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1.0 BACKGROUND

The first attempt at public sector reform in Barbados dates back to 1971 when an effort was made to
reorganise the civil service administrative machinery, in accordance with the demands of a sovereign
nation for economic development and regional economic cooperation.

That initiative gained momentum in 1974 with the establishment in the Prime Minister's Office of the
Organisation and Management Unit.  After a period of time that unit was discontinued and was re-
established as the Management Services Unit within the Ministry of the Public Service in 1986.

The fresh initiative of public sector reform had its genesis at a national consultation in January 1995, when
Cabinet members, the top directorate of the public service, representatives of the unions and the private
sector met at Sherbourne Conference Centre from January 14-16, 1995. Organised by the Ministry of the
Civil Service, the consultation was designed to provide some consensus as Well as direction on an overall
improvement programme for the public sector. Themes for the retreat included the following:

Role and scope of the state and private sector

Productivity and public sector reform

Human resource management

The role of public service commissions

Financial management, estimates of expenditure and development plan
The roles of public sector managers and boards

The priorities for Government in the next three years

Organisational review in the public sector

In 1997, the Office of Public Sector Reform was established within the Ministry of the Civil Service. A draft
White Paper on Public Sector Reformwas also produced.
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2.0 INTRODUCTION

The Office of Public Sector Reform (OPSR) was established in February 1997 under the Ministry of Civil Service.
It facllitates the development, coordination and inplementation of the public sector reform programme.  The
mission of the Public Sector Reform Unit is to initiate and fadilitate organisational development and renewal
through innovative programmes and the provision of advisory senvices to foster a professional and performance-
oriented culture in public sector agendies. Its vision is to be the leading provider of organisational development
and management services for the public sector.

The Cffice of Public Sector Reform has identified key goals through which the mission and vision can be
achieved. These key goals are as follows:

To deepen the anareness of public sector reform

To develop a culture of customer orientation within the puldlic sector

To fadilitate the effective and efficient delivery of public services

To develop a professional and performance-ariented public senvice

To establish linkages with institutions in the area of public sector reform

To develop an in-house capablity
To pronote an organisational structure that builds professional competencies and fosters career mohility
and establish efficient operating systems

Totrain a higher caliber of professional staff and develop a cadre of public sector intermal consultants
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3.0 TERMS OF REFERENCE AND SCOPE OF WORK

The Terms of Reference and Scope of Work for this research engagement are reproduced in Box 1.0 for ease of
reference.

Box 1.0: Tems of Reference

The objective of the sunvey wes to:

Conduct research to assess the impact of programmes initiated and inplemented by the Office of
Public Sector Refom

The consultants were required to:

Assess the views dof a wide range of stakeholders in the public sector reform programme including
senior public servants, ermployees in govemment organizations/departments and key private sector
representatives.

Assess the perception of the general public on the level of senvice delivery over the last five years ina
telephone sunvey of randomly selected households
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4.0 APPROACH AND METHODOLOGY
The methodology for the exerdse is outlined in Figure 1.

FIG. 1.0 SUMMARY OF INTERVENTION

1. CLIENT DISCUSSION GROUP
Confimation of Tenms of Reference
Discussion

2. HELD WORK 3. ANALYSE DATA
Literature Review Editing/Coding/\Verification
Case study —— Deta Entry
Focus groups Deta Analysis
In-depth interviews
Telephone suney

4. REPORT PREPARATION

5. REPORT PRESENTATION
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41 ALUBENTDISOUSSON

Discussions were held with the Acting Director and senior members of the public sector reform group. This activity
involved all relevant personnel as identified by the Acting Director of the Office of Public Sector Reform and was
used to darify and/or modify the tenms of reference of the proposed exercise.

42 LITERATUREREVIEW

Relevant documentation conceming public sector reform and initiatives of the Public Sector Reform Unit since its
inception was reviewed by the consultants. This informetion wes obtained from the Office of Public Sector Reform
and other sources.

43 CAESTLDY

One case study was conpleted by Management Development Officers of the Office of Public Sector Reform
The am of the case study wes to identify and examine the inpact of intiaives on a govemment
organizatiorn/department. This department can serve as a practical model for other departments in the public
sector.

44 INDEPTHINTERVMBAS

In-depth interviews were conducted with thirteen (13) senior personnel in both the private (5) and public sector (8).
A stakeholder interview guide was drawn up and the interviews conducted with key persons in strategic
organizations. A copy of the discussion guide and a list of the persons interviewed have been placed in
Appendix 16.3 and 16.4 respectively.

45 FOOUSGROUPS

Two focus groups were conducted with a total of twenty-five employees from a cross-section of govermnment
organizations/departments.  The discussion guide used in the in-depth interviews was also used for the focus
group discussions. Alist of the departments represented has been placed in Appendix 16.5.

46 THEPHONESLRWEY

Two hundred and twenty-one (221) menmbers of the general public were interviewed in a telephone survey to
gauge their perception of service delivery of public sector entities over the last five years. This time frame
corresponds with the establishment of OPSR. One hundred and fifty-six (156) of these persons were interviewed
by research assistants from the Earle and Phillips Consuiting Group and sixty- five by personnel from OPSR.
Randomly selected telephone numbers were used. The design of the questionnaire was inclusive and involved
the dlient at all stages.
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4.7 ANALYSS OFANDINGS AND REPORT STRUCTURE

The structure of the evaluation report is as follows:

Summarized Adtivities of OPSR

BExecutive Summary

Case Study of the Barbados Licensing Authority

Newspaper Review of the Positions of Ministers, Senior Gvil Servants and other Stakeholders

Findings of In-depth Interviews, Focus Groups and Telephone Sunvey

Appendix
Relevant Newspaper Articles
Overview of Public Sector Reformin Australia, United Kingdom, Canada and New Zealand
Discussion Guide used in the In-depth Intenviews & Focus Groups

Participants of the In-depth Interviews & Focus Groups
Qualifications and Experience of OPSR Management Development Officers

10
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5.0 EXECUTIVE SUMMARY

As stated in the terms of reference, the objective of this research exerdse wes to assess the impact of
programmes initiated and implemented by the Office of Public Sector Reform since its inception in 1997, Views
were sought from various stakeholders, namely senior public servants, government enployees, private sector
representatives and the general public. In addition, a case study was conpiled by Management Development
Cfficers of OPSR. The key findings of the exercise are as follows:

1

2

10.

11

14.

Persons see the aim of public sector reform as improving the operations and service delivery of
govermnment departments for greater efficiency and customer satisfaction

While most persons have seen improvement in some departments, they were of the opinion that the
programme has nat been as effective as they would have hoped

According to respondents from both the public and private sectors, the mejority of avil servants have not
bought in to public sector reform but there are some who are committed to the progranme

Some employees are resistant to change and prefer the “same old, same old”

Workers are frustrated with their working conditions and cannot be motivated to reform unless they see
the benefits to them

The ineffective disciplinary procedures in the public service constrains the effectiveness of public sector
reformand some workers take the attitude of ‘they can't do me anything”

The consensual opinion was that the reform programme should be driven from the highest levels and
needs the suppart of the Prime Minister, the various ministers and the permanent secretaries in order to
be successiul

Public workers must be made to understand the benefits of public sector reform and be encouraged to
support the programme

A public relations campaign is needed to inform the workers and the public about the public sector reform
programe induding benefits to be derived and progress to date

Respondents believe that the programme should have been piloted in a few departments and then rolled
out in the other departments after it had been fine-tuned

Staff of the Office of Public Sector Reform are seen as fadllitators of reform

OPSR is hindered by limted human and finandial resources as well as limited authority and power to
implement change in government departments

OPSR requires additional financial resources and more staff so it would be in a position to accommodate
the entire public service

OPSR also needs the power to implement change and more high profile staff who would command
respect in the public service

The activity and effectiveness of Intermal Reform Committees varies by department

1
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6.0 ACTIMTIES OF OFHCE OF PUBLIC SECTOR REFORM AS OF JUNE
2002

The Office of Public Sector Reform provides a range of services to ministries, departments and agencies with the
aim of improving the standard of service offered.  Following is a summary of the activities of the Office of Public
Sector Reform for the period of February 1997 to June 2002, OPSR has provided assistance to a number of
govemment departments and has implemented some initiatives.  Assistance is currently being provided to other
departments in the various areas.

Developing strategic plans

This management todl is spedifically used to help ministries and departments plan for the future, enabling themto
better meet the challenges they may face and make the reguired changes in their organizations. This is a resuits-
oriented planning process designed to assist with the darification of goals and future direction as well as policy
and budget decisions; enhance dient and external relations and improve intemal management and senvice
delivery. Up to June 2002, assistance had been provided to a number of departments indluding the following:

Ministry of Education, Youth Affairs and Sports
Ministry of Physical Development & Environment
Ministry of Economic Development

Corporate Affairs & Intellectual Property

Central Purchasing Department

Inland Revenue Department

Conducting organisational reviews & developing and implementing management initiatives

The office has conducted several reviews that seek to improve the efficiency and effectiveness of senvice delivery
through the restructuring of organizational systerms, processes and procedures. A number of implementation
measures have already been conpleted in some of the ministries and departments such as Community
Development Division, Division of Youth Affairs (Bdos Youth Service - Youth Entrepreneurship Schenme - Youth
Development Prograne), Court Process COffice, Coastal Zone Management Unit, Personnel Administration
Departrrent, Training Administration Division and National Library Service.

Sone systens have also been reviewed or upgraded.  These projects were initiated as a resuit of ministries and
departments requiring the assistance of OPSR in setting up Systens, streaining operations or giving advice ina
specific area of gperations. For exanple, in terms of Informeation Management Systens, Registries have been
completed in the following departments:

Ministry of Health
Pan African Conission

2003 The Earle And Phillips Conaulting Group



Office OF Public Sector Reform
Impact Study Report

Prime Minister®Office

Sir Garfield Sobers Conplex

Sewerage and Solid Waste Project Unit
Immigration Department

Mnistry of Qvil Service (Registry/Secretarial)
Fair Trading Commission - Guidelines provided

Organizational/Operational Manuals have also been conpleted for the Office of Public Sector Reform (including
Job Descriptions & Charts Profile Manual completed in draft), Government Printery and the Probation Department
(Ethics & Procedures manual developed)

Establishing Customer Charters Programmes

The aim of the Qustomer Charter programe is to develop and publish social contracts, which set out and define
the quality of senvice to the public. Specifically, the programme seeks to establish standards of senvice delivery
and continuously strive to inprove senvice for intemal and external customers; pronote the efficient and effective
delivery of public services; and inplement physical upgrading to points of service delivery in order to create a
more customer-friendly environment.  Tentatively, the charter is to be launched in the Immigration Departrment in
Aril. This department wes given priority because of the revenue generating nature of the senvice offered.

Providing Employee Assistance

The Employee Assistance Programme provides professional counseling senvices to assist public servants who
are experiencing difficult personal or work-related problems such as high levels of stress, domestic issues,
alcoholism, drug dependency and finandial or legal difficulties. Network Service Centre has been contracted to
provide these services. The organization has a wide range of professionals who are trained to deal with ermployee
problems in a confidential manner. This service has so far been utilized by eight hundred public officers.

Establishing Internal Reform Committees (IRCs)

A number of ministries and departments have instituted Intemal Reform Conmmittees since they provide a
structural mechanism that accentuates the process of reform. Specifically, IRCs serve the fallowing purposes:

To reviewthe operations of the work ermronment
Identify and analyze problerms

Recommend and implement improvement strategies
Monitor and evaluate reforms implemented

Be resenvoir for the generation of newideas
Document all improvements progranes.
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Communicating public sector reforminitiatives

A newspaper "Public Sector Reformi’ colurmn has been arranged with the Barbados Advocate. The Nation should
also be in receipt of artides on a regular basis. The quarterly newsletter Ahallenge to Change@s being fully
disseminated with a wide reach of recipients. In addition, a Web site has been deployed though it has not been
officially launched.

A "Corporate” profile document has been produced in-house, in printed and electronic formets. The electronic
format is a PowerPaint display which is adaptable for any type of presentation.

To date, the Acting Director has met with various individuals from both the public and private sectors,
representatives of organisations, unions and media personnel. These persons also receive periodic updates of
progress.

14
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7.0 CASE STUDY

The Customer Charter Programme seeks “To meet and wherever possible, exceed customer expectations
through a committed approach to a pledge of set standards for effective and efficient service delivery.”
The programme was piloted in four departments. Immigration, Barbados Licensing Authority, Registration
Department and the Land Tax Department. An initial time frame of two to three years was set for the
establishment of standards for these departments. The following case study was compiled by Management
Development Officers of the Office of Public Sector Reform and focuses on the implementation of the
Customer Charter at the Barbados Licensing Authority.

7.1 Barbados Licensing Authority
Background

The Barbados Licensing Authority was set up in June 1981 as a department of the Ministry of Transport
and Works now the Ministry of Public Works and Transport. The department merged the functions of the
Inspectorate Unit of the Ministry of Communication and Works and the Rates and Taxes Division. These
functions were the inspection of all vehicles (excluding private vehicles) and the licensing of Public Service
Vehicles —taxis, self-driven vehicles, motor omnibuses, tour coaches and minibuses.

Hve officers out of an estimated number of eighty-six (86) of the now defunct Rates and Taxes Division
were assigned to the Licensing Authority. The Authority falls under the control of the Chief Technical
Officer within the ministry itself.

In 1983 the role of the Authority expanded to include some of the operations once performed by the Traffic
Division of the Royal Barbados Police Force. These services were the issuing of Drivers Licenses,
Conductors Licenses and Permits.

In order to facilitate these activities, six (6) police officers consisting of one (1) Station Sergeant, two (2)
Sergeants and three (3) Police Constables were seconded to the Licensing Authority. These officers were
subsequently appointed to the posts of Senior Testing Officer and Testing Officers respectively and were
permanently appointed on January 01, 1985. The present staff number is about one hundred and twenty
(120).

The department is divided into the follonng six sections:

- Administration

- Drivers Licenses and Permits

- Road Tax (Private Vehicles)

- Road Tax (Public Service Vehicles)

2003 The Earle And Phillips Conaulting Group



Office OF Public Sector Reform
Impact Study Report

- Transport Inspectorate
- \ehicle Examinations

Problem Definition

The Licensing Authority is one of four pilots selected for the establishment of Customer Charters. The
Customer Service Improverment Programme is based on the concept of citizens charters operating in other
countries, with the aim of raising the quality of services, increasing choice, securing better value and
extending accountability. The basic principles of the initiative are:

- Service standards

- Openness

- Information

- Convenience

- Choice

- Responsiveness to complaints
- Redress

To date some progress has been realized. However, against the background of the Charter’s principles,
the successes of Licensing Authority so far have been minimal.

Action Taken

Openness - The frontline staff wear uniforms and name badges and have been trained in the areas of
Customer Service and Public Relations.

Information - There are four brochures which provide the public with information pertaining to matters of
the Licensing Authority. Despite this effort, the department has fallen short in supplying pertinent
information to the public at large in that the supply of brochures is not constant with demand and they also
need updating. No further effort has been made to discover other methods for disseminating information.

Convenience - Efforts to decentralize some of the services offered by this monopoly have been slow in
materializing. An Information Hatline is in place and drop cheque boxes have been installed at all three
branches.

Choice - The Barbados Licensing Authority continues to be a monopoly organization.
Responsiveness to Complaints - A complaint system is yet to be finalized. There has been some

tardiness in collecting the required data and information for necessary analysis by the Mnistry's
management.
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Service Standards - The fact that no service standards have been established leaves the area of redress
yet to be considered and a policy determined.

Points to Consider

Failure to establish the Customer Charter could be linked to the folloning conditions which exist in the
department:

There is a perceived dispute existing between management and staff causing a “stand-off”. There
are also interpersonal and interdepartmental conflicts with some sections undermining athers.
Some staff members openly say that no one cares about their concerns.  They become irate on
occasion and are disenchanted especially as it relates to IRC matters

The department has not been able to sustain an active IRC.  Also, management is not in favour of
some IRC members and vice versa.

There is evidence of poor leadership skills. There seems to be an absence of a vision for the
department and decisions do not reflect consultation. Management is very tardy in executing
Public Sector Reforminitiatives. There is a clear inability to get things done or happen in a timely
manner.

There has been a breakdown in communication between the Ministry and the Chief Licensing
Officer on a number of issues pertaining to staff. There is also alleged lack of support from the
parent Ministry for the Authority.

The staff operate in unsuitable physical conditions and cramped offices
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8.0 VIEWS OF MINISTERS, SENIOR CIVIL SERVANTS AND THE NUPW
SOURCED FROM NATION NEWSPAPERS 1995-2002

Fomiits inception, the public sector reform programme has generated nuch discussion and debate.  Following is
a summary of the views of the Prime Minister, various ministers and other stakeholders in bath the public and
private sector. These views were sourced from Nation newspapers for the period of 1995-2002.

According to Minister of State in the Prime Minister's Office Senator Glyne Murray who was responsible for public

sector reform, the public senvice is all about procedures which do not encourage efficiency in a modem day
business ervironment. These procedures amount to a paper chase that can be time-consuming and laborious,
and has created a negative image of the public service!

Senator Murray also said it was wrong to have persons acting in vacant paositions for up to 15 years in some
arcunmstances and public sector reform would see the process of appointment for acting public servants being
accelerated. He added thet the Personnel and Administration Department was presently undertaking an audit
which would paint the way forward for more reforms in the public service

In 1997, o years after the programme had been implemented, Government backbencher, Dr. Richard
Cheltenham was quoted as saying that public sector reform lacks philosophy.  In his opinion, there was no
philasophy behind the reform as it relates to what role the public service should play in Barbados as it enters the
21s century. He continued that the public service induded a large and rich poal of talert, but a lot of the
employees do nat feel motivated because they do nat see the systemas just and fair and a lot of their talent is not
being put to use. Some are appointed after two years and athers are still acting after 15 years, despite being

qualifiedi

Inthe same year of 1997, Prime Minister Owen Arthur explained that public sector reformwas not a Government
project but was a continuous process, a phase which Barbados was going through. He also ariticised politicians
for nat being as involved as they should be in the programme of reform v

81 ROLEFORVAROUS STAKBHOLDERS

According to Senator Glyne Murray, steps had been taken to involve as many persons and organisations as
passible in the thrust to make public sector reforma broadHoased national endeavour.Y

One of these organizations wes the Human Resources Management Association of Barbados (HRMAB).
Senator Murray said Government wes  establishing a National Task Force on public sector refom and
representatives from private and public sector groups, induding the Human Resource Management Association
of Barbados would advise it. He also said that the HRVAB should play a role in helping Governiment train
menagement staff. v
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Senator Murray also said the media and the state must work together to transmit information on public sector
reform to the general public. Such an approach wes needed to aneken the conscousness of dtizens to a
programe designed to enhance their standard of living

In 1996, Prime Minister Owen Arthur invited members of the private sector to convene a spedial meeting of the
various agendies to give govemment the benefit of their advice as to how they were affected by the present
operation of the public sector and the manner in which the way of doing business could be inproved in all of its
various spheres and dimensions. He urged the business people to make submissions to Govemment even on
metters that did not immediately appear to affect their battom line.vii

The Prime Minister's requests were re-enforced six years later by Chief Executive Officer and Managing Director
of Barbadas Shipping and Trading Company Limited Mr. Allan Helds. He said it was important for the public and
private sectors to see thermselves as partners rather than oppasing groups as they were bath vital engines in the
development of Barbados. He continued that it is important that the public sector develops to its full potential to
become the dynamic entity that it can be, and we should all play our part to ensure that this undertaking is
realised. He therefore encouraged menmbers of the private sector, in whatever way they could, to assist with the
public sector reform process because uttimately this would redound to the benefit of all Barbadians.x

In 1998, then Director of the Office of Public Sector Reform, Gail Atkins was quated as saying that all Barbadians
would soon be able to make direct input into how the pulblic sector is reformed and managed with the creation of
Gitizens Coundil by the Office of Public Sector Reform. She encouraged the public to take full advantage of all
opportunities to make their needs known to public sector agendies. *

82ISSUESTOBEADDRESSD

Ministers and aother key stakeholders also gave their views on issues which, in their opinion, needed to be
addressed as part of public sector reform

In 1996, then permanent secretary in the Ministry of the Givil Service, Selwyn Srith said he believed that the
vision of the public sector reform programme could not be achieved unless Government wass refocused and there
were improvements in human resources and financial management. Added to this, there must be changes tothe
attitude of work within the Barbados public sectorx.

Avyear later in 1997, permanent secretary in the Ministry of Finance, Grantley Smith posited that one of the mejor
thrusts of public sector reform has to be the improvement and broadening of the channels of communication of
Govemment agencies. This improvement must also extend to the public. He said public sector officials need to
be trained in the art of communication, adding that it was no longer adequate to assume that because an
individual had been trained to a certain level, he or she could automatically and effectively get points across to the
publici
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Feedback is one issue which Senator Gyne Murray believed could be improved.  He thought it important that
there be public feedback by ministries and departments. He said, “As it stands now, little positive feedback is
offered to the public service for areas in which, perhaps despite mgjor resource constraints, it has delivered an
effective service." Senator Murray also added it was crucial to the inplementation of the Paper®proposals thet all
individuals, organisations and agencies in the public service commit themselves "to ownership of the reform
programe, (and) to accept praise and blame for the process. i

Senator Murray also called on senior public servants to do what they could to eradicate any belief that they were
paying lip service to public sector reform He said some officers believed those at the top were not making efforts
to reform the sector seriously. He continued that for some people and in certain circumstances perception could
be more effective and important than facts and reality. One way of altering this perception of non or token support
for public sector reformwould be for senior managers to pay dlaser attention to the work and efforts of the intermal
reform committees, set up and operating in Most ministries and departments xv

Later in 1998, Senator Murray acknowledged that the programme wes being resisted by cynics and sceptics who
unfortunately were ensconced on the tap rungs of the public service ladder. He recognized that attitude and
wamed the holdouts as tactfully as he could, bearing in mind that he would still need their co-operation if the
reform effort were to succeed

Govemment backbencher and former Attomey General Louis Tull, QC. added his voice in tenms of issues to be
addressed when he said that attention should be peid to the relationships between senior civil servants and
ministers. The line between the two was gradually becoming blurred, he said, meking it difficult for them to
proceed with dear ideas of what is expected of each. Ministers cannot succeed without a cooperative and
collaborative relationship with senior public officers, he added, nating that from his vantage point he was naticing
some distressing signsv

Govemment Senator Pat Alleyne also addressed the issue of permanent secretaries.  While commending the
work done so far in public sector reform, the Senator called for a start to changing the culture of the Givil Senvice.
Animportant aspect would be changing the title of some workers, for exanle, permanent secretaries, which she
felt had the wong connatation.  She further suggested that, as is done in some countries regarded as
progressive, permanent secretaries could be contracted as chief executive officers of ministries so thet, as in the
private sector, they were retained and paid for performance. It would also prevent them from being shifted at the
discretion of ministers, she added. She suggested that reform should start at the top. i

Anather area to be addressed is meritocracy in the Public Service. M. Joseph Goddard, General Secretary of
the National Union of Public Workers said the unions are suppartive of such a nove, provided there are agreed
criteria and that there is transparency and consistency in the application of the agreed criteria i

In 2001, Mr. Goddard indicated the union's dissatisfaction with the length of time it takes to resolve grievances
and complaints in the public sector. He said some of the inplications flawing from this chronic failure to settle
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grievances promptly included lingering, dissatisfaction, disgruntiement and disaffection, low morale and low
productivity, cynicism and serious disregard for public sector reform, lack of confidence in public sector
management and an early exit fromthe public service X

Later that same year, M. Goddard asked Government to seriously review its public sector reform prograne.
He said workers were seeing little improvement under the current exercise.  The union was concermed about
public sector reform from a number of perspectives. The workers seem to get the least amount of benefits from
reform Mr. Goddard stressed there was a role for public workers in the relevant departments who should also pull
their weight to ensure their colleagues received the entitlerments to which they were due. He said this would help
to prevent lopsided public sector reform which was seeing some workers finding it hard to dbtain their pensions
among other difficulties

Hnally in 2002, Minister Of Physical Development And The Environment, Blizabeth Thompson called for the
decentralisation of the Gvil Service but stressed that there must be nore transparency in the system before
decentralisation was introduced. The minister also suggested that recruitment and pronotion should have dear
criteria and that some departments should deliver a 24-hour service explaining that paliticians are called to fires at
midnight, but the National Assistance Board and other welfare agendies are dosed. *4
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9.0 SUMMARY OF IN-DEPTH INTERVIEWS

In-depth interviews were conducted with a number of key stakeholders in the reform process.  There were eight
persons from the public sector and five from the private sector. Each person was asked about the public sector
reform programe, initiatives implemented and the Office of Public Sector Reform. A copy of the discussion
guide has been placed in Appendix 16.3. Following is a summary of those in-depth interviens.

9.1 KNOM_EDGE OF PUBLIC SECTOR REFORVIPROGRAMMVE

“The Ministry of Civil Service, through the Office of Public Sector Reformis using public sector reformas a means
of looking at the services provided so as to increase the level of customer satisfaction as well as to improve and
enhance the overall efficiency of departments espedially those that interact with the public on a larger scale.”

“The aim of public sector reformiis to re-fashion and renew the public sector so it can nore efficiently performthe
tasks of a modem sodiety.  The public sector must nmove to fadilitate economic movers and shakers and provide
better service.”

These two responses summarize the views of those persons interviewed as part of the impact study on public
sector refoorm With one exception, all of the respondents felt well informed of the public sector reform
programme. Several of the permanent secretaries have been involved in the programme from the inception with
one referring to the broadHbased meeting held at Sherboume in 1995 and to the subsequent meeting held with
the permanent secretaries.

Most of the private sector representatives said they have met with Mr. Archer at least once at which times they
were informed of the programe’s goals and objectives. These persons also receive updates and copies of the
published booklets from the office which keep themwell apprised of any progress.

According to the respondents, public sector reform is a continuous process and has been going on for several
years, bath prior to and after the establishment of the Office of Public Sector Reform Acknowledging that reform
has been going on for a while, however, ane private sector representative pased the question, ““Ahen do you
want to stop calling the process reform?’

Persons were anare that initiatives were rolled out in select departments e.g. Immigration, Registration and the
Treasury, mainly those that have greater interaction with the public.

92 RESPONSE TO THE REFORVIPROCESS FROMDIHHERENT STAKBHOLDERS

The participants indicated there have been mixed responses to public sector reform fromthe various stakeholders
namely the general public, the private sector and avil servants.  The respondents thermselves see reformas a
commendable and essential programme.  However, from the local perspective, reform is way overdue but it is
good that the process is now coming into effect considering the global issues.
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In their opinion, the public welcomed public sector reform seeing it as a means of improvement in the public
sector. There has been much feedback through letters to the newspaper and call-in programmes on the level of
service offered by govemment departments. Most of this has been negative but the point was mede that persons
generally magnify negative experiences while good experiences go unheralded. Also, persons judge the reform
process on thelr experiences in particular departments.

The respondents also said the private sector welcomed public sector reform but, from a business perspective,
private sector entities have not seen significant inproverment. One person was of the view that when the reform
programe is truly in place, it will impact significantly on the private sector.  Now there are only pockets of
change. He believes that menmbers of the private sector should be given an opportunity to meke their concems
known and provide feedback on public sector reform for the good of all. Anather respondent noted that currently
there is an “artificial and stupid separation” between the public and private sector but, in order to function, the
private must still utilize the government senvices such as Immigration, Custonms and VAT.

With respect to aivil servants, nearly all of the respondents acknowledged there has nat been an across the board
buy in to the exercise. On the one hand, there are workers at all levels who fully support and are committed to
public sector reform. On the other hand, some persons are neither “here nor there” while athers have nat bought
in to the process.  Initially, some workers felt that public sector reform was an gpportunity to prune the public
service and cut jols. When they realized that was not the aim, workers settled and became more cooperative.
Now the lack of response can be attributed to persons’ unwillingness to come out of their confort zones and
change fromthe old ways of operation. One person opined that younger staff more enbrace change, espedially
technological change, than older staff who have a distrust for systernms.  Also, some persons do nat see how public
sector reform affects them and aperate on the periphery.

At a senior level, there are a number of permanent secretaries who have dedicated themselves to change and
who drive the reform process in their departments.  However, in other ministries, there is insufficient support from
the permanent secretaries. A few respondents also commented that ministerial support is not as high as it should
be.

93 BHECTIVENESS OF REFCRMINITIATIVES

Respondents were aware of initiatives in a number of government departments which have resulted in improved
service delivery. The following departments were highlighted:

Immigration

Custons

Inland Revenue — computerization which has increased the speed of income tax retums
Treasury department - both physical and operational reform

Land Tax Department
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Post Offices in terms of tumover time
Registration Department
Barbados Licensing Authority — computerization thus far has resulited in shorter lines and less frustrated
persons

Mistry of Hnance specifically VAT & the Public BExpenditure Management Programme and
SmartStream.  According to respondents from the Ministry of Fnance, however, their reform initiatives
have been largely self-generated although the Ministry has been involved in some public sector reform
initiatives and officers have attended some training sessions.

Several persons also indicated knowledge of the performance reviews and appraisal while two respondents
mentioned the Employee Assistance Programme (EAP) where persons can go for counseling for personal or
work-related issues. However, the perception is that the EAP is for “difficult” employees and workers cannot be
forced to attend sessions.  One respondent believes that the power to send someone to the EAP should reside
with the Personnel Administration Division.

In ters of areas thet still need to be addressed, respondents cited slow service in many departments and poor
response to corespondence. One person each mentioned the discriminatory practices of Immigration and the
slow VAT refunds to private sector agencies.

While acknowledging some improvement, another respondent rated the public sector reform programme as a
grade above failing, explaining the exerdse has not achieved its mejor objective which he sees as the
modification of employee attitudes. Workers nmust come to realize that they do nat just sit at a desk and do a job
but they are providing a service. He acknowledged however that such modification is a long-term process.  This
view on the required attitudinal change of public servants was shared by several other persons in bath the public
and private sector.

94 GHALL BENGES AND BARRERS TOSUOCESS

Interviewees cited the following as challenges encountered in the reform process or barriers to the success of the
programme;

Not all persons have bought in to the reform exercise.  Some persons have resisted change because
they are contortable with the status quo and because they are afraid of possible consequences such as
increased workload or job loss.

Sonme ermployees seem unable to link the impact of their actions with larger sodietal issues such as the
cost of living, quality of education and availability of mortgages. Because of this inability to understand the
linkages, persons do nat have the enotional foundation which would stir themto change.
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The large-scale manner in which the programme was undertaken whereby thin human and finandial
resources Were spread over the entire public sector.

There was never a strategic plan for public sector reformto stipulate phases of the programme and paint
the overall picture of where the programme was and where it was going, all with specific timelines.

The ineffective and inefficient disciplinary process in the public sector which has resulted in too many
nonproductive persons with a “They can't do me anything” mentality. A consequence is the occurrence
of operational bottlenecks and cases where a few enployees do the work for their whole department. A
symptomof the problemis the large number of persons who are transferred anmong departments.

Poor working conditions in some departments.  Persons cannat be convinced that public sector reform
will work for them if they are operating in decrepit conditions.  One respondent observed that there has
been an approximate 60% improvement in staff attitude since his department moved into improved
fadlities.

The present process of recruitment in to the public sernvice which resuits in mismatch of persons to jobs.
Al efforts at reform committees, strategies and customer charters are not being galvanized.

Public sector reform has become part of the routine in the public sector. The programme started with a
bang but it has now become a part of the routine/day-to-day work of the public senvice. There is no
enphasis or priority and it has lost its impetus.

Public sector reformis using public servants to reform thenmselves.  The view was expressed, “How can
you reforma thing that requires the people being reformed to be the reformers?”

95 HONTHE PROGRAMME CAN BE IMPROVED

According to respondents, when responsibility for reform was moved from the Prime Minister’s office to the
Ministry of Labour that suggested to them that reform had lost its importance. However, a high prfile is needed
to make animpact on the psyche of public servants and to keep reformas a priority issue in the public sector.

Several respondents enphasized the importance of effective leadership from the higher levels.  Suggested
leaders incduded individual ministers and the permanent secretaries who would demonstrate their commitment to
the exerdse and galvanize their ministries into action. Other persons suggested that leadership could be
someone from the middle management level who routinely interacts with staff and can communicate change
while motivating the enployees.
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The success of a lot of programmes depends on the support of persons at the top.  As such, one respondent
believes that reform must also address the relationship between the permanent secretaries and ministers. Adear

understanding is needed of the power and role of both as any anbiguity resuits in conflict and problems.

The general view was that public workers nmust understand the purpose of reform and the benefits to all
concemed.  This informetion could be communicated though an awareness campaign.  Also, constartt effective
communication is needed to keep persons abreast of progress and any new developments.  Staff who have
bought in to reform can be used to pronote buy in from other employees.  When enployees share the vision,
they can then help to communicate this vision to the public.

Respondents explained it is important to notivate employees to bring about attitudinal change because persons
cannat be forced to reform or be disciplined for norHreform A system is needed whereby persons who function
can be rewarded and those who do not can be sanctioned. A problemis that persons who do not function are
merely transferred from department to department. It should also be possible for permanent secretaries to take
disciplinary action in a timely manner where required.

Anather suggestion was that recruitment into the public service be revanped. It is necessary to prdfile jobs and
create job descriptions. A system can be developed where persons shift through computerized records and
match persons to the jolbs which would save time on training.  Targets and objectives should be wiitten into job
descriptions and the permanent secretaries should have input in the recruitment and selection of staff for their
departments. In some cases departments are assigned inconpetent or inefficient staff who impact negatively on
the overall service delivery. One person also suggested that contracts for public servants should be based on
performance and be for a one year period as is done in New Zealand.

To monitor progress, spedific objectives and targets nmust be set in collaboration with all stakeholders. Reference
could be mede to intemational best practice. Al persons in the change management process nust understand
their roles, as the process should be one of mentorship.  To drive the reform process, persons are needed with
skills and experience in areas such as change management, organizational transformation and organizational
psychology. Personnel fromthe Office of Public Sector Reform should provide these skills and experience.

Bxisting methodologies should also be reviewed to gauge effectiveness.  Several persons were of the view that

the programme should be stopped and re-launched with rollout in a few key areas. It should only then be spread
through the rest of the public sector after it had been fine-tuned.

26
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96 OFHCEOFPUBLIC SECTORRE-CRM

According to the respondents, OPSR was established to drive public sector reform. The office provides various
technical services such as organizational reviews, training, customer charters and programmes on senice
delivery.

While acknowledging that Mr. Archer and staff are trying their best and do provide effective assistance in various
areas, respondents believe the effectiveness of OPSRis hindered by several factors induding the following:

Limited financial and human resources to senvice the entire public sector.  These factors hamper the
ability of the office to respond to requests and promptly assist all departmernts.
Inexperience and low profile of some staff. Some of the officers were described as “young and green'”.
As such, they are not taken seriously by some managers and have nat had the opportunity to build
relationships with the managers in the various departments. As one respondent stated, "A consultant
who has never done it cannot come into my organization and tell me how to do it". Officers have
theoretical knowledge but they require greater experience to inspire confidence in public servants. Also,
the officers must be able to interact at the same thought level and intelligence as thase persons to whom
they might offer advice. Officers were given a rating of five out of ten by one respondent.

High tumover rate among staff. Two respondents mentioned cases Where the change in officer assigned
to their departments delayed the progress of their reforminitiatives.

Limited power and autharity in terms of implementing initiatives in departments. OPSR only plays an
advisory rale but cannat implement change without the permission and commitment of the department's
permanent secretary or department head.

The attitudes of some managers and directors in the various ministries/departments.  Respondents
believe that officers are only taken seriously by persons who see the importance of reform and are
committed to the process.

The interviewees offered several suggestions for greater effectiveness of OPSR.

If OPSR is to be a meaningful office of reform, it should be a powerful body with dout to achieve its dbjectives
within a particular time frame.  One person suggested the structure of a quasi-independent technical arm of the
Public Service Conmissions.

Consensual gpinion wes that the unit needs a senior high profile champion who would push the programme and
command a level of respedt.  This champion would also have entrée into department heads and permanent
secretaries. The office needs more staff with the experience and qualifications to command respect among public
servants.
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While additional finances are required, one respondent believes the office can utilize relatively simple, innovative
and low cost mechanisns to assist with reform For example, the number of complimentary as opposed to
unconplimentary letters received over a period of time can be used as a verifiable and quantifiable indicator of
progress.

Anather respondent was of the view that instead of promoting buy in to reform among govemment departments,
OPSR should craft a strategic plan for heads of departments to buy into. It would then be the responsibility of

these department heads to develop their own intemal processes to drive reform in their departments.  Another
suggestion wes that OPSR should focus on oneftwo key departments and use those as models of reform
Persons can then be transferred from ather units into that mode! unit to experience the feeling of true reform

A Public Relations/Marketing programme is required, as persons need to be bombarded with reform reminders
and requests. Communication can achieve the twofdd aim of disseminating informeation on refom and
successful initiatives as well as gathering suggestions for how the public sector can be inproved.  The office
should have a fast response teamto quickly respond to informeation in the puldlic domain.

One respondent believes that OPSR needs an intermal group dedicated to the task of intermal analysis, evaluation
and nodification of strategies. Another apined that the office should not continue if it is not getting the desired
results. The office needs to look at lessons leamt and take corrective action.

In termrs of the future role of OPSR, respondents believe the office has to be government’s change management
vehide and an integral important public sector agency. OPSR should play a nore central role with respect to
monitoring government departments and agendies to ensure that they are providing senvices adequately. It
should work with the human resource elements in the public service such as the Personnel Administration and
Training Divisions.  The office should be fully charged with the responsibility of ensuring public service is at the
cutting edge in technology. It can also play the role of public relations office for public sector reform

97 BFFECTIVENESS OF INTERNAL REFOCRMGOVMITTEES (IRCS)

According to respondents, the concept of Intemal Reform Committees is still relatively new and all ministries have
not yet implemented these committees. However, some departments such as Immigration have very active IRCs.
IRCs can help in boosting employee morale and pronoting buy in to change.  They may also bring to
management’s attention issues, however small, which could lead to problens if not addressed.  Sometimes the
IRCs function along the lines of shop stewards.

Respondents believe the committee tends to reflect leadership. With the “right person” as president of the IRC,
the committee can be of tremendous aid to an organization in terms of fadilitating modemization and resolving
issues.
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Persons acknowledged that the committees are reasonably effective given the constraints under which they work.
Two such constraints are limited financial resources and time for meetings as officers on conmittees still have
their own work to do. Another problem is the perceptions and attitudes of members on the one hand and the
permanent secretaries/department heads on the ather. Some members behave as if they do not have to answer

to department heads.

In ters of the structure of the committees, several of the permanent secretaries interviewed said they respect the
views and expertise of the persons on the IRCs in their departments and meke themselves available for
consuitation. Two athers said they would not change the structure of their IRCs since the committees were put

together by staff.

It was reported that OPSR s in the process of reforming IRCs so that they can be nore effective todls of reform A
review comnittee has been set up to reform the operations of the IRCs.

98 ANAL COMVENTS

In their final comments, respondents noted that Barbados and the public service are blessed with persons who
have benefited from excellent education and can perform and develop. A mejor weakness, however, is that
Barbadians are nat fully anare of their skills and talents. OPSR and the public service possess diverse talents to
drive Barbados forward to success. Managers in the public senvice need to provide a learming environment in
which persons can flourish.

Barbadians apparently only respond to external forces instead of being proactive. To govemment’s credit, they
had the foresight to implerment the public sector reform programme but this wes later than respondents believe it

was needed. Also, the speed of dedisionHmeking is an area that public sector reformhas nat yet addressed. The
feeling seems to be that if decisions are made in haste, there is a long time to regret them

The programe is ambitious but certainly needed. There were doubts as to whether the general public knows
what public sector reform is really about. It is one thing to communicate an ideal in the media when public
experiences indicate a different story.

The respondents thenmselves are suppartive of reform and believe the programme has modemized the public
senvice. However, it is now necessary to step back objectively and see how the programme must be fine-tuned
and revamped for inprovement.
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10.0 SUMMARY OF FOCUS GROUPS

Enmployees were given an opportunity to air their views on the public sector reform programme and the Office of
Public Sector Reform during two focus group sessions. A copy of the discussion guide used has been placed in
Appendix 16.3. Participants were drawn from a cross-section of government departments and staffing levels. A
list of the departments represented has also been placed in Appendix 16.5. Ermployee views are summarized
below.

101 KNOMEDGE OF PUBLIC SECTOR REFORVIPROGRAMVE

According to the respondents, public sector reform was started in 1995 by the Ministry of Givil Service and seeks
to accomplish the following goals:

Toimprove the administrative procedures and the way of doing things

To meke the avil service nore effective, efficient and customer-friendly

To align public practices with modem business practices in temms of maximizing customer satisfaction
and optimizing the human resources in the public sector

To address the negative nation of the public sector and the perception that public officers do not care

Most respondents associated public sector reformwith change and improvement. Others associated reform with
quality performance, streamlining to get rid of non-value paositions and knowing what to do and when.

There were mixed views on if public sector reform has achieved the objectives. While most persons said “no’,
others said “not quite”, “hat in entirety” or “to some extent”. Several persons were quite satisfied with the progress
thus far though others believed the programme was slow and tardy in getting off its feet.  They had been hearing
of public sector reform for a number of years.

102 RESPONSE TO THE REFORVIPROCESS HFROMDIFHERENT STAKBHOLDERS

Respondents acknowledged that public sector reformis timely.  As one respondent explained, the public senvice
could nat continue as it was going with globalisation and persons coming in from different countries to work in
Barbados. Barbados needed to become more competitive nat only in the private sector but also in the public
sector. In spite of this, employee support for the programme is poor.  Initially persons were caught up in the
momentum but that has apparently waned.  Also, soime officers do nat feel part of the programme.  This was
attributed to a lack of meetings. There is no incentive for initiatives and the whole process of reformis voluntary in
basis. One person posited that around 90/95% of the puldlic servants could not be mativated to join in the reform
They are frustrated with the system

Support also appears low at the higher levels. Some senior officers see reform as “getting into their work'.
However, judging fromthe response of some members of the public, reform has been very effective.
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103 BEHFECTVENESS OF REFORMINITIATIVES

Al respondents present reported there have been initiatives in thelr respective departments though all of these
intiatives have not been driven by OPSR. Some changes were mandated by policy or external pressures.
Examples of such changes were given as the initiatives in the Attomey General’'s Office, the introduction of VAT
and the activity at the Grantley Adaims Intemational Airport.  Some participants were of the opinion that those
ministries with reformwere driven by need and not by logical or strategic decisions.

Specific mention was mede of the improvements in the Immigration and Customs Departments in terrs of a
much faster tumaround time.  The Registration and National Insurance department have also been conmputerized
and function more efficiently.

Respondents posited that training in customer service has helped to inprove the attitude and behaviour of
govemment workers in ters of their dealings with the public. One person noted a reduction in the nunber of
complaints fromthe extermnal public conceming service delivery since training was held.

The Employee Assistance Programme (EAP) is seen as only for alcohalics, drug users and persons with slight
mental issues. The programmes are nat sensitive enough to realize when persons are stressed or are going
“slightly off”; they only deal with severe cases. Some participants were not anere of the existence or function of
the Employee Assistance Programe.

The Performance Review and Development System (PRDS) has been inplemented in some departments and
ministries and has been effective. The introduction of the performance review sought to assess dfficers with the
am of maeking them more accountable and people-friendly.  Some officers have participated in lectures and
positive results have been seen in the attitudes of those line officers involved in the appraisal process.

At first, some workers were afraid of PRDS, as they were nat sure howthe systemwas goingtowork. - However,
there is now general acceptance of the new system as it is perceived to be less subjective than the dld system
and there is greater transparency. There waes also initial fear at the higher level as the system calls for
accountability from supervisors.  In addition, PRDS is seen as more work for supenvisors who must develop a
work plan, coach and provide feedback. Also, discussing shortcomings with enployees requires counseling skills
to avoid a “strain” on some relationships.

Participants also commented on the Qualification Bar which stipulates the qualifications required for particular
jobs.  However, there is inconsistency in administration. It appears that persons in authority resort to the
qualification bar when it sits them but workers believe that the bar should be stuck to and the special dispasition
should be abolished.

31
2003 The Earle And Phillips Conaulting Group



Office OF Public Sector Reform
Impact Study Report

104 CHALLENGESANDBARRIERS TOSUCCESS

Respondents gave the following as challenges or barriers to the success of the reform programme:

Cetting persons to buy in to the reform process. Fundamentally, workers have the attitude of “pay me for
what | amworth; 1 will conformif there is something init for e,

People in general do nat like change. Some also feel their jolos will be taken anay espedially when the
qualification bar is enforced.

There are great levels of frustration. Givil servants work in horrible conditions yet they are expected to be
productive. Also, some are qualified but have remained in the same pasition for a long period of time.
Emphasis is on the external as opposed to the intemal customer and the public gets better treatment
than some staff. However, it is the intemal customers who hald the key to reform and if they are
dissatisfied, external customers will feel the pinch.

Several persons have reformideas but either there is no opportunity to put forth these ideas or their ideas
are not acoepted

Some officers see reform as OPSR doing everything and wait for OPSR to initiate any action. There
does not seem to be an understanding that reform lies with each individual within each department.
Sone persons also say they have bought into reform but step back when it is the time for action

Thereis alack of publicity. Persons are constantly coming into the public service without any knowledge
of the reform process.

Lack of support from permanent secretaries. There is a need to get the permanent secretaries on board
to lead the process. Also, some workers need to hear the benefits of the reform process from persons
“With clout”.

Administrative change cannat take place in an environment where poalitics remain the same.  Line staff
want less paliic while paliicians want more.  This issue is particularty visible where sanctioning of
workersis concemed.  Also, from the budgeting point of view, money is given to persons who spend their
allocated funds which discourages prudence

There seerrs to be no connection between the initiatives although they are all aspects of the public
sector reformprogramme.  This notion of separateness was developed in the roll-out of the exercises.

105 HOWTHE PROGRAMME CAN BE IMPROVED

Respondents offered a nunmber of suggestions as to how the programme could be improved induding the
following:

There should be a change in the prograne’s driver.  Some persons suggested the minister or the
permanent secretary as the drver while athers suggested the Prime Minister explaining that all
successful strategies that brought about change were attached to his office e.g. AIDS, VAT. The Head of
the Givil Service does nat have staff and cannat enforce.  The paint was also made that you cannot
advise a person to whomyou are subsenviert. .
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Permanent secretaries have to intemalize public sector reform because they are the ones who do nat
move and who can drive the reform for the sake of continuity.  The point was mede that some IRCs
become dormant when menrbers are assigned to ather ministries.

Reform should be re~visited and re{packaged. Persons see the different initiatives as separate and not
as aspects of the same programme.  The suggestion was also made that the exerdise could be piloted in
a particular ministry first e.g. the Office of Gvil Service and then spread through the entire public sector.
New ventures have unforeseen ramifications so the programme should have been piloted

It should be mandatory for employees to participate in initiatives

An across the board structure is needed in addition to accountability and a dear direction

Accountability should be included in the job description of civil servants

Govemment departments need a public relations person or some form of unit to respond to the public in
atimely manner. Some persons go away with negative perceptions of the departmerts.

More meetings and workshops to define public sector reform and establish clear goals for ministries.
Each department should have access to the Intemet which would fadlitate inter-departmental
communication across the island. Persons can also access information online much faster and generate
accurate and timely data which would drastically reduce the response time. Access should be controlled,
as some persons would abuse the privilege.

106 OFHCE OF PUBLICSECTORRE-ORM

There was some uncertainty conceming the role of OPSR. Sone participants believe that OPSR plays the role of
consultants to govemnment departments.  The officers also act as fadilitators, assisting departments in tems of
implementing initiatives and charting policies. In some cases however, OPSR and the Training Division appear to
be stumbling over each ather. The comment was mede that if persons dearly knew the role played by the office,
then the office could be incorporated into the plans of individual ministries.  An officer from OPSR is suppased to
be assigned to particular ministries but this is nat always seen.

Some participants were of the view that OPSR should go into departments and take responsibility for some
initiatives instead of having to get permission from the Permanent Secretaries who are seen as unnovable.  If
they do nat change, nothing will be changed but the permanent secretaries will not do anything that will increase
their workload.

Anareness of the Challenge newsletter was high but there was lower anareness of the website. One respondent
stated that the website is not managed as it wes last updated two years ago.

Respondents believe the effectiveness of OPSR is hindered by limited human and financial resources. The office
requires finances to support initiatives and more staff to increase the speed of the reform process.  Also, the
office and staff need more dout. One participant noted that the OPSR officer assigned to his department had
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previously worked in that said department. Some persons, however, reported their departments have good
relationships with their assigned officers who are always available and accessible and provide assistance.

OPSR needs to be constantly "in your face” or work with contact persons in the various ministries to disseminate
information.  That would keep reform in the consciousness of enmployees even when they get into the routine of
work.

The assessment of the programme is too general on the part of the office. There should be spedific timelines for
exanmple every two months an assessment should be taken of what has been achieved and any problerms
encountered. This would resut in greater accountability for the office.

The office has a rale to play in educating the public. They need to communicate what the programmes have done
and how effective they have been. The public relations campaign can also address the negative image of the
public service.

107 BFFECTIVENESS OF INTERNAL REFORMGOVMITTEES (IRCS)

Interal Reform Committees are seen as fadilitators of change but some enployees use the IRCs as industrial
relations negatiating tools and for handling their grievances. The IRCs of some departments are very active, for
exanmple those of Archives department, Registration department and Court Processing Office, some of whom
have been highlighted in the OPSR Newsletter. On the other hand, the IRCs of ather departments are inactive or
defunct. Respondents explained some workers do not want to sit on the IRCs as they do not see the benefits to
workers.

IRCs face a number of challenges induding the following:

Loss of members when they are transferred among departments

Lack of time to meet or carry out activities as meetings cannot cut into work

Pdlitics - some senior managers see the IRCs as a challenge to their status. They seem to think that
they are giving up some of their powers to lower level staff

Some suggestions seemto stall at the senior management level after the IRCs make recommendations
IRC members have to provide their own funds to implement initiatives. There is no mechanism for staff
to acoess funds but IRCs cannat move forward on goodwill of menbers
Leadership affects the IRC effectiveness.

Persons suggested that IRCs should be independent, have nore power and access to financial resources. One

person thinks it is necessary to look at the culture of specific departments - some are resistant to change.
Anather suggested that the name of IRCs should be changed.
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108 HNAL COMVENTS

Respondents conduded that the idea of pubdlic sector reformis good for Barbados and Barbadians. In principle,
the programme has worth but it needs work.  Participants reiterated that the programme should be stopped and
re-started with a pilot project in the Ministry of Gvil Service or in one particular department.  This pilot should be
within specific parameters so that it could be similarty implenmented in other ministries at a later date.

For effective implementation of initiatives, staff must be involved from the get-go and must be kept well informed.
It is necessary to see how different parts conme together for the good of the country and how things can impact on
refom Feedback is also needed on the activities on OPSR.

FHnally, participants suggested that copies of the report be mede available to the various ministries. They would
also like to review the final report.
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11.0 FINDINGS OF TELEPHONE SURVEY

As part of the impact study, telephone interviews were conducted with members of the general public to
gauge their perception of the level of service in government departments over the last five years. This time
period corresponds with the establishment of the Office of Public Sector Reform, which, as stated before,
has been working to improve the effectiveness and efficiency of public service entities.

11.1 Sample Demographics

Age of Respondents

40.0% - J—
35.0%
30.0% -
25.0%+
20.0%+
15.0% -
10.0% -

5.0% -

0.0%-

Under 18-24 25-39 40-54 55-64 65 &
18 over

Highest Level of Education

The sample consisted of two hundred and twenty-one (221) respondents who had conducted business within a
govemment department within the last five years. Over half of the respondents were female (57.5%) while 40.3%
were mele. The modal age of the sanple was 40-44 (36.7%%), 30.8% of the sanple fell between the ages of 25 &
39 and 17.2% between the ages of 18 & 24. Most persons have been educated to the level of secondary schodl
or “community college, polytechnic or other spedalftechnical training” (36.2% each option).  16.7% of the
respondents have also attained a bachelor's degree.  One quarter of the respondents were dassified as
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professionals (24.4%) and one-fifth as derical workers (19.5%). One tenth each were dassified as manual labour
(20.4% or unemployed (11.3%).

11.2 Initid Impressions of Last Government Department With WWhich Respondent Conducted Business

How Inviting & Comfortable Did You Find The Department

40.0% -
30.0% -
20.0%
10.0% -

0.0%

Persons were asked to describe their initial impressions of the last govemment department with which they
conducted business. 9.5%0f the sample described the department as “nuch more inviting and confortable” than
they had expected. 15.8% said the department was “a little more inviting and comfortable” than they had
expected. Persons who gave both of these ratings were impressed with comfortable or dean surroundings and
waiting areas, the seating provided and pleasant helpful staff. A few of these persons also mentioned there was
definte improvement over the previous condition of the particular department with which they conducted
business.

Roughly one third of the respondents (34.8%) said thet the department was “as inviting and comfortable” as they
expected. Several of these explained that they have used the department before or were familiar with
govemment departments hence their ratings, while athers said they did not expect much from a government
Oepartment.

22.2% of the sample rated the department as “a little less inviting and confortable” while 16.7% rated the
department as “a lot less inviting and contfortable” than they had expected.  The main reasons which these
respondents gave for their ratings induded long lines and dld or sub-standard facilities as well as lack of
acknowledgment fromor unpleasant experiences with the officers in that department.

The respondents offered a number of suggestions as to howthe level of conort in the various departments could
be inproved.  Theses included the provision of seating, refurbishment and nmore spacious surroundings.  In
addition, there should be nore staff to increase the speed of service, staff should undergo customer relations
training and should approach customers when they enter to find out what assistance is required.
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11.3 Wit for service

Length of Wait For Service

40.0%
35.0%-
30.0%
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20.0%
15.0%
10.0%

5.0%

0.0% -

The length of time for which respondents had to wait for service varied among the sarmple participants. Most of
the respondents (35.7%%) had to wait between fifteen minutes & one hour for senvice with 13.2% having to wait
over an hour. On the ather hand, 12.7%% had to wait for less than five minutes, 20.8% between six & ten minutes
and 17.2%between eleven & fifteen minutes.

Slightly nore than half of the sanple (52.% were of the opinion that the time they waited for service wes not
reasonable. 44.8%thought the time frame was reasonable while 2.7%% (six respondents) gave no response.

Respondents were asked what could be done to meke the wait more pleasant. Some persons said that nothing
more could be done —the wait was already pleasant in the department with which they last conducted business.
However, other participants offered the following suggestions:

Mellow music, radio or television

Provision of seating

Refurbishment and upgrade of the surroundings and waiting area

Reading meterial such as magazines or literature on the department/senvices offered
Refreshments which could be coffee, tea, juice or just weter

More staff to facilitate speedier service espedially during busy periods

An enquiry desk or reception area where persons could ask questions and obtain information
Staff should be more pleasant and offer explanations for delays

114 Transaction Time

In ters of the actual transaction, roughly a quarter of the respondents (27.6%9 said the length of time it took to
complete the transaction wes as long as they had expected. 19.9% of the respondents said the time frame wes
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“much shorter than they had expected” with 11.8% saying it was “a little shorter than expected”. 19.5% said the
length of time was “a little longer than expected” with 20.4% saying “much longer than they had expected”.

115 Officer Behaviour/Attitude

Officer Behaviour

N
o
S
>

To gauge the standard of service offered, respondents were asked to indicate whether the dfficers with whom
they interacted performed spedific actions. Nearly three-fifths of the respondents said the officers greeted them
appropriately (57.9%0 while half said the officer wore a pleasant/friendly expression (53.4%9). One third of the
sample each reported that the officer wore appropriate uniform (33.9%), completed the interaction with an
appropriate farewell (32.6%0 and meintained eye contact during the interaction (31.7%0 while 27.1% said the
officer referred to the customer by name during the interaction. Fiendly, professional, helpful and pleasant were
some of the words used to describe these officers although others were merely business-like and doing their jobs.

On the other hand, 17.6% of the respondents reported that the officers with whomthey interacted did nat perform
any of the actions given above. These persons were described as cold, uninterested, unmannerly, unpleasant
and miserable.

2003 The Earle And Phillips Conaulting Group



Office OF Public Sector Reform
Impact Study Report

11.6 Qarity of Instructions and Forms

Clarity of Instructions and Forms

80.0% -
60.0% -
40.0% -
20.0%-

0.0% +4

O Instructions

01 Forms

On thelr last encounter in a govemment department, half of the respondents (49.3%) said they were given
instructions by the officer with whomthey interacted.  Two thirds of thase given instructions (67.0%) described the
instructions as “very dear” with 21.1% saying the instructions were “somewhat dear”. Only 3.7% of the
respondents thought the instructions were “a little difficult to understand” while one respondent (0.9% of the
sample) said the instructions given were “very difficult to understand”. Eight respondents (7.3%9) rated the foms
as “neither dear nor difficult to understand”.

Roughly one third (32.6%0) of the respondents were asked to complete forms when they last conducted business
with a govemment department.  The dear mgjority thought the forms were either “very dear” (51.4%) or
“somewhat dear” (26.4%). 11.1% described the forms as “neither dear nor difficult to understand”. 9.7% rated
the forms as “a little difficuit to understand” with one respondent choasing the “very difficult to understand’ option.

When asked what can be done to make the process of fom completion more customer-friendly, a few
respondents said that the forms were already easy to conplete. Honever, other respondents suggested meking
the forms as sinple as passible, better use of English and the provision of sarmple completed forms for reference.
Sone also believe there should be patient friendly personnel on hand to assist custoners, particularly the elderty,

and provide appropriate explanations where necessary.
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11.7 Contact a Telephone

Last Telephone Experience

Seven tenths of the participants (70.1%0) said they have contacted a govermnment department via telephone within
the last five years. Respondents were asked to rate their last telephone encounter with a government department
using the following scale:

1: very dissatisfactory

2. somewhat dissatisfactory

3. neither dissatisfactory nor satisfactory
4: somewhat satisfactory

5. very satisfactory

21.3% of the respondents gave a rating of 1 and 27.7% a rating of 2 for their last telephone encounter. These
persons gave the following main reasons to explain their ratings:

The telephone rang for a very long time

Respondent was transferred among departments and in each instance had to repeat the purpose of the
call. Insome cases the dfficers were still unable to provide assistance

Some respondents were kept on hold for excessively long periods of time. Some were afraid to hang up
as they were unsure if they would get through again

Some respondents complained of how the officers answered the telephone or directed the call. The
officers were apparently not pleasant and did not aways identify thenmselves or the organization.
Respondents described the officers as unmannery, misinformed and dismissive with some hurrying
callers off the telephone.

25.8% of the respondents gave a rating of 3. They explained that sometimes government officers could be

cooperative. Some were transferred among departments and had to wait for a long period of time but eventually
they received assistance. According to these respondents, some of the officers could have been more courteous.
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Those persons who gave a rating of 4 (18.7% of the sample) or 5 (6.5% of the sample) generally described the
officers to whom they spoke as pleasant, polite, courteous, professional and helpful. When they last called a
govemment department, the telephone was answered pronmptly and they either received informetion from the
officer to whomthey spoke or were directed to someone who was able to provide assistance.

Persons offered their suggestions as to how the telephone experience could be made more pleasant. These
included that officers be trained in telephone etiquette, answer the telephone pronmptly and explain the nature of
the metter to any other officers to whom the call is transferred so that the caller does not have to repeat
himherself several times.  If there is no one to answer the telephone, there should be a telephone service or a
PBX operator who could direct calls appropriately. Persons answering the calls should have a general knowledge
of the department so they could respond to simple queries or know to whom particular queries should be directed.

11.8 Responseto Queries, Complaints and Correspondence

Response to Queries

40.0%-

30.0%

20.0%

10.0% -

0.0% -

Respondents were asked to rate the response of govemment departments to queries, conplaints and
correspondence.  Again the following scale was used:

1: very dissatisfactory

2. somewhat dissatisfactory

3. neither dissatisfactory nor satisfactory
4. somewhat satisfactory

5. very satisfactory

Persons gave the following ratings for response to queries: 1 - 12.7%of the respondents, 2 - 18.1% 3—35.7% 4
- 154%and 5 - 6.8% of the respondents.  11.3% chase the “Not Applicable” rating which indicates they do not
have the experience to give a rating.

Those who gave a rating of 1 or 2 explained that, in their experiences, dfficers do not pay attention to customers
and seem quite disturbed when customers make enquiries. Respondents also said some dfficers are unable to
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answer the questions and give the public the “tum around’, sending them from department to department.
Respondents also indicated that they had to wait too long for informeation.

These persons who gave a rating of 3 explained that government departments vary. As such, sometimes the
response is good and they receive requested information. Some officers were described as quite knowledgeable
and professional and try their best to offer assistance. Other officers however are not informed enough to
respond to queries.

Respondents who gave a rating of 4 or 5 were generally impressed with the officers from whom they received
informetion. These officers were apparently very pleasant and helpful and were able to provide the informetion
sought. Some staff made an effort to get the information for the custoners.

Response to Complaints

50.0% -
40.0% -
30.0%
20.0% -
10.0%

0.0% -

In terms of the response to complaints, 17.2% of the respondents gave a rating of 1, 12.7% gave a rating of 2,
15.8% a rating of 3, 6.8% gave a rating of 4 while 1.8% of the respondents gave a rating of 5. 45.7% of the
respondents gave a rating of “Not Applicable”. Again these were persons who have never mede a conplaint to a
govemment department.

Some respondents who gave a rating of 1 or 2 explained that officers do not like conplaints.  They personalize
the conplaints and take offence. Other persons said that the conplaints are not acknomedged or are dismissed.
In other cases either no action is taken or the response time is too long.

Sone of those persons who gave a rating of 3 explained that the response varies. sonme persons respond quickly
and take corrective action while others do not address the issue or take too long to take action. On the other
hand, the few respondents who gave a rating of 4 or 5 said that, in their experiences, the dfficers were helpful and
complaints made were investigated. Even if it takes long to respond, some of the officers go out of their way to
help.
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Acknowledgement of Correspondence
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In terms of the response to correspondence, 12.7% gave a rating of 1 and 9.0% gave a rating of 2. One fifth of
the sample (20.4%) gave arating of 3 while 10%gave a rating of 4 and 4.1%gave a rating of 5.

Some of those who gave arating of 1 or 2 explained that their correspondence was nat acknowledged or they did
not receive a response.  The athers described the process as poar, saying they had to wait too long for a
response. In explaining the rating of 3, persons said mainly that response varies depending on the department or
the drcumstances. Some persons said that response was reasonable while others were of the view that
response takes too long. Persons who gave arating of 4 or 5 received prompt and satisfactory responses to their
correspondence and mentioned that the officers were pleasart.

Respondents offered several suggestions as to how responses to queries, conplaints or correspondence could
be improved:

Establish a customer service department or conplaints section

Train officers in customer relations and in how to respond in various situations

Train staff with respect to operating procedures and services offered and inform them of which officer is
responsible for which duty

Set standards and time frames for responses

Increase the number of staff

Utilize suggestion or conplaints boxes

Use modem technology e.g. a databases for quick reference
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11.9 Hfect of Computerization on Service Delivery

Improved Service Due To Computerisation
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Persons were asked if, in their opinion, the computerization of some government systens has improved the
effectiveness of the service delivery. Two thirds of the respondents (63.8%) said yes, 22.6%and 13.6%said they
do not know.

Most of thase who said yes explained that conputerization has greatly increased the speed of the transactions.
Informetion is now easlly accessible and available and transactions can be conducted more accurately. However,
those who said no explained that they have not naticed a difference and service is still too long. Also, sometimes
the computers are down so workers as unable to access information. One respondent noted that sometines the
information on databbases is not updated and so is till incorrect.

Those who said they do not know explained that it depends on who is using the system, as the person must be
able to use the system effectively. Also, while some services are faster some take longer when processing
information.  One respondent said he was unable to give a rating, as he did nat know how senvice was before
computerization. Others said that the service still takes too long.

11.10 Forme Complaints

Of the sanple, thirteen respondents (5.9%9 have made a formal complaint against a govermnment department
within the last five years. Four of these complaints were conceming poor senvice while the athers were for a
variety of reasons such as a misplaced document, prablens receiving NLL.S. benefits, no water or weter bills and
environmental problens.
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Satisfaction With How Issue Handled

The issue was resolved in five of the thirteen cases (38.5%of those who have mede formal complaints). Of these
persons, two persons were “very displeased” while one wes “somewhat displeased’ with the way in which the
complaint was handled. They explained that the response wes very slow and the matter was not
entirely/effectively addressed.

One person each said they were “very pleased” or “somewhat pleased’ with the way in which the complaint wes
handled. One of these explained thet, in his particular situation, the worker wes dealt with.

Length of Time Issue Has Been Unresolved

o BN @ &

Lessthan 1-2 2-6 mths 6 mths- Over1yr
1 month mths 1yr

Eight of the persons who have made a complaint against a govermnment department within the last five years said
the issue has not yet been resolved. Fve of these persons reported that the issue has remained unresolved for
over one year while for one person each the issue has been unresolved for “less than one month”, “between two
& six months” or “between six months & one year”.
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Reasons why the issue remains unresolved were given as no one wiling to address the complaint, slow response
and the complaint being placed on file. One person said he was nat sure anymore why the issue remained
unresolved.

11.11 Ability to conduct business without following rules and reguletions

Ability To Bypass Rules and Regulations

100.0% -
80.0%-
60.0% -
40.0%
20.0%-

0.0% -

Yes No Don't know

An ovewhelming 855% of the sanple believed that individuals who know officers within- government
departments can have their business done without following rules and regulations; 9.0% said they did not believe
this staterment while 5.4% said they did not know. Those who said yes explained that they have seen it happen,
heard of it or experienced it for thermselves where persons who knew officers got their business done without
falloning rules and regulations.  They further explained that helping family or friends is the norm in Barbados.
Departments specifically cited were Customs, Immigration Department and the Ministry of Education (in ters of
obtaining a grant).

Those persons who said they did not believe the statement explained that government ermployees still have to
follow rules and regulations and there is a system of acocountability. Other persons said they have never heard of
or seenit happening.
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11.12 Department’'s Sarvice Delivery As Gompared to Before 1997

Department's Service Compared to Before 1997

30.0% -
25.0%
20.0% -
15.0%
10.0%

5.0%

0.0%

Much A Little As A Little Much Don't
Better Better Before Worse Worse Know

The main departments with which respondents indicated they had last conducted business were the National
Insurance Scheme, the Barbados Licensing Authority, the Queen Hizabeth Hospital, the Immigration Department,
the Inland Revenue Department, the Barbados Water Authority and Post Offices around the island.

Slightly over half of the respondents (54.3%) had previously conducted business before 1997with the particular
government department for which they gave ratings.  Of these persons, 28.0% rated senvice as “much better”
than before 1997, 20.7% as “a little better” and 26.3% “as before”. 10.2% rated senvice as “a little worse” while
5.%%said it was “much worse” when conpared to encounters before 1997.

11.13 Overdl Service Ddivery Over the Last Fve Years

Overall Service In Last Five Years

50.0%+
40.0%-+
30.0% -
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Much A Little As A Little  Much Don't
Better Better Before Worse Worse Know

Nearly half of the respondents (48.9%9 believe that overall senvice delivery in govemment departments over the
last five years is “a little better” than before while 15.4% think it is “much better”. These persons explained their
ratings were based on quicker speed of transaction, computerization, better customer senvice and more friendly
staff.
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A quarter of the respondents believe that overall service delivery is “as before”. Their ratings were based on the
fact that they have seen no real improvement.  According to other respondents, while service has improved in
some departments, it is the same or worse in others.

Less than 5% combined described the overall senvice delivery within the last five years as “a little worse” (2.79%) o
“muchworse” (1.8%9). These few persons dited the staff attitudes and waiting tine to explain their ratings.

6.3% of the sample said they could not give a rating chiefly because service delivery varies from department to
department.

11.14 Impressions of Government Departments Within The Last Fve Years

Respondents were asked to indicate which departments they have been most and least inpressed with within the
last five years and give reasons for thelr choices.  Generally respondents have been nost impressed with the
following departments, mainly in tenms of speed of service and helpful or efficient staff:

Netional Insurance Scherme —service, staff

National Housing Corporation —new fadilities, staff

Barbados Water Authority —level of service

Licensing Authority —service

Land Tax Department — service, staff

Inland Revenue —staff

Immigration Department — service, more available and conmprehensible informeation

On the other hand, respondents have been least inressed with the excessive wait and poor customer service at
the Queen Hizabeth Hospital, National Insurance Scheme, Immigration and some post offices.  Persons were
also unimpressed with the attitudes and response time of police officers.

11.15 Knowledge of Public Sector Reform

Two thirds of the sanle (66.1%9 said they are aware of the public sector reform programme undennay. However,
a number of persons said they did nat know much of the programme or only knew what they saw on television or
in the newspapers. Others indicated that public sector reform is an effort to improve the level of senvice and
customer satisfaction in the public sector. Some persons also indicated anareness of training as an aspect of
public sector reform
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12.0 STRATEGIC IMPLICATIONS

The research findings indicate that public sector reform in Barbados has lost its momentum.  The findings
also suggest that the programme will not be effective unless the following issues are addressed.

121 TOP DOAN APPROACH AND RELATIONSHP BETWEEN MINISTERS GF GOVERNVENT AND PERMANENT
SHCRETARES

Although not sufficent in themselves, a highlevel political commitment and support are essential
prerequisites for successful public sector reform. While the findings indicate a notable absence of persons
who champion the cause of public sector reform in a sustained and consistent manner, research and
indeed best practice in reform initiatives have proven that the “top-down” approach has been very effective
in some of the leading developed countries such as Canada and Australia. The “top-down” approach is
therefore highly recommended.

Gaining commitment from the Political Directorate, Permanent Secretaries and other Senior Public
Servants should be the first step towards the successful implementation of public sector reform. Cabinet
and the Prime Minister should publicly and clearly voice their support for the reform programme. In addition,
there must be regular messages from senior operatives in the public sector. Considering that OPSR must
gain permission from the Permanent Secretaries before any initiatives can be implemented in a particular
department, their lack of support can act as a barrier to the programme’s success.

Participants in the in-depth interviews also suggested that a positive relationship between Permanent
Secretaries and Ministers of Government is crucial. Any discord can lead to conflict and also hinder the
implementation of initiatives. A review of the role of Ministers of Government and Permanent Secretaries
and their current relationship with the Office of Public Sector Reform Unit should be undertaken to
determine how these relationships could be used to further enhance reform in the public service.

122 ATTITUDESAND MORALE CF PUBLICSERVANTS

The attitudes of public servants and their unwillingness to buy in to the reform programme is one of the
major barriers which the programme has encountered. This observation was made by government
ministers, permanent secretaries and the workers themselves. Respondents in the telephone survey also
indicated general dissatisfaction with the attitudes and level of service rendered by government officers.

Civil servants must be made to see the benefits of public sector reform to themselves and Barbados at
large. Their views should be solicited and their involvement maximized at every stage of the programme
especially since they ultimately are responsible for the success of the programme through adherence to
intiatives. Their participation would result in greater ownership of the programme and promote employee
pride in being associated with the department/organisation.
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Some persons highlighted the fact that reform is seen as voluntary and workers are not penalized for non-
conformance. To address this, consideration should be given to the inclusion of specific goals and
objectives in the job descriptions and job standards of public servants.

The disciplinary procedure must also be addressed. Civil servants from all levels are frustrated with the
fact that non-productive workers seemingly cannot be disciplined. Reference was made to the practice of
transferring poorly performing employees and the influence which politicians wield in the process. Some
permanent secretaries were also quite displeased with their limited powers as it relates to disciplining civil
servants.

123 RECRUTIVENT AND SH ECTIONOF PUBLICSERVANTS

Given the current concerns about attitudes and the level of service delivery within the public service, more
attention ought to be paid to the quality of the employees recruited into and retained by the public sector.
The level of service delivery as well as the efficiency and effectiveness of an organisation are in part a
reflection of the recruitment and selection policies which determine the type and quality of human resources
employed in the organisation. One participant called for greater involvement from department heads or
permanent secretaries in the recruitment and selection process.

124 PARTIAPATIONBY QML SOTETY

The public administration in Barbados should not be relied upon to reform itself. In addition to the private
sector, impetus for reform should come from stakeholders from within civil society including Non-
governmental Organisations, Community Based Organisations and other influential domestic institutions.
These organisations have a critical role to play in pressuring the public sector to better serve the society.
An attempt should therefore be made to include civil society and other interest groups in the reform
program in some meaningful way. This would significantly broaden the level of participation and
involverment in public sector reform.

125 CONSTRANTSCFOPR

In its current state, OPSR is not as effective as it should be. A number of respondents indicated that one
constraint is the status of the paosition of the Director of the unit vis-a-vis the position of Permanent
Secretaries and other Senior Heads within the public sector. The question was asked, “Given the culture
within the civil service, can one redlistically expect departments heads to respond favourably to
interventions and recommendations (which are not enforceable) from an officer junior in rank?”’

Some senior civil servants also indicated they have difficulty taking suggestions from “green” and “book-
trained” OPSR personnel.  In their eyes a consultant who “has never done it” cannot come and tell them
howto do it. To address these issues, the office and senior personnel need the prestige and authority to

51
2003 The Earle And Phillips Conaulting Group



Office OF Public Sector Reform
Impact Study Report

make them more effective in executing initiatives in the reform programme. Also, the office needs more
experienced officers.

Respondents in both the private and public sectors also lamented the limited human and financial
resources available to OPSR. The provision therefore of adequate resources to the Office of Public Sector
Reformto enable themto carry out their mandate should be made high priority.

The apparent high tumover of employees in OPSR is cause for concern. This has apparently affected the
implementation of some programs in the past and, if not addressed, could impact negatively on the reform
program It is essential that OPSR officers be highly motivated, as they have been charged with the
responsibility of motivating employees and creating a more enabling work environment within the public
sector. An employee climate survey should be conducted among the staff as well as interviews with past
staff members. These would facilitate an assessment of employee satisfaction with the work environment
and guide any attempts to improve staff morale.

126 MONITCRINGOFINTIATIMES

There is an old adage that says, “What gets measured, gets done.” Continuous and regular measurement
and evaluation of initiatives should be an essential part of the reform program.  Satisfaction surveys should
be considered for employees and customers. Movement in scores over a period of time can indicate the
effectiveness of any initiatives implemented. The indices derived from these surveys can be used as key
performance indicators (KPIs) and can also serve as motivators for improved performance. The
information collected from these exercises can also be used to design reward and recognition programmes.

A number of persons mentioned that initially there had been some meetings on public sector reform. The
private sector respondents also spoke of sessions with the Acting Director of the Public Sector Reform Unit.
It appears that these meetings are no longer as frequent as they used to be. It is therefore recommended
that bi-annual meetings be held between OPSR and key stakeholders including Permanent Secretaries,
Ministers of Government, IRC members and representatives of the unions, Civil Society and the Press.
These meetings would provide the forumto discuss issues related to implementation and progress of public
sector reform

OPSR should also consider the establishment of a monitoring unit to regularly review the progress of the
implementation of recommendations and initiatives. This task could be outsourced or could be carried out
by staff from the unit.

127 COVMUNICATIONS AND PUBLICRELATIONS

Overall, participants possessed general knowledge of the public sector reform programme.  However, it
was apparent that a significant number of government employees have not personalized the programme
and have not bought in to the exercise. A revised educational programme with emphasis on the purpose of
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reform should therefore be designed. Such a program should incorporate the aims, objectives, strategies
and initiatives of OPSR.

The current communications platform being used to disseminate information on Public Sector reform
should also be reviewed and a communications audit considered to identify possible barriers to effective
communication.

128 RESTRUCTURING OF INTERNAL REFORVICOVMITTEES

Internal Reform Committees are seen as avenues through which employees at all levels of an organisation
are able to contribute to the change process. These committees can also promote “buy-in” from employees.
However, a number of focus group participants were unhappy with the current state of IRCs. It appears that
many of them are no longer functioning or are merely “limping along”. The time constraints within which
IRCs operate and the provision of adequate financial, human and structural resources to IRCs are also
concerns which need to be addressed. A review of the current structure and function of IRCs to make them
more effective should be considered.
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13.0 CONCLUSION

There can be no doubt that public sector reform is necessary in the Barbadian society. The research
indicates that to be successful, the programme requires the support and ownership of politicians and other
senior government officials.  However, there must also be an effective institutional capacity within
government to formulate and implement a civil service reform programme. This role can be fulfilled by the
Office of Public Sector Reform, which would therefore need to undergo a capacity-building exercise
commensurate with Government’s strategic plan for the public sector.

The officials directly involved must also be willing and able to draw upon the knowledge and experience of
other departments and persons throughout both the government and non-government sectors of society.

There is also need for re-evaluation of the modus operandi of OPSR as it relates to the approach and
implementation of the various initiatives. However, it is clear that the said initiatives are at times stymied by
uncooperative department heads and insecure employees. These problems must be dealt with directly to
arrive at appropriate solutions in the near future.

While some progress has been made in Barbados, it is important to note that fundamental change
demands sustained effort, commitment and leadership over an extended time period. Mstakes and
setbacks are a normal and inevitable part of the process. The challenge is to see mistakes as learning
opportunities, and build on them for the advancement of the reform process.
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151 Mched! Phillips, MBA

M. Michael Phillips is Managing Director of the Earle and Phillips Consulting Group and holds a Masters Degree
in Business Administration from the Graduate School of Business, Edinburgh Business School, Heriot-\Wétt
University in Scotland. He is a market research and organizational spedialist whose experience reflects a high
level of expertise and conmpetence in sales, marketing, service management and project management. These
skills were applied in his former past as Senior Sales and Marketing Manager with WWyndham Hatels and Resorts
where he eamed the distinction of being Wyndhams Sales Manager of the Year 1991-1994 indusive for the
Resort Division.

IMr. Phillips has extensive experience in research preparation and analysis, particularty in the area of Customer
Satisfaction Surveys, having held the position of project manager on scores of Customer Satisfaction Surveys.
M. Phillips also gained significant formal exposure while exploring the impact of Customer Satisfaction on
strategic positioning as a Ph.D. Candidate at the University of Derby.

152 Peter EaleBsc.

Mr. Peter Earle is the Executive Chairman of the Earle and Phillips Consulting Group and has worked on
the magjority of the company’s research exercises. M. Earle, the founder of the City of Bridgetown Credit
Union, holds a Bachelor of Science degree in Public Administration from the Cave Hill Campus of the
University of the West Indies. Mr. Earle also has had substantial Customer Satisfaction Survey experience
having been engaged in the execution of many external and internal customer surveys. M. Earle presently
consults with many public and private sector companies throughout the region and has also been formally
exposed to survey preparation and analysis as a Ph.D. Candidate at the University of Derby inthe U.K.
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IMr. Brian Linton is the Chief Technology Officer of Garnet Technologies Inc., a sulbsidiary of the Earle and Phillips
Consuiting Group. He holds a Bachelors of Science Degree in Computing and Biology (Hon.) and an MPhil from
the same institution. IVF. Linton is an Application Developer with skills in Web Development and the generation of
Databases and has created interactive multimedia and conmputer based leaming meterials for molecular biology.
He spedialises in computer languages, which are platform and operation system independent. M. Linton has
considerable experience working for intemational dients in the areas of e-banking and e-insurance.

154 ShandleLenis B

Ms. Sheinelle Lewis is a Junior Consuitart at the Earle and Phillips Consulting Group.  She holds a Bachelors of
Science Degree in Management (Frst Class Honours) from the University of the West Indies, Cave Hill Carmpus
where she spedialized in the areas of Marketing and Human Resources Management. Vs, Lewis has worked on
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several mgjor projects induding the KAPB studies on Dengue, Occupational Health and Safety and the
Integration of Persons with Disabilities into Mainstream Barbados. She has also worked on the Intemal Customer
Satisfaction surnveys for a number of local and regional companies.
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16.0 APPENDIX

16.1 Newspaper Articles

Reproduced below are three newspaper artidles which dealt with public sector reform.  In the first artide, Dr.
Neville Duncan discussed public sector reformand gave his suggestions on how the government should proceed.
The second artide by joumalist Albert Brandford discusses the effectiveness of the programme three years after
implementation while the third article deals with discipline in the civil senvice.

“Duncan urged radical reform
Professor suggests destruction of old public service culture™ii
Blenman, Rose. Holiday Nation May 1, 1995: 8

Even though the Barbados public service is recognised as being among the best in the Caribbean, it is in need of
radical change to put it on sound footing to take on future challenges. This reform of the puldlic senvice should be
undertaken with clearly defined goals and objectives if the process is to be taken seriously.

Such were the pronouncements of University of the West Indies Senior Lecturer Dr. Neville Duncan who spoke
on the topic “Public Sector Reform — A Model For Barbados”. He was the featured speaker at the Sir Grantley
Adams memorial lecture at the UM s Cave Hill canmpus on FHiday.

Duncan said he sensed thet the Barbados Government was serious about public sector reform, and if the process
wes started soon, then acconplishments here could be used as a model for the rest of the Caribbean.  The
widely published UW academmic pointed out that public sector reform wes attenpted to great expense in other
Caribbean islands, but all to no avall.

According to him the message is sinple, as it is powerfu. To avoid the embarrassment of non-results, let the
reform be comprehensive and radiical. And this can only be done, he stated, if the following is done: Destroy the
old public service culture and replace it with improved morale, productivity, performance, resuts, rewards, new
accounting and accountability systens, new personnel management and development systerms, Dr. Duncan told
an audience that induded Acting Prime Minister David Simmmons. I this regard he believes politicians should
stop functioning like glorified Permanent Secretaries with mountains of files on their desks and start to truly
govem.

Dr. Duncan believes it is imperative to examine the reason why the public service needs to be reformed before
attempting such an undertaking. He offers these suggestions to Govermment on the type of focus that public
servants should seek to set in train:

Promote comypetition between service providers; ermpower ditizens by pushing control out of the bureaucracy and
into the community; measure the performance of their agendes, focusing nat on inputs but on outcomes; driven
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by their goals - their missions- nat by their rules and regulations; redefine their dients as customers and offer them
choices, prevent problerms before they emerge rather than simply offering senvices afterwerds; putting energies
into eaming money nat simply spending it; decentralising authority, embracing participatory managemert;
preferring mearket mechanisims to bureaucratic mechanisims and going beyond sinply providing public services to
focus on catalysing all sectors - public, private and voluntary - into action to solve their communities’ problerms.

The UW lecturer outlined to his attentive audience where he believes Government can make a junp start in fully
implementing public sector reform. He believes it is necessary to see the implementing of an appropriate
personnel system for a modem Governiment as the present one is archaic and counterproductive. He wants to
See a system put in place to measure outcomes and resuits and the abolishing of online budgeting and the

implementation of a systemaf management by objective.

The University lecturer believes that public sector reform forms part of any palicy for interactive and the open style
of Govenment. He added that in this age of the emergence of sodial organisations, altemate styles of
Govemment may not be too far off and therein, a modemised public service has an integral role to play.

“Resisting change” i
Brandford, Albert. Business Authority Jul 27, 1998; 25

Just over three years after the launch of the muchrvaunted Public Sector Reform initiative some disouieting
guestions are being asked about the way the business of government is conducted. Even Minister responsible for
the Gvil Senvice Senator Glyne Murray has been heard giving voice to a worry that the reluctance of senior
managers to fully embrace and dermonstrate reform has been its biggest deterrent.  This Administration did not
enter into the reform programme without being cognizant of the resistance by some people, and it seens,
Barbadians in particular, to the very nation of change.

Murray, himself, put it very adroitly a few days ago at the launch of The Year of Customer Service when he
observed that Barbados as a nation stood to benefit considerably should the change in public sector work culture
meteralise service-wide.

For one thing, he noted, it would move Barbados further along the way to becoming the Centre of Excellence and
the Developed Country that are among this Government’s goals. Nevertheless, we are practical enough to know
that people are inherently resistant to change.

Murray cited two excellent guotations which ought to be engraved in stone in every Government department and
office:

(1) Robert F. Kennedy: Progress is a nice word. But change is its motivator and change has its enemes.
(2) Alfred North Whitehead: The art of progress is to preserve order amid change and to preserve change amid
ordker.
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Murray was moved to restate what seens to have beconme one of the central planks of the reform initiative: that
the change which public servants were being required to manage wes crucial to Barbados' continued growth and
development in today’s increasingly competitive global environment.  So, he told a senior managers workshop,
we have to come to accept that change is not something that can be avoided.

Even while we may accept Murray’s contention that keen and conscientious officers at other levels of the senvice
are ovewhelmingly interested in giving full realisation to the objectives of Public Sernvice Reform it must also be
said that this necessary change has nat yet permeated all levels of the 22 000-strong body.

Murray also noted that even with the transformetion in the role of Govemment in managing the econony,
accompanied by an accelerated growth in the size of the public senvice, development was not accompanied by a
corresponding and appropriate transformation in bureaucracy. Consequently, we find ourselves today largely
operating in organisational structures with processes and practices not suitable for fadllitating and propelling the
current and future developmental needs of the country.

It seens very little has changed. Three years ago, at the height of the hype of Public Sector Reform, the
colunnist Oliver Jackman cited what he felicitously termed a basket of infelicities. Among thent Mount Stinkeroo;
the Bridgetown sewege plant; dilapidated courts, schools and palice stations; and the ZR/ZM mess.

Today, despite efforts at getting public workers to see and treat their colleagues as intemal customers, we still
have a slew of weekly paid Government workers going home without their wages because of a technical hitch in
the Treasury Department’s computers, and the slow forwerding of information by heads of departments, on such
conditions of service as uniforms, to the Ministry of the Givil Service, to cite but a couple.  Then there are the
continuing problens in the statutory boards: the CBC, the SSA, the BTA, the BWA, anmong athers, nat forgetting,
of course, the unresolved difficulties at the Queen Hlizabeth Hospital.

In light of Murray's well-aimed conplaints, and the plight of district hospital meids and merket workers, what are
we then to make of this comment by hin?

But let me from very early advise any among us who might still be sceptical or even cynical about the
seriousness of Government's Public Sector Reform Programe, that The Year of Customer Service
should not be dismissed as just another cute-sounding slogan, dreamed up by the Office of Public Sector
Reforn?

The media, among the many valued extemal customers of the public senvice, understand and suppart the
concept behind the challenge to which Murray referred: that of getting officers to replace an old work culture with a
new and different one.

We would wish the senator and his colleagues in the Ministry of the Givil Service well in such initiatives as the
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Bxcellence in Senvice Delivery; Year of Customer Service; and Star Awards. But the redlity is, as he knows only
too well, that for every commendation from the public about courteous, efficient and the extra-mile service, there
are an equal nunber of horror stories. The trouble is that the soepticism and cynicism abound not only among
external customers but, as Murray himself pointed out, at the very highest levels of the public senvice.

Notwithstanding the public service’s reputation for stability and adaptability, however, it may be that the tide of the
public sector reform moverment may still have to sweep aside the sceptics and cynics in the higher echelons of the
service rather than for us to hope for themto be swept along with it.

"Ensuring discipline in Civil Service™iv
EDITORIAL. Daily Nation Jun 13, 2001

According to a report in this newspaper, a 15-member tripartite committee, given the task to provide a draft policy
framework from which a new Public Service Act should be prepared, has pinpointed discipline as the biggest
problem facing the public senvice. The committee has emphasised that nore attention will have to be paid to the
question of discipline than any other.

The observation is contained in the 75-page report the committee submitted to Cabinet last Decenber, and sees
the need for a revised framework that would allow for switt, fair and transparent action in cases of disdpline. If the
committee’s suggestions are carried through, a separate unit would be set up at the Personnel Administration
Division to deal only with matters of discipline, along with a Givil Service Code, indluding codes of ethics, discipline
and safety.

But what perhaps is more pertinent to the issue of discipline is that the committee recognised that a mejor
problemwhere discipline was concemed sprang from offences not being dearty defined, causing managers to be
timid, reluctant and unwilling to take action in cases of perceived infringements.

There are other factors in the report which the committee sees as contributing to the lack of discipline and there
might well be others not mentioned by the committee. For exanple, if the charge made by the National Union of
Public Workers (NUPW) that a number of people, who are hand-picked by ministers, are finding employment in
the Public Senvice through the back door is well grounded, then we have ancther factor that courts indiscipline. It
is easy to see that if managers are timid and reluctant to take action against thase who come in by the front door
as metters now stand, they will be minded even more so, nat to act against those whom they see as being
favoured by a minister.

It is a situation that is further compounded when those who come in by the back door feel that they are
untouchable because of such ministerial favour and connection, and are prepared to flaunt it. Such behaviour can
undermine morale where the ather workers are concemed and lead to increasing problenns of indiscipline.
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The NUPW has been dlaiming that the Givil Senvice is becoming too politicised and if this is so then we are indeed
in for a rough ride in achieving the desired public sector reform The environment in which people work
determines to a great extent how efficiently they will perform and how disciplined they will be in carrying out their
duties.

In the final report it is nat just a metter of rules and regulations but a willingness on the part of the workers to be
the best they can be on the job. To fedl this way, workers have to be property maotivated, especially in terms of fair
treatment. Back door placements do not contribute to the type of environment we have in mind.
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1622 Public Sector Reformn Australia, United Kingdom, Canada And New Zedland

Programmes of public sector reform have been undertaken in a number of countries around the world.
Following is a summary of the reform initiatives undertaken in Australia, the United Kingdom, Canada and
New Zealand v

Overview

Australian public sector refomms at the national level occurred in two phases. The first phase (in the second half of
the 1980s) focused on achieving increased finandial flexibility for program agendies and the introduction of a
resuits focus. The second phase (in the 1990s) sought to extend this flexibility to human resource managemert,
and provided also for measurement of full costs through accrual budgeting, and for the introduction of more
market-oriented modes of operation.

Phase 2 of the public sector reforms was intended particularly to achieve increased efficency in the delivery of
govemment goods and senvices through the introduction of commercial principles. These induded contestable
contracts, more flexible personnel management, and service delivery agreements based on the full resource cost
of providing the service (determined on accrual accounting principles).

Reform outcomes

The thrust of Phase 1 of the public sector reforms was to make the bureaucracy more responsive to its political
leaders and to refocus agencies on results. This has largely been achieved. From August 1990 to August 1997,
public sector employment in Australia has dedined by 257,000. The thrust of Phase 2 has been to deliver results
more economically, and the changes are still bedding in.

A shortcoming of Phase 1 waes that the reforms were driven from the budget side. While there was some
increased flexibility in human resource management (for exanple staff numbers were no longer a Department of
Fnance contral point), real change aweited Phase 2 of the refonms.

Phase 2 of the refors is building on the achievements of Phase 1. The focus under Phase 2 on program outputs
as well as outcomes is tightening up some of the looseness in performance reporting under Phase 1. The
freedom for each department to determine its own wages and enployment palicy is belatedly metching the
budget flexibility introduced under Phase 1.

On the negative side it appears that contracting out of senvices, which is a feature of Phase 2, does not
necessarily lead to lower costs. While in principle the purchase of senvices should make costs more visible, and
competition for the contract should force costs dowrward, there is also a need for departments to leam new
contract management skills. Where slimmed down departments do not have the time or experience to manage
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contracts pro actively, the cost effectiveness of programs may not be increased by ams length delivery
arrangements.

The reduction in central control enjoyed by program agendes in Phase 2 could have resulted in waste or misuse
of resources had these elerments of managerial flexibility not been introduced in an environment in which program
agencies were aready performance focused and had already developed strong intemal financial management
and performance inprovement skills.

Reforms in the United Kingdom (UK) can be characterized within two broad phases. From the early 1980s urtil
1997, reforms were driven by a concem to introduce competitive and contractual challenges into public services.
This entailed a strong push towards delegation of managerial responsibility resulting in discrete, focused
management units with strengthened accountabllity for performance.

The post-1997 phase has built on this towards a system based more on partnership and collaboration between
different parts of the public sector. The focus has shifted from outputs to outcomes, and there is a drive to take a
longer-termview in policymaking and a consumer view in sexvice delivery.

Reform activities

Approximetely 75% of al avil servants now work in executive agencies. However, this is not tantarmount to
decentralization since they remain part of government departments and directly acocountable to the Minister for
their performance. Government authority in the UK rermains highly centralized.

There is currently more ermphasis on public/private partnerships. Organizational program reviews in central
govermnment (Better Quality Senvices) and local government (Best Value) have now been adopted.

Al avil servants are recruited, promoted, and rewarded according to merit principles. All vl service pay includes
some performance-related element. However, the amounts are a very simall share of tatal avil service pay, partly
reflecting a view of performance pay as divisive within the UK pulblic sector. Nat all rewards are nonetary.

Fom 1988, the allocation of resources to each executive agency wes tied to performance against published
annual output targets. This opened up much avil service activity to doser public scrutiny and provided a “bottom
line” for performance, in retum for managerial delegations. (Arguably there was nore output informeation than
could be usefully handled.)

The IT strategy for government has put in place cross-government co-ordination machinery onissues such as the
use of digital signatures and smart cards, web sites and telephone call centers, and benchmerk progress against
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targets for electronic services. The govemment's E-strategy indudes having all government senvices offered
online by 2005 (currently 42%are available). Every atizen who wartts it is to have access to the Intemet by 2005.

Recent government analysis identified problems in terms of horizontal co-ordination and of capacity to tackle the
deep seated sodia problens that cut acrass traditional Ministerial and organizational portfolios. The analysis
suggested the limitations of the paradigm for the new informeation age, IT ervironment; and raised questions
conceming its impact on the motivation of public servants.

Overview

Unlike transition countries in Europe, there is nat a single public administration reform (PAR) programin Canada.
Rather PAR s implemented through a series of related initiatives. For instance, La Releve, headed by the Clerk of
the Privy Coundll, has a human resources focus and is attenpting to revitalize the public service. The "business
planning” process is managed by the Treasury Board and involves the various departments and agencies
developing their annual estimate submissions (budget plans) within a strategic policy context. Enphasis is placed
on performance measures and accountabllity.

The provinces have also implemented significant restructuring programs, coinciding with the introduction of
business planning. These plans are available to the public and results against objectives are reported each year.
The dominart trends arising from business planning include customer-centred restructuring where groups of
services from different ministries are provided from one location (one-window approach) and e-govemment where
transactions with citizens or businesses are completed electronically at a kiosk or over the Intemet.

The drametic changes undertaken through Program Review are still being digested. Although the trend continues
to establish spedal, self- financing operating agendes (e.g., Canada Customs and Revenue Agency), Canada
has not undertaken a radical restructuring along the lines of New Zealand. A concem at all levels of govemment is
that the public sector is no longer viewed as a desirable enployment choice: e.g., enrdiment in university public
administration prograns has been dedlining; public opinion polls indicate that government is perceived as being
less relevart; high rate of puldlic executives leaving for private sector.

Reforms to the organizational structure of government
The current trend is towards more management flexibility but within a stronger resulits-based framework; i.e., less

central control over inputs, but high level of scrutiny of achieved resuits. With healthy budget surpluses and
pressure again increasing for programexpansion, the prevailing flexibility/accountability balance will be tested.
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One area where flexibility and accountability are being combined is in the creation of special operating agencies.
These agencies are exenmat from certain administrative regulations (e.g., staffing directives), in exchange for
which dear indications of results must be provided.

At the provincial level, there is a trend towards devolution of service delivery to the municipal level.
Cutting back the programs undertaken by government

In the February 1994 budget, the govemment set an objective of reducing the deficit. The process involved both
the administrative and the palitical levels. Its objective was "to identify the federal goverment’s core roles and
responsibilities and allocate resources to prionity areas in order to provide effective, affordable, government.”
National budget reduction targets between 5 and 60% were set. To guide the process, departments were
instructed to review their operations against six questions.

An dfficials committee chaired by the derk of the privy council (cabinet secretary) reviewed proposals to meet the
target with each department. This was followed by a cabinet cormittee review and then a review by the full
cabinet.

The program was also successful in terms of communications. By using fiscal urgency as a backdrop, public
support for the cuts and restructuring was maintained. Thus, public administration reformwas linked to issues that
the public believed were vital to the future prasperity of the country.

Civil service and personnel reforms

Over the last four years, the public senvice has dedlined by 39,000 employees (17.4%). Most of the reductions
were realized in National Defence (cuts in civilian enployees), Human Resources Development (transferred to
provinces), and Public Works & Government Services (altemative senvice delivery). No further significant
reductions are anticipated in the near term

Budget process changes and E-government
An Bxpenditure Management System (EMS) was implermented.
Senvice Canada is an e-govemment initiative providing one-stop telephone or intemet access to more than 1,000

govemment progras and services. By Decermber 2000, all govemment departments will have online capacity for
information, prograns and foms.
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Overview

The New Zealand reforms were directly stinulated by economic and fiscal conditions. A fiscal crisis in 1984
involving a stagnant economy, high national debat, 20%% devaluation and an exchange rate arisis led to a search for
ways to reduce public spending.

Strikingly the reforms were designed and implemented by €elite inside group of politicians and central agenciesina
top-down fashion. There was no great pressure for change from ditizens. Bxtensive use was mede of
management consultants and ather external experts for spedialist advice on areas such as privatization and
restructuring.

Qivil service and personnel reforms

The reforms focused on changing the conditions of enployees delivering govemment senices to create nore
flexibility to appaint on merit and reward performance. Many enmployees were moved to executive agencies and
state owned enterprises, and in consequence had wages that conpared to the private sector, but much less job
security. Market forces drove rightsizing in the corporatized and privatized functions. The net effect was thet
employment in public service dedined between 1988 and 1994 from 88,000 to 37,000. In consequence there
were some difficult industrial relations.

Pay palicy has also been radically reformed. The Hgher Salaries Commission sets pay levels for specified
paositions such as parliamentary officers and judges. The State Senvices Commissioner sets pay levels for CECs
on approval of ministers. CEOs set pay levels for staff. The nunber of staff receiving salaries of over $100,000 is
reported in annual reports and this creates pressure to keep pay down. There is intense media scrutiny of public
sector pay levels.

However, since CEO pay levels are nat benchmarked to private sector, the podl of applicants can be lower than
ideal. The ariginal intention was to have the public and private sector pays levels more conparable. State owned
enterprises tend to have higher pay levels then core government sector as they compete nore in the private
sector for staff.

Reform outcomes

The impact of the refoms is at several levels. The fiscal impact has been draetic. Following the reformns, the
govemment moved from a severe fiscal aisis, to attain a positive net worth in less than four years. Large
increases Were avoided in the public sector wage hill. The government has been running a surplus on both cash
and acarual bases.
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In the cvil senvice, the resuits have been significant although the impact on outputs is less obvious. Performance
based pay is widely used, but the CEOs of ministries and departments are still predominantly drawn from the
public sector. There is an increased ahility to appoint new people due to shorter contract terms but there are still
problens with attracting a large body of high caliber candidates for these positions, as they are not as attractive as
private sector pasitions to many people. There are some concems over lack of attention to developing talent in
senior management ranks within the public sector.

Significant gains have been made in accountability improvements at the level of the whole of government and for
each govermment agency. Budget requirements are integrated into the purchase agreements which record what
ministries and department will provide for the money expended. The CEO performance agreements indude a
requirement to deliver on the purchase agreements thereby linking the budget requirements into the CEO
performance requirements. Transparent specification of organizational performance ex ante and reporting on
achievements ex post with conmprehensive auditing reguirements provides the foundation for chief executives to
link their accountahillities to ministers to the performance management arrangements in their organizations by
focusing review and rewards on success in priority areas.

Transparency nore generally has increased through much broader availability of performance data.

Operational efficiency has also improved significantly in privatized and corporatized entities.
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163 Discussion Guide For In-depth interviews and Focus Groups

0.

What do you know of the public sector reform programme?
How do you feel abouit this process?
a. Have you "bought in" to the reform exercise?
b. Timing of the reform - overdue, timely given external developments?
How would you describe the response to the reform process from employees, general public
and prominent figures?
How effective have the initiatives been?
How have the initiatives impacted on the public/private sector, your organisation, the public,
and employees?
Are you aware of any challenges encountered to date?
a. Possible challenges: attitudes, culture, organisational structure, costs, time
How can these issues be addressed?
How can the programme be improved?

What do you know about the Office of Public Sector Reform (OPSR)?

10. How effective do you think OPSR has been?

a.  Suggestions for greater effectiveness?

11. What do you see as the future role of OPSR?
12. How effective do you think Internal Reform Committees (IRCs) have been?

a.  Suggestions for greater effectiveness?

13. What additional information would you like concerning the reform process or OPSR?
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164 Participants of the In-depth Interviens
Mr. R. Jordan - Chairman, Public Service Commission
Mr. M. Cummins - Chief Town Planner
Mr. F. Forde - Permanent Secretary, Training
Dr. L. Nurse - Permanent Secretary, Environment
Mr. G. Smith - Director of Finance & Planning
Mr. W. Layne - Permanent Secretary, Ministry of Finance
Mr. K. Frankiin - Deputy Permanent Secretary, Ministry of Foreign Affairs
Ms. G. Atkins - Deputy Permanent Secretary (Ag), Prime Minister’'s Office
Mr. A Helds - Head of Private Sector Agencies
Mr. R Harris - Executive Director, Barbados Chamber of Commerce
Ms. S. Hushands - President, Small Business Association
Dr. A. Thomas - President, Barbados Employers Association

M. T. Relds

165 Departments Represented at the Focus Groups

Ministry of Agriculture & Rural Development
Office of the Attorney General

Barbados Fre Service

Barbados Licensing Authority

Ministry of Commerce, Consumer Affairs & Business Development
Ministry of Economic Development

Ministry of Education, Youth Affairs & Sports
Ministry of Finance

Ministry of Health

Ministry of Home Affairs

Ministry of Housing and Lands

Inland Revenue Department

Ministry of Labour & Social Security

National Insurance Department

Ministry of Physical Development & Environment
Police Department

Prime Minister's Office

Barbados Prison Service

Probation Department

Ministry of Social Transformation

Ministry of Tourismand International Transport
Training Administration Division

Court Processing Cffice
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166 Quadifications and Experience of OPSRManagement Development Officers

Each Management Development Officer of OPSR possesses at least a B.Sc. or B.A. in one of the following
areas:

Management

Palitical Science with Public Sector Management
Social Sciences

Information Technology

Spanish

History

Literature, Linguistics and Sociology

In addition, two officers hold Masters degrees in Human Resource Management and one in Information
Technology Con Management. One officer has two Masters, a M. Sc. in Project Management and
Evaluation and an MA in Applied Linguistics.

The average tenure of the thirteen Management Development Officers is seventeen (17) years and the
range is five (5) to thirty-five (35) years. Officers have served in a number of government departments
including Immigration, National Insurance Department, Mnistry of Health, Customs, Mnistry of the
Environment, the Prime Minister® Office, Ministry of Transport and Works and The Hlectrical and
Engineering Department as well as the past Management Services Unit. They have held such posts as
Clerical Officers, Administrative Officers, Senior Clerks and Senior Analysts.

All of the Management Development Officers have also completed various training courses including the
following:

Performance Management and Improvement in the Public Sector
Strategic Planning in Caribbean Public Services

Organization Development

Business Process Re-engineering

Quality and Productivity Management

Training of Trainers

Presentation Skills

Document Preparation

Preparation of Cabinet Papers
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