
 
cell postings.
 

2.4 Provide planning cells in ministries
 
and implementing agencies with the number
 
of skilled officers that results in
 
satisfactory planning and monitoring 
of
 
development project activities.
 

2.5 Strengthen capability of training
 
institutes, particularly the Academy for
 
Planning and Development to conduct needs
 



assessment and to design and deliver
 
training which result in
will improved
 
performance at the individual, work unit
 
and organisation levels.
 

2.6 Develop a pilot project of monetary

reward systems based upon proven 
cost
 
savings; promote 
regular procedures of
 
employee recognition for outstanding
 
performance.
 

3. Weak accountability 3.1 Design 
and implement a management

and information information system for development
 
systems, 
 projects.
 

3.2 Strengthen rules and regulations
 
related to standards of conduct, and their
 
enforcement.
 

3.3 Ensure that appropriate rapresentation

of affected people (i,e., stakeholders)
 
is institutionalized in each phase of the
 
project cycle.
 

3.4 Provide more public information
 
concerning development project decisions.
 

3.5 Increase delegation of monitoring
 
responsibilities 
 to ministries,
 
implementing agencies and projects.
 

4 . P r o j e c t 4.1 Rationalise allocation of resources

implementation 
 to Revenue Budget and Annual Development

bottlenecks 
 Programme so that projects may be
 

implemented on time and not be delayed by
 
revenue shortage; strengthen capability
 
of forward expenditure planning.
 

4.2 Allow staffing of key project

positions as soon 
 as projects are
 
approved.
 

4
 .
 3 Allow officers assigned to development

projects to remain throughout the life of
 
project without forfeiting rights to
 
promotion and increases.
 

4.4 Develop and use standard project
 
management handbook.
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4.5 Use more turn-key projects, when
 
appropriate, keeping in view their impact
 
on technology transfer.
 

4.6 Streamline procurement process based
 
on study of procurement rules and
 
procedures.
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I. EXECUTIVE SUMMARY
 

A. Background
 

The efforts of government to provide economic uplift to the
 
country are channeled, in large measure, through development

projects funded through the Annual Development Programme (ADP).

Development projects are also a primary vehicle which
through 

Bangladesh receives foreign aid.
 

A major reason for this study into the project cycle has been
 
concern over the persistent pattern of difficulties in achieving

development targets in the mid-term five-year plans and short-term
 
annual plans.' For example, the IMED Annual Report for the fiscal
 
year 1987-88 mentions the following as reasons for poor project

implementation records: defects in the pre-feasibility study and
 
project design, lack of initiative, delays in resource deployments,

shortage of funds, and weaknesses in project management. It is
 
estimated that delays in project completion increase costs by

roughly 35 percent and extend time 
to completion by more than 60
 
percent (DAI, 1988(a):12).
 

Another major impetus behind this study is concern with the backlog
of unused foreign aid in the "pipeline" , which has more than 
doubled during the 1980s. 

The intent of this study was to identify fundamental reasons why

these problems persist, and to recommend actions to overcome them,

for the benefit of 
 all who have a stake in the future of
 
Bangladesh.
 

The study was carried out by a research team, under the guidance

of a Working Group, chaired by Dr. Mashiur Rahman, Joint Secretary,

Finance Division, Ministry of Finance. (Working Group and research
 
team members are listed in Annex A). The methodology of the study,

specified in the Terms of Reference, was to review existing
 
resource materials (listed 
in Annex B) and interview experienced

personnel (listed in Annex C) in public administration in
 
Bangladesh, primarily in seven ministries specified in the TOR.
 
Given the limitations of time and resources, the methodology

specified in the TOR precluded extensive, original research. While
 

I The term "project cycle"' is used in this report to 
refer
 
to the name of the Working Group and the scope of the study's

focus. The TOR referred to the "Working Group on Project

Preparation, Approval and Implementation". The staff of the Working

Group felt that this designation overlooked the vitally important

functions of monitoring and evaluation. Rather than add these
 
functions to the title, it was decided use the "project
to term 

cycle", and to define this term 
to include all key phases of
 
project life cycle.
 



data gathering was 
limited to specific ministries, the intent of
 
the study was to provide recommendaLlons which may apply to
 
development projects generally.
 

B. Key Constraints to More Efficient Development Projects
 

This study, as well as all preceding studies regarding

development projects, points to 
several key constraining factors
 
which cause persistent problems, such as those cited by the IMED
 
study, in development projects: overcentralisation of authority,

lack of accountability, inadequate resource base, and
 
impementation bottlenecks caused 
by inconsistent and inflexible
 
adherence to rules, procedures and systems.
 

There is a relationship among these factors. A statement that was
 
made repeatedly in 
interviews with government officials was that
 
a fundamental sense of distrust of others is 
at the heart of the
 
bureaucratic culture. This sense of distrust has resulted in a need
 
for controls throughout government, which in turn has resulted in
 
a diffusion of accountability through overlapping checks and
 
balances. The net effect is a widespread feeling of no effective
 
accountability.
 

The diffusion of accountability and overcentralisation of decision
 
making produces a climate which inhibits bold and timely management

decisions, resulting in delays. Delays also result from a lack of
 
knowledge of rules and procedures among many government officials,

resulting from inadequate or inappropriate training, as well as
 
frequent changes in rules and procedures.
 

C. Recommendations
 

The objective of this 
study was to assist the Government in
 
developing recommendations which overcome constraints to efficiency

in development projects. As may be determined from reading the
 
report, some of the recommendations are directly implementable.

Others indicate that before government can take action to address
 
a causal problem, other actions may need to be taken. For example,

decentralisation of increased project approval authority logically

requires the development of capability within 
line ministries to
 
review and approve project proposals. Determining capability

requires, among other factors, information about human resources,
 
on a position-by-position, office-by-office basis. Such
 
information does 
not exist, nor was it within the scope of this
 
study to generate it. The study does not recommend actions which
 
will immediately lead to a specific Planning 
Cell in a given

ministry having the capability to handle newly decentralised
 
authority.
 

Determining capability also presupposes that there is an answer to 
the question of how far decentralisation should go. This is
essentially a political and institutional question which has not 
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been clearly answered, and was also a limitation to the development

of specific, implementable recommendations. Notwithstanding these

limitations, the study has provided recommendations which may lead
 
to more efficient development projects. In the remainder of this

section the recommendations 
of the report are summarised. The
 
numbers in parentheses indicate the number of the 
recommendation
 
and the page on which it may be found in Section III below. Section

IIreviews the beckground of the study and provides a conceptual

framework. Section III analyses constraints and recommendations in

the phases of the Project Cycle; suggests an implementation/action

plan for selected recommendations; and, reviews key recommendations
 
within the context of the TOR's objectives.
 

Overcentralisation of authority
 

The primary recommendations regarding this constraint are:
 

1. Reaffirm respoisibility of for
ministries integrating
 
project goals with sector goals (#9/p26).
 

2. Emphasise Planning Commission's responsibility for macro
level planning, for integrating ADP and FYP, and for
 
establishing parameters for ministries and agencies to
 
integrate projects with ADP and FYP (#11/p27).
 

3. 
Raise project approval limits for investment projects
 
(#12/p31).
 

4. Eliminate separate administrative approval for components

of approved projects (#17/p35).
 

5. Raise procurement and contract award authority (#16c/p35;
 
#25/p38).
 

6. Delegate to project directors full financial and
 
administrative powers (#16a&b/p34).
 

Other recommendations to 
overcome overcentralisation are:
 

7. Move appropriate authorities to 
include in Schedule 2 of

Rules of Business all 
Class 1 officers, including Research
 
officers to Chiefs with authority to sign letters and

documents on behalf of government, if warranted, regardless

of cadre affiliation (#13/p3l).
 

8. Reduce details and highlight policy issues and issues
 
critical for policy implementation in review of PPs by PEC and
 
ECNEC (#8/p26).
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9. Emphasise joint review sessions 
at planning cell level
 
before sending PPs for further processing (#14/p31).
 

10. Delegate authority to approve procurement proposals 
on
 
one-step basis for approved proposals (#26/p38).
 

Human Resource Needs
 

The primara recommendations regarding this constraint include:
 

11. Conduct needs assessment in planning and development units
 
to determine type and level of 
specific skills needed at
 
project, agency and ministry levels for planning, implementing

and monitoring roles (#3/p22; #41/p41; #43/p46).
 

12. Use qualified local consultants and make greater 
use of
 
transfers and lateral 
entry to place qualified staff where

immediate planning and monitoring needs are greatest (#I/p22;

#44/p46).
 

13. Provide planning cells 
in ministries and implementing

agencies with the number of skilled officers that results in

satisfactory planning and monitoring 
of development project

activities (#4/p22).
 

14. 
Acquire essential information technology, and appropriate

staff training, for efficient project planning and monitoring
 
(#6/p23).
 

15. Upgrade APD and strengthen capabi'iity to conduct needs
 
assessment and to design and deliver 
training which will
 
result in improved performance at the individual, work unit
 
and organisation levels (#41/p41; #20/p35 
;#32/p39).
 

Other recommendations to improve the human 
resource base in all
 
phases of the project cycle include:
 

16. Rotate non-cadre officers and officers 
 from
 
administrative, economic 
and technical cadres within allied
 
sectors, and among project, agency and planning cell postings

(#2/p22).
 

17. Develop effective incentive system based upon proven
 
efficiency (#21/p35).
 

Weak Accountability and Information Systems
 

The primary recommendations to improve accountability regarding

development projects are:
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18. Increase delegation of monitoring responsibilities to
 
ministries, implementing agencies and projects (#47/p46).
 

19. Design and implement a management information system for
 
development projects, 
such as that in Malaysia (#45/p46;
 
#49/p47).
 

20. Ensure that appropriate representation of affected people

(i,e., stakeholders) is institutionalized in each phase of the
 
project cycle (#10/p26; #46/p46).
 

21. Strengthen rules and regulations related to standards of
 
conduct, and their enforcement (#22/p35).
 

Other recommendations to strengthen accountability include:
 

22. Provide more public information concerning development
 
project decisions (#52/p48).
 

23. Improve utilisation of monitoring and evaluation reports
 
from all sources, including donors (#48/p47).
 

24. Use wrap-up meetings between appraisal teams and sector
 
divisions to clarify areas of agreement 
regarding project

goals and requirements (#50/p48).
 

25. Convene meetings involving donors, ministries, agencies

and project staff to review project implementation performance
 
(#51/p48).
 

Bottlenecks
 

The primary recommendations to reduce bottlenecks are:
 

26. Rationalise allocation of resources to Revenue Budget and
 
Annual Development Programme so that 
 projects may be
 
implemented on time and not 
be delayed by revenue shortage;

strengthen 
 capability of forward expenditure planning
 
(#24/p36).
 

27. Allow staffing of key project positions as soon as
 
projects are approved (#39/p41).
 

28. Allow project personnel to remain with project until 
its
 
completion without forfeiting 
 rights to promotion and
 
increases (#40/p41).
 

29. Streamline procurement process based on study of
 
procurement rules and procedures (#33/p39).
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Other recommendations include:
 

30. Use more turn-key projects, when appropriate (#18/p35).
 

31. Examine probable impact of Executive Orders to insure that
 
high priority development projects will not be impaired in
 
mid-stream (#42/p42).
 

32. Develop and use standard project management handbook for
 
operational management (#19/p35).
 

33. Create inventory of information regarding successful
 
projects and give them wide publicity, including use as
 
training materials for project management (#23/p35).
 

34. Establish new guidelines for tender/purchase committees
 
to expedite processing (#27/p38).
 

35. Assure access to procurement specialists for every project

(#28/p38).
 

36. Increase donor funding for locally produced resources and
 
improve opportunities for local suppliers to compete
 
(#29/p38).
 

37. Publish lists of locally produced materials which meet
 
procurement standards (#30/p39).
 

38. Encourage donors to give 
local offices more authority to
 
approve bid packaging and to approve contract awards
 
(#31/p39).
 

39. Consider creating special desks in Customs and CCI&E for
 
processing of development projects' requirements (#34/p39).
 

40. Update and give wider distribution to 1979 ERD procurement
 
guidelines (#35/p39).
 

41. Eliminate use of outdated procurement forms and procedures

such as Forms #2911 and #2908 (#36/p39).
 

42. Enforce time limits for procurement decisions; if time
 
limits for large, complex projects are not appropriate, change

them (#37/p39).
 

43. Enforce confidentiality in bid handling procedures
 
(#38/p39).
 

44. Continue improvement of quality and coverage of database
 
for macro economic planning (#5/p23).
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45. Provide adequate logistic support 
to concerned planning

and monitoring offices (#7/p24)
 

46. Assign responsibility for monitoring project approval 
to
 
substantive divisions of the Planning Commissions, and report

regularly to government regarding approval status of projects
 
(#15/p31)
 

D. Implementation Plans
 

The development of an effective, 
sustainable implementation

strategy to improve the efficiency and effectiveness of development

projects will require considerable political will, resources and
patient coordination of among
efforts government offices and
 
between government and donors.
 

The overall strategy of implementing the recommendations discussed
 
in this report is:
 

* to initiate actions within a limited scope of
 
ministries, implementing agencies and projects on a oilot
 
basis to determine their effectiveness before undertaking
 
government-wide changes;
 

* to initiate actions which produce 
 immediate and
 
continuing successes that a of
so climate success 
is
 
developed and maintained;
 

* to give priority to actions which can be initiated with
 
little or no increase in expenditures, and without delay;
 

* to give priority to those actions which reduce delays 
without compromising accountability; 

* to initiate prerequisite actions thatso subsequent
 
steps can be taken on the basis of adequate preparation,

such as developing planning capacity in 
the ministries
 
and implementing agencies order relieve
in to the

Planning Commission of its involvement in the details of
 
projects at the planning and approval stage;
 

* to develop a coordinated plan of actions, with long

term donor 
support, in order to assure achievable
 
outcomes.
 

The implementation steps should be planned and coordinated through

an Implementation Committee established by Government, as a follow
up to the study, though specific actions may be the responsibility

of other government entities.
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II. BACKGROUND and CONCEPTUAL FRAMEWORK
 

A. Background of PAES
 

The successive Governments in Bangladesh have been cognizant of the
problems in public administration since 1972 and the macro-
 level
issues in administration have been addressed by various committees

from 1972 to the present. Some of the recommendations of the
various committees have 
been implemented and 
have brought about
changes in the civil 
service structure. However, the micro-
 level
problems in public administration 
such as internal procedures,

work-methods, logistical 
support, have received limited attention.
 

In 1987, the Bangladesh Government decided to undertake a study to
identify key constraints 
affecting the efficiency of Public

Administration, particularly 
 in relation to important key
ministries. This led the
to present Public Administration

Efficiency Study (PAES), 
whose structure and scope of work 
was
developed by the GOB officials 
in consultation with the World Bank
and the United States Agency for International Development (USAID),

which is the funding agency.
 

The recommended changes from the study are generally limited to the
existing GOB structure and 
the rules of business. The main focus

of the study is on the following four priority areas:
 

(1) Secretariat System and Work Procedures;

(2) Relationship between Ministries and Departments;

(3) Relationship between Ministries and Public Corporations;

(4) Project Cycle Policies and Procedures.
 

The studies in the above areas have been undertaken by four Working
Groups, under the direction of a Steering Committee headed by the
Foreign Minister. This volume of the study has been produced by the
Working Group on Project Cycle Policies and Procedures.
 

B. Obljiectves and Issues
 

1. The main objective of the Public Administration Efficiency
Study (PAES) Project is to 
assist the GOB Steering Committee in
identifying 
the key constraints in Administrative Performance and
recommending implementable measures for improving 
admini .'rative

efficiency. These are discussed in the Executive Summary.
 

2. Issues. The Study's 
Terms of Reference also call for
attention to issues which 
 affect efficiency of public
administration. 
These issues include bureaucratic behaviour,
accountability, decision 
making, continuity, expert services,
personnel management, and training for development adminictration.
 
They are discussed throughout the report.
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C. Background of the Project Cycle Report
 

A major reason 
for this study has been concern over the persistent
pattern of difficulties in 
achieving development targets in the
mid-term five-year plans and short-term annual plans. In Bangladesh
the development process is 
carried out mostly through projects,
organised and funded through 
 the mechanism of the 
 Annual
 
Development Programme (ADP).
 

The IMED Annual Report for 
the fiscal year 1987-88 mentions the
following 
as reasons for poor project implementation records:
defects in the pre-feasibility study and project design, winding
up of projects which 
are still incomplete, lack of initiative,
delays in resource deployments, shortage of 
funds, specially for
O&M expenses, and weaknesses in project management. It is estimated
that delays in project completion increase costs by roughly
percent 
and extend time to completion by more 
35
 

than 60 percent.

(DAI, 1988(a):12).
 

At the macro level, delays in project implementation frustrate the
goals and objectives of development planning in Bangladesh. An
immediate impact 
is on the absorptive capacity for 
foreign aid,
upon which the country's economy is dependent. This is evident in
the concern about the project aid "pipeline", which has more than
doubled over the course of the 1980s. The pipeline has grown frorm
about SUS 2.0 billion at the beginning of the 1980-81 fiscal year
(FY) to roughly $US 4.7 billion at 
the end of FY 1987-88. To put
the matter another way, disbursements during FY 1980-81 
were some
27.9 percent of the opening pipeline, while in FY 1987-88, they
amounted to only 18.9 percent (World Bank, 1989:100).
 

That Bangladesh is unable to 
absorb the foreign aid required in
order to promote needed socio-economic development was stressed in
the mid-term review the
of Third 
Five Year Plan. The Planning
Commission (PC) found that at the end of the first three years of
the plan, only 43.5 percent of planned development expenditure had
in fact taken place, as against the 60 percent that should have
 
occurred.
 

The main objective of this study is 
to analyse the constraints of
the project cycle in general, and in its various phases
particular, in order to recommend actions which will 
in
 

overcome the
constraints and increase 
project efficiency. Issues relating to
delays, centralisation of authority, delegation 
of power &nd
responsibility, accountability, 
 the overall bureaucratic
environment, along with limitations 
in human and other resources

have 
been brought into focus by looking at projects within the
framework of government in Bangladesh, and 
at project efficiency
within a framework of organisational performance.
 

In 
a simplified form of the framework of government, projects are
at the bottom of the governmental hierarchy, and actions taken to
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improve efficiency at this level 
are controlled and influenced by
what happens or does aiot happen at higher levels. 2
 

There are basically two strategies to improve efficiency of
projects: improve the efficiency of all 
levels above the project
level, or remove the operational aspects of projects from the
influence of all above it through delegation of authority, 
 and
make projects operate more efficiently. This study recommends a
combination of the two strategies.
 

In order to establish r, base for recommendations 
on how to
accomplish this, it 
is useful to have an understanding of how and
why actions occur at all 
levels. For an understanding of specific
issues concerning the 
upper levels, other volumes in this study
(Volume II: Secretariat System 
and Work Procedure, Volume III:
Relations between 
Ministries and Department, and Volume 
 IV:
Relations between 
Ministries and Public Corporations) provide
important information. 
This report is concerned with the actions
of the upper levels only within the context of project performance.
The following section provides 
general conceptual tools for
understanding 
the dynamics within organisations which determine
 
performance and affect efficiency.
 

D. Efficiency and Bureaucratic Behaviour
 

A common 
response from high government officials interviewed in
this study was: "Efficiency is impossible unless you get 
rid of
distrust within government." Those who 
drafted the Terms of
Reference of this 
study were of this
aware sentiment, since
"dysfunctional aspects of bureaucratic behavior" heads the list of
issues to be assessed in order to improve efficiency. Other studies
concerned with project implementation point 
out the need to
understand this relationship, but do 
not delve into it. (Chadha,
1989:247; DAI, 1988(a):95; World Bank, 1989:65, World Bank,
1989:103). The DAI 
study, in fact, specifically cites the Public
Administration Efficiency Study as having the potential to analyse

this matter more thoroughly (DAI, 1988 a:95).
 

I. Conceptual Framework
 

It may be helpful to consider 
a model of the dynamics of
actions in organisations 
 prior to analysing problems and
recommending actions which change the 
linkages among distrust,
delay and efficiency. Such a model 
is suggested in Figure 1.
 

2 
 This study covers investment 
projects and technical
 
assistance projects, but excludes 
development projects in the
private sector, 
through NGOs and those allocated through block
grants to the upazila levels. 
Also excluded is development

assistance through commodity and food aid.
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FIGURE 1
 

MODEL OF INDIVIDUAL AND ORGANISATIONAL PERFORMANCE
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(Source: Adapted from Burke and Litwin, 1989: 
280)
 

Briefly, individual 	and organisational performance is a function
 
of behaviour, which is a function of ability and motivation. If
efforts are to be taken to produce efficiency, they must be 
directed towards improving ability and creating ",igher levels of

motivation. Improving ability can be accomplished by acquiring new 
competence through training, by changing structures so that work 
flows more smoothly, and by improving technology.
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Motivation is a function of attitude, 
which results from

values held by individuals and 
supported and influenced by the
-)rganisations in which individuals work. In social units (families,

organisations, societies, etc.) 
the sum of attitudes is climate,

and the sum of values is culture. Organisational behaviour,

including bureaucratic behaviour, is 
 often expressed as the

prevailing climate in the organisation, and reflects the dominant
 
values in the organisation.
 

Current management literature throughout the world points to
organisational climate 
as the key variable in accounting for the
 
most substantial improvements in organisational efficiency. Gains
in productivity from technology decline over the years, while gains
from improvements in human performance continue to grow over time.

In countries such as Bangladesh, gain from both technology 
and
human performance offer considerable potential for productivity

improvement. Productivity gains from increases in human performance

and technology are directly 
 related to improvements in

organisational climate. The primary indicctor of a positive climate
is the expanding scope of free and franK exchange of views, leading
to appropriate and timely decisions as as
well innovation and

initiative at the employee level.
 

Other key factors in an organisational setting also effect

performance. 
These include: external environment, leadership,

goals, structure, systems, and management practices. While the
 
arrows in Figure 1 suggest equal force in all directions,

the reality is that this is a "gravity-fed" model. The determining

factors are at the top, and the logical flow is downward and left
 
to right.
 

Within the context of this study- management practices are
concerned with procedures, structure is concerned with 
issues of
centralisation 
and decision making authority, and systems 
are

concerned with control and accountability.
 

Accountability is a critical factor in this study, according to
those interviewed. Accountability is the "answerability" aspect of
actions relating to responsibilities of a position. In the broader
 
context, it is both individual and corporate value of 
accepting

responsibility for actions in terms of 
propriety, process and

public interest. Accountability is achieved by establishing
"checkpoints" where results
the of actions are compared with

goils, against accepted standards. Checkpoints may include

monitoring on a routine basis by the organisation, or by an
 
independent external body.
 

Responsible performances of public officials and organisations

are the products of effective systems of accountability, the basic
 
components of which include:
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(1) laws and policies which clearly define goals, policies,

rules and standards as they relate to 
the function of
accountability, including 
rules and regulations concerning
standards of conduct and professional norms; and independent

audit and accounting agencies;
 

(2) organisations whose cultural values 
emphasise trust,
 
openness, cooperation, and collaboration;
 

(3) systematic approaches for public oversight of government

programmes through open meetings, uncensored press, and other
 
democratic institutions;
 

(4) high standards of individual professional behaviour,
reinforced regula. ,y through active professional association
 
activities, such as training, publications, etc.
 

Combining the governmental framework of projects and the model
of organisational performance 
as outlined in Figure 1 creates a
context for analysing 
the project environment management. In
effect, each government level is a performance system, complete
with culture, mission, 
structure, systems, climate, motivation,

abilities, etc. The performance output of Planning Commission, for
example, influences the performance system of the ministries, their
output influences the performance system of the executing agencies
(department development, corporations, etc.). Their output
influences 
the performance system of projects. Consequently,
improving efficiency in government generally, and projects
specifically, will be 
the result of improving interdependent

performance systems.
 

2. Application in the Bangladesh Project Environment
 

The contents of performance in this study are 
the decisions
and actions taken at each level regarding project cycle activities.

In the planning phase there is an 
 interchange among levels
regarding the purposes, design, resources, etc. of projects. In the
approval phase project proforma (PP) flow upvsard for approval
according to prescribed procedures. In the implementation phase,
approval requests for specific implementation actions (procurement,

staffing, etc) flow upward according to prescribed procedures, and
back to the project level for implementation. During monitoring and
evaluation, data regarding the progress of projects 
is collected
and reported to concerned officers in their respective levels.
 

What this and preceding studies of project implementation have
found is that the performance output of each government level 
is
frequently delayed, thus dictions at the project level 
are delayed
by the sum of delay in all 
the preceding levels. The magnitude of
the cumulative effect is shown in 
"The Case of the Order for
Handling Equipment" 
(Annex D). Fifty four separate actions,

covering a period from August 
1981 to November 1982, were taken,
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each in prompt response to the preceding action, in order to

accomplish critical procurement, originally promised 
in 15 days

(Chadha, 1989:276-279).
 

The causal constraints which result in delays in the project

cycle, are indicated in Figure 2.
 

FIGURE 2
 

PRIMARY CONSTRAINTS IN PROJECT CYCLE
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These constraints are: a bureaucratic culture based on distrust;

leading to overcentralisation of decision making structures and
 
accountability systems which overlap with each other, diluting

the intended effect; procedural complexities; a bureaucratic
 
climate which 
inhibits bold and timely decisions; and a resource
 
base which lacks, human, logistical and financial 
resources
 
(Chadha, 1989; DAI, 1988(a); World Bank, 1989; 
World Bank, 1987).

Figure 2 may also be used to analyse donor based delays in all
 
aspects of the project cycle. That is, many delays occur because
 
donors distrust host government practices. This leads to
 
centralisation of control 
in the donor agency, and widespread

systems of accountability involving donor field and head offices,

both of which lead to procedural complexity. In projects with
 
multiple donors, the complexity is increased since donors tend
 
not to relinquish autonomy.
 

These factors are the primary constraints to more effective
 
and efficient projects. They affect performance in each phase of
 
the project cycle, primarily by creating delays.
 

The dominance of delay as a problem throughout the project

cycle suggests a search for underlying causes. What is it that
 
officers are waiting for during a delay period? Generally, they

are waiting for a chain of 
individuals, in various organisations,

in sequence, to review, comment and finally make a decision which
 
will permit an activity to proceed until it shortly reaches
 
another "review/decision" point.
 

Figure 3 below demonstrates this pattern. It reveals a
 
system of checks and balances, widely spread throughout

government, frequently held together where the decision chains in
 
different agencies or ministries intersect, by committees of
 
government officials whose busy schedules make finding common
 
meeting times very difficult. The decision chain reflects a
 
concern for accountability, making sure that no action is 
taken
 
that might be inappropriate.
 

Appropriateness,in the context of many bureaucracies,
 
including that of Bangladesh, means more than simply an
 
administratively logical decision; 
it means a decision that will
 
not be against the wishes and interests of one's superior.

Superiors, aware of the complexity of 
rules and the possible

inadequacies of the education and training of their subordinates,
 
are 
reluctant to trust them. Junior officers, uncertain of the
 
wishes and interests of their superiors, do not trust their own
 
judgement. The net effect is that in almost all 
cases, the
 
decision chain has a 
long, uphill angle, and two primary

characteristics: overcentralisation and diffusion of
 
accountability.
 

15
 



FIGURE 3
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(Source: Paul Hardin, BARC Consultant. See Annex E for more
 
details)
 

Why do these characteristics exist? Because they embody a
 
key value at the root of bureaucratic culture - - distrust of
 
others. The sense of distrust has resulted in a need for controls
 
throughout government, whose main effect is to seriously slow
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down the functioning of government, without producing the
 
intended effects for which they were created. Chadha describes
 
the impact thus:
 

"Looking at the set-up of procedures and the continuous
 
changes that are brought in it, one feels that the systems
 
are built on a general assumption that everyone is dishonest
 
unlike the West, where by and large, systems are built on a
 
general assumption that everyone is honest." (Chadha,
 
1989:247)
 

It should be noted that distrust is not unique to the
 
Bangladesh bureaucratic environment. It is a common management
 
problem everywhere in the world. However, what makes it such a
 
primary factor in Bangladesh is the reality that government,
 
which essentially means the civil bureaucracy, is the primary
 
institution in the country...in the economy, in social and
 
educational affairs, and in political affairs. In other
 
countries, other strong institutions offset the effects of
 
distrust as a value in bureaucracy. For example, a strong,

private sector based on a free market economy rewards efficiency
 
and promotes trust among all. An easily accessed, impartial legal
 
system protects and enforces the basis of trust.
 

In addition to producing a dysfunctional pattern of
 
accountability and delays, bureaucratic culture also produces a
 
climate within bureaucracy which inhibits bold, timely action; it
 
provides little incentive to develop "improved" projects which
 
could serve as effective and efficient models for replication
 
elsewhere within the nation. The result is that previously
 
approved projects are frequently replicated simply because they
 
are "safe" and expedient, without adequate evaluation concerning
 
their efficacy.
 

Independent of these factors, delays also result from an
 
inadequate human resource base. If all 
the above constraints were
 
removed, project implementation would still be less than desired
 
because it is widely reported that there are not enough
 
appropriately trained officers to carry out the diverse and
 
highly skilled tasks in the project cycle phases. In addition to
 
a shortage of staff, many of the existing staff need additional
 
training to keep up with changing project management technology,
 
as well as frequent changes in rules and procedures.
 

There is also reported to be a scarcity of logistical
 
resources, i.e. the tools of project planning, management and
 
evaluation, including computers, photocopy machines, vehicles,
 
etc. During the implementation of projects, there is also a
 
shortage of financial resources for the procurement of goods and
 
services, arid for meeting the local currency requirements in
 
donor-aided projects.
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The outcome of the delays caused by these constraints is 
a
set of specific problems in the project cycle. There have been
numerous studies to 
identify the key problems; "fable 1 indicates
the ranking of problems in five recent studies. While these are
just a few of the studies and reports 
reviewed 
in the course of
this study, these five are cited because each attempted to analyse
problems across 
major development sectors and 
all phases of the
 
project cycle.
 

TABLE I
 

RANKED PROJECT IMPLEMENTATION PROBLEMS IN SELECTED STUDIES
 .......................................................... 

I...........................
WORLD BAHNK I.............
WORLD BAHNK DAI /CORO CHADA 
 lIltD
1987 
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 ............................ 
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..........................................
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tion of building

material!, goods Aequipments/machinery.
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llshing contracts
I si ot at
with donor.
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The findings are important: first, they indicate that the
 
government has been able to achieve success 
in responding to some
 
of these problems. Evidence of improvement is offered by recent
 
government orders relating to fund allocation and release for 1989
90 development projects. The administrative ministries and
 
divisions can make a single allocation fund for three installments.
 
But the fourth installment must correspond to the provision of the
 
revised ADP. For revised unapproved projects, allocation and
 
installmentwise break up needs prior concurrence of 
the Planning

Commission and the Ministry of Finance. For 
unapproved projects,

allocation, installmentwise phasing and release can be made only

with the approval of Planning Commission and the Ministry of

Finance. For CDST of approved projects, fund allocation and release
 
can be made by ministries and divisions 
in two equal six monthly

installments provided a bank A\C current in 
favour of Customs
 
authorities at ports has been opened and this fact is noted in the
 
list of ministries, divisions and agencies circulated by 
the
 
Ministry of Finance. For revised approved and unapproved projects,

fund allocation for CDST can be made on Customs' verified demands
 
with the concurrence of Planning Commission and Ministry of
 
Finance. (GOB, Ministry of Finance, 1989).
 

Second, the studies indicate that some of the key problems

are not likely to be solved in the short 
term, nor without
 
considerable commitment, 
since they are caused by constraints
 
embedded in the prevailing norms and values of the bureaucracy.
 

In the next section, the consequences of inadequate resource
 
base, inappropriate climate, overcentralisation and diluted
 
accountability wil be analysed in each phase of the project cycle.

Recommendations to overcome the constraints and reduce the problems

follow the analysis. (In order to get a quick overview of the
 
nature of the project environment, and the way the constraints
 
identified above are manifested, the reader may wish to scan the
 
summary of a development project case in its entirety from planning

to completion. The Meghna Dhonagoda Irrigation Project 
 is
 
summarised in Annex F for this purpose (Chadha, 1989:225-226)).
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III. CONSTRAINTS and RECOMMENDATIONS
 

A. Planning Phase: 3
 

1. Human Resource Needs
 

1.0 Previous studies regarding development planning point to
 
the need for the Planning Commission to devote more time to the
 
development of macro economic 
plans, and less time engaged in
 
activities related to the planning and approval of development

projects. The reason the Planning Commission allocates as much time
 
to micro-level planning 
is because there is a need for rigorous

scrutiny as most agencies and planning cells have limited
 
capabilities to plan and scrutinise projects due to skilled
 
manpower shortage. It is reported that many of the planning cells
 
in ministries are not staffed at the sanctioned level (in terms of
 
BCS Econ cadre). This information seems to be confirmed by the data
 
shown in Table 2, 
which indicates that out of 204 sanctioned
 
positions, 68 are vacant. Not all ministries have planning cells,
 
making the task of planning more problematic in those ministries
 
without an office for that purpose.
 

Table 2
 

SUMMARY OF SANCTIONED STRENGTH AND ACTUAL POSITION OF BCS ECONOMIC
 
CADRE (EXCEPT MINISTRIES OF PLANNING, CABINET, DEFENCE, FINANCE AND
 
THE ELECTION COMMISSION)
 

, Adl.C 1 JC : DC ' AC ' RO ' Total 

SANCTION 
 1 7 31 56 109 204
 

IN POSITION 0 3 23 
 47 63 136
 

VACANT 1 8
4 9 46 68
 

* Inclusive of incumbents on 
training abroad and positions
 
occupied by others.
 

Source: Mr. Imdadul Huq, Ministry of Irrigation, Water
 
Development and Flood Control.
 

1.1 It was also reported to the study team that many of the
 
officers in planning cells lack appropriate skills for planning
 

Planning Phase in this 
 study includes project
 
identification, aspects of appraisal and preparation
 
activities.
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development projects 4. Frequently, those who are given the task
 
of preparing a PP may have technical skills in the area of the
 
project (e.g. construction, irrigation, education, etc.) but little
 
or no knowledge or experience in PP preparation. This situation
 
produces delays and inaccrracies, which in turn produce more
 
delays. One 
of the main causes of failure to achieve project

objectives, as mentioned in the 87-88 IHED Annual Report, 
is the
 
number of defects in pre-investment feasibility studies and the
 
subsequent project designs, which are the products of the planning
 
phase.
 

1.2 Lack of training capacity in relevant training institutes
 
limits the ability to respond to staff shortages, assuming that
 
government had the resources to fill all positions. It is estimated 
that only a small portion of the new recruits to the planners'
cadre -- BCS (Economics)-- is able to take the "functional" course 
in planning at the Academy for Planning and Development (APD).

Others must learn their planning skills on the job, usually without
 
adequate supervision. Reasons for the training short-fall 
are said
 
to be related to the significant increase in demand for foundation
 
training courses at the cadre training academies, resulting from
 
the upazila decentralisation initiative.
 

1.3 It may be advisable for APD to concentrate on providing

specialized courses in project planning, implemrntation, monitoring

and evaluation, and to conduct consultancies for government and
 
others involved in development projects. Upgrading training content
 
in APD co.urses would contribute to a more professione.lly prepared

human resource base in planning cells. A review of training

curricula concerning project planning suggests that specialised

topics are not covered in depth, nor is sufficient time provided
 
to develop adequate skills during training. Training methodology
 
and follow-ups may be improved by extensive use of simulation
 
exercises and workshops, and feed back after returning to job
 
situation.
 

1.4 In general, the government's approach to training should
 
follow certain basic principles- (1) training should be based 
on
 
needs assessments determined thrcugh data gathered from officials
 
in the positions to receive training, and their supervisor; (2)

training should be competency-based; (3) training should focus on
 
changing performance in the actual work situation; and, (4)

training should involve all whose performance directly contributes
 
to the efficiency of a given work unit. Application of these
 
principles would mean considerable emphasis of on-job-training

(OJT) and use of 
APD and other training institutes to assist in
 

These 
skills include socio-economic impact analysis,
 
cost-benefit analysis, technology impact analysis,
 
budgeting, project management, procurement and other
 
skills specific to development sE.ctors.
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determining needs, providing training for basic 
and advanced
 
competencies, and supporting ministries and implementing agencies

in training officers to conduct OJT effectively. Annex K provides
 
a detailed model for determining management needs, which, with
 
appropriate modification, might be used as the basis for needs
 
assessment related to all phases of development projects.
 

1.5 Another step which government could take to address the
 
skill shortage problem would be to institute a pattern of rotating

officers through planning, evaluation and project implementation

roles, in ministries, implementing agencies, and projects within
 
allied areas or sectors. At the same time, short term assignments

in planning cells of training staff from APD would help 
ease the
 
shortage of staff in those cells, provide 	 with
and 	 trainers 

valuable experience, as would a general practice of assigning all
 
faculty members 
from APD to PC, planning cells, implementing
 
agencies and projects for periods of up to six months.
 

Recommendations:
 

Short Term: 	 1. Government should take steps to increase
 
the capacity and capability of project planning
 
skills in ministries and implementing agencies
 
by using qualified local consultants and by
 
making greater use of transfers to place
 
qualified staff where planning needs are
 
greatest, such as bringing more technical cadre
 
officers tc the PC, transferring qualified
 
sttff from PC to planning cells, Rnd using
 
lateral entry, as necessary.
 

2. Government should adopt a policy to 
rotate
 
non-cadre officers and officers in 
economic,
 
administrative and technical cadres within
 
allied sectors, and among project, agency, and
 
planning cell postings. This policy should be
 
specifically provided in career development
 
programs. Normal rotation should be withii the
 
sector up to the 
 rank of Deputy
 
Secretary/Deputy Chief.
 

Mid TermU 	 3. Government should direct that training needs
 
in the Planning Commission and the planning
 
cells in ministries and implementing agencies
 
be determined on the basis of needs assessments
 
to specify the type and level of specific
 
planning skills needed at project, agency and
 
ministry levels.
 

4. Government should provide planning cells in
 
ministries and implementing agencies with the
 
number of skillsd officers that results in
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satisfactory planning and monitoring of
 

development project activities.
 

2. Logistical Resource Needs
 

2.0 In the Planning Commission and the planning cells the
 
following shortages were reported: a shortage of computers and
 
software for planning purposes (from macro level planning to
 
project planning); an inadequate data base; a "desperate" shortage

of photocopy equipment (reportedly only one in the entire Planning

Commission); and, a shortage of vehicles for 
planners/evaluators

to visit project sites. An example of the increases in efficiency

which can be gained with good tools was provided by the head of a
 
planning cell which has limited computer capability. Before being

assigned to this position he was in a similar position in another
 
ministry which did not have any computer capability. He estimates

that in the new 	 pocition his cell is able to get twice as much work 
done with less than half the staff as in the former cell, even
 
though the staff in the new cell are less experiencod than the
 
staff in the old cell.
 

2.1 A UNDP Project to provide computers, software and
 
appropriate training for Planning Division and IMED is regarded 
as
 
an important step in the right direction. It is advisable for
 
reasons of 
 cost, ease of use, and effectiveness in linking

planning, management, and monitoring functions, 
from Planning

Commission to projects, that new computer technology acquired have
 
the following characteristics: "user friendly", networking, open
system (such as Unix), and based 
 on PCs rather mainframe
 
technology. It is also essential that training in the use of
 
computer technology be designed and implemented in such a manner
 
that users.., from planning, development, and monitoring offices,

from PC to implementing agency levels.., train together. Joint
 
training in new systems 
 is an effective way to overcome
 
institutional and structural 
gaps between PC and the ministries.
 
The National Computer Board may be consulted for system design,

hardware and software acquisition, and training.
 

Recommendations:
 

Mid-Term: 	 5. Government should continue to improve the
 
quality and coverage of the database for macro
 
economic planning.
 

6. Government should continue the acquisition
 
of appropriate computer technology for planning

and evaluation activities at ministry and
 
agency levels, and should assure that necessary
 
training is provided for use of this
 
technology. lowever, contilued acquisition

should be based on a careful review to
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detormine which departments/divisions of the
 
ministries and agencies need what types of this
 
technology, and in what numbers depending on
 
their existing and future work load resulting
 
from further delegations of responsibilities.
 

7. Government should acquire photocopy

machines, vehicles and other logistical
 
resources deemed critical for efficient
 
functioning of planning offices in ministry

and agency levels. Whenever possible, means
 
should be developed which encourage offices to
 
share resources.
 

3. Delegation and Accountability in the Planning Phase
 

3.0 The most significant consequence of centralising project

level planning in the Ministry of Planning is the lack of time
 
available for nacro level planning of national development, and
 
assuring the linkage of policies, programmes and projects. Five
 
Year Plans are designed to set sectoral priorities and goals, with
 
the intent that the Annual Development Programmes will provide

yearly agendas for meeting those goals. But what happens is that
 
the Planning Comm:ission is preoccupied with project micro-planning

due to reasons discussed earlier, and does not have the time to
 
develop and monitor sectoral allocations in the ADP.
 

3.1 Instead, the question of how much investment (both

foreign and local) goes into each sector is determined by an
 
essentially uncoord-,nated amalgam of donors pursuing their own
 
notion of Bangladesh's priorities, more or less independently.

The yearly Paris meeting and the local consultative group in Dhaka
 
are supposed to provide some coherence to the overall development

effort, but in fact what gets included in the ADP really depends
 
on which donors, in combination with which GOB implementing
 
agencies, are pushing favorite projects. Table 3 shows that annual
 
allocations by sectors do not reflect FYP priorities. Whst is
 
observed are deviations right from the start of a FYP, which may

have been caused by the weak linkage between the FYP and the ADP,
 
among other reasons.
 

The agricultural sector, for example was slated to receive almost
 
11 percent of development expenditure, but in the first year's ADP
 
within the Third FYP (i.e. 1985-86), it was allocated less than
 
eight percent, and in the revised ADP it received six percent. The
 
physical planning, water supply and housing (PhP, WS&H) sector, on
 
the other hand, was to receive less than 2.5 percent, but in fact
 
received four percent or more in four of the five ADPs generated

in the Third Plan. Similarly, the water resources sector received
 
significantly more than planned in four of the five ADPs.
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TABLE 3
 
SECTOR WISE AP ALLOCATIONS AND REVISIONS DURING 
HL IHIRD FIVE YEAR PLAN

(figures inpercentage)
 

Annual OeveloPment Programmes
 
.. ..- . . . . . ............... ' '
. ' . ' . ' . ' . ' . '. ' . ' . ' . '. .' '. .........................' ' ' ' ' ' ' 
' ' ' ' ' ' '
 

Sertor gIY, 90 -g
 
... TOP.....985-86 
 , [18687 I091089 89
planned l located Revi d.A1.....8yi.A l9ocate R9:A
 

I.Agriculture 10.86 7.64 
 6.07 7.01 : 8.38 8.12 9.282. Rural develop. 8.88 83 
6.80 9.49 10.34
3.57 3.91 
 3.88 4.29 3.60 
 4.41 3.42 5.59
S.Water Res.
4.Industries 12.24 14.30 15.00
11.78 16.55 13.87 11.93
18.56 13.23 14.65
18.92 10.00 13.14 10.99 15.27 11.28 I.f8
8.57 7.41 8.56


S. Pewer 19.41 20.50 22.81 18.36 
 22.93 20.88 20.92 18.29 
 11.33 14.71
6.Oil,fias C hR 6.0 6.87 6.63 
 6.48 5.!6 5.50 5.80
1.transport 1'.95 9.59 5.69 3.92 4.91
8.36 9.06 i1.15 11.81 12.27 15.24 15.78 12.61

8. omunication 1.76 
 1.95 1.55 1.78 1.96
1.18 2.51 2.01 3.34 2.67
 . PhP, WSIH 2.49 
 3.38 3.23 4.17 4.28 5.05 5.18 4.83 4.69 5.10
10. Iduc. I Rl ig. 5.53 
 5.77 5.71 6.75 
 5.19 6.78 6.C18 6.81 6,73 7,27

II.Fports & Cult. 0.52 0.40 0.16 0.42 0.51 0.55
0.52 0.59 0.41 0.47
1. Health 2.49 2.65 2.28 2.70 
 2.17 2.45 2.82
13. Fvp. control 3.94 4.v0 4.02 

2.28 2.69: 3.27

3.83 3.81 4.15 4.46 5.18 5.58 6.31
 

14.Mass Media 0.23 0.2': 0.20 
 0.32 0.30 0.32
1 0.33 0.36 0.16 0.30
15. SHWA 9YD 0.64 0.!2 0.46 1 0.74 0.59 : 0.7116. Pub. Admin. 0.2? 0.1)1 0,52 0.99 1.00 0.890.55 0.40 0.39 0.42 042 0.40 0.37 0.21

I1.ci. tech. res. 0.21 0.32 
 0.28 0.22 0.20 0.14 
 0.09 0.12 0.06 0.11
18. Manp. I Labor 0.42 0,40 0.36 : 0.26 0.24 0.16 0.14 0.15 0.01 0.20 
................................. 
 ................... 
 ....... 
 .............................. 
 . ........... ............ °°......
10141 100.00 , 00 o
0.,00:100.00 100.00 :00.00 .00
100.00 11o 100.00 100.00
 

.... .. .. .. .. . .. .. ... . .. .. .. ..... °. °.
°°... °.. ................. 
 .. . °. ........ 
 .. ............. 
 . . . 

Source: 
Third five Year Plan 1985-0, and Annual Development Programmes, 1985-86
 
through 1989-40.
 

Admittedly, national 
needs may change over a Five year period. In
fact, one might expect increasing deviations from plan 
over the
quinquennium, but 
as 
shown above, the deviations between FYP and

ADP do not reflect this type of pattern, This suggests that a

of accountability riay result in 

lack
 
a vulnerability of project planning


to pressures distorting the planning discipline.
 

3.2 Another consequence 
of the Planning Commission's time
diversion is the difficulty of the Ministry 
of Planning, in
conjunction with the Ministry of Finance, to link macro levelexpenditure planning with 
revenue planning, across the period of
the FYP (World Bank, 1 89:94). This is a contributing factor
the shortage of local currency, which 

to 
all studies have indicated


is 
a primary cause of project delays in the implemen6ation phase.
 

3.3 It is often remarked that in the present project planning

environment, the interests of those who are going to be 
affected
 
by projects are often ignored in planning. Includino stakeholders'

interests in project planning is 
a requirement that fol 
ows from
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the Government's concern about public participation in development

process. It is 	not an easy task to 
institutionalise stakeholders'

interest in project planning at the macro levels, but 
what the
government can 	do is to publicise the idea of projects (in 
which
public participation is 
deemed necessary) through newspapers or
other information media at the stage of 
pre-feasibility or
feasibilit" study, public
invite 	 reactions through appropriate

institutionalised mechanism, and take 
note of them in processiny

the project through government's planning and approval network
 

3.4 In order to assist the Planning Commission and ECNEC in
time management, consideration may be given to summarising the non
policy data that is provided in PPs. It should not be necessary for
PC to rescrutinise sections of the PPs which its senior staff has
already reviewed carefully. Many of the following items in the new
format for PPs (both forms) are concerned with data which is not

vital for policy discussion and might best be summarised: serial

nos.14 to 20, 25(a), 26, 27, 
and serial 33 and 36 under Part D
which are repetitions of serial nos. 5 and 11 
 respectively of 	Part

A; serifl nos. 41 to 43 and 45 to 47 under Part E. It may be useful

for the government to evaluate the new forms after 
 me period of
 use, in order to improve the choice of information required for
 
review at various levels.
 

Recommendations:
 

Short-Term: 	 8. Government 
 should reduce details and
 
highlight policy issues and issues critical for
 
policy implemer,tation in review of PPs by PEC
 
and ECNEC.
 

Mid-Term: 	 9. Planning Commission should reaffirm the
 
roles of the ministries and agencies as regards

development project planning, with ministries
 
having the responsibility for integrating

project goals with sector goals according to
 
parameters established by the Planning
 
Commission.
 

10. Government 	should modify the Instructions

and Guidelines on ProcessinI
ardIIlementina
 
Develooment Projects to ensure that appropriate

socio-economic 
analysis of projects b.) based
 
on recent field data or on actual field visits,

if so warranted by the project proposal.

Government should publicise project 
ideas at
 
the stage of pre-feasibility'/feasibility study

and create receptive attitude in government

regarding 
 public opinien in planning and
 
approval phase, through training of government

officials and representatives of stakeholders
 
regarding techniques of effective public
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participation in development projects through
 
appropriate institutions.
 

Long Term: 11. Government should direct the PC 
to focus
 
on national development planning...developing

the Five Year Plans and modifying them on an
 
annual basis; developing an integrated ADP and
 
Revenue Budget as an annual linkage to the FYP;

setting specific development targets for
 
intersectoral and sectoral programmes which
 
are directly linked to FYP through the ADP,

and assuring that Core projects, regardless of
 
their source of approval, are designed to
 
contribute directly national
to development
 
priorities.
 

B. Approval Phase
 

1. Overview
 

1.0 
 Delays in approval exhibit a pattern which has apparently
remained more or less constant over 
the last decade and more. A
GOB study conducted in 1975 showed 
that for a sample of 25
projects, the average time to process a PP in the early 1970s w~s
406 days (GOB, 1975: 6). Thirteen years later, the DAI/CDRB study
found that the average length of time required to process its

sample of 33 projects was precisely 
the same: 406 days (DAI,
1988a:47). Other studies from the 1980s show similar or even longer

delays in project approval (see Chadha, 1989: 68-70).
 

1.1 Frequently, the PPs 
are sent back, even for minor
corrections, to the implementing agency to be redone (in some cases
 more than once) and finally to the 
Executive Committee of the

National Economic Council 
(ECNEC) for the final approval, in some
 cases. Each of 
these steps (and the sub-steps within the steps)

is time consuming. The last step (from PEC 
approval to ECNEC

approval), for instance, took an 
average of 182 days, according to

the DAI/CDRB study's (1988: 47) sample data.
 

2. Human Resource Needs
 

2.0 A primary cause of delays in the 
approval phase is
reported to be inadequate staffing at the ministry and implementing

agency levels, as shown in Table 2 earlier. This results in poorly
prepared PPs sent onward. The 
PPs arrive at the relevant sector

division at the PC, and 
are reviewed and presented to the Project

Evaluation Committee (PEC), for analytical discussion. Because of
defects in preparation and inadequate attention at the primary
review stage, they are scrutinised in detail, sometimes at the cost
of proper attention to the relationship of the project's purposes

and goals to development policy.
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2.1 The for the
reasons inadequate human resource base
discussed in the planning phase also apply here, since essentially
the same offices in the ministries and agencies involved in
are 

planning and pre-approval review. In addition to causing delays,
skill inadequacies inhibit delegation approval
of from Planning

Commission to ministries and implementing agencies.
 

3. Delegation of Approval Authority
 

3.0 In 
 order for the Planning Commission to have 
necessary time to carry 
the
 

out its macro planning responsibilities,

it needs to shift some of 
the project review and approval
responsibilities to other approval 
levels. This shift may happen
in a responsible way if there is 
adequate capability at other
levels. To identify capability, the current workload and
performance in the following areas would need to be assessed:

(i) project planning at agency/department level; (ii) project

scrutiny at ministry level; 
 (iii) project implementation at
agency/department level; 
(iv) project monitoring at agency,

department and ministry level; and, 
(v) project evaluation at
 
ininistry level.
 

information from IMED reports, ADPs, Planning Commission's mid-term
reviews and the Sector Divisions' first hand experience in working

with ministries and agencies should provide 
a sound basis for
developing a set of criteria 
for determining capability. In
addition, an intensive analysis of skill 
needs of these levels of
selected ministries, departments and agencies should precede action
 
programmes to augment and upgrade skills through transfers/fresh

or short-term contract appointments, or recruitment and training
of new and lateral entry officers. Only on a carefully developed

and adjudged capability 
base should pilot delegation begin.
Simutaneouslyly, efforts should be
also mounted to build up

capability in other ministries, agencies and departments.
 

3.1 There have been recommendations 
to change the approval
limits in many of the previously cited studies. The need for this
 was 
also discussed frequently by interviewees in this study. If
the approval 
limits shown in the recommendations below had been
put into effect last year, the PP work of the Planning Commission
would have been substantially reduced, 
as shown in the following
data (based on the 1988-1989 Annual Development Programme):
 

Number of Projects Under
 

Present Proposed
 
Approval Limit Approval Limit
 

Category A: 96 
 186
 
Category B: 
 95 237
 
Category C: 489 
 257
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It is recommended that the change in approval authority limits be
phased in, starting immediately with those ministries which have
demonstrated a capability for efficient and effective preparation

and review of projects. For example, Ministries of Public Works,
Energy and Irrigation are frequently cited by government officials

and donors as having the capability to make effective 
use of
 
proposed delegated authority.
 

3.2 
 It is recognized that not all ministries and implementing
agencies have the capability at present to implement -i.ions as
proposed. 
Careful monitoring by the Planning Commission 3hould be

the basis for continuing delegation. 
 At the same time, Planning
Commission, in conjunction with other governmental entities should
identify necessary steps to strengthen other ministries and
implementing agencies 
which have important development project
activities, and support the implementation of those steps.
 

3.3 With respect to project revisions, consideration should
be given to procedures which eliminate the need for full review of
PPs in the light of proposed revisions. Revision review should be
confined to proposed
the revision, 
except when the proposed

revisions clearly impact other aspects of the project.
 

3.4 Centralisation of the approval phase is also the result
of growth in average project size, while maintaining the approval

limits constant. This fact 
is shown in Table 4. Average project

size, across all development projects, has grown from Taka 1.37
 crore in 1980-81 
to Taka 6.85 crore in 1989-90. The result is that
fewer projects are approved at the "A" and "B" levels. In the 198889 ADP the average size of new projects grew to over Taka 35 crore.
Only 16 of 57 new projects fell into the 
"A" category, accounting

for less than one percent of total prcjected funding, "B" category

accounted for 5 new projects, while "C" category accounted for 36
 new projects and more than 98 percent of anticipated spending (data

from Planning Commission, 1988 c).
 

3.5 Growth in average project size reflects an attempt to
reduce the number of projects, so as to reduce delays caused by
congestion in the approval process. Some have reported that the
reduction in numbers was achieved by merging several 
projects,
rather than designing fewer projects. This parallels similar
efforts within 
some donor agencies, where , because of staffreductions, projects in the development phase were merged. 

3.6 There are some who feel the
that number of projects

included in the ADP each year is still much too large (World Bank,

1989;69). The large number of both core 
and non-core projects
reflects the difficulties within and across ministries in achieving

political and fiscal accountability within the politics of 
the
budgetary process. The weakness in accountability results in overestimation 
 revenue
of the surplus, under budgeting for ongoing
projects, and inclusion of too many new projects (World Bank,
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TABLE 4
 

NUMBER AND SIZE OF PROJECTS INANNUAL DEVELOPMENT PROGRAMME
 

Year Number of 
 Avg. size Increase Over GDP
Projects In Tk. crores 
 Previous Year deflator * 

1980-81 1525 
 1.37 


1981-82 1726 
 1.72 25.5% 12.7%
 
1982-83 1128 
 2.26 
 31.4% 
 5.0%
 

1983-04 910 
 3.37 49.1% 
 16.4%
 

1984-85 
 828 3.85 
 14.2% 
 14.9%
 

1985-86 637 
 4.49 
 16.6% 
 5.8%
 
1986-81 648 
 5.79 
 29.0% 
 12.2%
 
1987-88 684 
 6.18 6.7% 
 10.0%
 

1988-89 616 
 6.56 
 6.1% 


1989-90 
 692 6.85 4.4% --

Source: GOB Annual Development Programs. GDP deflator data from 
World Bank Data.
 

1987:93, World Bank, 1989:69). These outcomes further constrain theapproval and implementation of development projects.
 

3.7 
 The project approval phase may be vulnerable to pressures
which distort the 
public interest. Mechanisms of accountability
need to be strengthened in order 
to assure that the approval
process may continue 
to serve the public interest. It may be
advisable to strengthen the present scope of rules and regulations
concerning standards of conduct so as 
to better regulate conflicts
of interest. Rules which 
open project approval meetings to the
public may be considered as to
a way provide the public with
opportunities to verify 
 the appropriateness of factors being
discussed 
in project approval decisions, 
or to keep the public

informed of approval decisions.
 

3.8 It is widely reported that a source of delays in the
planning and approval phases is the limitation of authority to sign
on behalf of government by members of Economics cadre (and others)
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who are 
in positions of responsibility, but who lack authority to
discharge their duties because of interpretation of present rules.
Clarification of functions and rules, combined with increased scope
of signing authority, when appropriate, would reduce delays.
 

Recommendations:
 

Short-Term: 
 12. Government should 
raise project approval

limits for investment projects so that fewer

projects require full and
PEC ECNEC review,

either for 
initial approval or for revisions
 
to approved projects. Delegate more approval

authority to ministry level, subject.to clearer
 
development goals (sectoral 
parameters) and

budget allocations established by Planning

Commission.
 

Recommended 
approval limits for investment
 
projects are as follows:
 

Proposed Present
 
(Crore)


Category A: under 5 
 under 2
 
Category B: 5 - 20 
 2 - 5
 
Category C: over 20 
 over 5
 

An automatic adjustment may be made at the end
 
of each FY to keep this value in real terms.
 

13. Ministries and Divisions should move
 
appropriate authorities, if so required in the

interest of work, to 
include in Schedule 2 of

the Rules 
of Business all Class I officers,

including Research 
Officers to Chiefs or
 
equivalent positions, 
 with authority to
 
discharge their duties (i.e., 
to sign letters
 
and documents 
 on behalf of government)

regardless of cadre affiliation.
 

14. Government should put greater emphasis on
 
planning cell reviews before sending PPs up

for further processing. 
This can be achieved
 
by requiring sector division 
and technical
 
staff from agencies to participate in joint

review sessions at the planning cell level.
 

15. It may be useful to assign responsibility

for monitoring project approval 
to the four
 
substantive divisions 
 of the Planning

Commission, and have each report regularly to
 
government on the approval status of projects.
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C. Implementation Phase
 

1. Overview
 

1.0 Problems preventing 
efficient project implementation
constitute a lengthy list. Many of the 
 problems are the
 consequences of actions or inactions in the planning and approval
phases, such as the persistent problem of local currency shortages.
Many problems may not exist if greater financial and administrative

authority were delegated to project directors (DAI, 1988(a); World
Bank, 1989, Chadha, 1989), while some problems may continue because
 some project directors do not 
use available authority, or use it

ineffectively (World Bank, 1987:99).
 

1.1 
 Delay is the most common complaint during this phase,
and the cost of delays in project implementation increases project
costs by approximately 35 percent, and extends the time of project
completion by 
more than 60 percent beyond the original completion

date (DAI, 1988(a):12). Because Bangladesh depends so heavily upon
development projects, the 
inApact 
of the cost of delay is severe.
The extent of cost overrun is seen in the following data, from the

IMED 1987-88 review of projects (Chadha, 1989:291).
 

COST OVERRUN 
 NO. OF PROJECTS
 

100-200% 
 57
 
200-300% 
 7
 
300-400% 
 6
 
400-500% 
 1
 
500-600% 
 2
 
600-700% 
 3
 

over 700% 
 6
 

2. ProJect ManAgem-ent:
 

2.0 A key limitation 
to the efficient implementation of
development projects is 
the lack of authority delegated to project

directors. Under present conditions, most project directors do not
have adequate control 
over resources used a
on daily basis, and
have little discretion or flexibility in their use. that in
Ministry of Agriculture, that 
project directors have "full"
authority, but this is an exception. 
An important step towards
efficient project implementation is delegating to project directors

full authority to use resources provided the and
by PP, the
 
autonomy needed to 
focus on the tasks of management without undue
 
interfere;ice from implementing agency and ministry.
 

2.1 There is a presumption that opportunities to delegate
authority are often rejected, reflecting poorly on the person who
does not respond to the opportunity. However, this may very
be a
rational decision, based on 
the current situation in Bangladesh.
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(Annex G is a case entitled "Delegation of Power: An Insider's View
of the Options". The case examines logic
the of not accepting
delegated authority, given the possibilities of corruption.)
 

2.2 Turn-key projects represent an approach to improving
efficiency of 
project implementation that has 
increasing use in
Bangladesh. This approach is 
most 
useful in certain types of
projects, such as construction. There may be limitations to overuse
of the approach, since it inhibits 
the transfer of technology

acquired through the process of project implementation. It is also
reported to be we-e costly. However, as an alternative method, used
with careful consideration of short 
term and long term benefits,

it may be considered more widely in Bangladesh.
 

2.3 A practical, successful way to begin changing the climate
of projects, and having a significant impact upon efficiency may
be through the introduction cf "employee involvement" techniques,

such as Quality Circles. Through the use of 
 this technique,
employees in a work unit 
learn to 
use group skills to improve the
quality of work output through group analysis and problem solving
of specific work procedures. In Singapore, government and private
sector have made extensive use of Quality Circles, 
and this
technique is given credit for 
improving efficiency. On the basis
of these gakis, government employees have received 
substantial

bonuses. Givernment shoul consider ways 
to encourage the of 
use
 
such techniques in Bangladesh.
 

2.4 A common problem in project management worldwide is
coordinating the timely 
use of resources 
to produce the project's
expected results. Even under the best of 
circumstances 
it is
impossible to forecact all the 
factors which affect
can project
efficiency. A standard practice 
in some countries for controlling
uncertainty and providing better use 
of pr.:ject resources is the
development and use of a project manual or handbook which specifies

responsibilities, tasks, resources, schedules, standards, and other
vital information. While all projects are different, the processes
of managing t'iem are sufficiently similar that 
 numerous

standardised project management handbooks exist, 
ranging from
massive construction projects 
to small training projects. The
project handbook 
is to the project director what the battle plan

is to the general.. .a working document which anyone 
in the field
staff can 
use to carry on if there is a change in command. Such a
tool may be very useful in the project environment of Bangladesh.
 

2.5 Much of 
the efforts of project management are concerned
with issues of coordination. 
It is reported that coordination

efforts are hampered by the curren-
 structure of ministries, in
which functions of planning, implementation and monitoring are 
in
diffe'rent Wings. A_studis underway, thrjoughl__the Coordinat"ion_Wing

of the_paning Comm issio to determine ways__to ..
imi ri-ve ._pCojectcoordination. TlheStudy team recommends that issues of coordination 
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should continue to be explored in order to improve the efficiency
 

of roject management.
 

Recommendations:
 

Short-Term: 
 16. Government should delegate to project
 
directors full administrative and financial
 
authority as follows:
 

a. regarding of
delegation administrative
 
powers: 1. Disciplinary Action: delegation to
 
project directors full authority for initiating

disciplinary action for all persons placed

under their administrative control. 2. All
 
Other Administrative Powers: delegation 
to
 
project directors full administrative powers

concerning transfers and posting (where project

has more than one site, or project director has
 
more than one project), and granting of leave.
 

b. regarding financial powers specified in
 
Delegation of Financial Powers 
 for the 
Execution of Development Projects of the Annex 
to GOB, Ministry of Finance No.MFD-I/Lt-1/Misc
1(31)/82-83/3 of August 3, 1982, to grant

project directors of 
approved projects full
 
powers for all items therein except Serial
 
No.1, concerning creation and retention of
 
temporary posts. 
However, it is recommended
 
that Serial No.1 be amended to grant project

directors full power to create and fill
 
temporary posts for pay scales up to and
 
including Tk.1650-3020 in an emergency
 
situation, for a period not to exceed one year,
 
and with immediate notification of ministry.
 

Other powers to be increasec relate to: Works
 
(residential and non-resident,ial under approved
 
development schemes; to
repairs project

vehicles; local purchase 
 of stationery;
 
purchase of instruments and furniture; hire
 
charge of office furniture; purchase of
 
bicycles; charges for printing at press other
 
than government press, subject to no objection

certification obtained from Government Press;
 
purchase of const,mable stores for operation of
 
the office/offices; rent of non-residential
 
buildings.
 

c. In addition, project directors should have 
procurement and contract award authority up to
 
Taka one crorp
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17. Government should modify relevant, rules
 
and regulations so that once a project has been
 
approved no further administrative approval is
 
required for project components.
 

18. Government should provide briefings to
 
agencies on the potential uses and limitations
 
to turn-key approaches to project
 
implementation.
 

Mid-Term: 	 19. Implementing agencies, in conjunction with 
APD, should develop a standard project 
management handbook and assist project 
directors and other key project personnel in 
adapting the handbook for the needs of a given
project. (See Annex I for a suggested outline
 
for a handbook.)
 

20. Government should provide training in
 
employee involvement techniques that have
 
demonstrated vaiue in raising productivity
 
(such as Quality Circles).
 

21. Government should direct iMED, in
 
consultation with O&M Wing/Establishment,
 
should develop a pilot project of monetary
 
reward systems 	based upon proven cost savings.
 
In addition, government should promote regular
 
procedures of employee recognition fo,
 
outstanding performance each FY, especially in
 
project design, target achievement, time and
 
cost savings and other notable contributions.
 

22. Government should strengthen rules and
 
regulations related to standards of conduct,
 
and their enforcement; and should direct that
 
training courses at all levels build trust and
 
accountability into individual and
 
organisational values.
 

23. IMED should create an inventory of
 
successful projects in Bangladesh and give them
 
wide publicity within "project community" and
 
training institutions. These may be used as
 
case studies for all concerned.
 

3. Local currency shortage
 

3.0 A major cause of delays is "the paucity of domestic
 
resources relative to foreign aid inflows" as the Planning
 
Commission put the matter (GOB, 1989:14). This means that because
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the GOB is unable to put up its counterpart share of development

expenditure, donors release of 
funds is curtailed. For example,

during 1986-87, local currency shortages delayed 120 out of 150
 
projects of the Roads and Highways Department (Chadha, 1989:253).
 

3.1 Local currency shortages are due, to a degree, to the
 
difficulty of government in forecasting public expenditures. There
 
are a number of reasons for this, including the incompatibility of
 
expenditure categories between revenue and development budgets, and
 
the differing techniques for handling recurrent costs and capital

budget needs. In addition to these factors, there are pr3ssures

during the budget process to underestimate expenditures. These
 
pressures also cause an overestimation o revenue projections,

which, together with the government's need to strengthen 
revenue
 
generating capabilities, also contribute to shortfalls 
in local
 
currency.
 

RecommenJation:
 

Mid-Term: 24. should
Government rationalise allocation
 
of resources to Revenue Budget and Annual
 
Development Programme so that projects may be
 
implemented on time and not be delayed by
 
revenue shortage; strengthen capability of
 
forward expenditure planning.
 

4. Procurement
 

4.0 Procurement 
problems are the result of procedural

complexities, which are themselves the products of
 
overcentralisation and diluted accountability system. 
Procedural
 
complexities breed further problems 
when acted on by officers
 
untrained in these matters. Forty types of procurement problems,

covering the entire project cycle, have been identified in this
 
study and confirmed 
in other studies. These are classified into
 
five areas: (i) inaccurate and improper provisions of PPs regarding
 
procurement, (ii) insufficient skill 
base requiring procurement,

policies arid procedures, (iii) insufficient and inappropriate local
 
resources and inefficient project management, and (v) interference
 
to influence procurement decisions.
 

4.1 Procurement problems are not confined to 
procurement

procedures only, 
as is generally assumed. Mere simplification of
 
procurement procedures, eddressing issues
without causal 
 of

overcentralisation, more effective accountability and 
specialized

training is inadequate and inappropriate for improving the level
 
of procurement efficiency.
 

4.2 As noted earlier, delays relating to procurement begin
 
in the planning and approval phases as a result of inaccurate and
 
improper completion of PPs or as a result of revisions to the
 

36
 



PPs. As seen in Figure 3 earlier, the complexities of the
procurement procedure, 
after PP approval_ are inappropriate andfor effective procurement administration. Even if each officer actsin a timely fashion, the result is excessive delay, as shown in the 
Case in Annex D. 

4.3 Procurement delays are often the result of donor/
agency/project differences in and
procedure judgements. For
example, in a 
primary education project, procurement was delayed
because the executing agency did 
not seek IDA approval prior to

floating of tenders, even though those tenders contained items that
were included in the approved project documentation. (DAI, 1988(a):
2/9). Even if local procurement is followed, procedures arele: thy. For example, a review of the process forused local
 procurement indicates that 90 to 
160 days elapse after receipt of
 a request by the BWDB Directorate of Purchase before a contract 
awarded to a contractor or supplier. (DAI, 1988(a): 33). 

is 

4.4 A source of delay in procurement is reported be thetolack of delegation of procurement authority. Professionals in the
field suggest that what is needed for better procurement management 
are two types of delegation: 
(i) authority to approve procurement
proposals (initiation of procurement of certain items including bid
packaging) and, (ii) authority to approve proposals for contract
awards. Some 
suggest that delegated authority should be based on
functional aspects and considerations rather than present basis ofhierarchy or position. In other words, whenever possible
procurement decisions should be taken at the project level, keeping
agencies and ministries free for effective 
supervision and

monitoring of quality and timeliness of procurement docisions.
 

4.5 Procurement professional in Bangladesh feel that Chief
Executive Officers 
of public Bodies
statutory /" Departments /
Directorates should full
have authority to approve procurement

proposals on one step basis (including bidpackaging), when theitems to be procured 
are included in the approved PP, instead of
 
present slabwise authority delegated for approved proposals
regarding contract awards. However, in case of procurement of itemsnot included in approved PP, approval for procurement should beobtained from the next higher layer, 
i.e., the ministry. A s
regards contract awards, professionals interviewed for this study
suggested delegation of authority as specified 
 in the
 
recommendations below.
 

4.6 Finally, development asristan-e, procurement, and weakaccountability systems produce 
a situation that is vulnerable to

interference 
 in order to influence procurement decision for
personal gain. The Intensive Rural Works Programme (IRWP) is cited
 
as a project victimized by massive corruption, at the core of which 
were procurement related activities (Chadha, 1989:221).
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Recommendations:
 

Short-Term: 	 25. Government may consider revising
 
procuremen. 
and contract award authority as
 
follows: Chief Executives of oublic statutory

Bodies/ Departments/ Directorates should be
 
raised to Taka ten crore; Secretary in-charge
 
up to Taka fifteen crore; and Minister in
charge unlimited above 15 crore. 
The Cabinet
 
Committee on Government Purchase should
 
formulate and coordinate policies they
as 

pertain to procurement, and, upon evidence of
 
deviations, may review specific procurement and
 
contract award decisions. This recommendation
 
may be implemented immediately in those
 
ministries and agencies where 
 government

con3iders necessary conditions already exist.
 
(In Working Group meetings mention was made of
 
Ministry of Irrigation, Water Development and
 
Flood Control; the Roads and Highways Division
 
of the Ministry of Communication; the
 
Bai-.gladssh Water Development 
Board, Public

Works Department, BADC, among others, for
 
consideration.)
 

26. Chief executives of public statutory

Bodies/ Departments / Directorates should have
 
full authority to approve procurement proposals
 
on one step basis (including bid packaging),

when the items to be procured are included in
 
the approved PP, and conform to the procurement
 
schedule.
 

27. Government should establish new guidelines

for Tender/purchase committees so that members
 
have professional background 
 in relevant
 
procurement matters and 
are drawn from 	among

project 
officers or from the department or
 
Corporation.
 

Mid-Term: 	 28. Agencies should assure that every project

has access to p-ncurement specialists with
 
current 
procurement management capabilities,

in specialized 	areas such as drawing up of

specifications, 	preparation of bid and contract
 
documents, bid 	evaluation, legal aspects and
 
obligations of contracts, 
familiarity with
 
import licensing, shipping, Customs, inspection

and port procedures.
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29. Donors should increase financing for
 
locally produced resources, and should assist
 
in promoting means to assure that local
 
suppliers are invited to compete.
 

30. USI should be directed to publish regularly
 
a list of locally produced materials which meet
 
procurement standardJs.
 

31. Local offices of donors should be given
 
more authority to approve bid packaging 
and
 
approve contract awards.
 

32. 
DSI, APD and donors should conduct more
 
frequent training in procurement, including
 
mandatory courses fcr project 
procurement

officers without previous training or
 
experience.
 

33. Government and donors should 
collaborate
 
in a full scale study of procurement rules and
 
procedures in order to streamline the entire
 
process and eliminate unnecessary steps.
 

34. Government consider
may creation of a
 
special desk in Customs and CCI&E for purpose
 
of timely processing of import licenses and
 
Customs clearance for development projects.
 

35. ERD procurement guidelines; issued in 1979
 
need to be updated and given wider
 
distribution, since most implementing agencies
 
are riot aware of these guidelines, or copies
 
of them are not available.
 

36. Government eliminate use
should the 
 of
 
forms and procedures which are outdated (such
 
as Forms #2911 arid #2908).
 

37. Time limits for procurement decisions,
 
especially in the case of bids, be
must 

enforced. If time are
the limits not
 
appropriate, they should be changed.
 

38. Government should enforce confidentiality
 
in bid handling procedures, and should
 
institute more effective 
 controls and
 
discipline in these matters.
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5. Human Resource Needs
 

5.0 If all the implementation constraints discussed 
 above
were removed, delays would still 
he a serious problem nince human
resource 
(skill base) constraints still 
remains. The inadequacies
of the project implementation human 
resource base are reported to
 
be: too 
few officers with appropriate combinations of management
and technical skills; 
 and, too few projects offices with
specialised project management skills 
(such as PERT, CPM; project
moritoring and 
evaluation; procurement; ac.;ounting; inventory;
etc). In addition the Development Wings in ministries and line
agencies are to similar
said have shortages, and therefore
are
presumably 
 limited in their capacity 
 to provide management

assistance to projects.
 

5.1 The reasons 
for shortaJes were disc'ussed earlier
relation 
to planning and approval skill inadequacies, and 
in
 

apply
here as well. The vacancy rats 
in project staffing was 27 percent
in FY85, as compared with 24 percent 
in Revenue Budget positions
of comparable 
 grade (World 
Bank, 1989:75), indicating
recruitment problems in projects may be 
that
 

slightly more difficult
than the situation faced in government generally. This may be due
to the difficulty of co(nverting project positions into permanent,
revenue budget positions at the end of project, 
as well as the fact
that many projects are carried out in regions of the 
country where

professionals prefer riot 
to live.
 

5.2 The policy of rotating government officials has 
a major
impact on 
 project implementation. 
 The life cycle of most
development projects 
is generally much longer 
than the normal
rotation pattern of 
less than three, years. This 
assures that all
key positions in a project are 
subject to turnover at least once,
hindering the development of efficient project management.
 

5.3 Another ty e of staf-ing problem 
concerns technical
assistance (TA), may
which ccestitute 
part of an investment
project, 
or may be separate, free standing development project.
In recent years, approval of technical assistance has became a
serious bottleneck 
(World Bank, 1987:91; World 
Bank, 1989:76;
Chadha, 1989.78; UNDP, 1987:13). The average length of time 
to
approve a TAPP was 
3C0 days, 
as opposed to the stated standard of
one month 
(UNDP, 1987:13) Chadha states the total time reported by
different donors 
from submittal 
of Technical Assistance Project
Performa (TAPP) approval
to 
 from SPEC and negotiation with ERD
.anged from 394 days to 682 days (Chadha, 1989:78).
 

5.4 
 The reasons for delay are due to more vigorous screening
of technical assistance proposals by GOB than 
in earlier years;
limitation of 
TA funding to donor 
grant programmes, which 
limit
donor flexibility 
; and, the fact that contracting for technical
assistance 's essentially a procurement mechanism and subject to
the complexities of 
that process as ioted 
above. The government
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changed the approval authority levels for so line
TAPP that

ministries can 	now approve TA projects up to Taka 2 million. Prior
to July 1989 the limit was Taka 1 million. While this may reduce
 some of the congestion, other serious 
issue remain. The increased

vigor of ERD review reflects a desire by government that more local
consultants be 
used for technical assistance. It is claimed that
there exists adequate local capacity and that the use of 
foreign

assistance has not been effective. ERD sponsored a study, done by
local consultants, to support these claims, but the effect of the
 report has been limited. Donors 
who wish to make better use of
local consultants claim to be hindered by a lack of reliable

information about local consulting capacity, the lack of guidelines

from government about appropriate search procedures, and cLltural
 
differences in business development practices.
 

Recommendations:
 

Short-Term: 	 39. Government should modify 
administrative
 
regulations to allow staffing of key project

positions to begin as 
soon as projects are
 
approved.
 

40. Government 	should modify rules 
regarding

transfer of officers to allow officers assigned
 
to development projects 
to remain throughout

the life of project without forfeiting rights
 
to promotion and increases.
 

Mid-Term: 	 41. Government should take steps to strengthen
 
project management training programs in APD and
 
other training institutions. Steps should
 
include upgrading the competence of training

staff by emphasising successful project

management experience. The content of training
 
programs should be based 
on the outcome of
 
training 
needs assessment emphasising skill
 
development in all functional 
areas of project

management, including planning, monitoring and
 
evaluation, accounting, 
 procurement and
 
inventory control 
and other areas.
 

6. Executive Orders
 

6.0 
The impact of overcentralisation as a cause of delays in
the implementation phase is 
 seen in Executive Orders (EO).
Executive orders have the impact of 
interrupting projects in midstream. For example, EOs may transfer 
specific officers from

projects, prohibit particular parcels of land from acquisition, or
direct that tenders for procurement be reopened. Or, they be much
 
more general, 
 such as an Order prohibiting procurement of a
particular type of commodity such 
as vehicles, which may impact

all projects using that commodity.
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Recommendation:
 

Short-Term: 
 42. Government should examine irobable impact

of EOs on on-going projects pt r to issuance,

to insure that prio, t.y
high development

projects will not be 
impaire,
 

7. Land acquisition:
 

7.0 Land acquisition procedures crEate delays during project
implementation. These procedures, which frequently take more then
a y,ar, cannot be initiated until 
after the PP is approved. The
sev,-rity of delays may be such that project outcomes and 
impacts
are effected. 
For example, the Karnafuli Irrigation Project
experienced serious delays related to land acquisition. The project
closing date was extended four years for these 
reasons, and the
flon protection embankment at Halda was 
not undertaken because it
prov,'d impossible to purchase the required 
 land (Bangladesh
Agriculture Sector Review, Vol 
II1: 21). Whenever possible, steps
should be 
taken to initiate land acquisition proceedings 
as soon
 as projects have been approved.
 

7.1 It is not 
unusual for land acquisition to be delayed
due to temporary lack of local currency. This 
situation may be
resolved by 
a more rigorous resource programming.
 

7.2 Another aspect of 
this problem is that authority for
land acquisition is 
limited to relatively small parcels; some feel
 
raised order
that this level should be in to expedite project
implementation. However, 
in a land scare environment, it may 
not
be possible to raise authority limits without careful review of the
situation. In view of the 
complexity of issues, their
the and
policy implications, the Working Group felt that analysis of this
problem was the
beyond resources 
of the study. Government may
consider a specia' study on the issues of 
land acquisition in


development projects.
 

D. Moni torngand Evaluation
 

1. Overview
 

1.0 The Implementation Monitoring and 
Evaluation Division
(IMED), within the Ministry of Planning has the responsibility for
monitoring and evaluating development projects in Bangladesh. 
Its
capability to carry out these functions has improved considerably
in recent years, according to 
many officials interviewed, and 
as
reported in other recent studies. For example, recent donor efforts
have resulted in improvements in data gathering and reporting, as
well as providing training for selected 
 staff in ex-post

evaluation.
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1.1 However, it is reported that IMED still lacks the
capacity to provide a broad audience with a wide range of
monitoring and evaluation information suited to their needs. It is

felt that there is a need to clarify the monitoring and evaluating

function at projects, agencies, ministry and national levels,

determining what data is naeded and determining whose role 
it is
 
to gather, analyse, and act on this information. It is also felt

that monitoring should be an ongoing 
activity at all levels,

associated with 
efforts to improve project management, while

evaluation is an activity needing some degree of independence from
 
management.
 

1.2 In its reports, IMED understandably and correctly tends
 to reflect the priorities of the Planning Ministry. IMED 
reports

emphasise the current priorities of the Ministry of Planning.

Reports provde aggregate data on the progress of projects in terms

of 
 approval status, fund utilisation, physical progress 
and

completion. The unit of analysis for monitoring and evaluations is

the project, since that is 
the focus of analysis in the planning

and approval activities of the Ministry. 
Data aggregated on

projectwise base, however is not converted into analysis regarding

the impact of development policies and programmes 
in the FYP. If

the Planning Commission is able to 
divest itself of micro-level
 
planning, and carry out macro-level development planning, it is

likely that IMED will be able to develop the capability to provide

impact analysis suited for macro planning 
needs. Through UNDP

assistance, IMED and the Planning Commission have begun developing

capability in this direction.
 

2. Monitoring
 

2.0 At intermediate levels of ministries 
and agencies,

progress has been made in 
recent years to develop and strengthen

project monitoring. For it reported that
example, is 
 Bangladesh

Water Development Board 
(BWDB) in particular has introduced an
effective project monitoring system (WB, 1989:78). (A description

of it is provided in Annex J.) However, according to recent studies
 on monitoring in Bangladesh, capability and capacity at ministry

and agency levels continues to need strengthening (Swedish

International Service:34; Chadha:1989),
 

2.1 What is proposed as the basis for the general design of

the monitoring system in Bangladesh is a division of 
labor such
that IMED continues to 
 have the overall responsibility for

monitoring, establishes the data gathering guidelines

procedures to be used throughout 

and
 
all levels, and trains and


coordinates monitoring professional at all levels 
to assure

consistency in methods and approaches. IMED would continue to focus
 
on 
gathering and analysing information related to development on
 
a nationwide basis. Its data "client" would be the NEC and the

Planning Commission. Basically, IMED would be assisting 
the

Planning Commission in determining whether development goals were
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being met through development policies, and what progress current
 
development programmes 
were having. IMED has the capability to
 
carry out this mission.
 

2.2 Ministries and agencies, perhaps 
through consolidated
 
Development Wings and Planning/Monitoring Cells, would 
have the

responsibility for monitoring performance of projects, focusing on
what some call the technical 
and factual issues of performance.

Technical refers to questions of 
internal efficiency (determining

if project level 
work is being carried out satisfactorily), while
 
factual refers to questions of external efficiency (determining if
project work is consistent with specified development goals)

(Swedish International Services, 1988: 48). At the project level,

the function of monitoring would focus on day-to-day operational
issues of meeting establ'ished targets for resource utilisation and
 
accomplishment of project tasks.
 

2.3 According to repurted information, IMED has made
excellent progress in developing the reports needed to make such 
a system work, though full implementation is constrained by lack
of computer capability and staff. An example of a fully developed

and integrated project monitoring which
system, combines
 
information needs offices planning,
of of accounting,

implementation, treasury and monitoring is in SETIA in Malaysia.

The SETIA set-up demonstrates the potential for upgrading 
the
 
mechanisms of 
project monitoring and evaluation into a system of
accountability, since the database of the systemSETIA included 
detailed expenditure accounts of projects (Annex K). 

2.4 In the existing system, 
IMED sends periodic reports to
ministries and agencies summarising findings on project progress,

based on reports submitted from projects 
and on IMED visits to

projects. Agencies are supposed to respond to these reports within
 
a specified time period, indicating actions taken or contemplated

in light of the issues addressed in the report. Agency response to
 
these reports are 
frequently delayed, and various explanations for

the delays have been given. Given that the 
intent of the system is
to identify problems in implementation and correct them, it appears
that this matter needs further attention.
 

2.5 Project monitoring may be more effective if periodic
feedback from stakeholders is included in reports on project
implementation, and if 
project status reports are publicised. This

would help achieve the objective of enhancing public participation
in the development process as well as maintaining public
accountability of development agencies. 

3. Evaluation
 

3.0 Evaluation of development efforts is an important

function which may be done independently from project management.

IMED has taken steps to improve its capability to conduct ex-post
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evaluation, and has 
been using external consultants to carry out
 
some of project evaluations. Continued use of this approach may be
 
advisable, given 
the reported staff limitations. Further, it may

be advisable to 
establish priorities regarding evaluation, with
 
nationally important projects receiving most attention, and smaller
 
projects with limited national 
impact receiving proportionately

less evaluation attention, and fewer 
resources. (Annex L provides

review of current issues and approaches to impact analysis.)
 

4. Human Resources
 

4.0 Efforts to improve monitoring and evaluation 
functions
 
and roles at national, ministry, agency and project levels are
constrained by a reported lack of human resources. IMED has only
fifty four officers to monitor and evaluate the projects being
carried out by government in eighteen sectors. Clearly, 
that is
 
inadequate. Furthermore, the mix of professional backgrounds in
 
monitoring and evalurtion shot,,i the
activities reflect 
 diverse
 
technical nature of projects, programmes and policies. However,

despite the large number of engineering projects in Bangladesh, it
is reported that IWED has only engineer (Chadha,one 1989:244). At 
present, there are no data a ailable which accurately reflect
either the number nor qualifications of persons with monitoring
responsibilities in ministries and agencies.
 

4.1 The shortage of diverse skills needed for the broad range
of moni toring and evaluationl functions for which IWED is
responsible may be addressed through a variety of approaches. As 
mentioned, much of the monitoring responsibility may be delegated
to ministries, agencies and projects, but, as mentioned earlier, 
there are reported to be shortages of officers trainad in 
mon itoring at. these levels in many organisations. Some of the 
evaluation work may be contracted out to the private sector, under
 
supervision of IED, as is currently being 
done. In adaition,
 
continuing efforts to Upgrade skills should be pursued through

various means, such a- the 
training recently completed with UNDP
 
assistance. It is reported that training capacity at institutes 
such as APD may need to be strengthened if they are to provide new 
sources of trained personnel. While UNDP has provided 
 some
 
assistance to address skill development much more needs to be done
 
(DAI, 1988(a):124; SIS:49; Chadha, 1989:244).
 

5. Logistical Resources 

5.0 Logistical 
needs are reported to be a limitation to

better monitoring and evaluation of development projects. Donors
 
working closely with IMED confirm the need for improved information
 
technology, and the skills to utilise such technology. If resources 
are made available to acquire additional information technology,
it may be advisable to ensture that the characteristics discussed 
in para 2.1 page 23 above are observed. The National Computer Board 
may be consulted for further guidiince. In addition, IMED officials 
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report limitations caused by shortages of photocopy machines 
and
 
transport, the latter restricting ability to carry out site visits
 
to projects.
 

Recommendations:
 

Short-Term: 43. Government 
should conduct a detailed
 
assessment of monitoring/evaluation staffing
 
needs, on ministry by ministry basis, to
 
determine capability and needs, and should fill
 
vacant positions with suitably qualified
 
officers through transfers and recruitment of
 
new and lateral entry officers.
 

44. Government should address short term
 
monitoring and evaluation staffing needs
 
through continued and expanded use of contract 
services, as well as transfer and contracting
 
out evaluation studies..
 

45. Government should review the adequacy of 
information technology available for monitoring
and evaluation needs, and seek donor 
assistance to upgrade capabilities which are 
likely to have a direct impact on monitoring 
performance of development projects. 

46. Agencies responsible for project monitoring
should take appropriate steps to assure 
adequate stakeholder input into the monitoring 
process, and allow reasonable access to
 
information.
 

Mid-Term: 47. IMED 
 should increase delegation of 
monitoring responsibilities to ministries,
implementing agencies arid projects as follows: 

a. IMED would be responsible for providing
PC and NEC with evaluation information 
concerning progress anid impact of 
development policies, aswell as providing
government with a summary of monitoring 
information, as required.
 

b. Ministry/agency should be responsible
 
for monitoring performance of projects 
within their jurisdiction, according to 
guidelines specified by IMED, and should 
provide IMED with timely reports, 
inclI ud ing rec(ommendat ions regardi ng needed 
iflp.)-ovements. 
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c. Project directors should be responsible
 
for monitoring operational, day-to-day
 
aspects of projects in order to assure
 
timely completion of project, and project
 
effectiveness.
 

48. Through IMED, government should take steps
 
to improve the utilization of donor and
 
government monitoring and evaluation reports

by all parties; donors and IMED should
 
collaborate in 
 making their reporting
 
requirements more compatible.
 

Long-Term: 	 49. Government should direct the Planning

Commission and Audit and Accounts agencies to
 
design and implement a management information
 
system for development projects which provides

Planning Commission, Audits and Accounts,
 
ministries, implementing agencies, and projects
 
with accurate, timnly information on status of
 
projects that is relevant to their respective
 
responsibilities.
 

E. Coordination and the ProJect Cycle 

Centralisation 	 of decision making processes creates a permanent
debate on the effective;.,ss of central authorities or field offices 
to coordinate efforts 
 at the project level for better
 
implementation and achievement cf targets. 
Most large projects

involve a number 
of ministries and departments, as well as a

diverse group of agencies and organisations outside the government,

creating a need for coordiriation in all phases of projects.
 

I. Plann.ing Phase... Coordination in the planning phase entails
 
bringing together those with a problem or and
idea those with
 
resources. The mechanisms for coordination during steps of planning

have been strengthened in recent years, primarily in 
terms of
 
government-donor coordination. 
 ERD, which has the major

responsibility 	for this task, has improved capability.
its The
 
practice of determining a lead agency in the planning phase, in
 
projects that likely involve th;., ministry
are to 
 more one 
 or
 
implementing agency is 
'now more widely used t.han previously, with
 
some positive results. It is almost always used among donors when
 
there are multiple donors.
 

2. Approval ._Phase_. There are frequently delays in the
approval process due to cost component differences between visiting
appraisal reports and subsequent project proposals. These
differences may be reduced by better coordination between appraisal
missions and concern.ed divisions of the Planning Commission, as,
for example, a final wrap-up meeting with the appraisal team under 
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the chairmanship of the concerned member of the Planning
Commission. Another area where improved donor-government
coordination is needed concerns conditionalities of projects. While 
the concept of conditionalities may be valid 
in principle, the
application to specific projects requires consideration of the
relevancies of the specific conditionalities within the context 
the requirements of the project. Priority 

of 
may be given to -'-,se

conditionalities which projectshelp achieve their object".ves,
rather than those which help the donor or help government make
changes in an area not directly related to the concerned project. 

3. Implementation Phase. Coordination needs are most apparent
during project implementation, when resources may have to be
brought from halfway around tile world, trying to arrive at a 
particular place at 
a specific point in time. Effective project

monitoring also carefulrequires coordination in order to assure
that the right feedback gets to the right person in time to take
the right action. The Asian Development Bank has been using a
monitoring process involving all the principal stak,.eholders in aproject. This process 
is widely regarded as being very effective,

and may be used by other donors.
 

4. Monitoring _Phase. Other than Tripartite Review Meetings
and Local Consultation Group meetings, interaction among donors
and government regarding mutual interests in project monitoring is
limited, and felt to be insufficient. IMED should organise joint
review meetings 
 on a half yearly basis to review project
implemenitationi performance. This may be organised on a sector basis 
to facilitate coordination and planning.
 

Recommendations: 

Short-Term: 50. Government shouild encourage the use of 
final wrap-up meeting between Appraisal Teams 
aind sector divisions of Planning Commission to 
clarify areas of agreement.
 

51. IMED should convene half yearly meetings

involving donors, ministries and agencies to 
review project implementation performance.
 

52. Government should provide more public
inlormation concerning development project
decisions and activities at each phase, through
local meetings, press conferences and other 
fora, as appropriate. 
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F. Implementation Plans
 

Tfie development of an 
effective, sustainable implementation
strategy to improve the efficiency and effectiveness of development
projects will require considerable political will 
and substantial
 resources. 
It will 
require patient coordination of efforts among
government offices and between government and donors.
 

The overall strategy of implementing the recommendations
 
discussed in this report is:
 

* to initiate actions within 
 a limited scope of
ministries, implementing agencies and projects on a pilot
basis to determine their effectiveness before undertaking

government-wide changes;
 

* to initiate actions 
which produce immediate and
continuing successes 
so that a climate of success is
 
developed and maintained;
 

* to give priority to actions which can be initiated with

little or no increase in expenditures, and without delay;
 

* to give priority to those actions which reduce delays

without compromising accountability;
 

* to initiate prerequisite actions 
so that sutsequent

steps cans 
be taken on the basis of adequate preparation,

such as developing planning capacity 
in the ministries
and implem.nting agencies 
 in order to relieve the
Planning Commission of its involvement in the Getails of
projects at the planning and approval stage;
 

* to develop a coordinated plan of actions, with long

term donor support, 
in order to assure achievable
 
outcomes.
 

Using these guidelines, 
the following Action Plan is suggested.
Reference 
is made to selected recommen(ations... only those major
actions 
which are 1ikely to have 
most impact on the efficient
 
,,nagement of projects.
 

The implementation steps should be planned and coordinated throughan Implementation Committee established by Government, as a followup to the study, though specific actions may be the responsibility

of other government entities. 
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ACTION PLAN
 

1. Concerning decentralisation of planning, approval and monitoring 
of development projects: 

Recommendations: 

Involves recommendations #1, #2, #3, #11, #18 and #19 
in the Executive Summary. 

Imnp1emen tat ion : 

The Working Group recommends decentralisation of 
responsibilities and authority of planning, approval and 
monitoring of development projects, with implementation as
 
follows:
 

a. Government should raise project approval limits 
 (by

amending "Categories of Projects" in Procedures for
 
Processing of Projcts) for investment projects so that fewer
 
projects require full PEC and ECNEC review, either for initial
 
approval or for revisions to approved projects. 

Recommended approval limits f, r investment projects are as 
follows: 

Proposed Present
 
(Crore)
 

Category A: under 5 under 2
 
Category B: 5 - 20 2 - 5
 
Category C: over 20 
 over 5
 

An automatic adjustment may be made at the end of each FY to
 
keep this value in real terms.
 

b. In the longer term, delegate more approval and revision
 
authority 
 such that PEC and ECNEC review and approve large,

intersectoral projects with national development priority,

ministries review and approve sectoral 
projects, subject to
 
clearer development goals (sectoral parametres) and budget
allocations established by Planning Commission.
 

i. To implement this decentralisation in a phased -in 
manner, the Planning Commission would identify those 
ministries having the best capability at present for planning
and monitoring development projects. Criteria for identifying
capability were discussed on page 28, along with indicated 
ministries. lhe recommended allocation of monitoring
responsibilities were discussed on pages 46 and 47.
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ii. In this initial 
set of ministries, a comprehensive

needs assessment should be carried out in 
planning and

development units to identify where human 
resources may need
 
strengthening, 
 through transfer, use of short term
 
consultants, or short 
 term, on-job training. (A model
 
methodology for management needs 
assessment is presented in
 
Annex 
K. This is a general model, which with appropriate

adaptation, may be useful 
in the context of Bangladesh.)
 

iii. Simultaneously with steps taken 
to address the
 
staffing needs, decentralisation 
should begin with an initial
 
set of ministries and 
proceed in close association through

advice and suggestions from appropriate units of Planning

Commission.
 

iv. Government should review the decentral isation process

after a reasonable period, and based upon the outcome of that
 
review, take appropriate steps to 
 further decentralise
planning, approval and monitoring authority to other 
min i str i es. 

v. Whi le the initial phasing-in is underway, a 
comprehensive needs assessment of other ministries should be

initiated. Based on the outcome of this effort, steps should
 
be undertaken through training, recruitment (iincluding lateral

entry) and transfer to strengthen the planning, approval 
and

monitoring capabilities 
of this set of ministries. It is
 
assumed that more effort and a longer time period will be

required 
to have this set reach an acceptable level of 
capabi ii ty. 

2. Concerning delegation of elministrative and financial powers to
 
Project Directors.
 

Reconmirindati on: 

Delegate full financial and administrative powers to project

directors. (Recommendation # 6 in the Executive Summary)
 

Implementa tio-n
 

a. Delegation of financial powers
 

Revi3e Deleqation_of Financial Powers for 
the_ Execution
 
ofDevel.opment Projects of the Annex to GOB, Ministry of
 
Finance No.MFD-I/Bt-I/Misc-I(31 )/82-83/3 
of August 3,

1982, to grant project directors of approved projects

full powers for all items therein exceot Serial No. I,

concerning creation and retention of temporary posts.

However, it is recommended that Serial 
No.1 be amended
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to grant project directors full power to create and fill
 
temporary posts for pay scales up 
to and including

Tk.1650-3020 in an emergency situation, for a period not
 
to exceed one year, and with 
immediate notification of
 
ministry.
 

b. Delegation of administrative powers
 

i. Disciplinary Action: delegation to project directors
 
full authority for initiating disciplinary action for all
 
persons placed under their administrative control. Such
 
delegation to be 
conferred through Government Servants
 
(Discipline & Appeal) Rules, 1985, as 
 detailed in
 
Implementation Steps 
of Vol.3 Relationships Between
 
Ministries 
 and Departments, Public Administration
 
Efficiency Study, pp.27-31.
 

ii. All Other Administrative Powers: delegation to
 
project directors full administrative powers concerning

transfers and posting (where project has more 
than one
 
site, or 
project director has more than one project),

granting of leave, power to count extraordinary leave for
 
increment and sanctions of all kinds of pensions.

Delegation to be implemented through rule making process

conferred on the President by Article 133 of the
 
Constitution and as detailed in the Implementation Steps

of Vol.3 Relationships Between Ministries and
 
Departments, Public Administration Efficiency Study,
 
pp.32-39.
 

3. Concerning the elimination of separate administrative approval
 

for components of approved projects.
 

Recommendation:
 

Government should modify relevant rules and regulations
 
so that once a project has been approved no further 
administrative approval is required for project 
components.(Rec # 17/p35) 

Impiemen tat ion: 

A careful 
analysis of existing Office Memoranda, Rules
 
of Business and other sources of procedures is needed to
 
identify all documents requiring change in order to
 
implement this recommendation. Having done so, however,
 
no other action or resources would be needed to institute
 
new procedures which could save 
considerable time in
 
implementing projects.
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4. Concerning improvements in procurement procedures.
 

Recommendations:
 

Recommendations in the Executive Summary: #5, 29,
10, 

34-43.
 

Implementation:
 

a. Short term actions which can be taken through various
 
rule change procedures:
 

i. Delegate authority to approve procurement
 
proposals on one-step basis for approved proposals
 
(#26/p38).
 

ii. Establish new guidelines for tender/purchase
 
committees to expedite processing (#27/p38).
 

iii. Eliminate use of outdated procurement forms and
 
procedures such as Forms #2911 
and #2908 (#36/p39).
 

iv. Enforce time limits for procurement decisions;
 
if time limits for large, complex projects are not
 
appropriate, change them (#37/p39).
 

v. Enforce confidentiality in bid handling
 
procedures (#38/p39).
 

vi. Raise procurement and contract award authority
 

(#16c/p35);(#25/p38).
 

Implementation Considerations:
 

Authority needed for procurement management are
 
of two types, (i) authority to approve
 
procurement proposals (initiation of
 
procurement of certain items including bid
 
packaging) and, (ii) authority to approve
 
proposals For contract awards.
 

The principles that may guide the delegation
 
of authority and the structure of delegated
 
slabwise limits are suggested as follows:
 

a. Principle:
 

1. Authority to be delegated based on
 
functional aspects and considerations as
 
against present principle of
 
administrative power and hierarchy.
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2. Lower layers, particularly where the
 
projects are implemented should take
 
procurement decisions, keeping the higher

layers free for effective supervision and
 
monitoring of 
quality and timeliness of
 
procurement decisions; instead of present
 
principle of taking decisions outside the
 
projects at higher layers.
 

b. Structure:
 

1. Procurement proposals: Chief executives 
of public statutory Bodies/ Departments 
/ Directorates or the Ministry (if the 
Ministry is implementing a project
directly itself) should have full 
authority to approve procurement proposals
 
on 
 one step bcsis (including bid
 
packaging), if the items to be 
procured
 
are 
included in the approved PP; instead
 
to present slibwise authority delegated
 
to approved proposals for contract awards.
 
However, in case of procurement of items
 
not included in approved PP, approval for
 
procurement should 
be obtained from the
 
next higher layer i,e the ministry.
 

2. Contract Awards: Government may
 
consider the following'
 

2.1 The concerned project Directors should
 
have authority to approve contract av:ards
 
up to TK 1.00 crore. They do not have any

such authority at present.
 

2.2 The authority of all the heads of 
Corporations / Boards / Departments / 
Directorates (irrespective of size) shouId 
be enhanced to TK 10.00 crore from present
slab of TK 5.00 crores (many heads do not
 
have authority of even TK 5.00 crores).
 

2.3 The Secretary or Secretary in-charge

of the ministry should have authority to
 
approved contract awards up to TK 15.00
 
crores. They do not exercise any authority
 
and all such proposals go to the Minister
 
in-charge and Minister
the approves
 
proposal up to TK 15.00 crores.
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2.4 The authority of the Minister in
charge should be unlimited instead of a
 
limited authority of up to TK 15.00
 
crores. The Cabinet Committee for
 
Government Purchase 
 should formulate
 
policy and co-ordination matters relating
 
to Government procurement, and, upon

evidence of deviations, may review
 
specific procurement and contract award
 
decisions.
 

b. Mid-term actions which require additional resources
 
and actions by other entities:
 

i. Streamline procurement process based on study of
 
procurement rules and procedures (#33/p39; #36/p39).
 

This is an important area, requiring focused
 
attention by skilled specialists with a high degree
of knowledge in procuremant procedures, rules, etc.
in Bangladesh. A study, with participation by
donors, should establish the base of actions for all 
the following recommendations.
 

ii. Assure access to procurement specialists for
 
every project (#28/p38).
 

iii. Increase donor funding for locally produced
 
resources 
 and improve opportunities for local
 
suppliers to compete (#29/p38).
 

iv. Publish lists of 
locally produced materials
 
which meet procurement standards (#30/p39).
 

v. Encourage donors to give local 
offices more
 
authority to approve bid packaging 
and to approve
 
contract awards (#31/p39).
 

vi. Consider creating special 
desks in Customs and
 
CCI&E for processing of development projects'

requirements (#34/p39).
 

v. Update and give wider distribution to 1979 ERD
 
procurement guidelines (#35/p39).
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5. Concerning rotation and assignment to development projects.
 

Recommendations:
 

Government should adopt a policy to rotate 
officers in
 
economic, administrative and technical 
cadres within allied
 
sectors, and among project, agency, and ministerial postings.

This policy should be specifically provided in career
 
development programs. Normal rotation should be within the
 
sector up to the rank of Deputy Secretary/Deputy Chief.
 
(Rec #2/p22)
 

Government should modify rules regarding transfer of officers
 
to allow officers assigned to development projects to remain
 
throughout the 
life of project without forfeiting rights to
 
promotion and increases.(Rec #40/p41)
 

Implementation:
 

To give effect to this recommendation the Ministry of
 
Establishment should frame a firm policy regarding rotation,

reminding 
all Heads of Ministries and Departments of the
 
harmful effects of too frequent rotation. The policy so framed
 
should include:
 

a. Ban on rotation officers from one position to another
 
within a period of five years, and in the case of
 
development projects, during the life of the project.
 

b. Exception should be granted 
only for over-riding

personal or organisational requirements.
 

c. Rotation should normally be within a series of 
ministries or departments with similar purposes or 
functions. 

d. Rotation should attempt 
to follow a pattern which
 
provides officers with successively more complex roles
 
regarding project planning, implementation and monitoring

and at project, agency and ministry levels. Combination
 
of rotation and tra.ining should provide cadre officers
 
from the economic, adminstrative and technical cadres
 
with supplementary skills in each of the other two cadre
 
areas, if feasible.
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G. Relationship of Stidy Recommendations to Objectives
 

An objective of this study was to assist the Government in
 
considering recommendations which overcome constraints 
 to
 
efficiency in development projects, especially in regard to the
 
following, as specified in the Terms of Reference:
 

1. Higher Standards of Administrative Performance
 
2. Sound Policy Analysis
 
3. Implementation of Policy and its Strategic Implications
 
4. Delegation of Authority
 
5. Procedures for Staffing
 
6. Training for Development Administration
 

The objectives and recommendations of each of these points,
 
as they relate to development projects, are summarised below.
 

1. Higher Standards of Administrative Performanca
 

The primary standard to be pursued in this area is: a
 
significant increase in the number of development projects which
 
are completed on time and within the approved budqet.
 

In order to achieve this standard, three sub-objectives must
 
be set as standards and met:
 

a. a significant decrease in the amount of time needed
 
to approve projects;
 

b. a significant decrease in the amount of time needed
 
to procure project resources (commodity and human
 
resources);
 

c. a significant increase in the predictable availability
 
of local currency.
 

If these efforts had a higher standard of efficiency and
 
effectiveness, they would have a positive impact on the efforts of
 
government to provide economic uplift to the country, and increase
 
confidence of donors in the efficacy of their support to the people
 
of Bangladesh.
 

To meet these standards, the following actions are
 
recommended:
 

Recommendation #1: Raise project approval limits for
 
investment projects so that fewer projects require full
 
PEC and ECNEC review. Delegate more approval and revision
 
authority to ministry level, subject to clearer
 
development goals (sectoral parametres) and budget
 
allocations established by Planning Commission.
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Recommendation #2: Modify relevant rules and regulations
 
so that once a project has been approved no further 
administrative approval is required for project 
components. 

Recommendation #3: Rationalise allocation of resources
 
to Revenue Budget and Annual Development Programme so
 
that projects may be implemented on time and not be
 
delayed by revenue shortage; strengthen capability of
 
forward expenditure planning.
 

A second standard of administrative performance which may
 
have a significant impact on the efficiency of development projects
 
concerns accountability. The objective in this area ought to be:
 
the efficient and effective functioning of accountability
 
mechanisms which:
 

a. make individual and organisations answerable for their
 
performance in given projects, within a time period that
 
permits changes to affect future performance in the same
 
projects;
 

b. create trust in the decisions and actions of others;
 

c. eliminate corruption as a factor which influences
 
decisions and activities in all phases of the development
 
project cycle.
 

In order to achieve this standard, the following actions are
 
recommended:
 

Recommendation #4: Design and implement a management
 
information system for development projects which
 
provides Planning Commission, Audit and Accounts,
 
ministries, implementing agencies, and projects with
 
accurate, timely information on status of projects that
 
is relevant to their respective responsibilities.
 

Recommendation #5: Strengthen rules and regulations
 
related to standards of conduct, and their enforcement;
 
and should direct that training courses at all levels
 
heIp build trust and accountability into individual and
 
organisational values.
 

A third standard which needs to be raised is the expansion of
 
incentive systems in development projects which promote efficiency
 
and effectiveness through rewards to individuals and organisations
 
based on performance. To meet this standard, the following action
 
is recommended:
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Recommendation #6: Develop a pilot project of monetary
 
reward systems based upon proven cost savings. In
 
addition, government should promote regular procedures

of employee recognition for outstanding performance.
 

2. Sound Policy Analysis
 

Essentially, sound policy analysis is the clear definition of
 
policy problems, and the identification and prioritisation of
 
appropriate strategies to address these problems.
 

Projects are the means to give life and meaning to policy. A
 
prerequisite for effective project implementation is the
 
development of a sound policy framework within which projects are
 
designed and implemented. For this framework, the government should
 
have as a key objective the development of the following:
 

a. ADPs, and the project portfolios in them, which are
 
consistent with the Five Year Plan and help achieve
 
national and sectoral objectives;
 

b. Public expenditure program based on reviewing together

the Revenue Budget and the Annual Development Programme,
 
and developing standard classification for expenditures,
 
including recurrent costs and capital budget
 
expenditures.
 

To accomplish this it will be necessary for the Ministry of
 
Planning to work closely with the Ministry of Finance. It will also
 
require that the Planning Commission focus its attention on the
 
development of macroeconomic policy, to include setting the
 
sectoral goals and targets, allocation of sectoral budgets, and
 
fixing the macro level operational parameters for the ministries
 
in development administration. This may be a necessary condition
 
for creating a framework within which development policies and
 
projects may be linked. However, it may not be sufficient to assure
 
policy-project linkages which sustain national 
development. The
 
sufficient condition is 
the development of public accountability
 
to judge the appropriateness of policy-project linkages.
 

The objective of public accountability will be furthered
 
through procedures of openness and public participation in the
 
steps of policy formulation, and in subsequent steps of project

design, implementation and evaluation.
 

To implement these steps, the following actions are
 
recommended:
 

Recommendation #7: Modify the Instructions and Guidelines
 
on Processing and Im lementing Development Projects to
 
ensure that appropriate representation of affected people
 
(i,e., stakeholders) is institutionalised in each phase
 

59
 



of the project cycle; and direct that training be planned

and initiated for government officials and
 
representatives of stakeholders regarding techniques of
 
effective public participation in development projects
 
through appropriate institutions.
 

Recommendation #8: Provide more public information
 
concerning development project decisions at each key

phase, through local meetings, press conferences and
 
other fora, as appropriate.
 

3. Implementation of Policy and its Strategic Implications
 

If projects are to be affective in contributing to the
 
achievement of development policies, one primary objective is that
 
the design and outcomes of projects are linked to sectoral
 
development objectives, and that this linkage is reviewed annually.
 

A second key objective is that the internal management factors
 
(organisatior structure, administrative procedures, financial,
 
human, and physical resources) of project implementation are
 
appropriate for the selected strategy.
 

In order for these objectives to be met, it is essential to
 
strengthen the project planning capabilities at the implementing
 
agency level and project appraisal and review capabilities at the
 
ministry level. It is also essential that strengthening of these
 
capabilities includes more effective mechanisms for coordinating

donor and appropriate stakeholder inputs to project identification,
 
design and appraisal. Also, it is necessary to strengthen the
 
capability to measure the impact of a project's design and actions
 
on policy goals at earlier points in time so that there is latitude
 
for corrective action.
 

To achieve these objectives, the following action is
 
recommended:
 

Recommendation #9: Provide planning cells in ministries
 
and implementing agencies with the number of skilled
 
officers that results in satisfactory planning and
 
monitoring of development project activities.
 

Recommendation #10: Government should work closely with
 
donors to improve coordination between government and
 
donors in appraisal steps, and during project
 
implementation.
 

4. Delegation of Authority for Non-policy Decisions
 

A key cause of delays in project implementation is waiting
 
for decisions and actions. The goal of increased efficiency in the
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implementation of dcvelopment projects is more likely to be met if
 
delegation of authority is a top priority.
 

In order to achieve this objective, it is essential that the
 
following supportive objectives be achieved:
 

Recommendation # 11: 
Delegate to project directors full
 
financial and administrative authority.
 

Recommendation #12: Revise procurement and contract award
 
authority.
 

Recommendation #13: Ministries and Divisions should move
 
appropriate authorities, if so required in the interest
 
of work, to include in Schedule 2 of the Rules of 
Business 
Officers 
authority 

all 
to 
to 

Class 1 officers, including Research 
Chiefs or equivalent positions, with 
discharge their duties (i.e., to sign

letters and documents on behalf of government) regardless
 
of cadre affiliation.
 

5. Procedures for Staffing
 

An impo!rtant objective is to decrease significantly the delays

in proJect implementation caused by staffing problems. 
 In order
 
to achieve this objective, it is necessary to decrease delays in
 
initial staffing of projects, and to maintain key staff throughout
 
the life of a project.
 

Another important objective is to reduce delays in 
 the

functions of planning, approval, monitoring and evaluation caused
 
by staffing problems. Some of these problems could be reduced if
 
a policy was adopted and followed which resulted in opportunities

for administrative, 
economic and technical officers to rotate
 
through planning, implementation and evaluation roles in ministries
 
(including Planning and Finance), 
 implementing agencies arid
 
projects.
 

To achieve these objectives the following actions are
 
recommended:
 

Recommendation #14: Modify administrative regulations to
 
allow staffing of key project positions to begin as soon
 
as projects are approved.
 

Recommendation #15: Modify rules regarding transfer of
 
officers to allow officers assigned to 
development

projects to remain throughout the life of project without
 
forfeiting rights to promotion and increases.
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Recommendation #16: 
Adopt a policy to rotate officers in
 
economic, administrative and technical cadres within
 
allied sectors, and amoi.g project, agency, and
 
ministerial postings. This policy should be specifically
 
provided in career development programs.
 

6. Training for Development Administration
 

The key objective of training, 
as it relates to the project

cycle, is to improve the efficiency of Derformance at the
 
individual, work unit and organisation levels. The implication of
 
this objective is to shift the focus of training to the work place

and away from training institutes, and to the development of
 
specific skills related to the flow of work in the project cycle,

rather than general skills and knowledge. *This will require that
 
training institutes must sharpen their capability to deliver skill
specific training. It also demands that the content of training be
 
based on needs assessments conducted directly with officers who are
 
to be trained, and with their work situation.
 

To achieve these objectives, the following activities are
 
recommended:
 

Recommendation #17: Strengthen capability of APD to
 
conduct needs assessment and to design and deliver
 
training which will result in improved performance at the
 
individual, work unit or organisation levels. The status
 
of trainers and principal should elso be upgraded to 
an
 
appropriate level.
 

If these objectives are pursued vigorously by Government, with full
 
support 
of donors, the goal of more efficient and effective
 
development projects will 
be met, and the benefits of economic
 
uplift will be felt by all.
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The Third Five Year Plan. 1985-1990.
 
December, 1985.
 
Especially Chapter 1,2,6,8 & 20.
 

Ministry of Planning, Planning Commission. Coordination Wing.

Procedure for Processnggof Projects. No. SC(PA) Cord
I/(PtV)J9]851. dated 4th January, 1987.
 

Ministry of Planning, Planning Commission.
 
Project Proforma (PP) and Manual of Instructions for
 
Project Proforma. November, 1988. [both forms]
 

Ministry of Planning, Planning Commission. Planning
 
Programming Division.
 

An Interim Report on Upazila Development,.
 
1982-83 to 1985-86.
 

Ministry of Planning, Planning Commission.
 
Mid-Term Review of The Third Five Year Plan 1985-90.
 
February, 1989(A).
 

Ministry of Planning, Planning Commission and External
 
Resources Division.
 

Memorandum for the Bangladesh Aid Group 1989-90.
 
March 30, 1989(B).
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Planning Commission.
 
Minutes of the Meeting of ECNEC.
 
held on 18.9.86
 

Planning Commission.
 
Minutes of the Meeting of Planning Commission.
 
held on 13. 10. 86
 

Planning Commission
 
Annual Development Programme 1987 - 88
 
19th May, 1987.
 

Planning Commission
 
Annual Development Programme 1988 - 89
 
20th June, 1988.
 

Planning Commission.
 
Annual Development Programme 1989-90.
 
June 11, 1989.
 

Report of the Civil Administration Restoration Committee Part
 
I Vol.1 (Report). January, 1972.
 

Report of the National Pay Commission. Vol. 1, Main Text. May,
 
1973(A).
 

Report of the Administrative & Services Reorganization
 
Committee. Part I : The Services: April, 1973. Part II:
 

The Administration. October, 1973(B).
 

Report of the Pay and Service Commission 1977. Part I - The 
Service, Part II - Pay and other benefits. 

May, 1977. 

Report of the Committee for Administrative
 
Reorganization/Reform,
 

June, 1982(A).
 

Report of the Martial Law Committee for Examining Organization
 
Set Up of Ministries / Divisions / Departments / Directorates
 
and other Organizations under them. Phase I
 
(Ministries/Divisions) May 1982. Phase II
 
(Departments/D-rectorates & other Orgns under them).
 

November, 1982(B).
 

Report of the Committee for Examination of Irregularities in
 
Appointment and Promotion of Officers and Staff in the 
Government. 

April, 1983. 

Some ImDortant Service & Financial Rules. Vol. 2,_
 
February, 1985(A). First Reprint.
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Some Important Service & Financial Rules. Vol. 2,
 
October, 1985(B). Third Edition.
 



ANNEX C
 

PERSONS INTERVIEWED
 

1. MINISTRY OF AGRICULTURE
 

Maj. Gen.(Retd.) M. A. Munim, Minister,
 
Mr. Akmal Hossain, Joint Secretary,
 
Mr. Golam Sarwar Mollah, Joint Chief,
 
Mr. Sheikh Shafiqul Islam, Deputy Secretary,

Mr. A.K.M. Shajahan, Chief M&E, BADC.
 
Mr. M. Mizanur Rahman, General Manager(Pur.Div.), BADC,

Mr. M. Sultan, Deputy Chief Engineer(Pur.), BADC,

Mr. M. A. Satter, Principal Scientific Officer, BARRI,

Mr. A. A. Mazid, Zonal Manager, Bangladesh Krishi Bank,
 

2. MINISTRY OF COMMERCE
 

Mr. Mohiuddin Azad, Joint Secretary,
 
Mr. Margoob Murshed, Joint Secretary,
 

3. MINISTRY OF COMMUNICATION
 

Md. Ataur Rahman, Additional Chief Engineer,
 
Planning & Development, Roads & Highway Department.
 

4. MINISTRY OF CULTURE
 

Mr. M. Atiqul Islam, Superintending Engineer,
 
Department of Archeology,
 

5. MINISTRY OF ESTABLISHMENT
 

Mr. S.M. Al-Hussainy, Chairman, Public Service
 
Commission.
 

Mr. Noor Mohammed, Joint Secretary,
 
Dr. Shah Md. Farid, Joint Secretary,

Mr. Ekramul Ahsan, Member Directing Staff, BPATC.
 

6. MINISTRY OF ENERGY & NATURAL RESOURCE
 

Mr. A. Z. M. Sazzadur Rahman, Deputy Secretary,
 

7. MINISTRY OF FINANCE
 

Mr. Gulam Kibria, Comptroller and Auditor General
 
Mr. Dilip Kr. Biswas, Deputy Secretary,
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8. MNISTRERIE 
 AND LIVESTOCK
 

Mr. M. Moslehuddin, Deputy Project Director,

Directorate of Fisheries,
 

9. MINISTRY OF INDUSTRIES
 

Mr. Moudud Ahmed, Vice President, (in charge of the
 
Ministry)


Mr. A. K. M. Mosharraf Hossain, Secretary

Mr. Md. Faizur Razzak, Chairman, BSCIC
 
Mr. Azizur Rahman, Joint Chief,
 
Mr. Abdul Huq, Deputy Secretary,

Mr. Mollal Shahidul Haque, General Manager, BSCIC
 
Mr. Nural Alam , Planning Officer, BSCIC
 

10. MINISIRY OF IRRIGATION
 

Dr. A. T. M. Shamsul Huda, Joint Secretary,
 
Mr. Emdadul Iluq, Joint Chief,
 
Mr. Abul Kalam Azad Deputy Secretary,


11. MINISTRY OF LOCAL GOVERNMENT AND RURAL_ DEVELOPMENT &
 

Mr. Anwarul Huque, Director, BRDB,
 

12. MINISTRY OF PLANNING
 

Mr. Shamsul Huq, Division Chief, Planning Commission,
 

Mr. SamSuzzaman Majumdar, Division Chief, Planning
 
Commi ss iol,
 

Mr. A.F.H. Alamgir, Joint Chief, PAMSTECH,
 
Planning Commission,
 

Mr. A.B.H. Siddique, Director General, 
IMED,
 
Planning Commision,


Mr. Abdus Samad, Director General, IMED, Planning 
Commiss ion,


Mr. Joynal Ahedin, Principal, Bangladesh Planning & 
[)evelopment Acadamy.

Mr. Nazmul Ahsan, Joint Secretary, Planning Commission,
Mr. S.M. Shahijahan, Joint Chief, ERD.
 
Mr. A.B.M. Siddique, Joint Secretary, ERD.
 
Mr. Ayub Quadri, Joint Secretary, ERD.
 
Mr. A.R.M. Abdul Fattah, Joint Chief, Planning

Conm i-s ion,
Mr. Mun itmiii Iluq, Director, PAMS TECH, Planning 

'r.,m i sS i on, 
Mr. A.1-.M. Abdur Rashid, Deputy Secretary, Planning 
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Commission,
 
Capt.(Retd.) Jamilur Rahman Khan, Deputy Secretary,
 

ERD.
 

Mr. Sheik Siraj Uddin, Deputy Chief, Planning
 
Commission,
 

Mr. Munirul Haque, Deputy Chief, Planning Commission,
 
Mr. Syed Maqbul Hussain, Division Chief, Planning
 

Commission,
 
Mrs.Momtaz Mannan, Assistant Chief, Planning
 

Commission,
 
Mrs.Rini Reza, Sr. Assistant Secretary, Planning
 

Commission,
 
Mr. Enayet Karim, Section Officer,
 

13. MINISTRY OF SHIPPING
 

Mr. M. Asadul Huque, Deputy Secretary,
 

14. MINISTRY OF SOCIAL WELLFARE & WOMEN'S AFFAIRES
 

Mrs. H. A. Kashem, Deputy Director,
 
Women's Affairs Department,
 

15. MINISTRY OF YOUTH AND SPORTS
 

Mr. T. M. Alamgir, Project Director,
 
Youth Development Department,
 

WORLD BANK
 
Mr. Md. Ali, Procurement Engineer,
 
Mr. Sayed Nizamuddin, Programme Officer,
 
Mr. Nurul Alam, Programme Officer,
 

UNDP
 
Mr. Terry Jones, Deputy Resident Representative,
 
Ms. Flavia Pansieri, Assistant Resident Representative,
 
Mr. Aly-Raza Nazerali, Assistant Resident
 

Representative,
 
Ms. Nuzhat Ehsan, Programme Officer,
 
Mr. Fred Thomas, Consultant,
 

USAID
 
Mrs. Priscilla Boughton, Director,
 
Frank Young, Programme Officer,
 
Colette Chabbot, Assistant Programme Officer,
 
Dean Alter,
 
Ray Renfro, OFA,
 
Tribid Mukerjee, OFA,
 

CARE
 
Mr. Arthur Hussey
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CIDA
 
Mr. Tony Breuer, Counselor.
 

DANIDA
 
Mr. Finn Thilsted, Counselor,
 

OTHERS
 
Mr. Michael Loft, Research Team Leader, SIFAD Task
 

Force, GOB.
 
Dr. K. M. Das, Principal, Bangladesh Cooperative
 

College, BARD.
 
Dr. R. A. Ghani, Consultant,
 
Skylark Chadha, Consultant, SIDA.
 
Mr. Azizur Rahman, Director, National Computer Board.
 
Dr. M. Ali Hossain, Chief Technical Manager(R & D),
 

Urea Fertilizer Factory.
 
Dr. Mokbul Ahmed Khan, Secretary General,
 

Bangladesh Project Management Institute.
 
Mr. Waliul Islam, Project Engineer, ADB.
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ANNEX D
 

"THE CASE OF THE ORDER FOR HANDLING EQUIPMENT"
 

Consultant pre-informed that this
 
particular order would be critical
 
for project and must be processed
 
very fast it was promised to process
 
it in 15 days. 
 Aug., 1981
 

Recommendation by Expatriate Consultant
 
Party recommendation was the lowest in
 
order value, lower by TK. I million
 
compared to next lowest bidder. 
 Nov. 19, 1981
 

Head of Enterprise writes a forwarding note. Dec. 
10, 1981
 

Forwarded by Executive Director
 
of industrial complex Dec. 12, 1981
 

Chief Engineer's approval Dec. 14, 1981
 

Chief Finance Officer comments Dec. 18, 1981
 

GM(Implementation) comments 
 Dec. 23, 1981
 

Director (Planning & Implementation) Dec. 24, 1981
 

Meeting arranged in presence of Consultant Jan., 1982
 

Note from Enterprise Head with clarifications Jan. 12, 1982
 

Approval from Chief Engineer Jan. 12, 
1982
 

Approval from CFO 
 Jan. 12, 1982
 

Approval from GM(Implementation) Jan. 12, 1982
 

Approval form Director (P&I) 12,
Jan. 1982
 

Chairman finds some faults with the order Jan. 16, 1982
 

One of the bidder regist)rs a complaint Jan. 16, 1982
 

Comments of Executive Director and Enterprise Head
 

(long note with details) Jan. 20, .1982
 

Forwarding note by GM (Impl.) Jan. 21, 1982
 

Chief Engineer's Approval Jan, 21, 1982
 

,~v\ 
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Approval by Executive Director Jan. 21, 1982
 

Director's (P&I) comments Jan. 21, 
 1982
 

Chairman comments 
 Jan. 22, 1982
 

Executive Director's note to Enterprise manager Jan. 22, 1982
 

Enterprise Manager's reply 
 Jan. 22, 1982
 

Executive Director's note 
 Jan. 23, 1982
 

Chairman clears the order for placement Jun. 24, 1982
 

Director (P&I) gives instructions
 
for making the agreement and
 
issuance of letter of intent 
 Jun. 25, 1982
 

By this time draft order was already
 
prepared by the project organization.
 
It was modified at head office of the
 
corporation and new draft prepared
 
Clearance given by legal officers.
 
Proposed a committee for negotiation
 
with the supplier 
 Feb. 20, 1982
 

Committee approved by Executive Director Feb. 20, 1982
 

Finally approved by Chairman Feb. 23, 1982
 

Party invited after finalisation of
 
various new suggestions regarding local
 
input. Meeting with supplier. Consultant
 
invited. Commercial agreement jointly prepared. April 3, 1982
 

Director (P&I) Approved 
 April 3, 1982
 

Chairman approved 
 April 3, 1982
 

Agreement ready for approval of Executive
 
Director. Meanwhile Martial Law holds up
 
Executive Director against some other
 
charges. New Executive Director reports
 
and he wants the file to be formally marked
 
for him. Consultants point out in writing
 
the Cost of Delay April, 1982
 

Director (P&I) marks the file for ED 
 May 14, 1982
 

Executive Director marks the file to
 
Chief of legal Affairs in Head Office
 
once again to check all is correct May 19, 1982
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Legal officers approves the file 
 May 21, 1982
 

New Executive Director again writes to
 
Chief Legal Affairs Officers regarding
 
some of the processing formalities May 22, 1982
 

Everybody is upset by remarks. Director (P&I)
 
constitutes a committee to look into the
 
formalities again. Report to be submitted
 
within one week. 
 June 2, 1982
 

Chairman sees the file 
 June 8, 1982
 

Committee had meetings between various members.
 
Cosultants held with the Consultant 
 June 18-22, 1982
 

GM(Impl.) reports behalf of committee 1982
on June 23, 


Secretary BCIC notes 
 June 24, 1982
 

Chairman instructs that committees finding
 
be placed before the Board of Director of
 
the Corporations 
 June 24, 1982
 

Secretary fixes the next Board meeting
 
on July 7, 1984.
 

Chief Finance Officer requests, ERD,
 
for extension of funds availability
 
after the financial year. 
 June 26, 1982
 

Preparation of copies for Board meeting.
 
Concerned officer called. 
 June 28, 1982
 

Board approves 
 July 7, 1982
 

Forwarded to GM Purchase for further processing. July 10, 1982
 

GM Purchase (Corporation Head Office) says
 
that the order is bigger than TK. 10 million.
 
It has to be approved by Ministry. July 15, 1982
 

Minister's approval obtained by Chairman of
 
Corporation. Delay in contacting Minister.
 

G[(Impl.) invites the supplier for signing
 

agreement 
 Aug. 26, 1982
 

Approval from Director (P&I)
 

Approval of CFO, Chief Engineer,
 
Chief of Legal Affairs and GM(Impl.) Aug. 28, 1982
 



83 

Agreement between the Managing Director 
of the party and Secretary of the 
corporation signed. Aug. 30, 1982 

Letter of Credit opened in favor of supplier Sep. 23, 1982 

Supplier was asked to submit bank guarantee 
before payment of agreed advance, submission 
of bank guarantee, modifications of contents etc. 

Approval of bank guarantee. Release of payment 
from Bangladesh LC opening bank. Payment of 
advance to the party and the effective date 
for start of delivery. Nov. 10, 1982 

(Source: Chadha, 1989: 276 - 279) 
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ANNEX E
 

PROCUREMENT PROCEDURES ABOVE TK 5000
 
According to Dr. Hamid Miah, MDP&E,
 
Dr. M.SU. Chowdhury, MDA&F, and
 

Mr. Md. Mosharraf Hussain
 
Sr. A~sistant Director (Procurement)
 

Administration and Finance
 

(Original Meeting held September 4-6, 1989]
 

PRELIMINARY APPROVAL PROCEDURES
 

1. 	 (Assume that funds are available to BARC from the government.)
 
Requesting division sends a request to MDP&E for supplies.
 

2. 	 Member Director For Planning and Evaluation (MDP&E) determines
 
propriety of purchase.
 

3. 	 MDP&E sends purchase proposal to Member Director for
 
Administration and Finance (MDA&F) according 
to division
 
requirements to request allocation of funds.
 

4. 	 MDA&F reviews purchase proposal.
 

5. 	 MDA&F sends request to Director of Finance (DF) for
 
verification of available funds.
 

6. 	 DF verifies availability of funds.
 

7. 	 DF notifies MDA&F of availability of funds.
 

8. 	 MDA&F requests that BARC Stores supply the needed items.
 

9. 	 BARC Stores Officer notes on the file that such item needs to
 
be purchased, and approximate amount.
 

10. 	 Stores Officer sends notice to MDA&F.
 

11. 	 MDA&F determines if items should be tendered or purchased

locally. Due to amount of purchase (above taka 
5000), the
 
items will be tendered.
 

12. 	 MDA&F passes decision to DF.
 

13. 	 DF notifies Senior Assistant Director (Procurement) (SADP) of
 
amount available for purchase and procurement process.
 

14. 	 MDA&F sends notice of approval to requesting division.
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15. 	 MDA&F also sends notice of approval to Sr. Assistant Director
 
(Procurement), along with proposal.
 

. TENDER (BID) NOTIFICATION PROCESS !..... 

16. 	 A tender document (bid notice) is prepared by the SADP. (It
 
is written in Bangla if is a local bid, and in English if it
 
is an international bid.)
 

17. 	 Bid notice is sent to MDA&F for approval.
 

18. 	 MDA&F approves bid notice.
 

19. 	 Bid notice is returned to SADP.
 

20. 	 Bid notice is put in Bangali and English newspapers by the
 
SADP. (The newspapers translate the notice into 
 the
 
appropriate language.)
 

TENDER (BID) TAKING PROCEDURE ..........
 

21. 	 Potential bidders receive notice of bid from newspapers.
 

22. 	 Potential bidders request official 
tender documents from
 
Administration and Finance, and pay an official non-refundable
 
fee.
 

23. 	 MDA&F provides official tender documents to bidders.
 

24. 	 Bids are submitted from the bidders to the Member Director of
 
Administration and Finance (MDA&F) by depositing 
in a locked
 
tender box.
 

.....
TENDER (BID) TECHNICAL EVALUATION PROCEDURE ......................... 


25. 	 The tender box is opened in the presence of the tender
 
committee, and the bids are counted. At this time the SADP
 
takes charge of the tender documents. MDA&F sends bids to
 
SADP.
 

26. 	 SADP sends bids to requesting division for technical
 
evaluation and comparative analysis.
 

27. 	 All bids are given a technical evaluation by requesting
 
division, and a technical scrutiny (evaluation) report is
 
generated.
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28. 	 Technical report is returned to SADP.
 

29. 	 A comparative statement of bids is prepared by the SADP.
 

TENDER (BID) COMMITTEE PROCEDURE
 

30. 	 Original bids, technical evaluations, and comparative
 
statement are compiled as a single file folder and sent to
 
MDA&F, who is also chairman of the Tender (bids) Committee.
 

31. 	 MDA&F assigns a date for Tender Committee to meet by noting
 
dates on the file.
 

32. 
 MDA&F returns the file to the SADP with date indicated.
 

33. 	 SADP sends letter to all Tender Committee members to notify
 
them of the meeting date.
 

34. 	 Tender Committee meets on given date to discuss the
 
procurement. A simple majority forms a quorum. The members of
 
the Committee are as follows:
 

M.D. Administration and Finance--Chairman
 
Sr. Asst. Dir. (Procurement)--Member Secretary'
 
M.D. Agricultural Engineering
 
Director Support Services 2
 

C.S.O. Agricultural Engineering
 
Coordinator Farming Systems Research
 
C.S.O. Forestry
 
C.S.O. Planning and Evaluation
 
Executive Engineer 3
 

Deputy Director (Accounts)4
 

Sr. Asst. Dir. (Personnel)5
 

I 	 Administration and Finance
 

2 	 Administration and Finance
 

3 	 Administration and Finance, Support Services (for repair and
 
maintenance, etc.)
 

4 	 Administration and Finance
 

5 	 Administration and Finance
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35. 	 Proceedings are kept on a note sheet 
by the SADP (Member
 
Secretary).
 

36. 	 Proceedings, including any procurement decisions, are signed
 
by the Committee members present.
 

INTERNAL.............. BID APPROVAL PROCEDURE........
 

37. 	 SADP sends proceedings.and procurement file to MDA&F.
 

38. 	 MDA&F (Committee Chairman) delivers procurement file including
 

proceedings to EVC for final approval.
 

39. 	 EVC initials proceedings.
 

40. 	 EVC returns file to MDA&F.
 

41. 	 MDA&F returns file to SADP.
 

DONOR BID APPROVAL PROCEDURE ......
....
 
(General)
 

42. 	 SADP makes cover letter requesting Donor approval.
 

43. 	 SADP sends cover 
letter to MDA&F for signature.
 

44. 	 MDA&F signs cover letter.
 

45. 	 MDA&F returns cover letter to SADP.
 

46 	 SADP sends cover letter, original bids, technical evaluation,
 
and comparison statement to Donor for clearance.
 

47. 	 Donor writes letter of acceptance or rejection of proposed
 
procurement.
 

48. 	 Donor sends letter of acceptance or rejection and original
 
materials to MDA&F.
 

49. 	 MDA&F initials clearance letter.
 

50. 	 MDA&F sends letter to SADP.
 



WORK ORDER PREPARATION PROCEDURE
 

51. 	 Work order is prepared by SADP.
 

52. 	 SADP sends work order to MDA&F for signature.
 

53. 	 MDA&F signs work order.
 

54. 	 MDA&F returns work order to SADP.
 

55. 	 SADP sends signed work order to winning bidder. 

IF TENDER FAILS .......*............... 

A36. 	Committee determines that no bids were satisfactory or that
 

less 	than three bids were submitted.
 

A37. 	The committee decides to put out a second (or third) notice.
 

A38. 	An exception to this procedure is if there is only one company
 
which has facility to provide a service, that one bid may be
 
acted on. This usually occurs only in cases less than
 
Tk.20,000. Otherwise, three bids are necessary for a valid
 
bidding competition.
 

........
... ...........
IF RE-TENDER. FAILS ......... ,
.::::::::::::::::::::::::::....... .......... ........


B36. 	Upon failure of third tender notice, a committee of Senior
 
Officers and a member from the requesting division is formed.
 
(This might be the original tender committee, or a subset
 
thereof.)
 

B37. 	The committee checks prices of three or more local shops or
 
industries.
 

B38. 	Shops submit prices.
 

B39. 	REgular procurement process is followed. This failed tender
 
procedure is done only for -items of less than Tk.20,O00.
 
Otherwise, normal bid procedures are followed.
 



BARC PROCUREMENT
 
PROCEDURES FOR PURCHASES OVER TAKA 5000 
(US $ 151.)
 

} 24
 

BARO Stores Exec. V 
 Bidders +Winning]
 
9 Chairman 39 +Bidder <-55-


T  12
 

Member Director 10 Newspaper < 
Plan/Evalu 2 40 2 

38 

1I v v v v 

Requesting 14 Member Director Admn/Fin 
 (- 48 Dor
 
27 Division 4 11 18 31 44 49 53--5-


A5 
47
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L Director
 

Senior Assistant Director <-13J
 
26 (Procurement) 46
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Tender Committee Members <
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10.9 Meghna Dhonagoda Irrigation Project 

This irrigation project is located in the Matlab Upazila of Chandpur di-itrict in Ihe 
Chiltagong division and belongs to the Bangladesh Waler Developirierit Board under 
the Ministry of Irrigation, Water Development and Flood Control. 

The main objectives of this project were to provide Hood protection, water 
extraction and irrigation facilities as follows: 

a.Flood protection 17,584 hectares 

b. Water extraction t7,584 hectares 

c. Irrigation facility 14,367 hectares 

The project was supposed to come as boon to the 300,000 inhabitants of 14 out 
22 unions of Matlab Upazila. 

Inorder to achieve the above lr,project had components like acquisition of 1,578 
hectares of land, construction f 280 km of irrigalion canal, 64 kil of flood 
embaukment construction, 126 km of extraction canal, construction of 532 irrigation 
infrastructures, 411 ki. of power line, construction of 72 bridges and 8,700 s(I inof 
building construction apart iror, other common TA components and installation of 
a couple o pumpinig stations. 

The focus was to increase the agricoiltural production to protect the lan(d inMatlab 
Upazila from floods during the rainy saa.on and to provide irrigation possibility diutirg 
the dry season. An agreement was signed in 1977 between GoB and ADB and 
Chu Kailahasu were appointed as the consultants in 1979 and the implementation 

started during 79-80. The project PP was originally approved for Tk. (33 lIcs for its 
implementation during 1973-76. The PP was revised a number of times lately In 1983, 
1985 and 1987. Cormplelion targets were correspondingly changed at different times. 
The final version of the PP was approved by PEC InApril, 1988 and the project was 
declared complete in June 1988. 

The final project cost, which has achieved almost 100% of physical targets, has 
been record-J as Tk. 14285 lacs and has been implemented during 1973-88 
recording a cost Increase by 2,163% and a time overrun of 400%. 

An Important element inthe project has been the formation of local cornmillees 
who are trained and motivated for modern cultivation. A number of such commilees 
have been joined under Krishak Samabay Samity (KSS) and agricultural extension 
officers have been appointed recently. 

During 19B7-88 Rabi season 3216 hectares of land were to be Irrigated and 630 2 
hectares were targeted for Ufshl rice cultivalion during Kharif-2 season. Further 
increase of targets have been planned for 1988-39 seasons. 

The project has suffered from the following problems: 

* 	Delay in land acquisition. By 1984 only about 60% land was acquired. 

* 	Inadequale allocation. Because of this problem the PP had to be revised a
 
number of times.
 

" International tenders. It took ADB between 1-2 years for Inviting international
 
tenders, their evaluation and approval for the purchase of construction
 
materials and equipment from abroad. Besides, there was adelay inthe arrival
 
of shipment and the power generation line could not be Installed due to non
availability of lin equipments in time. Erection work had also been delayed for
 
want of timely deliveries.
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" The construction work of the two main pump houses was delayed due to
Irregular power supply and load shedding.

* 
The Kalipur puimp house foundation design was under dispute for some timne.
Because of these delays irrigation and extraction canals and 
 extractionstructures could not be started till 85-86.
* The pump house contractor had to be changed due to poor performance.
* The construction sight faced serious technical dewatering problems.

e During implementation 8 km of Meghna river faced erosion. As a result the
 

barrage had to be shifted by 5 km. 
As ifthe above problems were not enough, the nature has not been very kind tothis project. The project area has been given a flood protection by a 64 km longpolder embankment. 150 ft section of this embankment was washed away on August28, 1987. After the repair of this breach In1987 the farmers cullivated both HYV Boro(IRRI) on most of the plots of land and HYV Aman (IRRI) on about 10,000 acres.On September 3, 1989 floods washed away 200 m of embankment whichsubmerged the crops completely. InApril 1989, when the repairs of the damage wereyet to be undertaken by the Water Development Board and the rainy season wasonly two months away, the farmers of the area were planning to go back to theirtraditional deep water Aman paddy. 
Situated at the confluence of the three great rivers - Brahmaputra, Padma and theMeghna the project anl Its polder embankment face an ever present danger oferosion on both the Dhonagoda and the Meghna sides. There are not many whowould like to bet on the 50 years of life span of the project facilities as originally

estimaled! 

A 
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ANNEX G
 

"Delegation of Powers: An Insider's View of the Options"
 

Anonymous
 

Delegation of power is an important issue. 
In many cases
 
delegated powers are inadequate, or not sufficiently exercised
 
and in some cases powers are misused. Much has been written about
 
inadequacy of the delegated power, particularly about
 
procurement, staff recruitment, and financial powers, which are
 
mostly true; but little is written about powers not sufficiently

exercised or powers being misused. This write up narrates
- a few
 
relevant stories, taken from real world in Bangladesh.
 

Mr. 'X' needed to repair a motor vessel amounting to TK. 76 lacs,
 
which was beyond his authority. But, he is responsible and
 
answerable for doing the work 
*in time and he needed the repaired

vessel urgently. He needed the approval of Mr. 'Y' (the competent
 
authority) who was two 
ranks higher than Mr. 'X'. But instead of
 
approving it himself. Mr. 'Y' sent it two tiers further up to the
 
highest officer (chairman) of the organisation. What is
 
surprising is that the superior officers of Mr. 'Y', including
 
the Chairman, did not notice that Mr. 'Y' had authority to
 
approve the work.
 

This is an example where Mr. 'X's dynamism (considering him a
 
dynamic officer) dynamism is restrained by inadequate power, and
 
another officer Mr. 'Y' voluntarily does not exercise his power.

This costs time and at the end Mr. 'X' is answerable for the
 
delay caused by other's incompetence.
 

A contractor supported by "extraneous factor" wanted payment
 
without doing the work in proper quantity and quality but Mr. 'X'
 
refused to pay because he was responsible and answerable for
 
completion of the work, its cost, quality, payment etc. 
Mr. 'A'
 
who is the boss of Mr. 'X' tried to impress on the latter that he
 
should immediately pay the contractor, otherwise the contractor
 
will complain to "extraneous factor" who will be annoyed and may
 
put Mr. 'X' as well as Mr. 'A' to task. In fact, demand of the
 
situation was that the work order of 
the said contractor should
 
have been cancelled and been awarded to somebody else for
 
completing it. This was within the delegated power of Mr. 'X'.
 
But Mr. 'X' could not do so, although he wanted to do it, because
 
of the pressure of "extraneous factor". This is an example where
 
project manager con not use his delegated power due to pressure
 
from extraneous factor / influence.
 

Sometimes a project manager is under tremendous pressure from
"extraneous factor" do something with his (Project Manager)
to 

delegated power which 
he does not like to do. Under such
 
situation he does not exercise his power and sends the issue to a
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higher level for decision to avoid responsibility of either doing 
something wrong or non-compliance of "requests" from "extraneous 
factor". Instances of misuse of delegated powers are also quite 
frequent. Previously the project managers enjoyed more power and 
authority with respect to appointments, posting - transfers, 
financial authority etc. For example, project managers could 
appoint muster - roll employees, which was misused in many cases 
by appointing unnecessary employees or misappropriating power. 
The government has taken away that power from the project 
managers. This is true for financial powers also. Previously more 
authority for financial approval were delegated at the project 
level. Because some (maybe many) officers misused those powers, 
authority for financial administration by project manager was 
also reduced. However, the expressed intention of curtailing 
power is in most cases, frustrated. Many project officers break 
those down within their financial power, although splitting up of 
estimates of one single big work into components is prohibited by 
financial rules. Some people do it for good reasons but some do 
it for other reasons also. "Whether it is the right way or not" 
is another question, but the fact is that such examples of
 
misuses of power are used to curb Lhe administration. Only the
 
genuine needs suffer and implementation is delayed.
 

All these stories talked about but are not written, make one
 
conclusion prominent, and that is one may design a very good
 
system oF public administration, but no public administration
 
system can be designed which is immune to distortion if put in
 
wrong hands.
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ANNEX H
 

It is suggested that each project have an implementation manual,
 
which will list specific powers, duties and responsibility of
 
each project officer involved in implementation, as well as the
 
specific activity flow chart for the project. This may apparently
 
seem to be a duplication of PP but in effect the PP is a planning
 
document with provision and the proposed manul is an operational
 
guide in project management.
 

The 	 exact contents of such manual would vary from 
 one
 
implei-qnting project to another, but a considerable range of
 
items would be common to all, at least, if the project are under
 
one implementing agency, or within a particular ministry. The
 
proposed contents that follow are not intended to be exhaustive,
 
but rather indicative of what should go into this manual.
 

PROJECT IMPLEMENTATION MANUAL -- PROPOSED CONTENTS
 

(1) 	Authority and responsibility-

(a) 	Management setup -- function (job description) and 
structure (organogram) of all positions in the project. 

(b) 	Responsibilities of each position.
 

(c) 	 Specific responsibilities of external agencies
 
connected with the project (line ministry, PC, IMED, AG
 
office, etc.).
 

(2) 	Activity flowsheet for all phases and sub-phases of the
 
project effort, including schedule for each stage of
 
implementation.
 

(3) 	Resource (input) plan, including labour, material,
 
equipment, etc.-

(a) 	obtaining inputs, i.e. a procurement worksheet, showing
 
who has to do what, when and how for each type of
 
prc urement, local and foreign.
 

(b) 	using the inputs -- what are the rules and regulations 
governing their use (labour relations, environmental 
safeguards, etc.). 

(4) 	The project context and setting-

(a) 	Procedures for contacting and dealing with relevant
 
local agencies and authorities, for police protection,
 
land acquisition, e!actricity, road repair, flood
 
control. etc.
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(b) 	Contingency action for bottlenecks, interruptions, non
performance of duty by project staff, failures in
 
procurement, meeting payroll obligations, etc.
 

(5) 	Project review methodology-

(a) 	 internal review: self-monitoring of progress.
 

(b) 	external review: what data to furnish to implementing
 
agency, development wing at line ministry level, IMED.
 

(6) 	 Project termination activity and duties.
 

''I 
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Abstract 

In a world wherb funds are scarce, every decision to do something
means a corresponding decision not to do something else. Thi:5makes it imperative 
to try to get as much as possible from til1(
investment 
 in a project. Project evaluation at various stage.;
(ex-ante evaluation, 
ex-post evaluation 
 and monitoring of
on-g6ing ones-) 
 play an essentially important
can 
role towards


that purpose.
 

Bangladesh Water Development Board (BWDB)
Infrastructures is engaged in building
to protect land 
 from floods as well as
facilities create
for irrigation 
and drainage. 
 It has,
completed 376 so far,
large and small projects encompassing 
 an area of
2.84 million hectare.
 

Usually the BWDB projects are evaluated at the pre-project stage
for project appraisal, 
 but ex-post evaluation
projects are very few and do not deal with the 
of compleLei
 

"extent to whi(,ch"
the project achieved their

time and cost at 

goals in terms of quantity, quality,the planning 
stage. Those studies do not deal
with the "why" questions as to 
 the causes 
of their success
failure; also do not or
formulate the experiences and lessons whji:l1
may be used in the planning, execution, operation and maintenahnui
of new projects.
 

This paper deals with the above 
 Issues, disc)sses th,limitations 
 with project evaluation in 
BWDB, makins numberrecommendations a ,,Ifor future evaluation studies
a number of remarks about 
and ends up witlhthe experiencies on project ev;jiI ,.,1obtained from the BWDB projects.
 

EXPERIENCES SUR PROJECTS
D'EVALUATION DE DEVELOP14ENT DES PROJECTS I)' EAU rIANGLADESII 

Executive Engineer

Bangladesh Water Development Board
 

\\
 



1.0 INTRODUCTIpO
 

Bangladesh Water Development Board 
(BWDB) under
Irrigation, the Ministry of
Water Development and Flood 
 Control
building infrastructures is engaged In
to protect 
 land 
from floods
create facilities as we]] a;.;
for irrigation 
and drainage.
completed 376 It has, so far,large and 
 small projects encompassing 
an area of
2.84 million hectare. 
 .
 

In a world where funds 
 are scarce, 
 every
something decision
means a correspondig to do

decision 
 not to
else. do somethin'.]This makes it imperative to 
try to get
from the as much as
Investment potsibl.in a project. 
 Project evaluation
stages (ex-ante, at varjii:!on-going and ex-post-
 evaluation)
essentially important role 

can play ain

towards that purpose.
 

This paper 
 is an attempt 
 to discuss
evaluation the experiences wi|.1;of water development projectsdescribes -in Bangladesh. Sect ionthe conceptual framework of 
. 

evaluation where dlflvitiii
aspects of evaluation and usesdevelopment of evaluation forprojects have been waLidiscussed;the water development a brief description olsector has been providedSection-4 discusses in Section..3;the scenario 

water development 

in and around evaluator, of
projects and the limitationsconceptual as wellguidelines; .i:i
Section-5 

the contains recommendations for
future with concluding remarks 
in Sectlon-6.
paper, assistance In writin, Lhi:has been taken
printed documents and 

from available, literatures,
interview with a 
number 
of 
 BWDB offici.11:i. 

2,0 EVALUATION 
: CONCEPTUAL FRAMEWORK
 

Evaluation study 
 is useful 
 to Judge
projects; to 
the worth of COifpleLtd
improve ongoing projects; 
 to assess
innovative programmes; the utility or
to increase 
the effectiveness of
management pror,iiand admtinistration; to mee t var i ou:requirements; a.co ii n1:.. l, i I iI.and for decision makirig on coiLtinuaL ion, xIo0or curtailment 
of programmes.
 

Evaluation study is 
a relatively young field
USA in the sixties, out of 
and wa bohrnii in w. 

there two le:1sons: firstly, theis not enough money f.ict: 1.1i.,ito do a]1 the things thtand secondly, i ,: (dinq;the realisation that evenmoney, it takes if tuer. wer, ,,,ie , 
more than money to reach thefrom an intervention. dei red ont.v~ii,,,Such studies were primarilyexaminat io of dovol. 1.i)the effscts of govertiment& Freeman, socia] pr ogramme;,Suchman, ,.iPatton,I Rakodj 5 have dealt withconceptual th,,framework of different Ltypes of evaluiticn. 

Regarding the methodological issues, Dona]associates T. CainbellI id il:;have presented approximatelyexperimental, twentyquasi-experimental, and non-experimenttt]designs.6 Rossi and rv:v,iiri,Freeman developed a schematic classof impact assessment research de, I gn 
I:f IaI i Ill 

cons ! der I nq th ., 1'.I 
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strategies, 
 intervention
 features,
7 and data collection
strategies simultaneously.
 

Setting 
 of indicators 
 is a difficult 
issue. The
achieved targets in connection planned and
with physical works
embankments, like
sluices 
 etc. ' however

described by such 

can be quantitatively

indicators 
as number, time, cost, 
internal
of return etc.; rate
but how to 
 measure 
 the changes 
 in econ6mic
growth, socio-political fields and relevant institutions
as as well
the environmental 
 aspects, 
 which 
have resulted
implementation 'from
of the physical works. 
 Such a task
the requires, to.
best of ability, to exclude 
 the extraneous confounding
factors influencing the 
outcome of 
the interventions.
 

In the field of technical programmes, evaluation study
in a nascent stage. is still
The conceptual

designs, setting of 

framework, methodological

indicators 
 are still 
to be established on
firm basis. Moreover most of 
the existing evaluation research
discussions have 
focussed primarily on the
same Western context. The
is true for 
 the basic methodological 
 orientation
designs. The and
application of 
 evaluation 


Third research techniques to
World countries have 

8 

been largely neglected, with a few
notable exceptions.
 Many of their recommendations just cannot
replicated in be
the Banglr.desh 
 environment.

adaptation of That necessitates the
the evaluation 
 principles 
developed 
so far to
evaluate the technical projects. 
Suchman writes about
principles of thp ban;ic
evaluative research, "as research it adheres to
basic logic and the
rules of 
 scientific 
method 
 as closely
possible. Its as
causes of 'proof' and its 
laws of inference a're
same as those of any research pro ect. 

the
 
It utilises all available
techniques for 
the collection and analysis of data 
and employs a
wide variety of 9
research designs".
 

The conceptual framework for 
evaluation of 
the technical projects
relevant 
 to their objectives, 
 time of 
 occurrence 
and
corresponding type the
 
may be schematised as 
follows:
 

Tva o Evauationl 
.Tmejoc0Rsrrence
 
related to_roject
 

imtlemenation
 

Project Appraisal Ex-ante 

- To evaluate economic 

justi.ficat ion.
 
Monitoring 
 On-going 


- To improve on-goinq 

projects. 
- To increase the 
effectiveness of 
programme management 

Impact evaluation Ex-post and administration. 
- To assesses utility 

of innovative
 
programmes.
 

- To meet account
ability requirements.
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- For decision making
 
on continuance,
 
expansionlor curtail
ment of programme.
 

- To Judge the success,
 
failure of com~pleted
 
projects, 
to identify

the cause thereof,
 
to formulate 
correc
tive measures.
 

3.0 WATER DEVELOP NT ECTS IN BANGLAD
 

Although., water 
 development 
 projects
connotation with respect to 
imply a wide-range


their objectives, but 
of
 

of this paper, for the purpose
water development 
projects include
with the only those
objectives of flood control, irrigation and drainage
and are 
undertaken by the Bangladesh Water 
Development Board

(BWDB)
 

Since its inception in 
 1957, 
 the BWDB (erstwhile EPWAPDA) has
constructed about 376 big and small projects involving about 6519
km of dykes including 3674 km of
sluices, sea dykes, 6095 small and big
1276 big regulators, 6419 km of drainage and
canals, 1044 irrigation
closures, 
 3584 bridges,
cross-dams to reclaim about 129,000 
87 pump houses, two
 

protect about 2,844 
ha of new land, 1 barrage to
million 
ha of land from upland
flood hazards and bring 192,000 ha under 

and tidal
 
irrigation. 10
 

The key importance of the water developmeat projects 
 for overall
national development may be appreciated
Firstly, agriculture is 
from two major aspects.
the mainstay of 
the economy and the prlmne
source of 
resource 
generation. 
 It shared 47
in 1986-87, 1lfar more per cent of the GDI
 

due 
than any other sector, but suffers heavily
to 
floods and droughts.


total cultivated 
Between May and October, one-third of
land is deeply flooded (overflooding), 3 fee.and another third is ,I:3hallow [L'oodedfeet). Coastal areas are (, .1e.,ti;:3,subject


is erratic. During the dry 
to storm surges, annu;i, r.,iniIll 

season (November-Apri1),little rainfall, and some Lho, ., 
fallow. 12 

60 per cent of cultivable land r,:i'.i
Inspite of ,isignificant: 1
a chIevPen t:: 3dependence in ri.lt..on ,nature through expansionprotection of acreige ult hand drainage, only ' 
is covered by irrigation, 

about a quarter of ciilLiv.ibl., ii,:
arid ni atLure c.nii1. inuo.
critical t.uo ldy tII.role in determining the output in .gricuLiLit e. 
Secondly, 
 the national 
 goal

flood depends very much on 

of achieving self-suffic(ien(:y in,the increase
is one of the in per a(cre yield whi.l,lowest in the
Bangladesh world. Per hectare yield oI ri co iriis 2,350 kg while for Japan, Egyptthose are 6,322 kg, 5,947 kg and 

and NortLh K,,r,,.,
5,82] kg respe(:tively.1"effort to increase Aii,,per acre yield will zeceof it:1te theimproved technolo*y if,(lI imlwhich demands highwater and proper 1oput of I r r Ilit I,,water management system Incliuding3 [Iood ('iiiI Iand drainage. 

http:irrigation.10
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Due to its Importance 
 for generating agricultural growth, t.Lie
water sector quite legitimately has 
 attracted a pubstantial

allocation of national 
and external resources. According to 
a
World Bank Report, about US$ 
1.2 billion have 
been spent in thi:3
 
sector during the last decade. 14
 

Most of these resources 
flow from foreign aid, which shares 58.0
percent of the development budget 
 of BWDB for 1987-88.15 Ahtil.
13.5 percent of 
the total annual development budget of 
the Govt..
 
is allocated for this Sector. 16 

The. Water Development Projects evidently have brought. unurhcizimprovement in the agricultural practices Iand production. 1ot: .ulthe projects have not brought benefit.s to the same extent.; :;,.nore.,, some less. There atis least one or two which olle m.1y
consider as bad:
 

4.0 EVALUATION OF 
BWDB PROJECTS
 

4.1 The Evaluation Practice in BWDB 17
 

Ex-ante evaluation i.e. appraisal of projects is an usual
phenomenon in DWDB. Monitoring as a system of routine periodiclreporting (monthly, quarterly, annual) about progreSS illphys icil 1 target achievement and utilisation of a 11 oc'l t.,(Iresources are also in practice. Ex-post evaluation of compl(,t.ed
projects , until recently, were practically absent.
 

Monitoring and Evaluation of. Projects are done 
 by threv
directorates having 
separate offices under 
 the over-all control
of one Chief Engineer (Chief Engineer, Monitoring and Evaluat.io,) 
and have been presented schematically as follows:
 

Chief Engineer, Monitoring & ) valuation 

Supr-------------------------------.,..-----.*
 

Superintending Engineer, SuperinLending Engineer,Moni tori 	 )iny-I Moni toring-]1 Pro iil
 
Ev..t [LuJt. i ,m1.
 

Operatioal Juisdicton Operato o! 	 QI...r., QIi,, 
,ur .i:3d. . io...... 

1. Flood Control & All Projects 
 All pro.jct ;Drainage Schemes-II 
 under Annual 
 under t:hunder IDA credit. Developmernt: l'l an lWDI. 
except those under

2. Flood Damage Monitoring-[.
 
Rehabilitation
 
(FDR) Pro'j~cts.
 

http:Evaluat.io
http:compl(,t.ed
http:1987-88.15
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Each of 
 the Superintending 
Engineer is supported by
engineers two senior
(Executive 
Engineers)

experience, with at least, 12 years
two 
 senior technical 
 officers
Engineers; and s*'x Assistant
the Director of Project Evaluation is assisted by 
one
senior engineer and two senior economists.
 

The Superintending Engineers are 
involved
(i.e. moUitorin in on-going evaluation
activities) 
 for the projects
implementation within taken up [o.
 
project is 

their operational jurisdiction. After ii
finally selected for construction, certain preparat:ory
works like 
 design of physical infrastructures, tendering,
acquisition, Land
work authorisation etc. 
 (pre-work stage) 
are to be
completed. The Superintending Engineers monitor
When construction those activitie,.
works start 
 (on-going stage),
activities Include monitoring of 
monitorinij


the progress of
and financial expenditures, physical works;

fund placement, processinq
submission of reimbursement claims,etc. 

and
 

E-post evaYvuation 
 of completed projects 
 are
Directorate of done by theProject Evaluation 
and
the planning directorates. 
is aimed at feedinq ba3c:k


The activities
however of this directorate
is not pronounced and 
 ex-post evaluations, althoujh
very few, are mostly done 
 on the initiative
agencies either of the fundinng
with their 
 own personnel
Projects have or by consultants.
so far been evaluated

only, but for physical achievement:s
not for 
their achieved IRR 
or 
overall effectivenes:3.
The performance of 
 technical assistance 
 has not at
evaluated, nor all beerl
is there any evaluation 
 of achievements of 
the
sector as 
a whole.
 

Ex atite evaluations of 
only the 
FDR projects 3re done
Superintending Engineer, throuqh t.l€,
Monitoring-I. 
 For
the ex-ante evaluations i.e. appraisal of 
all other project:s


projects 
 are execut*edthrough Planning Directorates under the
and are performed by the consultants 
Chief Engineer, Plannill(]


(local and/or foreign).ll0Z
is tie main criteria used 
for project appraisal.
 

The results 
 of ex-ante 
 evaluation 
are used
agencies by the furl i11and the BWDB in selecting a project for implemirl-11 i,,1,and are presented in the form of report.The monitoring results are used, to evaluate progress .1(11I ,',,.Ito Identify the problems 
in the process, of implementit t.sort those out, and to i I ,,,allocate 
 aannual resource:3projects. to (i III . IThe results are presented 
 in .pecifed foruin,.; ,,,,monthly, quarterly ind annual basis.
 

The results of ex-post evaluation are mainly used by
also by the BWDB, tLhe du imior,
to judge the worth of a project, allddecision for niki nijon continuation, expansion, 
programme. The results are 

or curta I inefit ol ,(presented in 
the form of report.. 
Ex-ante evaluations, i e. project. appraisa] s are f i nancoddonor agencies/ countries. 1Iy 1.liiOn-going eValuatnionfinanced i.,. m1orni Iwr I l' I.,by the 13WDB. Ex-post evaluation is fi arc:ed by the 1,(,11,agetic ie/countr Let;. 

h 

It may not be out of context to mention hereevaluations are that l I1I v.;c,done by evaluators with, 
 may be high di!qrji: of 



------------- ------

~~~~ ~~~particular -,discipline
agyT~ ~ ~ ~k niejnj<~c n m c
, ' ~ ~ ~~~~~ t~ r~ bresearch,:or "science ",, iff 

S c o o s e c .~ t . no in e ya luat o ,1o'.ca 11-i IsLk~ - o y e pe!;e~~ n 
ence Lak" ev l a Ive research of 
 e Io s is 1ver-y,~inthe eval~uatidn~ results ~adE a- r p r .'~to nik _7he re , lt-iil41-7 s Itr eat ed.ra s-a~j'db-lifih

anboy can, 6f dbin -ith2.using. ?"ntition, 
~ -expertlse. 

and- dtoe's not- require' spec Vil~ 

4.-2 Liitations with E.valuation 

It 
 asbeen -mentioned
A'> -earlier-studies that , in generl e10un I1,are 'Ina very nascent stage andfrom that . Those are more so 
the I mItat ions or iqtno 1,(% 

limitations relate to 
in Bangladesh environment.''e~conceptual framework, availabi litinstitutional arrangements, y of d aL..tfinancing, etc.'
 

~AA'-At present all evaluations attach most
achievements alone. Time Importance to.
and cost over-run pilyslual

for Is a dominant featturf
most of the major projects. 1 8 butevaluation reports. 

are not emphasized in thc(The evaluation studies 
 do not investiqlt1into the cost effectiveness of 
 projects. None of
studies evaluated to the evaluatilon
what extent the post-project internal Ra'te
- of Return achieved 
 the targets

althodgh fixed at the planning stage, 

' 

IRR 'the main -criteria
-Is at the time of project'
selection.
 

The major Issue Involved here, Is
the projects to 
"lclarity about objectivesi"-o
be,, evaluated. 
 The question is WhoIIIgIr--"contrutin o pysialinfrastructures (i.e.
In them~ielves 

-and 
output) are erlv 'can..be regarded 
 as the objective
developjo'nt a -wa Ifr.project, or ,they are Instrument 

-of 

socio-edconomic objectives to reach ot~hur ~ (i.e.- outcome). 
The relevance oftLII~i
question lies, 
 on the one hand,
physcaltaretsand-the time anid 
in the fact that although, thecost framework of 
a proJct *1ri-
clearly defined in the project document. In
soci'o-ecolomic object ives 

measu rab r IIrn, 
'

are
hanid, -the projects are 

not so0 doE iii !r.; and,, on L,htw otAhl.1evaluutacdprimarilyiachievements. for 'p1,y.,, 

One can Immediately argue that 


only instrument 
the physIcal ,Iifrastrctiro..

to create conditionsagoscoeooi to intpr ovf I.II-! 
--- water 

iuto of the project area. Tho(! uc (c~ (a development project depends !I
i the --- created, ~faci 14 ties by. ,the , 

ut I'I .I,Li 11 of,) 1,11 
~'i~-A-.economnic agt:ppltin eera't iongrowbh,: Acreatioii (IIof 'new employment
allev Ia tion opportuLI~.n:l.111u11*opoverty. 

4,o di g y 
----. ~1~'A~, 

-~during e -ante evaluation,, '-proJects- -hin (,III(1 AI.- appraised ~f'teir,' f, or.-so C1l ec-~onom1ica Is o SImI lar I y o)jecti yer, jtfI~ug~.;l'AA~moni tor I gshuild ho dn . -o'11 or Uc '-~;g 

~.',completed projects should 4be (to Ile,r 11 (.,110,-M.'cW 1I,,onI( (IIIibjc'l[ .lv.j, tcme Auoi~ s),A yh Ica I OchI1vem(3ii,it (I e -'outItII il~i till 
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effectiveness. However, the impacts 
of the project
of the area or on tile ecology
the region should 
 also be examined during any
project evaluation.
 

The other major issues 
in this respect relates to
of evaluation, the objective:s
primarily 
 to monitoring and
At present ex-post evaluatiuon
evaluation studies do not deal 
 with the "ext.(,it t uwhich" the projects achieve their goals.
Those studies also do not deal with thecauses of "why" questi:ons as t.L thesuccess 
or failure 
 to
also the achieve the desired out(cmen;"how" questions as to thecould have improved 
ways arid means, if adopted,the project,


relevant to 
are not considered. It may l)emention here that 
 the
not inventorise the experiences and 
present evaluation studie.e do

lessons which may
the planning, ex'ecution, be use1l iln
operation 
 and maintenance 
 of newprojects.
 

ex-post evaluation
So should investigate
etent" questions on the use of 
into the ".
 

target population, the created facilitte
creation of s by
new employment
of poverty as and alleviation
a result of 
the project, 
 as well as,
achievements tile physical
and cost-effectiveness. 
 The achievements should he
evaluated also 
 in terms 
 of time and 
 cost estimated 
at Ltheplanning stage.
 

The "why" questions related to 
failures and 
successes
investigated should be
and the "how" questions related
the to improvement of
plan, Implementation, 
operation 
and maintenance
project/programme should also 
of the


be answered. 
 Answers to
anfl "how" questions may be the "whyLsearched in the context of 
one 
or more
of'the following Issues:
 

- deficiencies in the project plan;
 

-
 lapses in implementation of 
the plan;
 

- inadequate supply of 
inputs like fund, land,

equipments, personnel etc.
 - inadequacies 
or (and) Ineff ciency in operat I ( ti rlmaintenance 


of the project;
 

- inefficiency of 
the project personnel.
 

The experiences 
 and lessons which
plaing,execution,operation may be used in .h(,and maintenance 
 of FIitIir,!
projects, should be inventoriseal. 

Non-availability of the required data for ex-post.regular phenomenon. Evaluat oii i!; ,oSometimes 
 it is difficultand many t:o rJen1r;t,, fI-il.,a times access to the available daLa is a],;o n llitask.
 

Non-availability of futid for evaIuatIonfor the ex-post .ones Is 
s lt:u pavrt.s I ',itd , p'aI],,r 

a ser I otin constra I tt:evaluation. I.o pm hriIh'('.When millions of Taka are beingiilcvi stedcertain goals, 1.0 1..,ochIt would be prudent toensure spend a I itt:10 mrfr, .the effectiveness I,)and efficiency of tho.se uve,.mer t:,. 

'A1 
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Non-utilization of the results 
obtained
Is als6 another from evaluation studi,regular phenomenon. 
Generallya reluctance speaking,, thereto learn i;from tile past and use those forbut efficiency thie fut.ure,and effectiveness 
projects will of the water -develoilP,:n.'not improve 
if conscious efforts 
are not made in
that direction.
 

Last but 
not the least evaluation 
activities
institutional are
constraints limited by
also. 
 Theconstraints major institutjioIllIrelate.to limited tasks assigned
and evaluation to the molli t.or i it,units, limitations about
financial support conceptual frimntwotk,
and lack of proper training 
 of theinvolved off:,r:in monitoring and evaluation. 

5.,0 RECOMMENDATIONS FOR TIE FUTURE 

The following recommendations, if Implementedmay be useful tofacilitate evaluation, studies:
 

a. 
 Plan for monitoring of the on-going activitiesevaluation study and ex--po!mtshould be formulated at:of the project. the planninc ii..iJO,Data and information shouldInventorised he coleetedaccordingly, aridat least for the major project. 
b. The physical targets and socio--ec:onomic objectivesand outcomes) .of (out. 1 )utI.a project should 

terms at 
be defined in measuroblf,its planning stage, asc. Base-line far as practicable.survey of the physicalagro-socio-economic as we I ,I :situation of the projectundertaken area sh1ould bein line with the requirement for future evaluation


studies. 

d. Cost of evaluation studies and monitoriigbe incorporated activities slioultIin the costing of a project as its integral
component. 

e. Evaluators for evaluation studiescarefully, keeping 
should be se l ect.( (IIli view that evaloationjob and requires Is a specialin;,edpeople having the expertiseThe institutional and tlrairiin.arrangements

monit'or ing w itlin the 3WID In Lrand evaluation activit:i esstrengthened .hould a I ";o h,with manpower having the r e levanit (xpe r t i:;and/or training. 

f. Results of evaluation studies shouldplanning, be util s el irl.I.implementation, operation and monitor ingprojects, of r111,dand improvement oL the oti-going ones. 

http:relate.to
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6.0 CONCLUSION
 

Fitially a number of concluding remarks may be 
 made with respectto the experiences about project 
 evaluation obtained from Llho
water development projects in Bangladesh:
 

a. 
 Monitoring and evaluation activities 
are still In embryonic.
stage. It is beset with 
 a number 
of conceptual limitationi:;

and 	operational constraints, which need be in
to removed
order 
to enable monitoring and evaluation to play their 
 i,.i
in 	 the improvement of efficiency and 
 effectiveness of 
th.
 
projects.
 

b. Monitoring and evaluation activities need 
to 	 be regarded as
 an expertise Job and not 
as everybody's job.
 

c. Monitoring of on-going 
 projects and 
 ex-post evaluation of
completed projects 
 should 
 be 	 an integral component of,
particularly, the major projects.
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AI'II ICA~ I ION (11 1U IN I IIi: M)VIiN I l'INPOCi'SS IN MAI.AN'SiA,
WI IlI ISiPIVVIAM. Iti IR11 NC 1o10 %IIIAS AN IN I LIAi I PRJI-AA 

"I ON I1It ING S VS Ii.MAl 

.Suijo-ctougiiiic tI.Clfiiiiiit'ii ill M\ia~a ~hasi bet',, .1 iiamied piiicess 1t1:t is te

lic.;lctd nelciC c~%ram Semci dcIclupmiiot p'IamimIi: cen caticd out sincC Ii19.7 

MaIia s io p611jolitu at. vioiiuinie 5ituiation,. I 16)111 develii))tifilt g.oals i tile 

IecC111n111t1 anid ap', uuIt.I~ili.ii~itiIoll ill Owt '11(01 (o society lestlu etilillg 

aiiit lii)e('ItY i'iatit-aiotii in the' IM;i.~s: thiese piatis; collectively plovide an1explicit 

suiC1e1Of dilecioit f61 i i~pii'i 

I lie'p 11 pose. ofIhis j':Ij'e is dt'su I I 1leI t i th. Ilse (ii iliiilniation tecliiwhipgy 

(I I).ill tile Io iud inhi,iileiiuatioi itio r~altiation live Y'earm of' MalaI~ysi-is 

IJeveIlopnn'ntIl ipIaw. vil siii ~iaI ir'i-icr to SIAIIA as anii itegritecd I eveiilomeiut 

2.111II IPLI ANN ING M AVIII Ni:B AND PRI~ SS 

I lie gom iilili'tl ad;gillui atk iiiioopil' stit i frealud to cc mIoinlic devclopmenlt 

is cluaiactci iscd by Owli ili' that Oiiee needA t i e cdow coot dinlationl Iletwvteli 

piatittitugl anld hopi'Ieiltatiomn of puuoe:amiic%, atin titeic sliotild lie coiiutitatjim 

bctwcei, tile tolilical iceidu'is. ;,dgiigistiato, s anld tile people ill tile plaiing :iiid 

iilciicilta ioul plot ess. It sitig this piiioophy, Ma;laysia cinauiks oil its list ceo

nlotilic deveclopmient pta,, ill I957 whein it actievcd imIdcidcnce, followcd by a sc

lieIC tl .5yea dev eIoiiinieiit Ilans. 



I1916 IIwo I I;i~yiIll Nas 

191o,( -' il18 I il Nlhh~iia Nll 

1i8I) 1)I895 Seotitt NI athisia I'taio 

198I(1 - I 'moI I ifiil MIalaysia Phli 

110,cI* the olviveiiiti itmltliii iiliddiei,1I Wgiaijt nod its iteltilip uljl, 

(lie .iiiijilvliiatioll aiCij'ite dcaity dqilcec ill (I IAR~I, . l'lauiliilp, ill 

Ntalavsia bvpioi hIit ;tlio%C as wellI as below,.v that1 is topilowi, atid loot torip1 

I'Itliiltf.. l'Iloj(cts aleC loil;15ct hilitil l'CdiJ, 111)1 tile Village. distlict, state anyu 
na.tionl1 levecls wiil ale theni as5%cq.sed by (lie I ioiioic Plainilg 111i4 (ll'1I'n 
tile P'ijute I iiilcis I )epa; Iwiemt am;ithen Ivy tie Nationial I )ccopimeci Planiilil 

uAiuwi te (NI)WU() liclore sul';limiksjn to thle Natimnal I'laitit Cuncil (NI't ) lbr 

ddi"ii aiil ciltIismiiii nd lilially lq Mte ( aii. 

3~. *IlII II .IAIL IWl ION Pitt)(lSS 

I lie Ir1iplentat (1(it') odiwiit ionl I lv6 (It II) ol thc I'rlinei NIinistet s IDcpani it 

hias liccti (lie main ;igcwcy ilinimIga uiihcne lluctg iiittlg or iti~itleitatioii as fawr 

back as I1961) witI h i uaitchig of h Iblii al Iv:(iiiItic l)Cveloiiiieit (RIEI) I'm ii. 

I lie p lanitio coioioit called lie Red tIok, docuitcnted all lit ojects. pta imitd 

a1id plog, a iiiivl1wo tettat will cat Ii of' the (listicts. *1lice it antd lct ve 

ceili of ilie olicrations is the 0)peiat 115ioRooui establIishecd at every DI stlect (Ilhiec, 

Statc Scuci lts nnd tic I'rirnc NI ikier *s (hice. Projects appiovcd For imithc

titeittimn undiuer Itie Red IHook ;li imm1101101ed closely uni malls amti duts't( to showy 

tlie ,,ogtess as show" i El lAti r L. I his mlethod has proved to bc mcy succcssiii 
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anld ha;,s become i te 11m)111 till tle li esewi day as sh~lown in tile netw'ur k of' NatIionali 

Act ion ( omicil, State arid I )i~ it tIOm (oliuiittes ill (:11,R FI . 

4I. (.(JlIIII l'UiSA IM OFr'1Fii l'LiMININt; iNt IMTLA't I1L.N IA IION 

l'lt )CISS 

( otilpileisiat loll ol tile liiligj aiitl ill1irlrcritaIloll ploes s ill I918waC lat1ted 

wlien tile collilcl ised t'i lt't N 1111w,iip Syis n (I'IS) was est ablislhed w'ilh i le 

16*oIlt,~tig oirjct "e': -

I. ioesiure I';ojtcuts ilct impuil'lciri;,iori 0sddts 

2. Ioconol(I v uxi(lilluIc %'iiiillucarioi 

.1. 'I itdclltily plolill fil;ltliil'lvie,,tIiou 

41. *14 ellnstile pr ojef.t s mced ii ieii objuletiis 

' lie coruipteriscd I'NI S wais foun'u titwcsai y due to1 tlic increause il tile nuritihber of' 

pi oject toI(l~e iilipijlt'iieiied ill tile 51uiw~ls nct plai1ts. It is ba~sicaully I ma na1preiuleuit 

tool to assist tlcctioii rua.ken s ill gat her iuip, jul or iiilt ionl lrald~inug pi oject iple

nucuitat ionl, idegli il ju pi oleis. dur eniliiiiri tile Sime nid g avity of file pi olenus, 

(Icrlillitlilip,its ca l ses anid It0i uula iiiio alinraitive solutits *Ilie nystemn calts fur 

all levels ol uses, Ille INaiio'r.nl Action (*ouiiicils aiid Minlistries at tile tFede,;l level, 

thle StatIe arid I htikI Act imn (.'ttIitteilt tqIrIIe St;,tIe arild D is I ict level. 

lic '1N IS was .1 eeillia used Systemi %%lie,cly qularterl3' Co(t s wele cit by tile imir 

plcarteliti ing agecies it) WO: for pi occssiiig. It ha;s its slitcomiiigs inl that it was a 

cclit;ahiscd lysteti wle a domr.11 ll ocessiig of' intliiiation wvas at ICU. As such, 

by thle tjute all tile for itis were pi occssed (irtim1ber ing arolund 8,000 - 19,M0) thle 

ilforiiilitioll then elly genlic ated by tilie syst ciii were already out of date and tIrlerchy 

niot ol nirclr usc for thle pmi puse of*makinig decisiotis. *1his hr oughit about. a teview 

ol* thie PI'MS givinig rise In tile hi rlitioni of I le 511 IA System. 

http:INaiio'r.nl


:IA Iii I:VM. I IA Ss ~IIYS 

*1I s* I:IA fo~Ci,a Stud by (lie (:;i'itlt( II~Ct 1,0 am 194 ~y umitidt', Commtiittee 

( )It Steps to Speed I IIIttile Impu;iiiIeitat ion of' I )n-cloiilci Il ouj~cts which found 

I tC(tVcl 1 il it'it ploject . ill guI il iiiiit a geilics. Mol tecilivalty, Somei ol the pI 01) 

Ilii fa..ced %\.Cie dust s otei ;111jil~ci e tiol It pot ted bly iloilelitisig agenciecs; 

iticotiiltCI, ~itt Ia11dcie a1141 Ic jinig. ;,iid (lie sy stetis [till by centi al :i gelicics 

weC C101IL'ef coditiait ci. t i) I esoIve these p1being j)4l COlo~vii Ill 01 ter lIelills, thec ( abi-

Iiuislrie ,'I )eI olcol ;ithii tile wi'4iIaltcc or tile
Itlliteitat,,tnl Comlt(liiatiotl 11hut should decel
 
an1 jtifftttiatir,, i't f' 
 me rxkiuip sVsletit
 
thur'atut fllt sautv111e (54seicilicatIkv
1114v pt to1 ;'huui a111
iitt;'lvii drtlctpilcitt plojects :itld for making 

AllI iuifiltimaiotiqs'til' Ilith U(iii,;,I Apcies 
tiu,';ut Ifor tile' co4011101 anI evathitatieoi ofitle pet
lot iia i e te p'il'li sholild hv4 ilt'o (11 I(tI ItutitllP 
ptated. In) tIs rcliwc:t. all 1ilurci VIlu5. SINMIKO)M
(If'Owi I cil'ut, ithe I'Mj'tNotliilfit, Systeml of'
thei hlttj1hvttiriltalifin Cmmr'titijoli 1111 and;ttdata
tttIlh-ctiiti ai~ljei'. (11,111V I:Cohlitiic I'I11itti, I Iojt
shiould It( itutegrateil so that (tillt*v (ile( iolfiiutio 
sv55t( %\ttmabe Urliia pr'eies mid otherill wisd. 


apvmiv aw r~~l~ Itiation
cic~lilagedto lg il 

with vu'ie t
amlieu. 

It is ill thIis Civil onoitett that SI I IA. .11 ;uci ovil for (S)ysteiti (ii)CtuloniicI'ti 

ilungp I bit , ()! eaiuy, (I )ItupleminctaIimn I ootdcina Iion U)itil, (kccolaiiet ;lt -

ls I )ttl iltit il, wast co(tt cdCt and I lieni developed to ad vamec tile goauk of' 
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5.1 	OBLI(l'IIVI.S OF1 SE..I Ilk 

I inmpleient Ilic recailiii Iiidat il" Ilie ( :tdhieCit (mmittce, SliIi A was (level-

Opcd with the Follow ing oljectives:. 

I. 	 To inlcgratc the iiiflornalion ,ystcms of tic (cntral Ageicies 

2. 	 To develop ai inlirotiatii sv.%tenl lir thc Ministrics to plai and iiplemeit 
developiiient projects 

With ihc calisatioin of these objctivcg, the ( clilial Agencics, NfIinistrics and oilier 

agcncies alike can shiare in cmotinilii liinlmation system For better decisions on 

project pcufornialice. 

5.2 SCOi'E ANDt COiVERAE;I (1 Si.I IA 

Thc scope of'Sl-l IA is to provide an integrated inflormlation systcnl on devclolincnt 

projccts For t!i,? Cciltal Agencics, Otlicting Ministries as well as othier agencies 

requiring tic samec kind of' inhlormnoiion. Tiis nietlhod ensurcs the consistcncy of 

data used by all agelcics concei ned. 'Ilie inflormniion capturcd in this systcn ire 

on kbdcrally funded dcveloplineit projccig as %vellas projects flundcd jointly by the 

Icdcral 6oVeminiilnt/Salt c (;ovmmcimii/Slatultory Ilodics. "lhe inforiiatioil cp

tlured incl ic sti1(1 ieili as cost an il;il allocatllli ceilings, sc'Oli and objectives, 

location, sources of hitiding, imiilcmiting ageticy, yearly budget allocations, 

planned implemientation schlidiles, statits of' iipleninlation, expenditures as well 

as problemiS citicountered in iimplemiellntat ion. 

ihis 	is the first atiemlpt at inlegration ol the already existing inrormation systcins, 

Ilaiely, The Project i, nniii System of' the iciorinic Planning Unit (EIl.U), The 

Computer-based Infloriniticl System of tile ireasury (SI NiKOM), "Tie Project 

Mt onlitoring System (!'MI S) of*the ImiIple niaion (:ooidiliatioll Unit (ICU) and the 

Fcdcral Accouiting System of tIlh Accountant (;eneral's )epartinilt (AGD). 

7 



5.3 OI;ANI/.A IION OF SIl.:I I% 

. I iI A is dlC'elope( u'siIng Ile ex'iSli, gliii/:ttiaitl iad man power rCources of' 
he Fcdeual (Goe ilict, ilvohling tie (eii1ral Agencies; I:1'0 hiid i(.o.(iethl 
Ihim isr. I cMie leI tinticn, 'Ilie ede,;il 'Iicasury atud, nl Fcdcral Miiuiit es and 
Stale I )eelopilelit ()llice.. ('1111"A
.1 depicts tl e o, galilisatioual structure of thc 
Ic(leral (.ovcllulnn tl.ni'ifol li'Mthe tmia;tgtengit of dcelopnifct projects. 

5.,45.sI' I:rI)cI':VtI.)I' II,:rttI 

SI I IA is coumplclv devclpe.d i.-house by tile SFtI A project leam of* IClIJ as
sisted by ; Stecliing ( *)lllllifee comsislit og o1f,cpiesolatives ofi llU, "rUcasury, ItCJ
 
nd A(I). :Ilie systc il
ha s bcen desiicd taking int o account most of tle critical 

ilfo0n matioi needs o* tile (ellual Agemics as well as (lie openaitig Nlinistics usiug 

tile Iiicr at clical chistlbuted pr oceminig tectiq ue. 'Ilie processing of inioriuia ion is 
distributcd to fle respective aenicics to iieet their inloriuatiom requirenieuts as 
stowi in .IIARI 'I lie i ifOr
ion gcuiratcd at the source level is transmitted 
and intci ;itcd at I(Ul I )fr ni tie miiaiii SlitIA database to be shared by all ageni

ci s concernIed. 

MIanagem o ft mf
ic IuAiS it IA dataibase is hadld by ICU which nlsp controls 
ill computCr olperalion . I:1)., 'Treasury, A(;t) as wcll as Operatn Ministries 
manpha e iespect ive ttltia bases at their owni tenotc locihiolls. 

5.5 S(I.IRCILS OF 1DAiA AND INIFO(R)IAI IONiiFOW 

'Itie sourccs or d;ita anid itillow o v l lialttion in tilte51.;IA Systei, is integrated 
with tie activities oftlc projects mnitmly:. 

N 
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I. I'iloj.cl plalltoilhg alId app;ima.l; 

2. I'oject eT.11I% l t I apl l t I 

3. Nonitoriiig the p gl;es jifliloject iiit' bi'lellie1.tll 


4. t'toject pamii tnt antd diburweiicii oflitids 

5.5.1 ti,(ject Maiitng awil Alppo aml
 

'I tie pcipus(: ofIthi still~s~t is to , egiser developilteiit pi jcts which have heeii 
apj;,oved by1:4 for ihilmnetai;ion using S I lot is. It also Fumtis (lie basis bur the 
creatioi of )1oijcuIs atld filled 0 ly once illile lillime of' tie pioject. OIt reccipt 

of* S1, i'j will ex;amine 'tiepIoject pi oiosed d subseqtcitly assign a project 

itdentilic;tion Iictt1tlwr an11d legkistr the apipro edl project using Ihc compttter pro

vidcd For this impose. tilo tmition ow (lie appioved p1iojCct is Ihiii tra lsmitted to 

tle host compiuter at IR(3 lie kcl i tlile aiii .51 IIA dat dIc. (11 will iheti 

f., ;lit tile jliforiatil o311)lpoject list .1pp;1mved atid elea se it to ITO w'hto ivili llotify 
tle wlve.;i, uiii.it e,dIl;,, ii ii, I he. . sa e iilorma tion v:ill also lic tratimiitted 

by I(.1 .o tle lespeclkte liiliti.'(lelt iltientl sl id State i)eveloptcllt Olices to 

he kept in the per somtt covpiles atitheir respective oftices. 

.5.5.2 t'lojc.t 'eadyv Ildget Allcation 

Fortim S2 is a computer ptmtout potducd by the Ministrics, or IM't. depe.ditg oi 

thc itttiiber o projects in oldcr to iclticst lr ycmly budget allocatios Crum the 

iudgct IDivision of* the Treasury lfr all the projccts that have cbeel approved by 

hl'U otider tihe 'lai. On app;oval of" tilc yearly budget, tie NIiiiistrics will iiput 

into their 'C systcm the yvat ly budget allocatio., approvcd flr the projects. I his 
inflortiatiotl is also tialsillitted by (lie i'vinistries to ICU to bc kept in thle Mill 

.Sl:' IA database. 

10 
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5.5.3 Monitor ing le li ogr Pr ojecttolniplenli lation, 

All agencies impkiieig lh proicuts iiclqjirL'd ioreport the physical prog ess 
of their active projects. or project colIpollelluis asid whelln llce is a change ill 

p ojcet lc,lbri ice, to the Ntiilic.s which will tlhcii update tile progrcss illtheir 
personal corlmptlt.. 'Ilie M iniikriCS Will raiilSIllit thesc illfor lnltiOll to ICU at the 
t)cgiliiiiig ol'cach inowllllh, or qu;ilcrly lcpeiliig On tile progress othle project, an.d 

tlis irlbrniition min:will I'c kept ihtihle SI 'l[A database. 

5.5.,I Project l';lyiniieu aind l)i, liieiitllet of [uids 

"Ilie Ni lhlistrie., lipaltnents antd Agenics scld illpaymlient arnd jourial Vouchers 

to A(;l) for paymncnt ol id6crally lhildcd lojects. lrom these sourcc docuimients, 
data is captured in tile computer of tle lh;idquaters or AG(I. I lie SIjIA 

Secretariat will receivc this iniomalli111o ltontlly via magnetic talpcs. 

Statutory bodies nlid sell'-accouitiiig depa, tmits thait tire commiiiet:ially- Olielted 

or receive their -lder.l dcveloimun.,,t allocations that are chainiuelled through State 
(;overlinet, will submit the inulmtllioin out paynlients and ilie p ogress reports to 
he Ninistries as vouclers pIoduced by thsel agecies arc not sent to A I). Tihe 

coniceptual sti ti c ol'the Sl I IA system is show i in CIIA RI 5. 

IIISI.DI
6. "1I1ie SE.IA IIS IRillU I EDh CO I lIl SSTEM 

'Ilie ili ,alaysia Piln (1')86 - 1990), Iccogiiises (lie ilportalince and increasing 

roles or Inlio ation "l'echiology (I1), particularly illthe arcas of' planning, budg
ctillg, lonitoling alld evauhation. It is towatIds this cnd that ihe distributed 

coniputerised systemt was illulecnieed. uinder this systci, the iiistries and State 

iI 61 
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l)Cvcloptellt Ollices ae provided With a I'ersonal Computcr (l'C) aid a printer 
alld tley ac linked directly to th il i COniputer system at the IIplemlleaiol I 

Coordination [nit (InCU), I'rilc Minimei s I)ep;utuint in Kuala Lunipur. 

'I lie systemji provides Ilte licililv to iputl, tpdta te, process, stoic, transmit simple 

outltU l}iralats fbr ulse of' tile rclcv-at de:cision makers. Sonic query programmcs 

ire also provided Ir access to t ile lai;,ili d;a base. I his access can be made through 

3270/3179/3274) teimitials or its comipatiles which ame linked to IIIM CI'U 3083 at 
IC(:l. "Ihe Chid1 Executive Ilibol,malimn System (SMil'K I) at the Prime Minister's 
(Olice is ;lso hliked to tile Sl: I,A systemi throuigh a soflware called Systcm Net
yolk ArciilclUlc(SNA). As %uchSMI'KlE users at tlie iniiitics call also access 

ielevatit irlmatioi Iin tie Sli1 IA systun through their Icrniitla;s. Access to [he 
subsysten call he clU:ccd limit tile staid alone l's both at the milnistries and tile 
S)O ofllics. An cx ccie has bhevn prepald Ir p;irticipants to use the Sl 'iA 
(:or)orate IDatabase in tile won kshop and hands oil session this cvcting to get a kcl 

)1 (lie system. 

7. IMPILHINIT,! Al 1I' ISSI IF.S 

As with any cortilrti.sed systcm. Ih issues that had to be addressed ill the devcl

opuetit mid irltllmnp taclnili(illolithe SIAI IA System tie:-

I. Iudget 

2. M npower arid skills 

3. Ilaidwae atid solwarc 

4. User educatiminmid accll.ice 

I'or uratcli For ICIU the first thrcc hfctors did niot present too Ilitich ora proWe'lt. 
'Ihis is becausc ICU is rt new ill the usc or IT, as computers were already used 
by the Unit sinvc 1978. As sidh it already i:ad most or the haidwares and man

13 



pouvcr icqtiiecd for the dcveloiiulent ti"thc s tem. 'I lie wily additional items that 
is to lie acquitcd Ihr the developlieat and inzil'lcnnnation of' the system arc tcr
inimii I'7s and other lihcrilhcial Ior lite disltihulcd systen as well as solfwares. 

1lic cost Fir these additional items was ahout I.US SHI),OI() (Iorwhich ICJ did not 

liml any dilliculhy in olaining tile Iudget :s lihe use or IT is a priorily in the ni.-

Cation of hiltlds illthe ellit to 1od lise th al;ysiall (;OvlIIIctllmacliinery. 

I lowcer, this does not tllkct the ical cost of" lte system as it docs not take into 

account lite existing hardware iuld manipower. I lad tle system staricd fl scratchli 

a icasom i;ulc estimae for tile tudgel of tie systeiI would be in the region or us 

In lemis oftlinla wer skills loo, ( : did iot fince imuch problems. 1his is because 

I U) already has !raiiied I)I' 1clrsonlle to developl and lail.oain the systC1i. lhe 

choice of suiu-litc sollwar s too did no pemni mudh prohlem with the availability 

in (lie ni.kct tmday ofIadvanied det.eloplieilt tools to siniplily and speed up die

'cloplieit weok. 

It is tie last fiactor, tiser ecducatioli arld acceptance, which piescntcd tlie Iost 

pollell.sill
tile dc'vclnlnm, ntiatd inilttecttlation olfSI 'IA. ieing layman, most 

of the isciss ae strangers to comipIters. 'Ihis was ec'ogiiised as the cniticals success 

factor or tile S.I [A s3'ten Itrotuihout Ihe whiol process or, cic (imee lilnt of 

tie systii lionl sysIcni lcsign to user application. It took thc u#velopnint incam 

in ICtU 5 years to colie tip wilh a systenl simpic ciughior a uoulI1' uscr. 

Oi tlhc issue or" 1l.cr accclitancc, a gi cat deal or elibri was coiientrated oil the 

fIiiictionality nid user iiicndliniess illtie de.igun of the system. 'To ensure acccpta

bihity to tile user, the niplicratiomis were desigiied around lie working environment 

of" hic user, th;t is by conipterising tlie daily activitic o1 tie users such as prepa
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ration or project pitip ilaK, ludgel rel(li(ests aiid project, reports. TIo ensure user 

liiindliness, the system is deiited by pi oviding, menmi drivcn keys whcreby the user 

only nceds to select tihc desii;glalcd keys to pciwlim the specilic tasks thccby clim

inating elaloratc progiamming. '1o ensurc useilness of tihe system, iesides the 

onilinie help providced ill the s.slem, Ilhe ameds of tihe uscrs ate consistclly enter

lmincd by providiig sub-systems i .ilining to tie nceds of Ihc individual users. 

R. 	INFFIIS AN) IIl'ACI"M."SIE HA 

"lie 	 epoi lig system SIA' IA oii"o 1 project mm;a;:,cancnt and implcmntation is. a 

lairly comprelhensivc one. I lie move towards compulcrization, intcgratiol mnad dis

tlilhutCd SystCI is a Stepl il the light direction. I lowcver, monitoting systcmn cannot 

function on a comprlicesivc Iteporting System alone. I lietc have to h)e other com

plcmentary dcvice.q or stiateies in older to encure the systcin that is working now 

will continuc to be glowinlg anld wi king ellectively. Some of the cxl)cctcd benclits 

iom SHIlA can bc summaiised as I'dlows:-

I. 	 In the immediatc term, by ipliutting data at thic critical stages of project plan

ning, yealy budget tinlg, Project monilo ing, amd project payment, and consol

idating il data into a singlc database, itlegiatioi nd coordinatcd project 

an;iallgelent are :aclieved iiotiph [lhe SI: IIA system. 

2. 	 l)ata ncd to bc gathered only once, aid thc ilf'ormatioti gathercd can bc used 

by all tilc [oir ceintal agencies concercd as well as any other agcncics tcquir

ing infiormation ol devclollment plojects. 

3. 	 This will also relieve the reportiig workload of agencis.. 

Is 



4. 	 SlIlt A has bilt within it sevcil mlels olcontrol in older to cnsure much of 

the data is calipti,;d i tihe svst'm. 

5. 	 IMotutorilig hcomes ;Ipparlit niot only in the formal teporting chamnnls dc

scribcd aIovc, lint also illthe other three managcment processes, viz national 

ccotionuc develoluielaiti (Fliv c Year li and Mid lcm Rcview Plai), 

niinu l budget allocitiori (under or over slpending), and Frid disbursements 

(nioncy rivcn out for actal plimpcgss of irlilkil:itatioIn). 

6. 	 1tic Ilaceritent of te cittril moniloring Inction1 indcr I(U of' Ile Primiie 

Minitelr's I}leatm nten ;id the ioles of" the National Action Council, whosc 

Chaitimin is lhc l'lime ,linistcr, ha%coiti idtetd signilicantly inltie leadership 

roles of motilorilig. I lie smnc patlctn of imhilcnce can be disccrucd at tlie 

Statc and I)islriu levels, whetc the Chicf' Minister aid IDistrjct Officer chair 

State Actioti amld the I)istrict Action conmittee lectinigs rcspectively. 'tllis is 

a dclibetalc aiiangniet holl oil Irollu the 30 years cxpcriencc illproject 

tilollitoritip. 

7. 	 It should also he noted thait the I111J, the BuIdget I)ivision, anid tie Accountant 

(cncnal's l)cptninct, whose l'uinctiuni also include nonitoring, nrc all attached 

to powlfill olg;llli$llills. that is thc itic NIliiistcr's I tcianllt illthe casc 

ofthc Il'lJ, mid tilc 'lrcasm y in the case of' thc othcr two. 

It is still too ctly to assess whether SI"TIA has ercated art imipact or not at this 

juncURc. thc systCnil still needs adjustments to suit user nccds. '1hcre are slil some 

flaws which iteed to Iecorrectet, iallcly the ascnce of real time data. Data cap

tuic is still pCiiodic in natuic. '1lie nimthly updating schedulc is ofteninot consist

ently nict as sonic agencics at the stante and the district levels find it difficult to 

submit progress reports on schedule owing to lack of manpowcr persoitiel. 
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'1lie altmle* ol* Ialsil syscitlf l lil'vi tigtIe nccl;icy ofr progress Iepoits is also 

.-1 tmatter ol ColiCmeml. 1lie veili'aliotlii I)CCs. is hlargely attributed to site visits by 

decisim imikers. As long a sucli visits aire liequent and visitors nc mnii or au

thority, then1 the sysl wnlk to isile cli;ia1ility.aIltl 


Notwillistatdilig the abo c, SI I I-A is UItinig soic rippirs flow. An lExcuitivc 

(Conmiittee of' the Natmiill.tl Aclitm ( liicil Iia; just bleci set up tinder tlie Chair

namllhill ol tIe (iehiscl ;Ontitmeni.l etlaIyitthe I lie Cumwlittec would monitur 

mid ove sCe lhe ovelall piiolgess of' I'ilIi Malaysia ll projects, idetlitify adtlliis. 

trativce ttiett ecks Impetli pti oIjcti. developitit1 , and make decisiois to speed 

op the III I oject imlehiiltl ion.ocess of' the 

At the recent sitting of lBie C'otiulillet, filly iecllilielttdatiols wele made to specd 

op iilillinltatiotll. 'Iliee lcti-ioi, ha I'Mt eaclihig iplicationits on the strategy 

ol intplemeltniton for I989) ad sth sii titPt ojectis tider the 'Ial. I lie Treastry 

has hiccil dilcuictl to lld app:iomal h'ttlets oti ltiit allocation oUlprojects in Sep

tteiber mid tmit to wait mt ilI .hotmm y oi ca lah )t tlhiouglh the issutict of alo. 

catiol watt alt All thewlir., pioucdii s %%ill gi e utillislics idlitiipleille inig ageCies 

nlliple time to do l1t'liminlti, ' woik oti the pioject so that it would he ready 10r 

ihilcimenlt'lim at life I-giiiiitig of life year. 

A scmiina, was otgaikid juitly hetweei IhJ m1iI IN'AN Ibr all project managers 

atld those involved ill lproject itllilcentatit, liom the central agetici, ministties, 

stite go lc l Thie pioblein solvitig seminir fur.ninents mid disttict adtiiiitistratliu. 

Inulatcd 39 flew procetdhes anl sittegies to speed Iip the illiplelliintaitiol of l:illh 

Malaysia lItt proje-ts. 
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"1lie How orfillofv ini;,taion lrwil tile state to the ninistry and ccitial agencies, and tile 
s$thscluelit alialys nI;,dc ha.s ;i itcd ill sltelltilliening (lie caplacitics of' those 
agencies ill tlwlit(ol iiig aiid evalu;,i g their own pcli lbmance. 

(ONCIUSION 

Secn ill tilie collexi Ifl c(t111ilhiiial mIdel of systeml developliiemt, the dvelop iiellt 
o) the 511 IA siyslitcllan lie ciiitletCd a a suicccsshIl exercise. Not oily las user 
parlicilpatim activcly cllic td ini the va ionts phases hon stiategic designi and all. 
plic11iion devclopinwnt, to lclitg auml iunlenentation, but intcragcncy cooperation 
and linikages limged amlion,.l tile four cenwral :grwics and tie M inisiics have also 
been note lkhictive. 1his oigirs well for tile hutiiie of" SIllIA. 

I heie is no simple way to viiulate tile Sl! I IA syscll of" Malaysia as tilc system has1 
Ieci tailor made to suit lile Malaysiai ciniroinient anld its adnini.stlative struc. 
tille. It is illpelative that thiese littois ml.st lie takei into coiisideraiion by any 
couilitry interCstcdl ill iti h.oduciii, a similr systcii. 

SI: IIA S1 :CRI: I AIt IAl
Itl'l.IjMIN IA I IN ()IWINA I ION
I'PRIMI MINIS IlI'S IDIiI'AII MIiN I 

JNIr 

KiUALA I iIMl'JPR 
MAAI.AYSIA 
S1I' I I lhli 1,1 8'1 
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Overview of the Framework 

A Competency-Based Model. Under its guidelines
published in FPM Chapter 412 on Executive, Manage-
ment, and Supervisory Development, in the U.S. Office 
of Personnel Management (OPM) is responsible for de-
veloping and maintaining a competency-based model 
of effective performance for Federal executives, 
managers, and supervisors. The Management Excel-
fence Framework (MEF) is that modul. 
Focus on Managerial Performance. The most crit-
ical information needed for successfully designing, im-
plementing, and evaluating career development 
programs for executives, managers, and supervisors ad-
dresses the question of what managers must be able 
to do to be effective. The Management Excellence 
Framework (MEF), a research-based conceptua mod-
el of managerial performance developed by OPM, con-
solidates such information for the Federal government, 
The MEF describes management jobs and managerial
performance in a way that distir,guishes those elements 
that are necessary to achieve management excel-
lence- those managerial actions that result in the suc-
cessful implementation and administration of Federal 
policies and programs-by focusing on the who, what,and how of Federal managerial performance. 

A Descriptive Model. The MEF, a descriptive mod-
el, is based on an OPM program of research designed 

1 30 

to identify common tasks and actions required of Fed
eral managers in a wide variety of settings. As the re
search developed, those common elements were 
confirmed and gruuped into a structure that ultimately
became the MEF. To simplify the model, broad categor
ies of tasks and practices were developed.
A Three-Dimensional Model. The MEF organizes 
its elements along three dimensions: 

-Management Functions covering ihe "what" or 
content of management work-tasks, roles, and 
responsibilities; 

-Effectiveness Characteristics describing the 
"how" or style of effective managers-their skills, 
attitudes and perspectives; and 

-Management Levels indicating the "who" of the 
Federal management team-its executives, 
managers, and supervisors. 

Figure 1 depicts the framewcrk and itshcomponent
dimensions. The MEF's elements establish a common 
language that permits meaningful comparisons across 
the immense variety of Federal management positions.
They can also be used to diff3rentiate managers anddescribe the performance expected of particular individuals or groups in distinctive terms. The framework's 
elements are always easily translated back into specif
ic competencies. 

Agency Use of the Framework
 

Using the MEF, each agency and field activity can de-
sign and implement a career development system for 
its management team. The MEF was developed to help
agencies implement and comply with the guidance in 
FPM Chapter 412. 
Specifically, agencies can: 

-Save staff and managerial time that would be re-
quired for analyzing the major competencies of in- -Identify appropriate developmental approaches toajo copeteciequird frhe aalying ofin-fulfill particular needs.
dividual management positions to establish afuilpatcarnesdividuancmanagementpsiins t estabnis ad -- Provide a competency-based structure for designcompetency base for designing, implementing and 

evaluating appropriate career development strate-
gies for executives, managers, and supervisors. 

-Solve the problem of how to understand and struc-
ture information about what managers do and to 
use it for measuring or monitoring the progress of 
career development efforts and assessing organiza-
tional impact. 

-Clarify roles and responsibilities within the manage
ment team, especially at different levels to identify 
key career transitions. 

-Assess the distribution of management competen
cies within the management team. 

-Surface areas of developmental needs for groups 
and individuals. 

ing and evaluating training courses and other de
vn;apmealuativiti. 
v Estal a ctiitiesm 

-Establish a foundation for comparing management 
jobs, training needs, and developmental activities 
across agencies and field activities, so organiza
tions can use each other's program resources and 
share production costs. 

1kA 
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Related OPM Guidance Describing Management

Performance 
The MEF's description of effective management per-
foriance is consistent with OPM policy and guidance 
published elsewhere with respect to other personnel 
management lunctions and purposes. For example, in 
the general staffing area, materials on both qualification 
and classification standards reflec' the domains of 
managerial performance the MEF describes. The 
Qualifications Review Board uses six executive activity 
or competency areas to certify the qurilifications of can-
didates for initial career appointment to the Senior Ex-
ecutive Seivice: 

I. Integratirg Internal and E~ternal Issues 
II. Representing and Courdinating 

III. Planning and Guiding 
IV. 	 Administering Money and Material 

Resources 
V. Utilizing Human Resources 

VI. Reviewing Implementation and Results 

These six competency areas were derived from the 
same research on which the MEF is based. They cor-
respond directly to pairs of the management functions 
and also capture the effectiveness characteristics of the 
MEF. 

At the manager and supervisor levels, the X-118 Qualifi
cation Standard Handbook includes a section on 
"Supervisory Positions in General Schedule Occupa
tions," which describes managerial and supervisory 
responsibilities and the abilities and attributes candi
dates must demonstrate to qualify for supervisory posi
tions in grade GS/GM-15 and below. The position classi
fication standard contained in OPM's Supervisory 
Grade-Evaluation Guide defines and distinguishes the 
duties and responsibilities of managerial and supervi
sory positions; the level distinctions made there have 
been adopted for the MEF. In the performance appraisal 
area, OPM's publication, Appraising Managerial Perfor
mance.... Suggested Elements and Standards for Ex
ecutives, Managers, and Supervisors, provides generic 
criterii for common job responsibilities and basic 
rmanagement activities. In each of these issuances, the 
language used to describe the responsibilities and suc
cessful performance of Federal managers is congruent 
with MEF language and concepts. 

Dimensions of the Framework
 
Management Functions. The first dimension of the 
MEF describes what executives, managers, and super-
visors do and comprises twelve general management 
functions. This dimension covers the content and na-
ture of management work in the Federal sector-
executive, managerial, and supervisory (E-M-S) tasks, 
roles, and responsibilities. Figure 2 defines the twelve 
management lunctions. 

Effectiveness Characteristics. The second dimen-
sion of the MEF describes how successful executives, 
managers, and supervisors perform using skills, atti-
tude',, and perspectives that increase the lik6lihood of 
effective performance. Related components of manage-
m(int effectiveness are grouped into ten general effec-
tiveness characteristics. Those ten characteristics are 
then clustered according to the individual, work unit or 
organizational performance level for which the manage-
ment team is responsible and where the characterislics 
become critical to success. Figure 3 provides the charac-
teristics and their key component skills, attitudes, and 
perspectives, and shows how they are clustered, 

Figure 3's visual representation of these characteristic 
clusters ai concentric circles or rings illustrates an im-

portant point about the relationships among the clusters: 
the need for these characteris!!;.;s is generally cumula
tive as a manager becomes responsible for the perform
ance of larger units. In other words, first-line supervi
sors must apply their communication skills, interpersonal 
sensitivity, and technical competence to assure excel
lent personal performance for themselves and by their 
individual subordinates. In addition, their actiGns must 
begin to reflect the characteristics from the next cluster 
(or ring, in figure 3) to produce effective work unit per
formance. Managers must display the characteristics 
from the two central clusters (personal and team effec
tiveness) and begin to apply the characteristics that af
fect the performance of the larger organizations they 
manage. Finally, executive performance, which explicitly 
is to be judged against organizational performance 
criteria, must reflect the full range of effectiveiiess 
characteristics. 
This dimension of the MEF recognizes that management 
excellence requires more than just doing a set of 
management functions. It requires doing them well. The 
effectiveness characteristics capture the management 

styles that distinguish high performing executives, 
managers, and supervisors. 
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Management Content Dimension of the MEF
 

External Awareness: 

Interpretation: 

Representation: 

Coordination: 


Work Unit Planning: 


Work Unit Guidance: 


Budgeting: 
Material Resources 

Administration: 
Personnel Management: 

Supervision: 


Work Unit Monitoring: 


Program Evaluation: 


External Awareness 

Interpretation 

Budgeting 

Material Resourc 

Management Functions 

Identifying and keeping up-to-date with key agency policies and priorities and/or

external issues and trends (e.g., economic, political, social, technological) likely
 
to affect the work unit.
 
Keeping subordinates informed about key agency and work unit policies, pri
orities, issues, and trends and how these are to be incorporated in work unit
 
activities and products.
 
Presenting, explaining, selling, and defending the work unit's activities to su
pervisor, others in the agency, and/or persuns and groups outside the agency.
 
Performing liaison functions and integrating work unit activities with tho ac
tivities of other organizations.
 
Developing and deciding upon longer-term goals, objectives, and priorities;

and developing and deciding among alternative courses of action.
 
Converting plans to actions by setting short-term objectives and priorities;

scheduling/sequencing activities; and establishing effectiveness and efficien
cy standards/guidelines.
 
Preparing, justifying, and/or administering the work unit's budget.
 
Assuring the availability of adequate supplies, equipment, facilities; oversee
ing procurement/contracting activities; and/or overseeing logistical operations.
 
Projecting the number and types of staff needed by the work unit, and using

various personnel management system components (e.g., recruitment, selec
tion, promotion, performance appraisal) in managing the work unit.
 
Providing day-to-day guidance and oversight of subordinates (e.g., work assignments, consultation, etc.); and actively working to.promote and recognize
 
performance.
 
Keeping up-to-date on the overall status of activities in the work unit, identify
ing problern areas, and taking corrective actions (e.g., rescheduling, reallocat
ing resources, etc.).
 
Critically assessing the degree to which program/project goals are achieved
 
and overall effectiveness/efficiency of work unit operations, to identify means
 
for improving work unit performance.
 
Note: 	 Each management level does not n,,icessarily perform all the aspects of each funclon 

as described here. 

Representation 	 Work Unit Planning 

Coordination Work 	Unit Guidance 

Personnel Management Work Unit Monitoring 

Supervision Program Evaluation 

Figure 2 
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______ ____ 

Management 

Broad Perspective: 
Strategic View: 

Environmental 
Sensitivity: 
Leadership: 

Flexibility: 

Action Orientation: 

Hesults Focus: 

Communication: 
interpersonal Sensitivity: 

Technical Competence: 

Effectiveness Dimension of the MEF 
Effectiveness Characteristics 

Broad, long-term view: balancing short- and long-term considerations.
 
Collecting/assessing/analyzing information; problem identification/ analysis;
 
anticipation, judgment.
 
"Tuned into" agency and its environment; awareness of importance of non
technical factors. 

Individual, group; willingness to lead, manage, and accept responsibility. 

Openness to new information; behavioral flexibility; tolerance for 
stress/ambiguity/change; innovativeness. 
Independence, proactivity; problem solving; calculated risk-taking, deci
siveness.
 
Concerned with goal achievement; follow through, tenacity.
 

Speaking; writing; listening. 

Self-knowledge and awareness of impact on others; sensitivity to 
needs/strengths/weaknesses of others; negotiation, conflict resolution; per
suasion, selling. 
Specialized expertise (e.g., engineering, physical science, law, accounting. 
social science). 
Note: 	Each management level does not necessarily perform all the aspects of each characteris

tic as described here. 

Leadership 

S!personal Communi 

Ilesults Sensitivity cation Action 

Focu, Or ientation 
.. Tochnlcnl /. 

Comp~etence 

FlexlhilllySe stvy 

I nt. 

,,,.,o~ o / ,q,,oo

ORGANIZATIONAL TEAM PERSONAL
 

~Figure 3 
 _ J 
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Management Level. The third dimension of the MEF nical subject matter. Thus, if a person moves from su
covers who the executives, managers, and supervisor , pervising three people to supervising thirty, but the job
are-three groups or levels of managers whose perform- still requires only a narrow focus on immediate work unit 
ance the overall framework describes. The distinctions production, the person is still considered a supervisor.
between levels are made most clearly in terms of differ- The traditional hierarchical pyramid depicting these 
ences in the substance of jobs at each level. That is, groups in figure 4 conveys their supervisor-subordinate
at higher levels, job duties and requirements change in relationships as well as their relative numbers. 
scope and breadth and not just in their intensity or tech-

Management Level Dimension of the MEF 

Management Levels 

Executives: 	 Have the most complex jobs and generally are members of the Sen
ior Executive Service. 

Managers: 	 Have broader, more complex responsibilities than supervisors; be
come more involvd in coordinating the work of others and dealing
with longer-range issues than supervisors; may or may not manage 
suboidinate supervisors. 

Supervisors: Have first-level responsibility for managing day-to-day operations and 
carrying out directives from higher management. 

Executives 

Managers 

Supervisors 

Figure 4 
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Source of the Framework: 

OPM's Systematic Research Prograni. The MEF 
is the product of a systematic research ell )rt that be-
gan in 1978. Its goal was to address the question 
described earlier concerning what managers must do 
to be effective. A variety of research methods and 
sources have contributed to the development of the 
MEF. Original research on the jobs and roles of Feder-
al managers used a standardized survey intrument and 
a Gover'mentwide sample of managers. In-depth criti-
cal incidert interview studies focused on the perform-
ance of several differert groups of executives, 
managers, and supervisors, including individuals iden-
tified as superior performers. The research results of oth-
er Federal management studies and private sector 
studies, as well as current private sector theories of 
management effectiveness, were reviewed carefully for 
their cross-validation of the findings and directions that 
were emerging from OPM's data. Subsequent field 
studies and applications of these results have provided
continual testing and validation for the MEF. As a re-
suit, the MEF has a solid empirical basis that both 
demonstrates its consistency with other emerging the-
ories of management competencies and gives it unique
relevance for the Federal government, 
Research Results Relevant to E-M-S Career De-
velopment. A set of research findings irom several 
studies have been integrated and applied to the MEF 
in a way particularly germane to E-M-S career develop-
ment concerns. While many factors can be observed 
and trarcked across the elements of the MEF, assess-
ing the relative importance of its component competen-
cies for the different groups in the management team 
is usefui in charting the nature and progression of amanagement career. Differences in importance withina level of manageent help define its particular quai-
ties and demands. Differences in importance across 

management levels provide sharp focus to career tran-
sitions by specifying the ccrnpetencies inwhich advanc-
ing managers must develop new or added proficiency.
Figure 5 summarizes a substantial boay of research evi-
dence in its display of the relative importance of the ele-

The Research Base 

ments of the framework as reported by respondents. 
Estimates of importance were based on time devoted 
to an element and the scope and impact of job respon
sibilities, roles, and functions. 

Management FunctionImportance. As figure 5 in
dicates, supervisors have the most limited range of 
management responsibilities. Thus, Management Func
tions 1, 2, 3, 7, and 8 (see figure 2 for reference) are 
of relatively little importance; Management Functions 4,
5, and 12 are of moderate importance; and Management
Functions 6, 9, 10, and 11 are of great importance. For 
managers, no management function is of less than 
moderate importance. This change implies some de
velopment of Management Functions 1-5, 7,8, and 12 
upon transition to the manager level. At the executive 
level, all twore management functions are judged to be 
of great importance, given the scope and impact of the 
responsibilities that these jobs generally have. 
Effectiveness Characteristic Importance. The 
pattern of relative importance of the effectiveness 
characteristics by level is similar to that of the manage
meni itinctions. As the scope of job resoonsibilities, 
roles, and impact increases, a richer varit.y of skills, at
titudes, and perspectives must be displayed for effec
tive performance on the job. The one exception to this 
pattern occurs with "Technical Competence." For su
pervisors, technical comfetence is of great importance
since they are usually called upon to make technical 
judgments daily and often continue to perform a signifi
cant amount of technical work. As management respon
sibility broadens and increases, however, technical 
details recede in the daily world of managers and executives. They no longer personally perform the technical work and use their other, managerial competencies
relatively more as they ensure the effective implemen

tation of policies and programs. Managers and execu
lives use their technical competence and skills in new 
ways and within the context of a manager's (rather than 
a technician's) role, principally by directing and evalu
ating the technical work of others. 

A.
1 
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Applications of the Framework 

Management Excellence Inventory. OPM has de- part of OPM's larger research program, and uses asysveloped the Management Excellence Inventory (MEI) tern for establishing importance levels that are specificquestionnaire as a primary tool for translating the gener- to the organization (or particular jobs). Figure 6 givesal concepts of the MEF to specific management perform- an example of how the MEI measures the framework. mance in defined organizational settings. Agencies can Because the MEI systematically measures the requireuse the MEI to focus on and compare the distinctive ments of the respondents' positions, assessments of decompetency requirements for Federal managers at velopment needs are automatically tailored to the uniquedifferent levels and career stages and in different or- aspects of each setting. Inaddition, an agency may addganizational situations. Its principal use is to identify or- task and action statements as well as demographicganizational (as well as specific individual) development questions that are specific to its needs. The MEI is pubneeds and strengths. The MEI measures the compo- lished in two editions, one for executives and managers.nents of the MEF by breaking them down into specific and one for supervisors.
task and activity statements, which were identified as 

How the Management Excellence Inventory Measures

Elements of the Management Excellence Framework
 

An Example: 

Management Function 	 ME[ Items 
Program Evaluation: Critically as- 61. 	Identify ways to improve the efficiency and effectiveness of
sessirg the degree to which pro- work unit operations.gram! project goals ate achieved 62. Critically and realistically assess the overall effectiveness of 
and the overall effectiveness/ef- work unit.ficiency of work unit operations, to 63. Use project or job reviews or other evaluation information to
identify means for improving work improve work unit operations.
unit performance. 64. Assess progress toward achieving work unit goals. 

65. 	 Identify ways to improve work unit procedures, processes, 
or structure. 

Figure 6 

National Management Career Curriculum. OPM For More Information. Information about OPM traindevelops and maintains aGovernmentwide curriculum ing courses and other services relating to E-M-S careerspecifying the management competencies that need to development can be obtained by contacting:
be 	acquired at each level of management. Particular 
course offerings and other developmental experiences
are keyed to those requirements. This approach, used U..S. Off ice of Personnel tlgm.
with a needs assessment process grounded in the MEF, tl[[ :ervi.ces (CFED)
provides significant support for more efficient and effec- P.O. iox 98$/ Rox. 200tive allocation of E-M-S career development resources Wahinjborn, '" 20044throughout the r:ederal government. A1l1: ,arry Brown (254-6946) 

9/ 
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ANNEX L
 

METHODOLOGIES OF IMPACT ANALYSIS
 

A Summary of Selected Publications regarding Criteria
 

1. KEY FINDINGS OF METHODOLOGIES FOR MEASURING IMPACT 
-


Impact is a term indicating whether the project or programme has
 
had an effect on its surroundings in terms of technical, economic,
 
sociocultural, institutional and environmental factors. Impacts can
 
be both positive and negative.
 

Impact assessments should focus on few, carefully selected impact
 
areas that are of critical importance from the point of view of
 
the main objectives of an intervention. The core impact 
areas
 
stressed by international donor agencies are:
 

a. Production and Productivity
 
b. Income/Standard of living
 
c. Food consumption
 
d. Environment
 

For assessing 
these core areas three general criteria should be
 
kept in mind: coverage (what proportion of target farmers increased
 
their incomes by raising their production and productivity);

sustainability (the 
benefits produced by an intervention should
 
continue after donor assistance ends); economic efficiency (the

project should have a positive rate of return on the investment).
 

The critical methodological issue in impact assessment is that of
 
establishing the causal relationship between an intervention and
 
the observed changes.
 

To determine whether changes have occurred in relevant impact
 
areas, data are required on pre and post intervention status and
 
usually on the intervening period.
 

Evaluators must combine informal, qualitative studies with
 
guantitative measures to infer causal 
relationships.
 

Obtaining information quickly through rapid, low-cost methods can
 
prove extremely fruitful. To assess the utility and validity of a
 
wide range of low-cost impact mc asures, donors must evaluate in
depth at least some of their thousands of projects byestablishing
 
rigorous experimental situations.
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Problems Identified
 

The participants of the workshop (sponsored by AID) identified
 
several problems that confront evaluators. First many intervention
 
impacts do not become visible during a project's life of 5 to 7
 
years. Second many projects impacts are not confined to the
 
boundaries of a particular target area or sector. Third
 
unanticipated effects remain unanalyzed. 
Fourth several projects
 
are operating in the 
same area or sector, for this effects of one
 
project cannot be separated from the effects of others for
 
evaluation purposes. Fifth because projects operate within dynamic

political and economic settings, many factors external to the
 
project's setting also influence outcome.
 

2. EVALUATION - HOW EVALUATION FINDINGS ARE USED -


Evaluation as a profession meets two criteria for 
a useful impact

study: a program has been implemented and for a sufficient time 
for results to have occurred. A third criterion for useful impact
studies is also present: someone wants to know. Evaluations can 
provide data, identify strengths or weaknesses and provide varied 
comparative information, but they cannot decide. An internal 
evaluation is intended to have use for organizational improvement 
- whether they are descriptive, formative or summative in actual 
design. External evaluators have sometimes designed and conducted 
evaluation to satisfy criteria in a request for proposals. By

virtue of being closer to the programmatic situation, the internal
 
evaluator has greater opportunity to make evaluations useful.
 

Utilization of evaluation findings presents many 
challenges and
 
choices to evaluators. It also places many demands on their time
 
and requires the development of skills and abilities.
 

Rich (1975) has identified the use of evaluation finding as
 
instrumental and conceptual. In the instrumental use of evaluation
 
specific fact inputs are used in documentable ways to answer
 
specific questions. The conceptual use influences policymaker's

thinking about an issue but not necessary results in a documentable
 
use of specific information. While instrumental uses of evaluation
 
results may be relatively rare, conci-tual 
uses can have a long 
term and significant impact on policy decisions, how problems are
 

defined, and in setting overall policy directions that are
 
compatible with accumulated knowledge. Nagel has indicated that a
 
more common use of an evaluation study is to solidify a direction
 
in which an agency is already heading or to raise questions that 
might modify an established course.
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To maximize the utilization of evaluation findings six steps have
 
been identified -

1. Marketing Evaluation as a worthwhile Service:
 
Marketing is that change in executives' conceptual framework
 
(Rich, 1975) such 
that every time they are involved in an
 
upcoming major decision, they call on an evaluator to gather

and present relevant information about the issue.
 

2. Developing and Focusing Policy Questions:
 
When policy questions 
 are not of major concern to
 
policymakers, the use evaluation
potential of 
 findings is 
minimized and the credibility of the results jeopardized.
Another issue relevant to the topic of policymaker is the pros
and cons of in - house evaluations seeking outside funding for 
research projects. 

3. Plannn- and Designing the Evaluation:
 
This activity involves taking an identified policy question

and developing it into an evaluation study. To be successful,

evaluators must use their knowledge of the system and of the
 
program being studied. To plan and design the most appropriate

evaluation, it is usually necessary to 
 have numerous
 
discussions with field and executive staff to understand the
 
program or service to studied arid
be the expectation of the
 
study. Once a preliminary plan is developed, discussions are
 
necessary with stakeholders, as well as with those who have
 
requested the evaluation or who may be impacted by its
 
results.
 

4. Conducting the Evaluation:
 
The activity includes implementing the design and analyzing

the data. Interpretation of results must be decision oriented.
 
The evaluator should not think that a purely descriptive study

will be useful. Evaluator should also be concerned 
about
 
achieving credibility for the evaluation. Another major issue
 
in conducting evaluation is how to continually involve
 
decision makers 
so that their interest is not lost and they

will be primed to use the study's results at some future time.
 
An evaluation with a 
seriously flawed methodology will have
 
limited instrumental uses 
and may even damage conceptual uses
 
by casting doubt on the evaluator's credibility.
 

5. Translating Findings:
 
This activity focuses on 
knowledge and communication and has
 
both technical and interpersonal aspects. Interpersonal
 
contacts can have 
an impact on conceptual uses of evaluations 
by building a positive image of the evaluator, maintaining
involvement, marketing the evaluation service, arid shaping 'he 
decision maker's thinking on this subject. The use of case 
studies and anecdotal data is helpful in making others 
understand and utilize evaluation results. 
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6. Making People Pay Attention to Evaluation Results:
 
This activity relates most to 
 instrumental uses of 
evaluations. An important ingredient,in ensuring an evaluation 
use is knowledge about the legislative, state or agency
decision - making processes to be impacted. If an evaluator 
expects evaluation results to have a systemwide impact, then 
someone has to be willing and sufficiently interested to act 
on them. 

Failure to 
use evaluation results, instrumentally or conceptually
 
means a failure of the evaluation itself. Just as we make every

effort to secure resources or to make design modifications to
 
ensure that the evaluation is effective 
, so should we act to 
maximize its utiliz-tion. 

3. HOW RAPID LOW COST METHOD IS USED TO INVOLVE STAKE HOLDERS -


Several rapid, low cost data collection method exist that can
 
provide useful information for project monitoring and evaluation.
 
These methods gathers information which can be used to support the
 
impact assessment strategies. A*.hough these methods do not involve
 
rigorous procedure for data collection and analysis, they can
 
deliver relatively accurate information on a wide range of
 
subjects. In many cases such approaches can substitute for 
more
 
expensive, rigrous methods to save 
resources and time. They are
 
usually fiore appropriate for understanding a phenomenon or process

than for measuring it precisely.
 

Th. five major types of 
rapid, low cost methods are as follows:
 

1. Key Informant Interviews:
 
This method is the most widely used rapid low - cost data 
collection method. These interviews involve in - depth

discussions on a specific topic with tknowledgeable persons in
 
order to obtain data opinions, and perspectives on a topic.
 

2. Focus Group Interviews:
 
In focus group interviews, participants discuss ideas, issues, 
and information among themselves under the general supervision
 
of a moderator.
 

3. 	Community Interviews:
 
It takes the form of community/village meetings open 
to all
 
members. Experience has shown 
that community interviews can
 
be a valuable source of information and ideas for development
 
projects.
 

4. Direct Observation:
 
This method involves intensive and systematic observation of
 
a phenomenon or 
process in Its natural setting.
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5. 	Informal Surveys:
 
The common perception of surveys is that of long studies based
 
on probability sampling which focus a multitude of
on 

variables. These are costly and time consuming and require a
 
sophisticated organizational apparatus.
 

Focus group interviews have long been used by marketing researchers
 
i',, industrialized nations to gauge the reactions of potential
 
consumer to new products o.nd services to discuss a specific topic.
 
Focus groups can generate a variety of information for development
 
interventions. They are especially useful for understanding 
the
 
perspective, attitude, behaviours and concerns of different groups
 
- project staff, project beneficiaries, field staFf involved, and
 
other stakeholders in a project. During the project implementition,
 
focus group inter,tiews can provide explanations for the behaviour
 
of the group the project is intended to benefit.
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