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PREFACE

The primary purpose of this institutional evaluation of
the Ministry of Communications, Works and Labour of the
Government of Saint Vincent 1is to identify problems
affecting the efficiency of the Ministries' financial,
technical, staffing and operating procedures, and to make
recommendations for their improvement. The following chap-
ters describe the present situation and discuss impediments
to achieving a high level of efficiency. Recommendations
are made which the §Study Team believes will improve the
efficiency of the Ministry and strengthen itfmanagerial
functions, Estimates of the cost of implementing the recom-
mendations are indicated when appropriate along with a pro-
jected implementation schedule.

The primary concern in the immediate future should be
the commitment to improve efficiency in the administration
and operation of the Ministry of Communications, Works and
Labour of the Government of St., Vincent and the Gren-
adines. Funds for the restoration and maintenance of roads
on St. Vincent are insufficient to provide the level of
service necessary to encourage expansion of its agricul-
tural resources and to provide incentives for future
expansion of manufacturing and other commercial
activities. Certainly St. Vincent could capitalize further
on its tourism industry if the many beautiful, interesting
areas of the island were more accessible. Efficiency in
management and operation will maximize the use of the
limited funds currently being made available by Parliament
and will position the Government of St. Vincent to receive
grants and other forms of assistance from various agencies
interested in development.
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Greater emphasis must be placed on the preservation of the
existing road system, Although the existing road system was
developed on a piecemeal basis, it nonetheless represents a
substantial capital investment which is vital to the health,
welfare and social needs of the people of St. Vincent. It is
not acceptable to allow these roads to deteriorate; the loss of
service and the cost of restoration would be prohibitive.

The farsighted public servants of St. Vincent have
recognized the important role that an improved road system

would play in improving the economic health of the country. The
current USAID-PIR project is a fine example of a road
improvement that will result in economic benefit. It is
important to continue this type of effort by developing a long
range road improvement program with priorities based on the
benefits which will accrue to the country.

The important guestion is "how can we preserve our
investment in the existing road system and provide for expanding
it as necessary to improve the econamic health of the Government
of St. Vincent and the Grenadines?"

An equally important gquestion 1is "how can we improve our

efficiency in order to maximize the use of existing funds as
well as grants which may become available?”
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EXECUTIVE SUMMARY

The primary purpose of this study is to make an
evaluation of the Ministry of Communications, Works and
Labour of the Government of St. Vincent and the Grenadines
(GOSV) and to develop recommendations for improvement of
the delivery of services. There is a recognition by the
Government and the people of St. Vincent of the importance
of the construction and maintenance of public facilities
and the need to improve the efficiency and productivity of
the Ministry,

The United States Agency of International Development
(USAID) therefore, approved funding for an Institutional
Evaluation of the Ministry of Communications, Works and
Labour to be conducted by‘a firm qualified in:

Institutional analysis
Public sector institutions in the English-speaking
Caribbean

Engineering management practices
Equipment operations management practices.

The Scope of this Institutional Evaluation includes the

following "Statement of Work:"
"ARTICLE Il - Statement of Work

The Contractor shall analyze the technical, managerial,
administrative, and financial operations of the MCw,
including the Government Funding Scheme, in order to



determine the nature and extent of institutional weak-

nesses

and recommend improvements, Specifically the

contractor shall:

(1)

(2)

(3)

(4)

(5)

(6)

Review the Ministry's staffing policies,
including job descriptions, compensation,
promotion, and standards of performance, and
assess the viability of the Ministry's
organizational structure;

Review the Ministry's financial management
operations, including budgeting, billing,
collection, and project accounting procedures;

Investigate the methods and assess the
effectiveness of inter- and intra-ministerial
communications;

Review the Ministry's procedures for managing
and administering specific project-related
activities;

Review the Crown Agents 1978 report concerning
the operation and management of the Government
Funding Scheme, and determine the extent to
which recommendations contained in that report
have been implemented and their effectiveness,
and assess the need for additional
improvements; and

Develop recommendations for changes to exist-

ing procedures, policies, organizational struc-
tures, and the GFS to improve the structures,
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Ministry's organizational efficiency and
strengthen management weaknesses. The recom-
mendations shall (a) be specific to existing
policies or procedures, (b) include an
estimate of the initial and recurring cost
implications related to their implementation;
and (c) be embodied in a timephased implemen-
tation plan. Recommendations should be sensi-
tive to the financial and legislative con-
straints under which the Ministry operates."

The imposed time constraints precluded the possibility
of a sufficiently detailed collection and analsis of data
to allow the formulation of a complete set of
recommendations. Therefore, the Contractor Study Team has
concentrated its efforts toward those areas in which
significant improvements appear possible.

The Study Team has attempted throughout this engagement
to gain an understanding of the functions of the MCW as
prescribed by the Parliament and various established regu-
lations, and to relate them to current needs and future

trends.

The above indicated "Statement of Work" was followed
and pertinent information gained from interviews of many
who are directly or indirectly involved (see Appendix A)
and review of various reports and official documents (see
Appendix B). Problems were identified and alternatives
considered prior to arriving at a series of recommenda-
tions.
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require the expenditure of funds while in other cases the
costs involved will be indirect. The Study Team has not
attempted to define methods for funding the recommendations
although several options appear possible, i.e., GOSV and
various types of grants.

Staffing Policies

The capability and productivity of any organization is
largely related to the quality of its members and the team
effort that can be generated. Questions have been raised
concerning lines of authority and the placement of
accountability within the Ministry. Questions have also
been raised <concerning the degree to which professionals
are used in decision making positions particularly with
regard to the maintenance of existing roads and other
public facilities,

It 1is recommended that a new and forceful effort be
made to improve employee efficiency and productivity by
establishing training programs, job descriptions,
evaluations of performance and incentives in the form of

variable salary increases based on performance, Expansion
of the office facilities of MCW will have a positive effect

on employee morale and efficiency.

It is also recommended that the organizational
structure be revised to reflect greater emphasis on the
preservation of the existing system of roads and to provide
for increased use of professionals in the upper levels of
management, This will encourage decision-making at the
lowest practical 1level with accompanying improvement in

efficiency.
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Fipapcial Mapnagement

The Ministry of Communications, Works and Labour finds
it difficult to obtain current, accurate information
concerning the status of various revenue and expenditure
accounts, including those of the Government Funding Scheme
which administers the repair, operations and assignment of
equipment in addition to the production and sale of crushed
rock., Delays in obtaining this information make it
difficult if not impossible to make effective, timely
management decisions,

It 1is, therefore, recommended that the MCW install a
comprehensive accounting procedure.

It is further recommended that a nicro computer be
installed with sufficient capacity to accommodate the
accounting needs of the MCW including GFS.

Commupications

Although official communications within the Ministry
concerning projects, personnel management and various
directives appear to be satisfactorily handled, there is
little effort made to inform the employees and the public
of the plans and priorities of the agency. In addition,
employees are not encouraged to communicate their ideas and
suggestions to management,

It 1is recommended that the Ministry make a concerted
effort to communicate its plans and priorities to the
employees and to encourage them to offer their ideas to
management,
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It is also recommended that the MCW communicate its
plans and needs to the public. The image of the Ministry
can be improved if the public understands the plans and
problems being faced by MCW.

Project Related Activities

Major capital works projects undertaken by the MCW,
whether funded by the GOSV or from outside sources, should
be managed by a project team with appropriate professional
and technical expertise and experience, In some cases
inefficiencies and delays are experienced during the early
stages of a project due to lack of understanding of
requirements,

It 1is recommended that MCW initiate the concept of
pre~construction meetings to familiarize staff and support
agencies (GFS) with the project schedule, equipment and
supply needs, and the standards of construction.

The economic health of St. Vincent is very closely tied
to the adequacy of its roads. It is a generally accepted
premise that additional mileage of all weather (paved)
roads would encourage development and improve its economy.

It is recommended that a 1long range program for
increasing the mileage of paved roads be developed,

Government Fundipng Scheme
The Government Funding Scheme is basically a support
agency within the Ministry of Communcations, Works and

Labour. Its primary responsibilities involve the purchase,
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operation and repair of all equipment used by MCW, and the
production and sale of <crushed rock. There is a lack of
coordination between GFS and top management of MCW
resulting in failure to accomplish projects on schedule and
within budget. Most problems are related to the lack of a
comprehensive accounting procedure and a clear definition
of GFS responsibilities and delegated authorities as
established under the Permanent Secretary and Chief
Engineer.

It is recommended that an accounting system be
established along the 1lines previously recommended in the
Miller Report (1976) and the subsequent appraisal made by
The Crown Agents (1978).

It 1is further recommended that lines of authority and
accountability be clearly established and enforced.

It may be worthwhile for MCW/GFS to consider the
development and installation of an Equipment Management
System which would further utilize the micro computer
referred to previously and in Chapter II.
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Summary of Cost Estimates

The

following tabulation

implementation costs.

Chapter
Numberx

II

III

Iv

TOTAL

Category/Specific
~Recommendation

Staffing Policies
Job Descriptions
Training

Financial Management
Install accounting
system, computer
purchase and training

Communications

Project Related Activities

summarizes estimated

— Estimated Cost
(U.S. Dollars)

MCw Capital Works Project

USAID PIR Project

Government Funding Scheme
Office Manager Advisor
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$45,000
50,000
$ 95,000
60,000
60,000
N/A
N/A
75,000
— 12,000
$230,000



CHAPTER I

STAFFING POLICIES

The general staffing policy and associated regulations
are set forth in detail in "Civil Service Orders for the
Public Service of St., Vincent," Chapter II (see Appendix
C). These regulations apply to all Ministries and agencies
of the Government of St. Vincent and the Grenadines
(Gosv) . The Ministry of Communications, Works and Labour
(MCW) employee "monthly" (staff) as well as "daily paid"

workers,

The "monthly" positions are filled through promotions
from within the MCW or by advertising for applicants in
accordance with the Civil Service Orders. The applications
are received by the Personnel Office which in turn obtains
recommendations from MCW. "Daily paid" workers are hired
directly by MCW.

There are two unions which represent the "monthly" and
"daily paid" workers. The Commercial, Technical and Allied
Workers Union generally represents all who are not in Civil
Service Positions, although "daily paid" workers who work
for only short periods often do not elect to join the
Union., Most Civil Service employees are represented by the

Public Service Union,

1. Job Descriptions

Based on interviews of key staff of MCW and a review of
the Civil Service Orders, the Study Team concludes that,



for all practical purposes, job descriptions are non-
existent. There are some references to the levels of
responsibility of MCW positions in a report prepared by
Pusinelli (1970). The purpose of the report, however, was
to establish relationships among various positions of all
Ministries in order to develop support for recommended
salary levels. Excerpts from the Pusinelli Report are
included in Appendix D,

It 1is obvious that the top management of the Ministry
would welcome the development of job descriptions. They
are genuinely interested in making MCW a more competent,
efficient organization and feel that job descriptions would
greatly assist them in their efforts.

Problems

Many employees do not have an understanding of what is
expected of them and, therefore, perform only those tasks
or assignments which are specifically assigned to them by
their supervisors. Not knowing what is expected of them,
employees have 1little incentive to improve themselves and

to exceed job requirements.

Employees cannot be effectively rated on their
performance when there are no job descriptions on which to
rate performance.

Top management and various levels of supervision cannot
effectively administer the activities of MCW when there is
no information concerning job responsibilities,
accountability and quantity and quality of work required of
specific positions within MCW,
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Recommendations

Establish job descriptions for all MCW Civil Service
positions and for "daily paid" workers employed on a

continuing basis.

Engage an Engineer/Management firm to assist MCW in
developing the job descriptions.

Estimate of Cost - Engage a personnel or management
firm, Three-person team for 25 days including travel,
subsistence and support =

Total $45,000(0.S.)

Implementation __Schedule - Allow one month after
contract execution for mobilization and one month to

prepare job descriptions.

2, Performance FEvaluation

Employees need incentives to achieve maximum perfor-
mance and production. Most employees will welcome a rating
of their performance and will respond to suggestions and
self-improvement programs, The result will be a more
efficient staff which takes pride in being members of a

good team,

The employees of MCW are very conscious of the impor-
tance of roads to the economic health of St. Vincent and
will look forward with enthusiasm to being part of an
organization which provides an important public service and
is respected by their friends and neighbors,
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Presently, the only evaluation of employee performance
is contained in a "Confidential Staff Report" (Figure 1),
which is submitted at the end of the year. It is unclear
as to whether all supervisors submit reports for employees
under their supervision of whether the Chief Engineer
prepares all reports.

In any event the evaluations are not reviewed with the
employees and no visible effort is being made to correct
deficiencies through a self-improvement program. The above
indicated evaluation 1is not wused to determine salary
incremental increases.

Problems

There 1is an apparent lack of interest on the part of
employees which appears to be partially due to a lack of
understanding of what is expected and partially due to the
fact that salary increases will be received regardless of
how well they perform,

Overcrowded and inadequate office facilities within the
MCW also have an adverse impact on the production and
efficiency of the employees. A recent study (1981)
indicated that the office accommodations of MCW averaged
only 39 s.f. per person which is approximately 1/2 of the
recommended average (75 s.f.) and substantially below the
average of 50 s.f. for the entire public service of St.

Vincent,

Recommendations

Institute a system of annual performance evaluations,
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Evaluations should be made of employees by their
supervisors. Prior to submitting to the next higher level
supervisor, the evaluations should be reviewed with the
employee and a suggested program of self-improvement
planned.

Provide additional office space to meet current needs
as well as needs associated with anticipated expansion of
the MCw staff.

Estimate of Cost - Negligible regarding performance
evaluations. Cost of additional office space required not
estimated.

Implementation Schedule - Within one year after job
descriptions have been established.

3. Compensation

Salaries of «civil service positions are contained in
the Government's Annual Estimates of Expenditures and
approved by Parliament. The minimum and maximum salaries

for each classification are set forth along with the annual
increments, Civil Service Orders, Chapter IV, paragraphs

4,1 through 4.7 address salaries and incremental increases
and are included in Appendix C. Paragraph 4.6 provides
that the annual increments will be paid except when the
Head of the Department consideres that it should not be
paid for reasons set forth in the Regulations of the appro-
priate Service Commission, The Study Team found that
salary increments are paid rather routinely and found no
instances where they were withheld.



Problens

There is lack of incentives for employees to improve
their performance because they can expect to receive annual
increases in salaary (increments) regardless of their
performance.

Recommendations

Provide the Permanent Secretary with authority to grant
variable incremental salary increases based on performance.

In addition, the Ministry of Communications, Works and
Labour should consider providing other incentives for their
employees., Incentives need not be limited to the salary
incremental increases referred to above. The following are
examples of incentive programs that might be considered:

Formal _recognition - This can be in the form of pla-
ques, certificates, or a recognition dinner for those whose
performance has been outstanding.

Bopuses - A bonus program can be established at very
minimal expense to the Government. Bonuses can be awarded
to employees for outstanding performance, and for employee
suggestions for improving the efficiency of MCW.

Estimate of Costs - Negligible
Impelementation _Scbhedule - It appears that an Act of
Parliament would be required in order for the Permanent

Secretary to grant variable, incremental salary increases
and implementation would, therefore, follow that action.
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The other incentives can be implemented immediately
following development of an incentive program,

4, Promotion

Vacancies are filled by promotions from within MCW
whenever the qualification and experience desired are
available. When it is not feasible to fill vacant
positions through the promotional procedure, the positions
are advertised in accordance with the Public Service
Requlations and the eligibility requirements set forth in
the Civil Service Regulations Chapter II, Paragraph 2.4, a
copy of which is included in Appendix C.

Problems

There 1is little potential for promotion from within the
MCW because of the 1imited number of positions available

and lack of turnover.

Recommpendations
None
5. Training

The MCW currently has no program for training its
employees, The one notable exception was found in the
Government Funding Scheme where a school has been estab-
lished to train mechanics. An instructor experienced in
the repair of heavy equipment uitilizes visual aids as well
as actual parts of various pieces of equipment,. The




program is producing results for GFS. A training program
is also being developed for equipment operators and will be
implemented as time and funds become available. Correct
and timely repair of equipment and proper operation will
result in savings by extending useful life and reducing the
amount of "down" time on equipment.

Problem

The Ministry of Communicaitons, Works and Labour is not
as dynamic as it should be. Little change is occurring in
its professional and technical capabilites. Responding to
changing needs is difficult because MCW staff continues to
function as it has for many years with little or not effort
being made to keep staff up-to-date and to modernize
techniques.

Recommendations

Initiate a series of training programs to improve the
efficiency and capabilities of various levels of MCW
staff. Training programs may range from routine meetings
with staff, to formal studies at a technical school or
university. Training programs/seminars should be specifi-
cally developed to accommodate the needs of MCW, such as:

Engineers
- new technology
- management training

- supervisory training
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Engineering Assistants, Overseers and Foremen
- supervisory training
- construction and maintenance seminars to
improve understanding of procedures, standards
and effective use of eguipment.

Several possibilities appear to exist for providing
training at various staff levels. Full time and part-time
studies for staff members could be encouraged by top
management with the cost to be borne by MCW or shared with
the employee. Training programs could be sponsored
cooperatively by MCW and the Ministry of Education, A firm
specialized in developing and presenting progdrams could be
engaged by MCW.

In addition the GFS should be authorized to proceed
with a training program for equipment operators.

Estimate _of _Cost - Assuming that a training specialist
is engaged for a year, the cost of setting up the
recommended training programs for new staff is estimated at
$50,000 (U.S.).

BDD funding is apparently available for training
eguipment operators.

Implementation _Schedule - Training can begin after
funding is authorized.

6. Orgapnizational Structure

The Chief Administrative Office of the Ministry of
Communications, Works and Labour is the Permanent Secre-
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tary, a Civil Service position. The Permanent Secretary is
the principal civil servant of the Ministry and responsible
for administering the activities of all departments and/or
divisions within the Ministry (Appendix D, Pusinelli
Report, Chapter 1IX, Paragraph 9.11). He is held account-
able for all expenditures as well as for the revenues
collected by the departments which comprise MCW. Based on
interviews of the Minister, Permanent Secretary and other
key staff, the study team concludes that the Permanent
Secretary 1is subject only to the direction of the Minister,
although this relationship is not contained in the
documents which were made available.

The Chief Engineer of MCW, subject only to the
Permanent Secretary, has overall responsibility and
authority for the operation and management of the Roads,
Building and Design Divisions. The Chief Engineer is
assisted by a Deputy Chief Engineer. At present several
professional engineering positions are vacant,

Organization <charts for the present Roads Division
(Figures 2 and 3) indicate the various levels of responsi-
bility assigned to professional engineers as well as the
non-professional supervisory levels. An organization chart
for the entire Ministry has been developed by the Study
Team on information received during interviews of staff
(See Figure 6). All positions shown on the charts from the
Permanent Secretary down to and including the Junior Over-
seers are in the Civil Service., - "Daily paid" workers
(equipment operators, mechanics, road gangs) are not Civil
Service employees.
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In addition to having jurisdiction over the Roads,
Building and Design Divisions, the Permanent Secretary of
the MCW 1is apparently responsible and has authority over
the Government Funding Scheme (GFS).

This relationship 1is shown on the present organization
charts for MCW and GFS, (Figures 4 and 5). 1In actual
practice, however, it appears that the Permanent Secretary
and/or Chief Engineer do not have an opportunity to approve
or disapprove many actions of the GFS.

Problems

There 1is <clearly a need to place more professionals in
responsible, decision-making positions, The Government of
St. Vincent and the MCW in particular, is responsible for
the employment of a very large work force. This is espe-
cially true in the Roads Division where many labour gangs
are employed. In addition, it appears that it may be pos-
sible to reduce the number of non-professional supervisory
positions.,

There is not sufficient emphasis on the preservation of
existing roads. The MCW Roads Division should be sub-
divided to provide for two units with responsibilities for
construction and maintenance, The current USAID project
will provide economic relief to banana growers and others,
but the project will only have a long-term effect if, once
it is constructed, it 1is maintained in good condition,
This illustrates the need to place greater emphasis on
maintenance. The activities of construction and mainte-
nance have not been clearly defined but are generally
considered as follows:
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Construction - Road reconstruction, rehabilitation
and/or re-surfacing over a continuous length.

Maintenance -~ Day-to-day reoutine work involved in
patching potholes, cleaning ditches, cutting grass, and
very short sections of surface treatment.

A proposed organization chart has been developed
(Figure 6) which provides for a Maintenance Unit in the
Roads Division. It also provides for additional
professional positions, and reduces the number of
non-professional supervisory positions.

The proposed organization chart establishes <clearly
defined 1lines of authority between the Permanent Secretary/
Chief Engineer and the GFS. Obviously, an organization
chart is not sufficient to establish enforceable lines of
responsibility and accountability. Clear direction must be
issued from the Minister or perhaps through an Act of
Parliament to establish these authorities, Once these
directions are in place, and enforceable, the administra-
tion of the entire Ministry, including GFS, will function
as intended and will result in a higher degqree of effi-
ciency and responsiveness.

Eecommendations

Revise the organizational structure to utilize profes-
sional engineers as Division Heads and to place the Deputy
Chief Engineer in charge of all Planning/Design activities
in addition to assisting the Chief Engineer in all MCW

matters.,

I-12
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Establish Construction and Maintenance Units within the
Roads Division with a Senior Engineering Assistance in

charge of each unit.

Two (2) additional engineering positions and one (1)
senior engineering assistant position would be required to
implement the proposed organizational change.

Eliminate four (4) junior road overseer positions and
four (4) timekeeper/checker positions

Estimate _of _Cost - It is estimated that the annual
increase in <cost due to the addition of engineers will be
approximately offset by the reduction in supervisory

employees,

Inplemeptation __ Schedule -  One (1) year after
organizational changes are approved.
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CHAPTER II

FINANCIAL MANAGEMENT

All activities of the Ministry of Communication, Works
and Labour are funded from the General Fund. A trust or
dedicated fund has not been established.

Revenue which supports all activities of the Government
of St. Vincent are derived from various types of duties,
income taxes, licenses and fees. Revenue is also earned by
various arms of the GOSV, i.e., harbour receipts, airport,
post office, etc. An abstract of revenue, taken fromthe
1983/84 Annual Estimates, 1is shown in Figure 7. Special
projects such as the USAID-PIR projects are funded by
grants from sources other than the Government of St.
Vincent.

Planned expenditures of MCW are shown in the Annual
Estimates which must have the approval of Parliament.
Capital Projects are 1listed individually along with the
funding authorized for each. An Abstract of Expenditure
taken from the 1983/84 Annual Estimates is shown in
Figure 8,

Problems

The Annual Estimates contains a 1listing of the MCW
Capital Projects but there is 1little effort made to
differentiate between these projects and day-to-day
maintenance activities,
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'0011 Loan Repayment .. -— 20 " 20 -—
) BRVENUE EARNED
0020 Xarbour Roceipts . .| 880,000 565,000 95,000 021,683
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. EBTIMATES 1083/84
PART I—RECURRENT
ABSTRACT OF EXPENDITURE
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The Study Team was unable to find evidence of an
accounting procedure sufficient to realistically justify
all revenue and expeditures of the MCW, including GFS. The
Permanent Secretary and Chief Engineer are unable to obtain
an accounting of day-today activities such as:

- status of expenditures on capital projects,
inventory of stores, sales of materials to other
Ministries, status of employee vacation and sick
leave usage.

- lists of employees in various classifications,
their pay level, hours, etc,

Recent audits have apparently been less than
satisfactory concerning the record keeping of MCW and GFS,
although the study team was not able to obtain a copy
(considered confidential).

There is a serious concern on the part of the top
management of MCW with regard to the revenue reported by
GFS, although the Study Team was not able to obtain a copy

(considered confidential).

There 1is a serious concern on the part of the top
management of MCW with regard to the revenue reported by
GFS and referred to as "profit." They are concerned over
the excessive emphasis on reporting "profit" and feel that
the equipment rental rates and crushed stone charges may
be too high which in turn inflate the cost of all work
accomplished by the Ministry.
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The current administration has taken action to
eliminate obvious inefficiencies within the Ministry. A
previous practice involved preparation of various types of
vouchers and reports by Engineering Assistants and
Overseers on Saturdays, which involved a large number of
hours paid for by the Ministry. This practice has been
stopped and the reports are being prepared during the
regularly assigned hours or on the employee's own time.

Recommendations

A qualified firm should be engaged to develop and
install a comprehensive accounting system which will
accommodate the needs of the MCW, including GFS. The firm
should also provide training for MCW staff in the operation
of the system,

The Miller Report (1976) included specific
recommendations for an accounting procedure for GFS. The
Crown Agents Appraisal (1978) generally supports the
recommendations of the Miller Report. The Study Team
believes that the procedure recommended would be
acceptable.

It is further recommended that consideration be given
to the purchase of a microcomputer with sufficient capacity
to handle the accounting requirements of MCW including
GFsS. Consideration should be given to providing a computer
terminal in GFS to facilitate input of all revenue and
expenditure data.

The purchase of a computer will not in itself improve
efficiency. However, proper training of personnel in the
I1-3




input of data and development of necessary output reports
will provide various levels of management with a tool which
will assist them in making effective decisions.

Estimate of Cost - Cost estimates can be included in
two general categories: (1) start-up Cost estimated at
$60,000 and including the installations of an accounting
system, training and the purchase of a micro computer; and
(2) continuing costs which should be negligible.

It is assumed that MCW employees will be trained to
utilize the computer in the operation of the new accounting
system.

Servicing of the computer should be considered at time

of purchase or should be provided by the servicing agency
presently maintaining the General Accounting Computer.

Implementation Schedule - One year after funding has
been approved. Approximately January 1986.
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CHAPTER III

COMMUNICATIONS

Communications within the MCW are very often informal
using telephone messages and personal contacts. The more
important communications involving official directives,
changes in scope of projects, specific directions
concerning employee activities and approvals of requests,
vouchers, etc., are written. A rather comprehensive set of
regulations concerning communications 1is included in the
Civil Service Regulations, Chapter IX, "Correspondence and
Public Business." Chapter IX is included in Appendix C.

Problems

There is a lack of effective communication from top
management of the MCW to various levels of staff and to
emnployees in general, Some fo the staff and most employees
are not familiar with the goals and objectives of the
Ministry. Most governmental and private agencies have
found that their employees want to be good members of the

organization they represent.

Not only should the MCW communicate with staff and all
employees concerning its programs, but it should encourage
them to communicate their ideas to management. Many
excellent ideas lie dormant within the minds of employees
because of a 1lack of encouragement or some means to share
them,




The Study Team found little evidence of any effort by
the MCW to communicate with the public concerning its
programs, funding problems, and the priorities which are
being established. As an example, the Study Team found no
one outside of MCW and very few within MCW that were even
remotely aware of the Ministry's effort to improve itself
through this USAID Institutional Evaluation.

Recommendations

Improve communications with the Ministry and with the
public. This can be accomplished by:

Scheduling meetings with staff and distributing
newsletters throughout the Ministry.

Public or neighborhood meetings <c¢oncerning current
projects and/or long-range goals.

Television, radio, and newspaper announcements,

Flyers - one sheet announcement concerning projects
(distributed throughout affected area).

Estimate of Cost ~ Negligible

Implementation Schedule - Immediately

II1-2
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CHAPTER IV

MANAGEMENT AND ADMINISTRATION OF
SPECIFIC PROJECT RELATED ACTIVITIES

The Ministry of Communications, Works and Labour is
for administering various capital works
addition to the more routine maintenance of

and roads, Capital Works Projects involve

and roads and generally consist of more extensive
They are included

responsible
)projects in
buildings
buildings
work then than considered maintenance.
in the Annual Estimates which must be approved by

|
|

Parliament,

The u.S. Agency for International Development is
currently funding and administering a Productive

Infrastructure Rehabilitation (PIR) Project. This type of
although uniquely funded, is also a "capital works

project,
project.”

1. MCW Capital Works Projects

At the present time the "capital works projects”
included in the Annual Estimates (other than those funded
by grants from other agencies) are programmed for

on a monthly basis. Projects to be undertaken
following month are included on a Ministry form

construction

during the
which provides information concerning the estimated cost of

labour and materials. This estimate is prepared only a few
days prior to the month in which the work is to be done.




The Senior Engineering Assistant, a non-professional,
has direct responsibility for the supervision, preparation
of estimates and scheduling of all work by the Roads Divi-
sion, The Roads Division is comprised of North and South
Divisions each under the supervision of Engineering Assis-
tants (non-professionals). These divisions are made up on
nine districts, staffed to handle work on roads in various
areas of St. Vincent. One district is responsible for work
on the 1Island of Bequia. This organization currently has
responsibility for routine maintenance as well as "capital
works projects." In addition to the Senior Engineering
Assistant and two Engineering Assistants referred to above,
the work of the Roads Division involves lower level super-
vision by four Senior Road Overseers, eight Junior Road
Overseers and 12 Timekeepers/Checkers.

The road system for which the Division is responsible

consists of the following:

360 miles of all weather or paved roads
326 miles of secondary roads.

The 326 miles of secondary roads consists of:

250 miles - rough, motorable
72 miles - tracks and byeways

Problems

Considering the number of miles of road involved, the
type of terrain and the number of employees it appears that
the Senior Engineering Assistant cannot provide effective
technical supervision of the work in addition to the
preparation of estimates and general planning of the work.

Iv-2
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There appears to be a lack of engineering associated
with the planning, design and supervision of capital works
projects.

There are too many layers of supervision at the
district 1level and perhaps too many districts considering
the miles involved and the distances from Kingstown.

There are many miles of unpaved roads which serve
agricultural areas and are not usable by visitors wishing
to see many of the beautiful areas of St. Vincent. Not
enough emphasis is being placed on construction of
all-weather roads.

Recommendatiops

Revise the organization of the MCW to provide for
additional enginneering positions and reduce the number of
lower level supervisory/timekeeper positions (see Chapter
I--Staffing Policies).

Promote a 1long range program for construction of
all-weather roads. Engineers should survey needs,
establish priorities and estimate costs. To be effective
the 1long range program must consider needs two to five
years into the future and it must be revised annually.

Estimate of Cost - The Minister, Permanent Secretary
and ultimately the Parliament will have to decide on the
size of the commitment of funds. Grants from outside
agencies may also be dedicated to this program.

Implementation Schedule - Following funding approval.
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2. USAID Productive Infrastructure Project

A USAID Grant Agreement was approved in September, 1982
which provided for equipment, technical assistance and
direct costs of rehabilitating 12 miles of roadway and
three bridges on the Island of St. Vincent (see Figure 9).
In determining which roads would be rehabilitated, a study
was made and priorities established based on condition,
traffic volume, economic and social impacts.

Following approval of the Grant in September, 1982,
actual rehabilitation activities began in April, 1983, All
work included 1in the project has now (November, 1984) been
completed with the exception of approximately two miles of
rather major restoration, At this point the Project
Manager for USAID estimates that the project is on schedule
and within budget.

The project grant provided for obtaining several pieces
of construction equipment for use of the project.
Maintenance and repair of the equipment are the
responsibility of the Government Funding Scheme.
Additional equipment and operators are assigned to the
project by MCW/GFS. It is understood that the equipment
obtained under the USAID Grant will be turned over to
MCW/GFS upon completion of the project.

The project is being constructed in segments
approximately two miles in length with estimates for each
segment prepared by the MCw Engineer subject to
concurrence by the USAID Project Engineer. The estimates
are sent to USAID and eventually approved for a Fixed
Amount Reimbursable (FAR) agreement,
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Problems

During the early stages of the project, progress was
substantially slower than originally planned and costs were
higher than estimated. A substantial part of the
difficulties encountered during the initial stages is
attributed to a 1lack of understanding of the involved
rehabilitation techniques and lack of supervisory
experience. As the project continued, many of the routine
delays and various inefficiencies were corrected and the
project 1is now on schedule and is estimated to be completed
within budget. In addition, present administration of the
MCW has become more involved in the project and has been
able to cause improvement in coordination between GFS and
MCw.

Problems have been encountered in obtaining sufficient
quantities of crushed rock from GFS, which in turn caused
delays and resulted in 1lower levels of production than
planned. At times the necessary equipment could not be
obtained from GFS as originally planned which caused a
decline in productivity. GFS did not always give priority
to the project equipment needing repair and very often
replacements were not made available. The Study Team
learned that the USAID project on St. Vincent is operating
at a much 1lower level of efficiency than a similar USAID
project on St. Lucia. The reason indicated is that the
GFS/St. Vincent 1is more autonomous and does not always
respond to directions received from the MCW,

The USAID project office has encountered a number of
GFS billing errors and/or discrepancies involving equipment
hours, repair costs and charges for crushed rock and other
supplies.
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Recommendations

Devote time and funds necessary to familiarize project
supervisory staff, GFS and MCW, with the administration and
operational procedures prior to commencing construction,

This will reduce the inefficiencies which occur during
the initial phase of the project.

Also, establish clear lines of authority and
accountability between MCW and GFS., It must be made clear
that priorities for assignment of equipment and operators
cannot be changed without approval of the Chief Engineer.
This recommendation is described in Chapter I--Staffing
Policies,.

Thirdly, establish a comprehensive accounting system in
MCW/GFS. This recommendation is detailed in Chapter II--
Financial Management and Chapter V--Government Funding
Scheme.

Estimate of Cost - Negligible.

Implementation Schedule - Just prior to beginning of
project,
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CHAPTER V

GOVERNMENT FUNDING SCHEME

The Government Funding Scheme (GFS) was formed as a
result of the Miller Report proposal of 1976. A Board of
Control was set up for financial control and because of the
type work performed, the MCW was made responsible for its
operation,

The organization 1is responsible for maintenance and
repair of all MCW vehicles and equipment, and some
vehicles/equipment of other ministries. It operates as a
separate entity in that income derived from equipment
rented to both government and private enterprise and
receipts are returned to general revenues, It also
operates and maintains several crusher plants and sells
crushed rock to the public and private sectors from the
Arnos Vale Quarry.

Yearly expediture estimates are prepared by the GFS and
the GOSV funding for its operation appears in the Public
Works Department section of the Annual Estimates. However,
it 1is shown separately as a revenue/expenditure account in
the Approved Estimates (see Figure 10).

Present Organizatiop

The GFS functions under two separate heads; the Board
of Control for ensuring a financially viable organization;
and the MCW for administrating a viable equipment support
facility for the GOSV (see GFS organization chart, Figure
5).
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- GOVERNMENT ¥UNDING ' SCHEME 1084/85
- N i $ s s
TOTAL REVENUE 5,000,000 |-
EXPENDITURE - :
I;:?oual Emoluments® (As under) -— 820,086 ;i
our — !
Supplies =1 A%l |
Insurance " a— ’ 75'000 |
Travelling and Subsistence - 26 000 !
Jther Charges -— 10:000 ’
Total &pmditun — ' 4,000,000- '
Surplus and Profit (Replacement) . ' ' 1.000,0(!)
"-*Breakdown of Emoluments ‘ - -
I S 1,000,000
Numbers ‘l \ ‘
S exs 108171984 : ;
R U : :
1 1 General Manager (P12--7) .,_E 26,424 \
1 t *Engineer (P23—7) N - 17,748 ~
1 1 *Senior Executive Officer (P24—19) 16,714
1 1 *Technical Supervisor (P24-—12) — 22,896
1 1 *Lxecutive Officer (P29—35) - 14,790
1 1 Transport Officer (P30—24) - S 13,386
) 1 Storekecper (P34—28) - .o-» - - 10,812
2 3 *Prineipal Mechanics (P36-—24) ) 40.158
5 5 *Senior Mechanies (P34—28) . - . 80,144
5 5 ® Junior Mechamcn (PH—-—%) " - 41 970
1 1 'Assxshnt Sto’reks;per (?“—.86) = 7.002
1 1 *Tool and Time Checker (49--40) .. 5364
1 '3 *Junior Clerks, (P49—38). .. 17,244
1 1 °We1dn/mter (rﬁ-i-zs) AT ;-...: 10,812 ,
o ) *Heavy Eqmpment Operator. 4?34-—28)' 24,432 329,986
K % 229,988

FIGURE 10
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The Board of Control 1is made wup of the following

members:

Chairman: Financial Secretary, Ministry of
Finance

Members: Permanent Secretary, Ministry of Trade
and Agriculture
Permanent Secretary, Ministry of
Communication and Works.,
Accountant General
Chief Engineer, Ministry of
Communication and Works

General Manager, GFS.

While the full scope and authority of the Board has not
been made clear, nevertheless the Board is responsible for
ensuring efficient and viable GFS operation, In
particular, they approve the hire rates for all government
owner eqguipment and the sales price of all aggregates sold
to government entities and private enterprises, This
presents quite a dilemma to the Board members, since the
present rental rates do not <cover the true costs of
operating the ©plant or the vehicle/equipment pool. On the
one hand, 1if they vote to raise the rental rates their
Ministry's budget expenditures are increased, whereas, if
they don't increase the rates, the government 1is
essentially subsidizing the private sector by keeping the
rates unrealistically low. Equipment rental rates for
public and private sectors are chown in Figure 11.

The GFS organization 1is administered by the General
Manager under the Fermanent Secretary. The General

Manager also serve on the Board of Control. There ae four

V-2
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ST. VINCENT GOVERNMENT FUNDING SCHEME
HIRE RATE/PER HOUR

EQUIPMENT AND VEHICLE

Caterpillar D6 Bulldozer
Caterpillar D5 Bulldozer
Caterpillar D4 Bulldozer
J.C.B. 2D (T-4656)
Grader 12 Ton Medium
Caterpillar 944 F.E.L.
Compressor VT 4 125 cfm
Compressor VT5 250 ¢fm
10 Ton Roller

Pedestrian Vib. Roller
Compactor (Towed) & Tractor
Crusher (Stone)

Grader (Small)
Back-Actor (Hymac J.C.B.)
Duplex Crusher

South Rivers Crusher
Camden Park Crusher
Belair Crusher

Union Crusher

Richmond Crusher
Monte Bella

Coles Crane

Low Loader (30 ton)
Buggy (1 ton Dumper)
Fuel Rowser

Spray Truck

(600 gals) Bitumen Dist.
Concrete Mixer 10 ft.3
Concrete Mixer 5 ft, 3
Spray Pump

J.C.B. 807B Back Hoe

3" Water Pump

Swipe Tractor

7 Ton Tipper
15 cwt Vans
Land Rovers
Poo!l Cars

Air Port Yan

Source:
Government Funding Scheme

GOVERNMENT

92.
92.
72.
56.
88.
64.
32.
40.
20.
10.
20.
80.
50.
80.
€0.
30.
60.
70.
30.
30.
30.
150.
140.
72.
160.
160.
160.
96.
72.
35.
90.
50.
160.

Government
"A'" Per Day

00
00
00
00
00
00
00
00
00
00
00

per day
per day
per day
per day
per day
per day
pet day

per day
per day

Government
"B" Per Hr.

112.00
40.00
56.00
48.00

14.00
10.00

7.00
12.00

1,950.00 per mo.

PRIVATE

152.00
152.00
120.00
88.00
140.00
108.00
56.00
66.00
30.00
15.00
30.00

112.00
120.00

195.00

182.00

16.00

56.00

56.00

56.00
144.00 per day
128.00 per day

60.00 per day
240.00 per day

Government
"C" Per Hr,

36.00
15.00
22.00
18.00

FIGURE
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divisions under the general manager, namely, (1) workshops,
(2) plant and vehicle hire, (3) administration,and (4)
training. There 1is no formal accounting function in the
organization,

The General Manager has several advisors on his staff
to assist in providing overall management for the GFS.
They are funded by the British Development Division (BDD)
and are appointed for wvarious periods ranging from
twenty-four months to short-term period of six months.
Early on in the formation of the GFS, the Government
recognized the need for a technical manacement team to
implement the organization and make it a self-supporting
MCWw vehicle/equipment service facility. The team was to
gradually phase out their positions by training Vincentian

counterparts to replace them.

At present, there are three advisory positions filled
by one mechanical engineer, one mechanical supervisor and
one stores manager. The mechanical supervisor is also the
training instructor for the classroom and on-the-job
training. The stores manager was recently engaged for six

months to set up a spare parts inventory control system
which 1includes a complete reorganization of the parts

facility, modern record keeping processes and the training
of counterpart personnel, An additional training
instructor is scheduled to arrive in January, 1985,

The Transport Office has responsibility for maintaining
control of all GFS vehicle/equipment movements coming into
and going out of the workshop. They are expected to know
the 1location and status of all eqguipment used at the

worksite, whether it 1is wused by Government or private
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enterprise. They are also asked to assist at times, in the
selection of equipment for hire. Quite often the request
for equipment by a private entity is not the most practical
or cost effective alternative for the job. When equipment
rental requests are sent in, there are times when they are
received later than the two days advance notice
requirement. As a result, the planned usage schedules are
often disrupted which <can cause problems in the repair
shops. Emergency road work requiring rapid dispatch of
eguipment can be done without prior written approval, even
to the extent of transferring equipment from one jobsite to
another, Routine maintenance schedules and equipment
overhaul status reports are prepared by the Transport
Office.

The Workshops Division 1is responsible for repair and
maintenance of 122 units of construction equipment,
vehicles, and rock crushers. The majority of equipment is
serviced and maintained in the shops. Normally, heavy
construction equipment is maintained in the field, When in
need of overhaul it is returned to the workshop. Mechanics
have been trained to observe good preventive maintenance

practices.

The Administration Division is responsible for
clerical/ typing services, warehouse receiving and

dispatching, and equipment record keeping.

The Training Division is responsible for the selection
and testing of candidates for the five-year apprenticeship
program, They also evaluate performance of skilled and
semi-skilled personnel in the shops.



The GFS manning chart 1is composed of civil service
officers as well as non-civil service employees. The
non-civil service employees are unionized and on daily
labour rates. While disciplinary action may be taken by
the GFS staff, dismissals can only be initiated by the
Permanent Secretary.

Workshop Facility

The main workshop facility is a covered structure with
twelve open-sided stalls, Additional repair operationg go
on outside the main shop area. Temporary shelters house

equipment for which repair parts are readily available.

The machine shop, body and paint shop, and electrical
shop are conveniently located adjacent to the main shop.
Shop equipment in these facilities appears to be in good
condition and adequate for the type of maintenance work
required. The oxygen/acetylene generator plants, which
were recently purchased, have substantially reduced the

cost and downtime of equipment needing welding repairs.

At present, the workchop compound area is vulnerable to
unwarranted intrusions and it is difficult to control the
entry and exit of unauthorized personnel, The General
Manager has recommended a complete fencing system as first

priority.

Traipipg Facility

Within the eguipment workshop compound, a building has

been renovated for use as a mechanical/electrical training



facility, Training aids 1include cutaway parts, models,
visual aids, written materials and lectures, Training
courses include both hands-on type training in the shops as
well as formalized training in the classroan. A five-year

apprecticeship program has recently been initiated.

Rock Crusher Plants

The GFS operates and maintains the crusher plant
located at Arnos Vale quarry. MCW's other quarries use
portable <crushers which are operated by MCW personnel to
supply aggregates for Government use only. Crushed rock
and asphalt plantmix sales to the private sector are made

only from the Arnos Vale quarry.

Spare Parts/Supplies Warehouse

The existing facility is undergoing a complete
renovation. Additional space has been allocated; new bins,
racks and shelving are being build; and an inventory

control system is underway.

Vehicle/Eguipment Pool

The GFS 1is responsible for providing an adeguate
vehicle/equipment pool for the MCWw and several other
governmental agencies (see vehicle/equipment list, Figure
12). For MCW construction equipment, rental rates include
operators and helpers. The USAID equipment purchased under
the PIR grant agreement is maintained by the GFS. However,
the operators and helpers are funded by the project. When
the PIR project 1is completed, the equipment will be
transferred to the GFS pool for future road maintenance

WOIK .
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Vehicle/Equipment List

November 5, 1984

Type

Dump Trucks

Front End Dumpers
Steel Rollers--10 ten
Vibrator--Roller 1 ton
Concrete Mixers

Air Compressors

Front End Dumpers
Excavators

Graders

Bulldozers

Fuel Truck

Low Loader

Asphalt Distributors
Asphalt Emulsion Sprayors
Airport Wagon

Land Rovers

Motor Cars
Agri-tractors

Crushers

Asphalt Plants

Figure 12



Funding

For 1984/85, the GFS estimates revenues to Dbe
$5,000,000 EC from equipment rentals and crushed rock
sales, Expenditures for the same period are estimated to
be $4,000,000 EC, earning a surplus or profit of $1,000,000
EC. A review of the expenditures indicated that no charges
were made to the depreciation account for plant or
equipment and no credits were given for the four
expatriates funded by the BDD,

It 1is not fully understood how the rental rates for
plant and equipment are computed., However, it is safe to
assume that if the depreciation account, all overhead
costs, utilities, and counterpart salaries are not
included, the present posted rental rates <could be
unrealistic and probably too low, at least to the private
sector, (Further discussion on rental rates can be found in

the problem areas section.)

Problems

Significant progress has been made in the GFS since its
inception in 1976, As recently as a year and a half ago,
the organization was restructured, workshop facilities
improved, some accounting procedures established and
training programs initiated. Additional changes are still
necessary to further improve the management and operations,

The Board of Control is viewed as being ineffectual and
unresponsive to the needs of the GFS. One must consider
there would be no need for a Board of Control if private
enterprise did not have access to the government equipment
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rental system. Meetings are not held regularly--only one
in the past year. While the Board is not interferring in
the day-to-day operations, it is considered unsupportive to
GFS objectives. GFS 1is intended to be a self-financed
vehicle/equipment plant and rental facility which is
cost~efficient to the GOSV. The MCW with its three members
on the Board, should enlist support from the other members
in advising on structural equipment rental rates and

crushed rock pricing policy.

Financial  BAccountability -~ Before the GFS was
established to provide an equipment maintenance service to
the MCW and other Ministries, financial accountability was
fairly easy to identify--since it was part of the general
accounting system. However, when the service was extended
to the private sector and <crushed rock sold in the open
market, the need for a completely different accounting
system became apparent. The Miller Report addressed this
problem and proposed an accounting system with an
appropriate chart of accounts and 1ledgers which was
accepted,. Two years later the Crown Agents Report of 1978
appraised the situation and made recommendations for future
operations. Many of the recommendations were not fully
implemented., One important finding of the report stated
that 1little or no advisory staff was made available to
implement the program, Subsequently, BDD advisory staff
was employed and is still under contract to the GFS. There
is one position recommended in the 1978 report that has not
been filled, namely, the Office Manager. This person
should be fully conversant with commercial accounting
methods, and preferable have had some experience with the
operations of an equipment plant and vehicle maintenance

program,




Transportation __Office - Procedures for handling
equipment requests are in place. However, when there is a
request that does not follow the prescribed method, other
than emergencies which are treated differently, schedules
are disrupted, user service interrupted, and reallocations
required. This could be tolerated if the pool had surplus
or 1idle stand-by equipment. However, it is the intent of
GFS to have a fully utilized equipment pool and to minimize
idle or downtime, The transport office will need
additional information from the participating ministries
when annual estimates are submitted. Also annual
compilation of ministries' requests will help in upgrading
the pool and in planning an orderly equipment replacement
program, A modern equipment management system would be an
effective management tool.

Stores _Departpent - Present management has focused on
the much needed change in warehousing and spare parts
control. A Stores Manager has been engaged to address the
problem and put into place a viable spare parts/supplies
inventory control system. The restructuring of the
organization, physical plant and record keeping is in the
making. It is essential that a stores keeper and reliable
spare parts clerks be fully trained before they are

assigned to these responsibile positions,

Recommendations

Establish an Office Manager position responsible for
the administrative and accounting functions of the GFS.
This position should be filled by a competent trainable
Vincentian, In addition, a qualified advisor should be
engaged for one (1) year to provide the training.



Establish a dedicated Reserve Fund for equipment
replacement and upgrading the present equipment pool., The
Permanent Secretary should be made financially accountable
for the fund.

It should be clearly established that the Board of
Control 1is an advisory body to GFS in determining equipment
rental rates and the price of crushed rock for both public

and private use.

The Ministries who rent equipment from the GFS should
be required to submit yearly requirements by type and
monthly wusage. Revisions to the schedule can be made with
sufficient advance notice.

Establish a compr ehensive accounting system (see
Chapter II - Recommendation),

Cost Estimate - One Office Manager Advisor for one year
(Salary, expense and support) at a cost of $75,000.

Implementation Schedule - The Office Manager position
should be filled as soon as possible to facilitate
implementation of an appropriate accounting systen,

A Reserve Fund Account controlled by MCW should be put

in place as soon as possible.

Parts/supplies inventory control system should be
completed by March, 1985,

The Security Fencing proposal awaiting BDD approval,
should be completed within six months.



CHAPTER VI

SUMMARY OF COST RECOMMENDATIONS

This section of the report summarizes the wvarious
recommendations detailed in Chapters I through V, and the
related implementation costs.

Grouped by chapter headings, these include:

Staffing Policies

Establish job descriptions

Institute performance evaluations

Grant salary increases based on performance

Revise organizational structure

Emphasize maintenance

Add professional engineering positions

Reduce supervisory layers

Provide specific lines of authority and

accountability between MCW and GFS.

Finapcial Management

Develop and install comprehensive accounting procedure

Purchase micro-computer

Communications

Improve communications within the Ministry and with the

public,



Project Related Activities

Develop a long range all-weather road program
Provide pre-construction training

Governmept Funding Scheme

Establish Office Manager Advisory Position
Establish Dedicated Reserve Fund
Board of Control to act as advisory body to GFS

Ministries to submit yearly equipment usage estimates.
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Summary of Cost Estimates

The following tabulation
implementation costs.,

Chapter Category/Specific

Number _Recommendation

I Staffing Policies
Job Descriptions
Training

11 Financial Management

Install accounting
system, computer

purchase and training

I1I Communications

1V Project Related Activities

summarizes estimated

_ Estimated Cost
(U.S. Dollars)

MCW Capital Works Project

USAID PIR Project

\Y% Government Funding Scheme
Office Manager Advisor

TOTAL

VI-3

$45,000
50,000
$ 95,000
60,000
60,000
N/A
N/A
75,000
15,000
$230,000



APPENDIX A

LIST OF PERSONS INTERVIEWED

inistry of C . . I 3 Lal

Burton Williams Minister

Henry Gaynes Permanent Secretary

Rudy Matthews Chief Engineer

Jeffrey Cato Deputy Chief Engineer

Bradley Francis Engineer

Douglas Horne Senior Assistant Engineer

Benjamin Jermay Manager, Government Funding
Scheme (GFS)

E. M. Ollivierre Transport Office, GFS

Vincent Cambridge

Hugh Kirkpatrick Training Officer, GFS

U, S, Agency for International Development

Chester Teaford Barbados Office

Robert Fedel Project Manager
Osbourne Allen Project Office Manager
Other

Fred Providence Director of Audit



APPENDIX B

LIST OF REFERENCE MATERIALS

Productive Infrastructure Rehabilitation
Project No. 538-0082 September 17, 1982

Productive Infrastructure Rehabilitation
Project Amendment September 30, 1983

Statutory Rules and Orders, 1969
Public Service Commission Regulations

Government Estimates of Revenues and Expenditures, 1983/84
Government Estimates of Revenues and Expenditures, 1984/85
GOSV Financial and Store Rules, 1952

Ministry of Overseas Development Report
Crown Agents Report 1978, including Appendix D, Miller
Report

Evaluation Report - Roads, 1982
Morrison - Maierle, Inc.

General Structure, Salaries and Conditions of Service of
the Civil Service, 1965

Review of Report of the Structure, Salaries and Conditions
of Service, 1970



Civil Service Orders for the Public Service, 1970
Reprinted with Amendment, 1984

Note: The above 1listed reference materials were made
available to the §Study Team and were returned to
the pertinent staff upon completion of the study.



APPENDIX C

EXCERPTS FROM CIVIL SERVICE REGULATIONS

Chapter I1I, Appointments, Promotions and Transfers

Chapter IV, Salaries and Acting Allowances

Chapter IX, Correspondence and Public Business



CHAPTER_I1 APPOINTMENT, PROMOTIONS AND TRANSFERS

Authori : \

2.1 Save as may otherwise be provided in the
Constitution of St. Vincent and the Grenadines or in
regulations made under the Constitution appointments
to the Public Service are made by the appropriate
Service commission, The appointment of
non-pensionable officers and minor-salaried employees
is governed by the Public Service Commission

Regulations,

Effective date of appointment

2,2 The effective date of an appointment is the date
on which an office becomes eligible to receive the
full emoluments of the post, i.e., the date on which
he assumes duty. In the case of the officers
appointed from outside the State the date of his

arrival in the State.
Re—-employment of dismissed office

2.3 No officer who has been dismissed fram the Public
Service, whether fran a pensionable or non-pensionable
post, may be re-employed in any capacity without prior
reference to the Chief Personnel Officer,

Eligibili E oi he Publi ice

2.4 To be eligible for appointment to the Public

Service, a candidate must



(1) be over 17 years of age;

(2) possess such minimum educational
qualifications as may be prescribed from time
to time;

(3) except in the case of appointment to the
temporary staff, be certified by a Government
Medical Officer to be in sound health and
mentally fit for employment in the Public
Service;

(4) produce two recent certificates of good
character, of which one, if the candidate has
not previously been in employment, must be
from the head of the school or college he
last attended, or if he has previously been
employed, fram his last employer.

Married women in _the Public Service

2,5 A married woman who is appointed to the Public
Service shall not be exempt, by reason of her married
status, from any of the normal requirements and
conditions of her employment including regular
attendance, working overtime when required to do so
and the liability to transfer.

Temporary increase in staff

2,6 No expenditure shall be incurred on the employment
of temporary staff over and above the approved
establishment of a Ministry or Department without the
agreement of the Chief Personnel Officer and the
approval of the Ministry of Finance.



Medical reports on appointment

2,7

(1) The Government Medical Officer certifying a
candidate's fitness for employment must state in the
certificate of fitness that he has made a complete and
thorough examination of the candidate and that he has
enquired into the medical history of the candidate's
family,

(2) No fee 1is payable to the Medical Officer for
this examination.

(3) The Chief Personnel Officer will ensure that
no salary is paid to a person selected for appointment
to the permanent establishment who fails to present
himself for medical examination when required to do

S0,

(4) If an of ficer has already passed the
prescribed medical examination in respect of an
earlier appointment immediately preceding his
appointment to the permanent establishment, a further

medical examination may be dispensed with,

Further medical report

2.8

An officer, whether or not he 1is on leave of
absence at the time, may be required by the Chief
Personnel Officer, or at his own request may be
permitted to present himself for examination by an
approved medical practitioner, a Government Medical
Officer or a duly constituted Medical Board with a
view to ascertaining whether he 1is physically and



mentally capable to performing the duties of his
office or of any other public office to which his
appointment might be contemplated. The cost of such
examination, in the absence of any special regulations
or arrangement to the contrary will be paid from
public funds.

Record of service

2.9 Heads of Departments are required to maintain a
record of service on the prescribed form for all
officers of their Departments.

2.10 When an officer 1is appointed to a pensionable
office after non-pensionable service in an office in
which he has been performing the same or similar
duties, the period of his probation in the pensionable
office may be reduced by the length of his
non-pensionable service provided that there 1is no
break between his non-pensionable and pensionable

service.

Contracts appointments

2.11 The conditions of service of an officer appointed
on contract are those provided in his contract but he
may, during the duration of his contract, unless it is
specifically provided otherwise, benefit fram changes
in conditions of service applicable to officers of
equivalent grade who are appointed to permanent,
pensionable offices.

Overseas appointments - travel arrangements



2.12

The provisions of this Order shall apply to a
person who 1is selected from outside St. Vincent and
the Grenadines for first appointment to a public
office in St. Vincent and the Grenadines. The term
"children™ in this order means the 1legitimate and
legally adopted <children of the person appointed who
are below the age of eighteen years, ummarried, and
dependent on him, The term "passage" means a passage
by a route approved by the Ministry of Finance as a
normal route which may include journeys necessarily
undertaken in the course of removal.

The person appointed will:

(i) in the absence of any arrangements to the
contrary be provided with passages at the
expense of the Government of St. Vincent and
the Grenadines by an econanical and direct
route from his country of residence to St.
Vincent and the Grenadines for himself, his
wife, and children not exceeding four (4) if
they accompany him or follow him within
twelve months, The person appointed will be
required to execute a passage agreement in
the form prescribed in Appendix III to refund
the cost of the passage in certain
contingencies:

(ii) be paid full salary from the date of his
embarkation for St. Vincent and the
Grenadines; provided that half salary be paid
from the date of arrival in the State if the
officer travels by sea;
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(iii) be granted the following allowances for the
transportation of his baggage and personal
effects;

(a) Ocean Freight Charges

not exceeding five shipping tons (or 200
cubic feet) exclusive of the free baggage
allowance provided on the tickets issued
to the officer and his family;

(b) Transport

the cost of transporting baggage and
personal effects from his house to the
place of embarkation and fram the port of
disembarkation to his destination;

(c) Incidental expenses

reimbursement in the sun not exceeding
$240 (Eastern Caribbean Currency) for
incidental expenses. Such expenses to be

supported by receipted bills;

(d) Excessive baggage_allowance

if the person appointed travels by air,
an additional allowance for accompanied
baggage not exceeding 10 kilograms in
respect of each air ticket provided.



He will be required to submit vouchers in support
of claims for the payment of the above allowances and
the 1liability of the Government in respect of items
(b) and (c) will be 1limited to that portion of the
baggage falling within the volume limitation set out
at (a). No additional allowances will be payable for
the transport of such items as motor cars, motor
cycles, wireless sets, radiograms, etc. except as
provided for in Order No. 2.

Qfficers appointed on transfer

2,13

An officer appointed to the public service on
transfer from the public service of another Caribbean
State including Guyana and British Honduras may in
addition to the baggage allowance payable under Order
No. 2.12 be provided with free transport for his motor
car or motor <cycle where the officer is required to
maintain a means of transport for the performance of

his duties.

An officer who is provided with free transport for

his motor <car or motor cycle under the provisions of
the Order will not be required to pay import duty on
such motor car or motor cycle provided that evidence
is produced that import duty has been paid in another

State or territory.

seniori |



2'14

The relative seniority of different grades of
officers in the Public Service is determined by the
salary scale attached to the grade, the grade with the
higher maximum salary being the senior. Where the
maximum salary being the senior. Where the maximum
salaries of two grades are the same, the grade with
the higher minimum salary will be the senior.

Senior] I £ 0 t) ;

2.15

An officer's seniority 1is determined by the date
of his appointment to the particular grade. Seniority
as between officers appointed on probation and
subsequently conf irmed in their appointment is
determined by the date of the confirmation. The
seniority of officers appointed to the same grade
from the same date will be in accordance with their
seniority in their former grade.

Liability to trapnsfer of officers

2.16 Officers are 1liable for transfer to any post of
equivalent grade in the State,

Trapnsfers

2.17 (1) Subject to the provisions of paragraph (2) of

this Order a transfer not involving a change
in emoluments of an of ficer, or the
nomenclature of his post may, where the
transfer:



(a) is within a Ministry or between a Minis-
try and any Department of the Ministry,
be made by the Permanent Secretary;

(b) is within a Department, be made by the
Head of that Department or the Permanent
Secretary of the Ministry responsible for
that Department;

(c) is Dbetween Ministries or between Depart-
ments of different Ministries be made by
the Chief Personnel Officer after consul-
tation with the Permanent Secretaries
concerned;

Provided that all transfers ordered under (a) and
(b) above shall be reported forthwith to the Chief
Personnel Officer,

(2) Where an officer is, or is to be, transferred
under any of the foregoing provisions of this
Order, a Permanent Secretary, or Head of

Department, or the officer concerned (through
the Permanent Secretary or Head of Depart-

ment) may lodge a written objection with the
Chief Personnel Officer; and if the objection
is lodged by an officer it shall be trans-
mitted to the Service Commissions,

Effective date of promotion

2.20 The effective date of a promotion will be fixed by
the Service Commission, It will normally be the date
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upon which an officer who has been selected for

promotion

assunes the duty of the higher office which

has fallen vacant, provided that:

(1)

(2)

(3)

(4)

if the promoted officer 1is on leave at the
time the higher office falls vacant and
resumes duty thereon immediately on his
return from leave, the promotion may be made
effective from the date on which the higher
of fice becomes vacant;

if the promoted officer has been acting
continuously (apart from period of leave) in
the higher office or in an office of equiva-
lent grade, prior to his selection for promo-
tion thereto, his promotion may be made
effective from a date not earlier than the
date on which he commenced such continuous
acting or the date on which the higher office
fell vacant, whichever date is later;

for purpose of this Order, the higher office
will be deemed to fall vacant not later than
four months from the date on which the office
vacating it, proceeds on leave prior to doing
so, notwithstanding such 1leave may extend
beyond four months;

if the higher office 1is that of Permanent
Secretary or Head of Department the office
shall be deemed to fall vacant on the date
the holder of the office proceeds on leave
pending vacation of the office.



CHAPTER IV _SALARIFS AND ACTING ALLOWANCES

lari be g ined by Parli

4.1 The salaries attached to public offices are as
provided in the Government's Annual Estimates of
Expenditure and approved by Parliament.

Incremental salary scales

4.2 Where the salary of any post is in an incremental
scale, subject to the provisions of these Orders, it
shall be normal for an officer appointed thereto on a
permanent basis to be paid initially the minimum
salary of the scale and for the salary to be increased
by annual increments at the rates provided until the
maximum of the scale is reached.

Payment_of salaries

4.3 (1) An officer will receive the full salary of his

post from the date upon which he assunes the
duties of the post except as provided for
under Order 2,12 (ii),

(2) No salary will be paid to an officer in
respect of any period during which he has been
absent from duty without leave.

(3) An officer who is proceeding on leave outside
the State may receive, prior to embarkation,
his salary for the whole of the month in which
he leaves the State,

.



(4) Salaries will be paid normally on the last but

one
day

working day of the month or on such other
or days that may be determined by the

Minister of Finance,

p . 1 . ]
4.4 Except in a case of promotion from a non-
pensionable office to a pensionable office, the
following shall apply where an officer is promoted to

an office carrying salary on an incremental scale:

(i)

(ii)

If immediately prior to his promotion the
salary of the officer was less than the
minimum of the new office, he shall
receive the minimum, but if the grant of
the next increment 1in his former office
would have brought his salary in that
office up to the minimum of the scale of
his new office, he shall be eligible for
an increment in the new scale on comple-
tion of twelve months service from the
date of his last increment.

If immediately prior to his promotion the
of ficer's salary was below the maximum of
the seals of his office, and was not less
than the minimum of the scale of the new
office, he shall continue to receiwve his
existing salary and twelve months after
the date of his last increment shall be
eligible for an increment in the new scale
appropriate to the point at which he
enters the scale.



(iii) If the maximum, or fixed, salary of his

former office was not less than the mini-
mum of the scale of his new office, and
the officer has, at the date of his promo-
tion, served at that maximum, or fixed,
salary for a period exceeding one year, he
shall immediately be eligible for an incre-
ment in the new scale appropriate to the
point on the scale at which he enters.

Incremental dates

4.5

(1) Subject to paragraphs (ii) and (iii)
above, an officer's incremental date is
the anniversary of his first appointment
or promotion to his grade, or in the case
of an officer on first appointment from
outside the State the anniversary of the
date of his assumption of duty, except
where incremental credits are awarded for
qualifications acquired during service or
where conversion follows a salary scale
revision,

(2) The incremental date of an officer on

promotion 1is determined in relation to the
date of his promotion in accordance with Order
4.4 if

(i) he 1is placed at the minimum of his scale,
or



(3)

(ii) he has served at the maximum of his old
scale for a period exceeding one year, and
that maximum is not less than the minimum
of the new scale [see Order 4.4 (iii)l.

Otherwise he will retain his incremental date
on promotion.

The incremental date of an officer appointed
or promoted to a post on an incremental scale

(i) within the first fifteen days of a month,
will be the first day of the month;

(ii) after the first fifteen days of a month,
will be the first day of the subsequent
month.

Grant of ipncrements

4.6

(1)

(2)

All normal increments accruing to the salaries
of public officers for which provision has
been made in the Annual Estimates will be
paid, as a matter of course, when due save in
any cases where a Head of Department considers
that the increment should not be paid to an
officer for the reasons prescribed in the
Regulations of the appropriate Service
Commission.,

When a Head of Department considers that an
officer's increment should not be paid, he
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should notify the Service Commission, the
Accountant General and the Director of Audit
as early as possible and in any event not
later than two weeks before the date on which
the increment falls due. The Accountant
General should immediately on the receipt of
such notification, acknowledge the receipt
thereof, and if no acknowledgment is received
within three days of notification the Head of
Department should, if necessary, send a
duplicate notification.

Efficiency of promotion bar

4.7

(1) A certificate in the prescribed form is neces-

sary before an officer can be considered to
have passed an efficiency or promotion bar,
Advancement beyond the point in a salary scale
at which a promotion bar is fixed is equiva-
lent to promotion except that it does not
depend on the occurrence of a vacancy in the
establishment of the higher grade.
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Disc) ¢ official inf {on

9.1 Public Officers and employees are expressly
forbidden to given to any unauthorized persons
information relating to the business of the Public
Service. The publication of official documents or
information is governed by the provisions of Civil
Service Orders 3.13 and 3.14.

Confidential and secret correspondence

9.2 Confidential and secret correspondence and docu-
ments must always be kept separate fram open corre-
spondence and material, and must be kept under lock
and key. No reference to confidential or secret corre-
spondence shall be made in any open correspondence,

Responsibility of Permanent Secretaries apnd Heads of
Departmepts for the security of classified documents

9.3 (1) It 1is the responsibility of Permanent Secre-
taries and Heads of Departments to ensure that
no member of their staffs, other than officers
designated for the purpose, shall be in a posi-
tion to handle or see confidential or secret

documents.

(2) All correspondence marked "Secret," "Conf iden-
tial,” or "In Confidence" must be opened by
the addressee personally. Heads of Depart-
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ments shall themselves be responsible for the
security of secret and confidential material
that comes into their hands. Permanent Secre-
taries may arrange for one clerk to be
appointed in each Ministry to whom all secret
and confidential work will be entrusted.

The bandling of classified correspondence

9.4

(1) All official correspondence addressed "Se-
cret,”™ "Confidential,"™ or "In Confidence™ must
be enclosed in two envelopes, one inside the
other. The inner envelope must be marked
"Secret,"” "Confidential,"™ or "In Confidence,"
as the case may be, but the outer one should
not be so marked. The inner envelope should
be folded rather smaller than the other, so
that both will not be opened at once.

(2) Care must be exercised that secret and confi-
dential papers are not passed about the
office, or between one office and another,
except in sealed covers marked "Secret,"

"Confidential,™ or "In Confidence."

Decision affecting apn officer personally

9.5

Decisions affecting an officer personally shall be
conveyed to him in writing. No officer through whose
hands such correspondence passes may communicate any
of the contents to any person or persons without
written instructions from the Chief Personnel Officer
or the Permanent Secretary of a Ministry.
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Copies of official correspondence not to be made

9.6

(1) Copies of communications to or fram the Govern-
ment must not be conveyed to any persons with-
out the authority of the Permanent Secretary
of the Ministry concerned. If the orders
therein contained are intended to be communi-
cated, they will be embodied in a letter
addressed to the person concerned.

(2) No officer may take copies of communications
and reports referring to himself or any other
officer, and any officer found in unauthorised
possession of such documents will be liable to
disciplinary action,

Qfficial Correspondence

9.7

Permanent Secretaries will correspond directly
with other Ministries and with the public upon the
affairs of their own Ministries and Departments.,
Important questions of principle or policy will be
referred to the Minister concerned, and proposals
which involve reference to other Ministries should be
fully discussed between the Permanent Secretaries and
Heads of Departments concerned, before they are sub-
mitted to the Minister and the fact that this has been
done should be stated in the submission. Personnel
questions (other than those which are for determina-
tion by the appropriate Service Commission) and Estab-
lishment matters that may be resolved within the terms
of these Orders are amended from time to time, will be
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dealt with by the Permanent Secretary in each Minis-
try, except that personnel matters which may have a
Service-wide implication and establishment of any pro-
vision of these Orders or suggest a departure from
existing policy or the establishment of a novel prin-
ciple or a new provision, or define an issue which may
have repercussions throughout the Service, shall be
referred to the Chief Personnel Officer.

9.8 (a) All communications, whether fram the pub-
lic or from other Ministries or between a
Ministry and a Department, must be answer-
ed with the least possible delay.

Where it is not possible for a prompt
reply to be sent, an interim acknowledge-
ment must be made and a reply sent as soon
thereafter as possible.

(b} Communications must, as far as possible,
be confined to a single subject. Where it
is found to be essential that more than
one subject is dealt with in one communica-
tion, additional copies, according to the
nunber of subjects, must be furnished. 1In
every communication, paragraphs must be
nunbered consecutively throughout and each
page must be numbered.

Opiniop by law_officers

9.9 No opinion of the Government law officers may be
quoted directly to a private individual. If it is
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necessary to refer to a legal opinion this should be
preceded by the words "The Government is advised that

Tl i 3 dest ‘i ¢ official d

9.10 The preservation and the destruction of Government
documents is regulated by the following:

(1) No correspondence or document shall be con-
sidered for destruction before it is five
years old.

(2) Any file over five years o0ld, that is put
away, shall bear a direction by a Senior
Officer in the Ministry responsible for the
subject, that it shall be:

(a) preserved because of its continuing value
to the department;

(b) destroyed at once;

(c) destroyed on a stated date if there is no

further action.

(3) If a file 1is retained in accordance with (2)
(a), it shall be kept for fifteen years from
the date of its <creation, and shall then be
considered by the Government Archivist for
destruction or for further retention,



(4)

(5)

(6)

A record shall be kept of all documents and
files destroyed and the date on which they
were destroyed.

The following documents shall not be

destroyed:

(a) those required by law or regulations to be
preserved;

(b) documents of historical or other interest,
particularly those relating to the history
of the State or the West Indies;

(c) documents relating to land and the owner-
ship thereof, and to the value of land and
property, especially Crown Lands;

(d) documents that are more than fifty years
old, unless they are of a routine nature.

Documents that, as a rule, must be kept, are

those referring to policy decisions, prece-
dents, legal opinion and the preparation of
legislation; to evidence of rights and obliga-
tions of Government, and claims for compensa-
tion not subject to the time limit; to reports
on field trials and experiments; to reports by
Departmental Committees and working parties;
to organisation and staffing and personal
files of public officers.



9.11

9.12

An officer in each Ministry and Department should
be nominated to comply with the provisions of the
preceding Order and to make reports at stated inter-
vals to his Permanent Secretary or Head of Department.

The provisions of Orders 9.10 do not apply to
Legal Departments, which are subject to Rules made
under the Destruction of Court Documents Ordinance.

Use of official stationery

9.13

Official stationary must, on no account, be used
for private correspondence or for any purpose not
directly connected with the work of the Ministry of
Department. permanent Secretaries will ensure that
the strictest economy in the use of stationery is
exercised in all Departments of their Ministries. All
orders for stationery must be scrutinised before they
are 1issued by a responsible officer deputed for this

purpose,

9.14

Official correspondence (including letters,
printed matter and miscellaneous packets) is trans-
mitted free by the inland post, provided that it bears
on the envelope or cover, the words "On St. Vincent
and the Grenadines Government Service" and, in the
lower 1left hand corner, the signature and official
designation of an officer duly authorised to frank

official postal packages,

0\%



official Scal

9.15 Impressions of officials seals shall not be given
to any private person,

Qfficial telegrams

9.16 Telegrams may be approved for despatch only by
Permanent Secretaries or officers authorised by them.
In the interests of economy, the use of telegrams
should be avoided wherever possible unless the communi-
cation 1is urgent or a telegraphic reply has been spe-
cifically requested.
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APPENDIX D

EXCERPTS FROM PUSINELLI REPORT

Paragraph 9.11

Salaries of Permanent Secretaries

Paragraph 14.17 - 14.24

Public Works Department



APPENDIX D

EXCERPT from “Report on the Review of the Structure,
Salaries and Conditions of Service of the Saint Vincent
Public Service" by F., N, M. Pusinelli, C.M.G., O.B.E.,
M.E.; February, 1970 (page 45),

Salaries of Permanent Secretaries

"9.11. As recorded in Paragraph 9.1 (h) the
salaries of the Permanent _Secretaries were
increased to group S3 from lst November, 1969.
This is absolutely right as the Permanent Secre-
tary 1is the principal Civil Servant responsible
to his Minister for the general running of all
Departments within the Ministry, and he is
Accounting Officer responsible for all expendi-
ture and revenue <collected by those Depart-
ments. In view of this position, it is usual
for the Permanent Secretary to be paid not less
than the emoluments of his professional Heads
of Departments., However, due to the high
salary potential of <certain professions this
cannot yet be fully achieved., I recommend that
the salaries of Permanent Secretaries generally
should be revised to V4 $11,400. The Financial
Secretary 1is at present in a higher grade and
receives a personal allowance of $720. The
Secretary to the Cabinet is in the same substan-
tive grade as the other Permanent Secretaries
but receives a personal allowance of $240. It
is recognised that these two posts carry
greater responsibility than, and require status
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over, the Permanent Secretaries in the other Minis-
tries, but I feel that this can be more appropriately
recognised by the payment of a non-pensionable duty
Allowance of $600. There needs to be as much flexi-
bility as possible in the deployment of the particu-
lar officers covered by section 80 of the Constitu-
tion. With the changed constitutional position of the
post of Financial Secretary, I consider that this post
should now be styled as Permanent Secretary, Ministry
of Finance. The Director of Audit, in view of his
special constitutional position should also revise to
the same salary V4 $11,400."



Public Works Departmept

14.17

There are the following posts required to
be filled by Professional Engineers:

Chief Technical Officer S2
3 Executive Engineers PR 2-3
Engineer . PR 1-2

In the past it has been the intention to fill
these posts with civil engineers, but a mechani-
cal engineer has just been appointed and one
can certainly be employed in charge of the
mechanical division. The three Executive Engi-
neers are in theory in charge of Roads, Build-
ing, and Design, but as the posts have rarely
all been filled, a normal responsibility chart
does not appear to have been adopted. As
experienced Engineers are required for the
Executive Engineer posts, full professional

qualifications and a minimum of five years
field experience and two years office design

experience has been said to be necessary with
the result that the posts have rarely been
filled; at the time of my Review the retired
Directory of Public Works who is not a quali-
fied engineer has been re-employed on contract
in <charge of the Roads Division and the other
two posts are substantively vacant. The post
for an Engineer 1is intended to be filled by a
newly qualified graduate Engineer and this has



14.18

been filled from time to time as graduates
became available, but there seems to be the
familiar unhappy pattern of resignations., At
present, the post is filled by a Civil Engineer
and a Mechanical Engineer has just been ap-
pointed after six months delay in temporary
terms against one of the vacancies for Execu-
tive Engineers.

It is obviously desirable that the posts
for Executive Engineers should be filled by
experienced Engineers, but these are exceed-
ingly difficult, and past practice has shown it
to be wvirtually impossible, to recruit on the
salaries offering. In these circumstances the
sights must be lowered and graduate engineers,
as they become available, accepted; the Chief
Technical Officer agreed that at least one of
the three Executive Engineer posts could be
filled by a newly qualified Engineer, but
unless the new salary scales, when full incre-
mental credit is given for past experience,

enable an experienced Engineer to be recruited
the pattern for the next few years must be to

build up from the bottom with graduate engi-
neers, The minimum qualification is a degree
in engineering of adequate standing. Previous-
ly the yardstick for qualification was
membership of the Institution of Civil
Engineers in the United Kingdom and a B. Sc. in
Civil Engineer of the U.W.I. was a recognised
qualification for exemption from Parts I and II
of the Institution examination and thus for
D-5



appointment as an engineer. Full membership of
the Institution required the passing of the
Professional Interview following approved
experience and being of at least 25 years of
age, These latter requirements are not
specified to concisely for full recognition as
an engineer in North America. Local Associa-
tions of Professional Engineers in various West
Indian States and the proposed Council of Carib-
bean Engineering Organisations are tending to
follow the American practice and require only a
degree and four years of appropriate experience
as the qualification for full professional mem-
bership. Although in paragraphs 9.8 and 11.11
(f) I have recommended that the newly fledged
graduate in administration and teaching should
have a starting salary of $5,700. I consider
that Engineers should enter at $6,300 irrespec-
tive of the level of their degree, providing it
is recognised by their Association as an ade-
guate qualification for the purpose of member-
ship. The full scale recommended for engineers
would then be:

vV 16-10 (QB) 9-6 $6,300, 6,600 x 360
(QB) 8,760 x 240

8,400
10,200

All the scalar engineering posts should be on

this scale. Conversion of present holders from

scale PR would be in accordance with Table 2 in

Appendix C.,, with the personal allowance pay-

able to Mr. Grant being absorbed. To pass the
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14.19

14.20

QB at the due time an engineer must be a full
member of the appropriate Association. I doubt
that there 1is a full career for an engineer in
the permanent pensionable service. Neither a
civil nor a mechanical engineer coming straight
from University on graduating would be likely
to gain sufficient breadth of experience from a
life time of service 1in Public Works in St.
Vincent. I suggest that in normal circum-
stances these posts should be filled by
contract appointments this would be suitable
both for graduates and for experienced engi-
neers who would be given incremental credit for
appropriate experience as an engineer and thus
two of the four senior scalar posts should if
possible be filled by engineers with same 5-10
years standing.

The Chief Technical Officer has previously
been on a salary marginally ahead of the Chief
Agricultural Officer, but I consider, as men-
tioned in paragraph 13.3, that the professional

Heads of all the major Departments should be on
the same salary. I accordingly recommend that

the Chief Technical Officer revises to V4
$11,400,

There 1is one post for a Surveyor, PR 1-3
for which professional qualifications as dis-
cussed in paragraph 13.11 are required, but as
the work involved 1is engineering survey, as
opposed to land survey, the surveyor need not
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be formally licensed although this is
desirable. I recommend the scale and
qualification pattern as specified in paragraph
13.11

Sub-professional posts

14,21

There are the following posts in scale HT
1-2 or HT 1 for staff in charge of various
Divisions, or carrying out specialised
functions. It 1is desirable that they should
hold full technological qualifications in the
relevant subject but in practice they have
mostly come up through the trademen grades and
lack formal qualification. Rather than the
present variety of titles I prefer the common
nomenclature of Supervisor for the majority of
these posts as stressing their supervisory
functions compared with an Assistant who tends
to have technological functions but not
supervisory ones., I recommend scale

vV 19-14 $5,400 x 300 = 6,600, 6,960
for these posts, subject to the comments below,
with conversation in accordance with Table 8 in

Appendix C.

(a) Engineering Assistant/(Buildings) to be re-
designated "Building Supervisor,"

(b) Chief Draughtsman/Estimator - no change



(c)

(d)

(e)

Foreman Carpenter and Instructor to be re-
designated "Carpentry Supervisor." This
post has been regarded in the 1970 Esti-
mates to this category.

Electrical Inspector--no change 1in title.
The Chief Technical Officer recommended
that this post which is at present in scale
HT 1 should be placed in this grade and I
agree, With the Electricity Supply in the
hands of an independent company, Government
requires a senior and experienced officer
as Electrical Inspector who has responsibil-
ity for enforcement of the Electricity
Regulations, recently enacted and inspec-
tion of installations, etc. Although
strictly speaking, an Inspector should not
be responsible for installation, I feel
that with 1limited staff and in view of the
need for economy, this officer can also
have general responsibility for electrical
installations and maintenance in Government
buildings, although obviously he should
keep distinct his inspectorial functions,
He has made representations as to the need
for assistance inspectors and there would
seem to be a good case for this,

Two Engineering Assistants (Roads) to be re-
designated as Roads Supervisors.



(f) Chief Mechanic to be re-designated "Mechani-
cal Supervisor."

Foremen and Tradesmen

14,22

Most of the tradesmen and overseer grades,
as well as semi-skilled and unskilled labour
are employed on daily wages, brief details hav-
ing been included 1in paragraph 5.3. These
wages are generally lower than those paid to
established staff and their related conditions
of service are inferior except that they are
eligible for overtime at standard rates. It is
therefore generally advantageous to be placed
on the establishment, but I consider that this
should be resisted as much as possible except
for supervisory grades. The following posts
are involved.

(a) Two Senior Construction Foremen, HT 1, take
charge of major building projects, or super-
vise the work of contractors, they require
gualifications approaching those of the
Building Supervisor (presently Engineering
Assistant) Scale V 19-17 §5,400 x 300 =
6,000 is recommended.

(b) Two Construction Foremen, T 2-3 take charge
of lesser projects, they have normally come
up through the tradesmen grades and should
be master <craftsmen in masonry and car-
pentry. Scale V 28-30 $3,240 x 180 = 3,600
x 240 = 4,800, 5,100 is recommended.

W



(c) The Junior Foreman Carpenter, T2, is assis-
tant to the Carpentry Supervisor (presently
Foreman Carpenter and Instructor and primar-
ily responsible for the maintenance of all
Government furniture. I consider that this
post should also be in scale V 28-20 with
"Junior"™ being dropped from the title.

(d) Maintenance Officer, Sewerage and Water
Installations, T 1-2, and Maintenance
Officer (Electrical T 1-2 are in charge of
maintenance of Government buildings and it
seems that they too should grade with Con-
struction Foreman in scale V 28-20.

(e) Five Senior District Overseers and eight
Junior District Overseers are responsible
for road maintenance--the eight Juniors
each being in charge of a district. The
Senior District Overseers have supervisory
responsibility for a number of Districts or
for special projects. I recommend scales:

Senior District Overseer V 24-20 $4,080 x
240 = 4,800, 5,100

Junior District Overseer V 38-25 §1,800 x
120 = 2,520 x 180 = 3,600, 3,840

A 1long scale is shown for the Junior District
Overseers, but it is 1likely that they will

enter part way up due to being transferred from
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some other employment which has given them
experience in management and soame knowledge of
road maintenance work. It is also desirable
that the quality of their technical proficiency
be raised.

(f) The Heavy Equipment Operator T 3, apart
from occasionally operating a major item of
equipment, also has supervisory functions
over the other equipment operators who are
on daily rates. He should revise to the
scale as Senior District Overseer, namely,
V 24-20.

(g) The Officer in charge of Belair Crusher, T
1-2 is in the same grade as the Junior
District overseers and scale V 38-25 is
appropriate,.

(h) There 1is no unnecessary proliferation in
the scales for tradesmen., In the mechanical
workshop all tradesmen are termed "Mechan-

ics"™ although some are fitters, welders,
etc. There are the following grades:

Two Senior Mechanics T 2-3 (HT 1-2 is
shown 1in the estimates, but this appears
to be a misprint as it is the scale of
the Chief Mechanic and the Schedule of
the estimates shows T 2-3),
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2 Mechanics T 1-3

3 Assistant Mechanics T 1-2
3 Junior Mechanics T 1-2
Fireman Blacksmith T 1

There are also "mechanics" employed on
daily wages. It seems that the most
proficient of these, or any for whom
there are special reasons, are placed on
the Establishment and then they progress
according to vacancy through the ranks
of "Junior," "Assistant," "Mechanic" and
"Senior," which in view of the over-
lapping scales produced no real promo-
tion. The preferable arrangement would
be for all working tradesmen to be on
daily rates and only the Foremen, who
are also first <class tradesmen, placed
on the Establishment. Alternately if
there are tradesmen, as such, in estab-
lished posts, then progression should be
according to trade rating rather than by
sanewhat meaningless titles such as
"Junior"™ and "Assistant." I suggest
that the posts for Senior Mechanics and
possibly sane of those for Mechanics be
designated Foreman Mechanic if having
supervisory functions or Master Mechanic
(or other trade description) if having a
first <class rating for skill without
being specifically in <charge of other

tradesmen.



(i)

(3)

Scale V 28-30 $3,240 x 180 = 3,600 x 240 =
4,800, 5,100 is recommended. I realise
that this overlaps the scale shown below
for mechanics and basically I am opposed to
this, but I do not think that it can be
avoided at the present time. The working
mechanics and the other tradesmen, includ-
ing the Foremen, Blacksmith should than be
in scale V 38-25 $1,800 x 120 = 2,250 x 180
= 3,600, 3,840, As these posts would nor-
mally be filled by tradesmen converting
from daily rates, they would enter at the
appropriate transfer point, If a system of
trade testing 1is ever introduced then this
long scale should be broken up into short
segments according to trade rating.

Two Electricians, T 1, in the Electrical
Division should revise in the same way as
other tradesmen as discussed in sub-
paragraph (h) above in scale V 38-25, I
note that there are two posts for Appren-
tice Electricians in scale MS 1, I recom-
mend that these should be regarded as daily
paié staff in the same way as "learners" in
the mechanical trades.

There are eight posts for Time-keeper/Chec-
kers in scale CA in the Roads Division and
a Time and Tool-Checker, C 1 in the mechan-
ical workshop. There are also a number of
Timekeeper/Checkers employed on daily rates
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(k)

in the Works Division (for wages see Para-
graph 5.3). These men are performing a
clerical function and the first group is
paid as Clerical Assistants. The normal
educational qualifications are not insisted
upon but they seem able to be trained to
carry out the 1limited range of their
duties. In view of their lack of educa-
tional qualifications, I recommend scale V
41-34 $1,620 = 1,800 x 120 = 2,280,

Incremental credit would be granted as
recommended in paragraphs 9.2 and 9.3 and
8.4 and 8.5 for Junior and Temporary Clerks
and if obtaining the necessary qualifica-
tions they should be transferred to be
Junior Clerks. The Time and Tool-Checker
should revise to scale V 39-27 $1,740,
1,800 x 120= 2,520 x 180= 3,420 which is
the same scale as the Assistant Store-

keepers.,

There are three posts for Assistant Store-
keepers, C 1, under Ministry Headquarters

but they work under the Senior Executive
Officer in the stores which are situated in
the compound of the mechanical workshops.
The scale V 39-27 as for Junior Clerks is

appropriate.

All these posts (except those in scale C 1)
would convert in accordance with Table 8 in
Appendix C (C 1 posts in accordance with
Table 1).



14.23

14.24

There is a Draughtsman, T 2-3, two Assis-
tant Draughtsmen, T 1, and an Apprentice
Draughtsman, MS 1, in the drawing office. My
comments and recommendations in paragraph 13,13
equally apply. The post for an Apprentice
should be absorbed into the cadre of Assistant
Draughtsmen V 41-32 as it is not reasonable to
expect a person with the educational qualifica-
tions required to enter in the MS scale. As
Assistant Draughtsmen qualify they should be
appointed as Draughtsmen in the V 31-22 scale
and thus there should be a combined establish-
ment for these posts. It should be noted that
these Draughtsmen are trained in engineering
and/or architectural draughtsmanship and once
trained they are generally not interchangeable
with the Surveying Draughtsmen.

It seems to me that the Public Works
Department 1is still not well organised, they
relationship between the Department and the
Ministry Headquarters is not fully tied up and

certain branches of the Department are not
working in a co-ordinated manner under the

Chief Technical Officer. Mr. K. L. Hardaker,
the Engineering Adviser of the British Develop-
ment Division, studied the situation and wrote
a Report in April, 1967, and this appears to
have been approved in principle but 1little
action seems to have/taken to implement it. I
can but/been endorse the recommendations made
in that Report and am sure that benefit would
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flow from early action. There also seems to be
lack of <co-ordination in the position of the
Senior Executive Officer (Stores Officer). He
is responsible for both stores and transport
and his office is in the compound of the mechan-
ical workshops: his work is thus intimately
connected with the technical operations of the
Department and I feel that he and his section
should come directly under the Chief Technical
Officer rather than directly under the Perma-
nent Secretary. On the accounting side, he
will be responsible to the Permanent Secretary,
but functionally in his day-to-day duties he
must be responsible to the Chief Technical
Officer. I have commented on the grading of
this post in paragraph 9.9. I consider that
the scale V 20-15, being the E scale extended
to include the SE scale is appropriate. I also
consider that the functions of the Accountant
in the Ministry only warrant that he should be
in this V 20-15 scale, as with the computeri-
sation of the accounts on the one hand and the
extent to which the Chief Technical Officer and
his Divisional Heads maintain costing control
over their project votes on the other handg,
together with the fact that departmental
accounting responsibility is delegated to the
Heads of the other Departments, the work and
responsibilities of the Accountant do not
warrant a higher grade.






