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Executive Summary

1. 
Background. The ToR states that  this technical assistance is to:

· assist PSD to define a Strategy and Action Plan for Civil Service Reform

· strengthen PSD to manage better the personnel function and equip it to introduce reforms and lead change 

· develop and operationalize the role and functions of the Public Service Training Institute (PSTI).

This report addresses the above through:

· assessing the broader governance context and its relevance to civil service reform

· reviewing and analyzing the policies and procedures of PSD’s core mandate and identifying its strengths and weaknesses

· defining priorities for improvement in Personnel Management and Training leading to a Strategy and Action Plan that describes priorities for modernization over a three-year period 

· recommending that the latter constitute the core mandate of PSD and form the basis for the proposed short-term training of PSD staff

· analyzing the strategic situation of the PSTI and recommending a way forward. 

2.
The context. The move toward openness and democracy has accelerated since 2004; part of the official response is the Roadmap for the Reform Agenda issued by the President’s Office in March 2006. Another important reform is the enactment of the Public Finance Act in January 2006. Other reforms are under way, including a new national social protection and pension system and the creation of an independent Civil Service Commission (CSC). This rapidly evolving governance context is a positive development for PSD and provides a unique opportunity to begin planning for civil service reform. The establishment of the CSC in particular creates an opportunity to make a new beginning. 

However, the current profusion of governance initiatives also entails risks: i) numerous activities are being undertaken at the same time, creating a risk for consistency and sequencing, ii) inconsistent laws and policies, combined with the proliferation of new institutions, could weaken governance, resulting in iii) competing mandates and an inefficient use of public expenditures. The regulatory authority of the state could be undermined and its fiduciary authority over financial and human resources weakened.

Consistent laws, policies, systems and procedures for management of the Roadmap need to be ensured; if not, it will be difficult to prepare and implement reforms to the civil service, a key and sensitive part of the Roadmap and one on which other reforms depend. Finally, civil service management suffers from a lack of government policy on crucial economic issues such as the size and cost of the public sector and remuneration policy in a context where basic pay is low but the wage-bill is high. 

3.
Analysis of the personnel function. The fundamental conclusion of the analysis is that personnel management has deteriorated through years of neglect of the basic policies, regulations, rules and procedures and that the deterioration is so severe that a new system is required. Although PSD has worked hard to improve personnel management, the recent momentum towards governance reform provides for the first time a real opportunity for fundamental changes in classification, remuneration, grading and related personnel policies and functions. 

There is a need to go back to basics; the inadequacies of the present system have made it difficult to introduce innovations in areas like performance management. The new performance review instrument, for example, cannot be implemented as planned because of inadequacies and inequities in the classification and description of jobs and in pay and allowances. 

4.
The Medium Term Strategy and Action Plan describes the priorities and their sequencing. It also recommends starting with short-term measures at the same time as the Strategy is being planned and introduced in order to create the momentum for reform and build credibility in the short term and to reduce the burden and improve the efficiency of routine personnel transactions. Success in carrying out such measures would send a strong political message that the Government of the Maldives (GoM) is serious about civil service reforms and capable of enforcing change.

International experience clearly shows that civil service reform requires careful and sustained political support and oversight combined with technical expertise. The report contains specific recommendations on the oversight and management of the reforms; it recommends organizing the existing policy and modernization functions of PSD into project units responsible for specific priorities and outputs.

5.
The strengthening of PSD is a pre-condition for preparing and then managing technically difficult and complex reform areas. The consultants worked with PSD staff to identify training geared at developing technical understanding of the priority topics, as well as training in needed generic skills. The functional training will be tailor-made and a package should be negotiated with a foreign institution. Details on the organization and implementation of the training are included in the report.

6.
Role of the PSTI. Finally the report analyses the strategic situation of the PSTI and helps define its rationale and priority areas by using several approaches, including: an analysis of the supply of training, the mandates, types of training offered and the target groups of other institutions; refining its mandate in the context of core tasks associated with the reform strategy; mining the results of earlier consultations with clients in order to identify the demand for training.

The recommendations are that the PSTI could play a crucial role in training key personnel across government institutions in the Maldives, especially, but not exclusively, in the priority areas identified by the strategy. PSTI would be in a strong position to deliver such training if it could prove in the course of 2007 and 2008 that it is capable of delivering sound high-level training. This opportunity to “add value,” if successfully taken up, would permit PSTI to be recognized by the Government of the Maldives and donors as the national leader for high-level technical training.

If it is to make a significant contribution, PSTI will have to stand out from the crowded field of training institutions and be clear about its comparative advantage: high quality training for the priority technical requirements of the public sector. The report also suggests, in light of the above, specific areas of focus for PSTI in the coming years. 

Chapter I: Medium Term Strategy and Action Plan

1.
Introduction

The Terms of Reference on which this report is based may be summarized as follows:

· assist PSD to define a Strategy and Action Plan for Civil Service Reform

· strengthen PSD better to manage the personnel function and equip it to introduce reforms and lead  change

· develop and operationalize the role and functions of the PSTI.

As explained in the Interim Report, the team proposed to approach the work in the following manner.

	The way forward step by step

Method

1. [image: image7.wmf]Category

Rate(MRf)

No. of 

Participants 

/ People

No. of 

Items

Day

Total  (MRf)

Total (USD)

Consultancy

Consultancy Fee for  Resource Person (@USD500 per day for 3 days) 

including 1 day preparation

6425.00

2

7

89950

7000

Accommodation for Resource Person (@USD97 per day - food & transport 

included) including weekend

1246.45

2

10

24929

1940

Return Air Ticket (KL, Malaysia to Male')

5731.1

2

11462

892

9832

Local Expenditures

Renting seminar hall (@Rf250 per hour - 9 hours per day)

2,250.00

6

13,500.00

1,050.58

Stationery

               Pen

10.00

40

400.00

               Pencil

0.50

40

20.00

               Writing Pad

6.50

40

260.00

               A4 size papers (colour)

100.00

5

500.00

               A4 size papers (white-photocopy)

35.00

15

525.00

              Photo copying

0.50

1000

500.00

              Pocket File

8.00

40

320.00

              Whiteboard marker

10.00

10

100.00

              Diskettes

55.00

1

55.00

              Double sided tape

18.00

10

180.00

              Transparencies

4.00

100

400.00

              Others

500.00

3,760.00

292.61

Refreshments

              Morning Tea

25.00

40

6

6,000.00

              Afternoon Tea

25.00

40

6

6,000.00

              Mineral Water (@3 bottles per day per person)

5.00

120

6

3,600.00

15,600.00

1,214.01

TOTAL

12,389.20

NOTE: US$1=Rf12.85

Consultancy Rates are based on the United Nations Rates set for Maldives

Proposed Budget for Module 1 (Budget for 2 batches)  - Topic: Recruitment and Transfers 

Assess the context in which this assignment is being conducted, including the larger governance agenda, as reflected in the roadmap for reform. 
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Rate(MRf)

No. of 

Participants 

/ People

No. of 

Items

Day

Total  (MRf)

Total (USD)

Consultancy

Consultancy Fee for  Resource Person (@USD500 per day for 3 days) 

including 1 day preparation

6425.00

2

7

89950

7000

Accommodation for Resource Person (@USD97 per day - food & transport 

included)

1246.45

2

10

24929

1940

Return Air Ticket (KL, Malaysia to Male')

5731.1

2

11462

892

9832

Local Expenditures

Renting seminar hall (@Rf250 per hour - 9 hours per day)

2,250.00

6

13,500.00

1,050.58

Stationery

               Pen

10.00

40

400.00

               Pencil

0.50

40

20.00

               Writing Pad

6.50

40

260.00

               A4 size papers (colour)

100.00

5

500.00

               A4 size papers (white-photocopy)

35.00

15

525.00

              Photo copying

0.50

1000

500.00

              Pocket File

8.00

40

320.00

              Whiteboard marker

10.00

10

100.00

              Diskettes

55.00

1

55.00

              Double sided tape

18.00

10

180.00

              Transparencies

4.00

100

400.00

              Others

500.00

3,760.00

292.61

Refreshments

              Morning Tea

25.00

40

6

6,000.00

              Afternoon Tea

25.00

40

6

6,000.00

              Mineral Water (@3 bottles per day per person)

5.00

120

6

3,600.00

15,600.00

1,214.01

TOTAL

12,389.20

NOTE: US$1=Rf12.85

Consultancy Rates are based on the United Nations Rates set for Maldives

Proposed Budget for Module 2 (Budget for 2 batches)  - Topic: HR Planning

Review and analyze the existing policies and procedures of PSD’s core               mandate: the effective and efficient management of the civil service. Identify the strengths and weaknesses of the latter.
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Rate(MRf)

No. of 

Participants 

/ People

No. of 

Items

Day

Total  (MRf)

Total (USD)

Consultancy

Consultancy Fee for  Resource Person (@USD500 per day for 3 days) 

including 1 day preparation

6425.00

2

7

89950

7000

Accommodation for Resource Person (@USD97 per day - food & transport 

included)

1246.45

2

10

24929

1940

Return Air Ticket (KL, Malaysia to Male')

5731.1

2

11462

892

9832

Local Expenditures

Renting seminar hall (@Rf250 per hour - 9 hours per day)

2,250.00

6

13,500.00

1,050.58

Stationery

               Pen

10.00

40

400.00

               Pencil

0.50

40

20.00

               Writing Pad

6.50

40

260.00

               A4 size papers (colour)

100.00

5

500.00

               A4 size papers (white-photocopy)

35.00

15

525.00

              Photo copying

0.50

1000

500.00

              Pocket File

8.00

40

320.00

              Whiteboard marker

10.00

10

100.00

              Diskettes

55.00

1

55.00

              Double sided tape

18.00

10

180.00

              Transparencies

4.00

100

400.00

              Others

500.00

3,760.00

292.61

Refreshments

              Morning Tea

25.00

40

6

6,000.00

              Afternoon Tea

25.00

40

6

6,000.00

              Mineral Water (@3 bottles per day per person)

5.00

120

6

3,600.00

15,600.00

1,214.01

TOTAL

12,389.20

NOTE: US$1=Rf12.85

Consultancy Rates are based on the United Nations Rates set for Maldives

Proposed Budget for Module 3 (Budget for 2 batches)  - Topic: Job Classification, Job Analysis, Job Description

Define priorities for improvement in Personnel Management and Training. These priorities lead to:
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Total  (MRf)
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Consultancy

Consultancy Fee for  Resource Person (@USD500 per day for 3 days) 

including 1 day preparation

6425.00

2

7

89950

7000

Accommodation for Resource Person (@USD97 per day - food & transport 

included)

1246.45

2

10

24929

1940

Return Air Ticket (KL, Malaysia to Male')

5731.1

2

11462

892

9832

Local Expenditures

Renting seminar hall (@Rf250 per hour - 9 hours per day)

2,250.00

6

13,500.00

1,050.58

Stationery
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10.00

40

400.00
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0.50

40

20.00

               Writing Pad

6.50

40
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5
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18.00
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4.00

100

400.00

              Others

500.00

3,760.00

292.61

Refreshments

              Morning Tea

25.00

40

6

6,000.00

              Afternoon Tea

25.00

40

6

6,000.00

              Mineral Water (@3 bottles per day per person)

5.00

120

6

3,600.00

15,600.00

1,214.01

TOTAL

12,389.20

NOTE: US$1=Rf12.85

Consultancy Rates are based on the United Nations Rates set for Maldives

DRAFT Proposed Budget for Module 4 (Budget for 2 batches)  - Topic: Remuneration, Pay and Grading

Strategy and action plans which reflect the core mandate and priorities of PSD, including those for the public sector training institute.  

5. The Strategy will define, rank and sequence priorities for modernization over a three year time-span in a realistic fashion that reflects the pace of development of PSD’s own capacities. Identify the priorities and sequence them over the period 2007-2009. 




The box shows the step-by-step method in the Inception Report. Considerable progress has been achieved towards meeting the above goals, as follows.

· An analysis of the work of PSD was carried out using an inductive approach that defined the core functions, needed improvements and recommended actions. This analysis was undertaken using various matrices. (For the latter, see Annexes 1 and 2).

· In doing the above, daily meetings were held with the counterpart team over several weeks to describe and analyze the personnel policies and procedures that are the responsibility of the PSD. The results were put into a matrix format that identifies key issues (needs/risks) in terms of both policies and processes/procedures. A separate matrix covers the other functions of PSD, such as performance management, organizational development and strategic planning.

· Next the priority reforms for personnel management and the other functions were determined. See Annex 3.

· Finally, meetings were held to prepare an outline based on the basic contents of the Strategic Reform Plan. 

· In terms of staff development and training for the PSD and the development of the (PSTI), the analysis and recommendations are described in Chapters 2 and 3 of the report. 

2.
The governance context 

[image: image11.wmf]Category

Rate(MRf)

No. of 

Participants 

/ People

Day

Total  (MRf)

Total (USD)

Return Air Ticket (Male' - KL)

5731.1

1

5,731.10

446.00

Food and Accommodation (@US$150 per day - based on the Maldives 

Government Rates)

1,927.50

1

3

5,782.50

450.00

Transportation (@US$ 25 per day)

321.25

3

963.75

75.00

Incidential Allowances (US$150 for a trip to KL - based on the amounts set 

by the Government of Maldives)

1,927.50

1,927.50

150.00

TOTAL

1,046.00

NOTE: US$1=Rf12.85

Proposed Budget for the Visit to Negotiate with INTAN, Malaysia

Ongoing reforms which affect the work of the Public Service Division
The move toward openness and democracy that has been developing for some time under domestic and international pressure for change has been accelerating since 2004. The response to these pressures is described in general terms in the Roadmap for the Reform Agenda issued by the President’s Office in March 2006. This rapidly evolving governance context is a positive development for PSD and an opportunity. It provides the rationale for civil service reform within a context where the need for broad changes in governance has been openly proclaimed by the Government. Significant advances have already been achieved in areas such as human rights and the Public Finance Act. Other reforms are under way, including a new national social protection and pension system and the creation of an independent CSC.   

If reforms to the public sector are to succeed, then international experience clearly shows that a solid rationale combined with political intervention is required in order to justify and sustain a process that may threaten powerful vested interests within and outside the public sector. Civil services seldom reform themselves from within. Exogenous forces are required and the existing pressures for governance reforms in the Maldives are a positive force that may accelerate the preparation of civil service reforms.  

	The current profusion of governance initiatives presents both challenges and risks. 

1. Numerous activities are being undertaken at the same time, creating a risk for consistency and sequencing of the reforms. 

2. Danger of proliferation of institutions, which may lead to duplication and competition.

3. The creation of institutions may lead to inefficient use of public expenditures and wasted efforts.

4. Risk of inconsistent laws and policies leading to weak and ineffective governance. 

5. The regulatory authority of the state may be undermined and its fiduciary responsibility for financial and human resources could be weakened.




The Government of the Maldives has launched an ambitious and multi-faceted governance reform that will require considerable political and technical skills to manage. Unless the individual initiatives it proposes are based on guiding principles about the nature of the state, developed within a consistent framework and appropriately sequenced, then confusion about roles and responsibilities may prevent implementation of this agenda. Indeed, there are already signs that the program is suffering from a lack of management and coordination. The Ministry of Atolls Development, for example, is working on a decentralization bill whose provisions seem to conflict with certain basic provisions of the Civil Service Bill and the Public Finance Act. Thus policies, systems and procedures for management of the Roadmap need to be strengthened.

It will be difficult to prepare and implement reforms to the civil service unless the management of the Roadmap is improved. Civil service reform is an integral part of this agenda and will suffer from the inter-ministerial conflicts that may erupt unless the Roadmap is systematically and consistently developed on the basis of clear “rules of the game.” Although the checks and balances needed to ensure democratic governance may require that new institutions be created, the Government of the Maldives needs to be aware of the danger that weak oversight of governance reforms may lead to institutional proliferation, duplication and overlapping mandates and functions. The danger is that such inconsistency and fragmentation would aggravate rather than improve existing weaknesses in human resources and financial management. If taken too far, weak oversight of governance reforms could undermine the regulatory framework, damage the legitimacy of the state and make it difficult to maintain the government’s fiduciary responsibility for the management of its financial and human resources.

The problems facing civil service management are aggravated by a lack of government policy on crucial economic issues: the size and cost of the public sector; the respective roles of the President’s Office and PSD in determining and managing the size and profile of the establishment; neglect of remuneration policy in a context where basic pay is low but the wage-bill is high; poor coordination among ministries and a lack of clear rules of the game. 

For example, current practice permits the creation of positions and related recruitment in the absence of a hard budget constraint or a defined limit on the number of approved positions. Lack of systematic procedures within and between PSD, the Ministry of Finance and Treasury and other ministries for the creation of positions and appointments results in weak control over the establishment and the wage-bill. In addition, the wage-bill is very high by any measure (17% of GDP and 40% of the recurrent budget), while the number of civil servants and other public employees increased by about one third between 2000 and 2006 (from about 20,000 to about 31,000, a very high number for the given population). The lack of a policy on public employment, compounded by the weaknesses of establishment management, has resulted in a classic dilemma found in many countries: a high wage bill and high public employment, accompanied by low individual remuneration, undermine the effectiveness and efficiency of these public expenditures.

The Civil Service Bill and the proposed Commission

Among the various reforms, one stands out as particularly significant for the efforts of the PSD: the proposed establishment of a CSC, included in the Civil Service Bill that was first discussed in Parliament on 27th of October 2005. This initiative is the embodiment of two very important principles that are new to the Maldivian context: (i) that civil service management needs to be removed from the President’s Office and vested in an independent body; and (ii) that a distinction must be made between political appointees and civil servants. 

The Bill was sent to a Parliamentary sub committee on 24 November 2005. The Bill was amended and presented to Parliament on 19 December 2006. In the Bill, it is proposed that CSC take over many of the personnel management functions now performed by the PSD (for civil servants only, political appointees would still be managed by the President’s Office). It seems to be assumed that the other functions of the PSD, such as personnel policy and modernization and reform, will remain in a reorganized PSD. Whatever institutional arrangements may evolve, the pressures for civil service reform will likely increase as democratization deepens, so that the issues addressed in this Strategy and Action Plan will remain highly relevant. 

Therefore the establishment of the CSC – assuming that its mandate is clear and consistent with the state’s ultimate responsibility for its human resources – provides a unique opportunity to launch reforms in civil service management through the creation of a new body. It creates an opportunity to make a new beginning and to re-launch civil service management on the basis of enhanced transparency and accountability. This development improves the possibility that the forthcoming strategy may meaningfully address the core personnel policies, systems and procedures whose management has deteriorated over the last decade as a result of technical difficulties combined with political interference in personnel actions. The drafting of the Strategy and Action Plan at this time, therefore, is very timely and should help equip the Government and the CSC to address these difficult issues as the latter is being launched. 

3.
Findings: analysis of PSD’s activities 

The modernization efforts of PSD since 2000

The PSD has faced several serious challenges since its establishment in 1999. In particular it has attempted to ensure routine management of personnel (the task of the Personnel Unit) while also fulfilling its mandate: “to modernize and reform the public service in line with Vision 2020.” It has carried out a series of activities led by the Modernization Unit (e.g. the new performance appraisal procedure) that have contributed to a growing awareness within the civil service that the Government of the Maldives needs to move to a new way of doing business. Examples include: 

· the preparation in 2000 of PSD’s own Strategic Plan for 2000-2005

· the completion of a Capacity Building Assessment in 2004

· implementation by ministries of strategic plans under the guidance of PSD

· short-term training of staff within PSD and the Government in various areas related to the mandate of PSD (e.g. the preparation of ministerial strategic plans; implementation of a new performance appraisal system; projects on customer oriented services)

· policy and technical advice to the President’s Office and Majlis (Parliament) members on issues such as the proposed Civil Service Bill

· activities related to broader public sector reform as reflected in Vision 2020 and in the Roadmap for the Reform Agenda issued by the President. (e.g. various seminars such as those on Sustaining Public Sector Reform and on Financial Management Reform.)

These activities are described and analyzed in more detail in Annex 2. Some, especially in the policy area, are crucial, such as the technical advice function. Several have proven difficult to implement fully throughout Government of the Maldives in light of the existing problems with the management of personnel (see below). The latter are so severe that a much more fundamental reform is required than that offered by the modernization program. In addition, individuals assigned to these activities have been diverted by routine personnel management duties. PSD has not had sufficient staff with the necessary  technical skills to devote to this effort. 

At first glance, the down-stream emphasis of the reform to date is surprising given the critical importance of PSD’s core business, personnel management, and the severe problems it faces are described in further detail below. Although PSD has worked hard since its creation to define and address difficulties in personnel management, the recent momentum towards governance reform now provides an enhanced opportunity for fundamental changes in classification, remuneration, grading and related personnel policies and functions.

Personnel management

The effective and efficient management of the civil service constitutes PSD’s core mandate. The analysis (see matrices in Annexes 1 and 2) of policy issues, procedures, identified needs for improvement and actions to be taken provides a detailed picture of the serious problems that prevail in the management of positions and staff. The matrices show that all key elements of the personnel function were included in the analysis and examined in the identification of priorities. 

The fundamental conclusion of the analysis is that the personnel management system has deteriorated after years of neglect of the basic policies, regulations, rules and procedures. Informal behavior
 is rampant, as shown by the analysis in the matrix in Annex 1. For example, under Job Classification and Designation, the following appears: “procedures have been distorted to deal with inadequacies of the classification system…whole system has collapsed …many exceptions prevail…have resulted in grievances and inequity…misuse of job classification in promotion…creation of new posts in order to promote.”

In fact, the basic policies, regulation and procedures for the management of personnel need to be replaced by a new system: the general view of those who work within the PSD is that the present system as such cannot be rehabilitated. All the key policies relevant to the HR management cycle need to be reviewed: creation and control over positions; grading, classification and remuneration; recruitment, advancement and promotion. 

There is a need to go back to basics. In the present context, moreover, it would be difficult to introduce innovations in areas like performance management. The experience with the new performance review instrument and process developed by PSD is instructive. It cannot be implemented because of the inadequacies in basic personnel management, for example  inequities in the classification and definition/description of jobs and in pay and allowances for staff performing the same tasks; the lack of an annual salary increase linked to performance; and inconsistent job descriptions.  

Related management issues facing PSD include the following.

· Unequal sharing of personnel administration and poor communication between PSD and ministries. PSD claims it is doing tasks for which ministries lack the necessary skills; some ministries claim that PSD is a centralizing and control oriented agency that attempts to monopolize personnel related activities. 

· A heavy load of personnel actions to be processed, for example: i) transfers are very frequent as individuals strive to obtain better remunerated positions in a context where jobs may be created and filled ad hoc without transparency or inequity; and ii) contract teachers and health workers are processed in the same way as regular staff, despite their short-term contracts, and this creates a tremendous burden on the system. About one-third of all positions are subject to some sort of administrative action every year: this is an exceptionally high ratio by any standard.

Summary 

The personnel related problems are systemic and require the replacement of present policies, systems and procedures. This challenge should be the priority for PSD (and/or CSC) for the foreseeable future. The Medium Term Strategy and Action Plan describe the proposed trajectory and sequencing of priorities.

There is also a serious risk that long established behavioral patterns may frustrate future reform efforts. All those involved in the management of civil servants (including PSD management and staff) will need to replace the present informal ways of working and follow the new rules and regulations if reforms are to be sustained, otherwise the new systems will be subject to the same deterioration as the old ones. The reforms themselves should contribute to better compliance by introducing better incentives (equal treatment, transparent remuneration, etc) and thereby making it possible to enforce accountability. However, it will require negative as well as positive reinforcement to ensure compliance with rules and procedures. 

Box 1. Lessons of international experience

	More performance-oriented reforms work only if the basics are reasonably well institutionalized.  

Get the basics right first. The fundamental and most significant civil service related contributor to better performing organizations is creation of merit-based personnel management practices, i.e. getting the basic recruitment and selection systems, performance evaluation procedures, promotions procedures, salary setting rules and procedures, wage bill controls, and due process protections in place and functioning as intended. These core systems and practices are preconditions for effective performance management practices. Getting these systems functioning as intended, however, is extremely difficult. A key part of the challenge is, unavoidably, the fact that such efforts must transfer some authority from the political echelons (for example,  ministers and their political appointees) to a cadre of depoliticized officials (civil servants).  

A study found in an econometric analysis of factors affecting the performance of public organizations that in environments in which the basics are very weak, resort to New Public Management style performance management techniques is associated with poorer performance.




4.
The way forward: Medium Term Strategy and Action Plan

The preparation and implementation of the following priorities is described in a spreadsheet in Annex 6: PSD Medium Term Strategy and Action Plan. The latter also shows the TA requirements, the management and oversight arrangements and the timing and sequencing of the proposed activities over a three-year period:

· Job Classification and Job Descriptions

· Remuneration and Grading

· Recruitment and Selection

· Advancement, Promotion and Transfer

· Job Analysis.
Principles that underpin the Strategy and Action Plan

Systemic change. These priorities address fundamental interrelated and systemic problems in personnel management. 

The goal is to put policies in place that will ensure transparent, accountable, equitable and consistent personnel management and to sustain these changes. For without such policies and the incentives they would create, improvements in management and ultimately in policy implementation and service delivery will not be sustainable. 

A clean break with the past. The restoration of accountability and of compliance with policies and procedures requires both positive and negative incentives. PSD itself, if it is to lead with credibility, needs to institutionalize a new set of policies, rules and procedures –  and to enforce them – in order to overcome its own informal behavior. PSD has been responsible for reforms but it has combined this role with routine management duties and has inevitably compromised itself in dealing with the difficulties of managing the present system. Its behavior is part of the very problem it is addressing. It must therefore lead a program that makes a clear departure from the past. 

The creation of the CSC and the removal of civil service management from the President’s Office is potentially a tremendously important first step towards the creation of a transparent and accountable personnel management system. Indeed, it is arguably among the most important governance reforms to which the Government of the Maldives is now committed. 

Assuming the creation of the CSC results in moving the Personnel Unit to it, then the PSD will be in a stronger and more credible position to lead the reforms in that its mandate would no longer encompass both routine management and reform. This reorganization would permit a new beginning for personnel management and related activities. CSC would become wholly responsible for routine management, and as a new, independent body outside the President’s Office, it could capitalize on its independence and declare its intention not only to assist PSD in the replacement of personnel policies and procedures but also to enforce discipline and change behavior in their implementation. PSD could be charged with the technical leadership of the reforms in a joint effort with the CSC. 

These issues will need to be addressed in detail once the Civil Service Bill is passed and the relevant decisions are taken concerning the reorganization of PSD including the present modernization and training functions. In any case, it is clear from international experience that, if they are to succeed, reforms require, in addition to political support, a strong technical unit positioned outside the organization responsible for routine management of the civil service. PSD in its new form could play this role. 

Leadership by example. PSD has already attempted to lead by example (see Annex 1 regarding Modernization Efforts) but it will need to redouble its efforts if the reforms proposed in the Medium Term Strategy and Action Plan are to be successfully implemented. Several activities could be launched within PSD in the short term while the medium term reform is still being prepared.

· PSD will need to reorganize and strengthen its policy and modernization functions. In so doing, it could try to become an example of best practice in re-organization management and business planning. It could pilot good personnel practices for its own staff in areas such as job descriptions, performance appraisal, working methods, accountability for results, the management and training of its staff and returnees, etc. The principle of leading by example could guide the effort to strengthen PSD through improved management and staff training.

· In preparing itself to launch reforms, PSD should define, in collaboration with other ministries, how to monitor the impact of its efforts on CS management practices and the quality of the civil service. Experience shows that units responsible for reforms themselves need to be held accountable for their impacts on organizational behavior,  otherwise they too easily fall prey to pro forma implementation,  and limited results. Reliable systems for monitoring those results need to be established early on.
Start with short-term measures

The proposed Medium Term Strategy and Action Plan will take several years to design and implement. Considerable preparatory technical work will be required, as described in the strategy document. In addition to the Medium Term Strategy and Action Plan, it would be useful to identify a few short term, opportunistic measures that could be applied relatively quickly in order to: i) create the momentum for reform and build credibility in the short term; and ii) reduce the burden and improve the efficiency of routine personnel transactions, thus freeing time and resources for the reform effort. Possible measures could include, for example: 

· examining the possibility of conducting an efficiency audit (as a pilot exercise) of record keeping and the processing of personnel actions within and between PSD and one of the large ministries

· as part of the above, determining whether expatriate professional staff currently on contract could be managed differently in order to reduce the burden of transactions on PSD

· as well as enhancing the credibility of the Government of the Maldives and of the PSD in particular, success in carrying out such measures would send a strong political message that the Government is serious about civil service reforms and capable of enforcing changes.
5.
Oversight and management of the Strategy

International experience clearly shows that civil service reform requires careful and sustained political support and oversight; otherwise the reforms may fail when faced with opposition from individuals and groups who feel they would lose rather than gain from the proposed changes. The Government of the Maldives needs to examine whether the existing Ministerial Standing Committee On Public Sector Reform should play the oversight role or whether another modality would be preferable. Those developing the reforms need to interact regularly with the political level in order to adapt reform proposals in the light of political realities; for this interaction the existing Standing Committee may not be appropriate.  

PSD’s current, routine personnel management takes about 80% of its total time and leaves few HR resources for other PSD tasks. In addition, senior staff from the Modernization Unit, whose duties do not in principle include routine management, are often diverted to such tasks on an ad hoc basis and to various demands from the President’s Office. There is a real danger that if the routine personnel management load is not reduced over the short term, PSD may not have the time or available staff resources to launch and sustain the reforms. 

The PSD and its management should be encouraged to adopt the Medium Term Strategy and Action Plan as their core business over the next three years and dedicate available capacity to this effort. The training within the grant has been designed to support this effort and to equip the staff to define and manage the TA inputs that will be required to address the technical issues.

If PSD is to succeed in the implementation of the strategy, it should also address this management challenge. It will need to change from a somewhat ad hoc management culture to a “management towards results” culture. This will prove a major challenge for the months to come. PSD may want to consider how it can remodel, institutionalize and discipline itself in order to prepare for the implementation of the strategy.  

Currently the technical and managerial capacity of PSD is not sufficient to meet the challenges inherent in the implementation of the strategy; the strengthening of PSD is a pre-condition for preparing and then managing technically difficult and complex reform areas. The detailed Medium Term Strategy and Action Plan includes a section on Political Oversight and Management of the Strategy (see Annex 6 of Chapter I). Options that PSD may consider to ensure that it can manage the reforms include the following.

· Reorganize the existing policy and modernization functions of PSD into project units led by project heads responsible for the implementation of specific priorities and outputs as identified in the Strategy and Action Plan. Ensure no other activities would be developed apart from the strategic priorities. This arrangement could manage future changes, including the response to the creation of the Civil Service Commission.

· Seek donor support for management (as well as technical) assistance to the reform program. PSD may want to consider twinning consultants to the staff in project units responsible for specific reforms and giving consultants management responsibility for certain tasks. PSD staff would be exposed to knowledge, experience and skills and they would learn on the job. 

· Reduce the heavy burden of routine management on PSD (see above under short-term measures) in order to permit senior staff to focus on their policy and reform responsibilities.

Chapter I, Annex 1: Matrix of personnel functions

	Creation of positions
	Content
	PSD Needs/Risk
	Process
	PSD Needs/Risk
	Capacity or other constraints

	
	1. Is this within PSDs’ mandate? 

Yes, (for political appointments that are made by the Cabinet Decision once the person is appointed, the position is created by default).

2. What kind of activity is this? Policy, procedure, analysis, legal, etc. 

Policy, procedure, legal and instruments.

3. Which partners in GoM (technical, political) are relevant? Do you need them to achieve the result? 

Separate from Finance ministry (both in the annual budget exercise and the ad hoc creations. Act on the authority of the President according to a law passed in 1968).

4. Do you have the technical capacity/skills? 

Difficult without forward HR planning. Lack of hands on experience.
	No detailed criteria and therefore difficult to enforce – accountability difficult. Bottom up approach – no prior planning with Finance ministry. 

No agreement with finance regarding given number of posts. 

No forward HR planning and no hard budget constraint regarding personnel.

Need to have proper HR planning and better procedures /guidelines.

Need to have job analysis skills.
	-What can PSD do?

-What can others do?

-What can PSD and others do together?

-Who manages and decides what and at what level: Deputy Minister and above, Head of PSD, Head of OD and Head of Personnel Units. 
	Better link with Finance ministry. As in the case of PSIP where the Planning ministry consults with Finance ministry, such an arrangement can be developed between PSD and Finance ministry.

Deputy director and Deputy minister, whoever is in charge will evaluate the case and the DM will make the decision in the name of the president.
	

	Recruitment, selection and appointments
	Content
	PSD Needs/Risk
	Process
	PSD Needs/Risk
	Capacity or other constraints

	In the case of the Maldives recruitment can mean external or internal candidates. Appointment refers to approval of the recruited candidate for the post. Training and coaching on the new policy and procedure for government departments.
	1. Is this within PSD’s mandate? 

Yes in terms of regulation and policy. All appointments (some low level position) have to be approved and made by PSD.

2. What kind of activity is this? Policy, procedure, analysis, legal, etc. 

Policy and approval of appointment.

3. Which partners in GoM (technical, political) are relevant? Do you need them to achieve the result? 

All ministries. (All political appointees are done by the cabinet division of PO, other than that, all other appointments are done by PSD.) For regular staff PSD handles everything but for political staff PSD handles only the administrative work.

4. Do you have the technical capacity/skills? 

Little time for trained staff to address the issue.
	Different ministries use different criteria. Follow the general policy – interpret differently.

The criteria for recruitment need to be reviewed. Currently the main criteria used are educational qualification and length of service. From Assistant Director and above advertising a position is not mandatory and may result in lack of transparency and the most qualified person may not be appointed.

Better capacity is needed to formulate better rules and procedures and review recruitment policy and criteria in order to broaden the potential pool of candidates.


	-What can PSD do?

Consider centralizing the recruitment of professional staff. Broaden the criteria to be made more specific. 

-What can others do? 

-What can PSD and others do together? 

-Who manages and decides what and at what level: Deputy Minister and above, DG PSD, DG of units?
	Detailed and specific guidelines for selection and recruitment. Consider other criteria.  

Follow the specified guidelines strictly. Currently the lack of compliance with the guidelines results in delays and increases workload.

Consultation with line ministries and Finance.
	

	Advancement, Promotion and Transfers
	Content
	PSD Needs/Risk
	Process
	PSD Needs/Risk
	Capacity or other constraints

	Transfer may or may not entail a promotion. Advancement is not part of the current system.
	1. Is this within PSD’s mandate? 

Yes.

2. What kind of activity is this? Policy, procedure, analysis, legal, etc. 

Procedure, policy.

3. Which partners in GoM (technical, political) are relevant? Do you need them to achieve the result?

The whole of GoM.

4. Do you have the technical capacity/skills? 

Strengthen the policy analysis, policy making capacity in this area as part of the training in personnel management – classification, pay and grading, etc.

 
	The initial classification system has been undermined. Advancement now entails promotion. The system has broken down and now ad hoc decisions are required to manage. A lot of time is wasted processing and improvising solutions. This brings inequity and lack of transparency and results in lack of accountability on the part of managers. (Leads to complains) Informal behavior prevails. Makes it difficult to introduce effective performance management. The need for better pay brings enormous pressure on the current advancement and promotion system resulting in a large number of transfers. Lack of an annual salary increase combined with the proliferation of allowances destabilizes the system.
	-What can PSD do?

-What can others do? 

-What can PSD and others do together?

-Who manages and decides what and at what level: Deputy Minister and above, DG PSD, DG of units?
	Short-term actions – it is not sufficient to wait for the long-term strategies. Need to define the short-term actions.

Long-term strategies – to establish a new classification, remuneration and grading system. 

Whenever changes are forthcoming they will need to be complied with. 
	

	Classification and Grading
	Content
	PSD Needs/Risk
	Process
	PSD Needs/Risk
	Capacity or other constraints

	
	1. Is this within PSD’s mandate?

Yes.

2. What kind of activity is this? Policy, procedure, analysis, legal, etc. 

Policy, procedure and analysis.

3. Which partners in GoM (technical, political) are relevant? Do you need them to achieve the result? 

All of GoM.

4.  Do you have the technical capacity/skills? Strengthen the policy analysis, policy making capacity in this area as part of the training in personnel management – classification, pay and grading, etc.

 
	No uniformity. Limited scale – not enough grades (in order to advance/ promote someone a new grade or designation or post has to be created).

Inconsistency in the steps within the grades.

The determination of gaps between salaries is inconsistent, lack of a policy.

The different structures in different departments result in different designation/ classification for individuals at the same level doing the same work. This is very de-motivating and encourages managers to break rules. Lack of a policy for naming designation.

A given designation may have different ranks in different ministries. 

Review of job descriptions and adept them to the needs of the new system.
	-What can PSD do?

-What can others do?

-What can PSD and others do together?

-Who manages and decides what and at what level: Deputy Minister and above, DG PSD, DG of units?
	Short-term actions are needed because the number of requests for exceptions is rising rapidly, creating backlogs at times. 

Long-term strategies- to establish a new classification, remuneration and grading system. 

Whenever changes are forthcoming they will need to be complied with.
	

	Remuneration
	Content
	PSD Needs/Risk
	Process
	PSD Needs/Risk
	Capacity or other constraints

	
	1. Is this within PSD’s mandate? 

Yes.

2. What kind of activity is this? Policy, procedure, analysis, legal, etc.

All of the above.

3. Which partners in GoM (technical, political) are relevant? Do you need them to achieve the result? 

Ministry of Finance, Ministry of Social Security and other ministries.

4.  Do you have the technical capacity/skills? 

Specialized technical assistance may be required, in addition to strengthening of skills among existing staff. 
	Lack of remuneration framework.

Implementation suffers from inadequacies of classification and grading described above.

Inconsistent proliferation of allowances – no policy on the composition of remuneration.

No annual pay increase.

Lack of compliance with original system.

Given the above it is impossible to link pay and performance.
	-What can PSD do?

-What can others do?

-What can PSD and others do together?

-Who manages and decides what and at what level: Dep. Minister and above, DG PSD, DG of units?
	Short-term actions are needed because the number of requests for exceptions is rising rapidly.

Long-term strategies – to establish a new classification, remuneration and grading system. 

Whenever changes are forthcoming they will need to be complied with.

In this area it maybe necessary to do a survey or use existing data of remuneration of private sector.
	

	HR planning
	Content
	PSD Needs/Risk
	Process
	PSD Needs/Risk
	Capacity or other constraints

	
	1. Is this within PSD’s mandate? 

Yes, public sector.

2. What kind of activity is this? Policy, procedure, analysis, legal, etc. 

All of the above.

3. Which partners in GoM (technical, political) are relevant? Do you need them to achieve the result?

Finance Ministry, Higher Education Ministry 

All of the above.

4.  Do you have the technical capacity/skills?

No.
	Need to have the right person in the right job at the right time. 

HR planning currently not done on paper (no integrated vision or approach) – we do have incremental growth and replacement and it’s not linked to goals policy and financial resources.


	-What can PSD do?

-What can others do?

-What can PSD and others do together?

-Who manages and decides what and at what level: Dep. Minister and above, DG PSD, DG of units?
	Define the data requirements as in the context of the forthcoming reforms to the HR system.

Ensure policy and technical level coordination across government.

As part of the strategic plan begin raising awareness about the importance and use of HR planning.

 
	

	PSD Information System
	Content
	PSD Needs/Risk
	Process
	PSD Needs/Risk
	Capacity or other constraints

	
	1. Is this within PSD’s mandate?

-Yes.

2. What kind of activity is this? Policy, procedure, analysis, legal, etc.

-Procedure analysis, and technical.

3. Which partners in GoM (technical, political) are relevant? Do you need them to achieve the result? 

-NCIT, Finance Ministry and the rest of GoM.

4.  Do you have the technical capacity/skills? 

-For a decentralized system – don’t have capacity. 
	Need to fix problems with the current database, which is linked to the deterioration of the HR career system.

Decentralization now would carry a fiduciary risk and make the system more vulnerable to abuse. At the moment record keeping at the ministerial level is not always up to date. 

Need extra staff – for developing the system.
	-What can PSD do?

-What can others do?

-What can PSD and others do together?

-Who manages and decides what and at what level: Dep. Minister and above, DG PSD, DG of units?
	Given the severe problems in the current HR system including both policy and procedure, information system improvement will depend on reforming the above.

 
	

	Other relevant issues related to this matrix
	
	
	
	
	


Chapter I, Annex 2: Modernization and related functions

	Strategic planning
	Content
	PSD Needs/Risk
	Process
	PSD Needs/Risk

	Organization development plan – long term (vision mission objectives, strategies and actions). 

3-5 year plan. 

All ministries are expected to prepare a strategic plan under PSD guidelines.

One of the reform initiatives by PSD in 2000
	1. Is this within PSD’s mandate?

Yes.

2. What kind of activity is this? Policy, procedure, analysis, legal, etc.

Policy and planning.

3. Which partners in GoM (technical, political) are relevant? Do you need them to achieve the result?

All ministries.

4.  Do you have the technical capacity/skills?

One staff (currently on long term leave).
	PSD acts as a facilitator in providing technical training. 

In 2005 PSD reviewed the strategic plans of most Ministries. Analysis was compiled. Strategic plan not linked to the budget. This reduces the incentives for ministries to ‘own’ the exercise. In addition compliance with the plan was weak. 
	-What can PSD do?

-What can others do?

-What can PSD and others do together?

-Who manages and decides what and at what level: Deputy Minister and above, DG PSD, DG of units?
	Closer link to the budget and to the proposed switch to program budgeting.

Strengthen the strategic planning function within the ministries. Provide incentives for them to take ownership.  

	Performance management
	Content
	PSD Needs/Risk
	Process
	PSD Needs/Risk

	Currently ‘performance management’ is defined in a narrow sense as performance appraisal of individuals, organizational reviews. Organizational review means a review of the long term and short term plans, organization structure and functions.
	1. Is this within PSD’s mandate?

Yes.

2. What kind of activity is this? Policy, procedure, analysis, legal, etc.

Analysis.

3. Which partners in GoM (technical, political) are relevant? Do you need them to achieve the result? 

For both these functions all ministries are partners.

4. Do you have the technical capacity/skills?

One specialist.
	Lack of link to salary increments or promotions has reduced incentives. Not being applied across the board.

This is a personnel management function. Routine management is only within the ministries. No need to process these forms at the level of PSD. Previous PA system (1996-1999) failed because the design failed to discriminate among different levels of performance.
	-What can PSD do?

-What can others do?

-What can PSD and others do together?

-Who manages and decides what and at what level: Deputy Minister and above, DG PSD, DG of units?
	As part of the review of HR management, need to develop basic policy on performance management. Organizational review needs to be institutionalized within the departments and addressed in the strategy.

	Organizational development
	Content
	PSD Needs/Risk
	Process
	PSD Needs/Risk

	Reviews requests for creation of positions to ensure that they conform to the structure of the given organizations. There are no standard organizational guidelines mandated for government ministries.
	1. Is this within PSD’s mandate?

Yes.

2. What kind of activity is this? Policy, procedure, analysis, legal, etc.

Policy, procedure and approval (at the request of the ministry involved or from within the personnel unit).

3. Which partners in GoM (technical, political) are relevant? Do you need them to achieve the result?

All ministries.

4. Do you have the technical capacity/skills?

Yes, for what is being done but not for organizational development in broader sense.
	Capacity to conduct job analysis is limited, therefore restricts the ability to carry out this mandate. Functional reviews not carried out. 
	-What can PSD do?

-What can others do?

-What can PSD and others do together?

-Who manages and decides what and at what level: Deputy Minister and above, DG PSD, DG of units?


	

	Customer service
	Content
	PSD Needs/Risk
	Process
	PSD Needs/Risk

	Projects which are intended to improve service delivery, (front line, back offices). Initiatives are usually taken by the ministries. PSD compiles and publishes service delivery across the public sector. 
	1. Is this within PSD’s mandate?

Yes.

2. What kind of activity is this? Policy, procedure, analysis, legal, etc.

Support to ministerial Projects and a survey initiated by PSD.

3. Which partners in GoM (technical, political) are relevant? Do you need them to achieve the result?

All ministries.

4. Do you have the technical capacity/skills?

Skills – yes, resources lacking.
	PSD is planning to review this area. Currently lack of capacity within PSD to implement this area 

This is a support activity.

Selected ministries.
	-What can PSD do?

-What can others do?

-What can PSD and others do together?

-Who manages and decides what and at what level: Deputy Minister and above, DG PSD, DG of units?


	This area is stagnant due to a lack of capacity within PSD. 


Chapter I, Annex 3: Personnel related priorities for the Strategy

	Priority
	Related area – link to HR priorities?
	Rationale
	Sequencing
	Short term (urgently needed actions)
	Medium term (3 years)
	Long term

	Classification, grading and remuneration.
	Whole career chain.
	Whole personnel system is based on this area.
	To be determined and reflected in action plan (design phase, implementation).
	Immediately prepare TOR and seek funding for this.
	
	

	Advancement and promotion.
	Whole career chain.
	Equal pay for equal work
	To be determined and reflected in action plan (design phase, implementation).
	
	
	

	Redesigning of PSD information system.
	Whole career chain. Classification system is a prerequisite. HR planning.
	Cannot effectively manage the civil service and HR planning without a robust, accurate, efficient information system.
	After the rules for the classification/ grading/ remuneration have been finalized the design process of the information system can begin.
	Follow closely what is happening with the PAS and the govt. network.
	
	

	HR planning.
	Linked to recruitment, selection, organizational structure, career advancement and the database.
	Analysis of the needs of the public sector for the medium- term; control of the wage bill and number of posts; right person in the right job
	
	In the near future HR management system software will be made available by NCIT (National Centre for Information Technology) to be used by individual ministries. This should facilitate the management of HR at the ministerial level.

Strengthening the recruitment policy and procedure.
	Follow closely developments in linking budget and strategic plan.
	

	Recruitment, selection and appointments.
	Whole career chain.
	Need the best people and need to select them in a fair and transparent way.
	
	
	Revise the detailed guidelines, monitor and enforce these changes. Train ministerial staff(public service policy unit and PSTI).
	


Chapter I, Annex 4: Excerpts from various World Bank reports on comparative experience of civil service reform relevant to the Maldives

1.
What reforms matter? Tailoring technical elements to needs

Getting the sequencing right

Get the basics right first. The most fundamental and significant CS-related contributor to better performing organizations is creation of merit-based personnel management practices; that is getting the basic recruitment and selection systems, performance evaluation procedures, promotions procedures, salary setting rules and procedures, wage bill controls, and due process protections in place and functioning as intended. These core systems and practices are preconditions for effective performance management practices. Getting these systems functioning as intended, however, is extremely difficult; and remains reversible for extended periods of time (see “Meeting Implementation Challenges” below). A key part of the difficulty is, unavoidably, the fact that such efforts must transfer some authority from the political echelons (for example Ministers and their political appointees) to a cadre of depoliticized officials (civil servants). (See Anderson, Reid and Ryterman (2003), Manning and Parison (2003), Stevens and Teggeman (2003), Schick (1998).  

More performance-oriented reforms work only if the basics are reasonably well institutionalized. Anderson, Reid and Ryterman (2003) found in an econometric analysis of factors affecting the performance of public organizations that in environments in which the basics are very weak, resort to New Public Management style performance management techniques is associated with poorer performance, as measured by increases in administrative corruption. Schick (1998) makes this point more generally.  Manning and Parison (2003) find that NPM types of reform efforts are difficult to successfully implement in both developing and developed countries, and nearly impossible in countries lacking institutionalized “organizational discipline,” by which they mean that the basic CS management systems function as intended. 

Pay reform is complicated and demands detailed analysis. Design of pay reform strategies needs to be solidly grounded in systematic empirical analysis of existing pay structures and pay-setting practices, including systematic evidence on public-private pay differentials. Public administration pay structures in many of our client countries appear to overpay at the lower skill levels, while under-paying at the senior managerial and professional ranks. Making remuneration sufficiently competitive for key positions yet fiscally feasible normally requires careful targeting of pay reform. Moreover, large salary differentials within a public administration are generally resisted. The Bank has developed a number of pay and employment simulation models that can facilitate these analyses. See ACSR website’s (i) “common problems” section for material on various pay reform issues, including top-ups, ineffective monetary incentives, aggregate employment and wage bill concerns; (ii) its “Evaluating pay and employment choices” section and (iii) its “Rewards & Incentives” page within the “Data and Diagnostics” section.

Integrated pay reform effort is needed. While wage bill control is often a point of entry for CSR, unless it is knitted into a broader reform effort, the impacts of such reforms tend to be short-lived. 

All components of remuneration need to be assessed to properly design a pay reform. Pensions, for instance, are a very significant aspect of civil service compensation in many countries, and should, therefore, often be addressed as part of any pay reform; particularly since often pensions provide a very effective means of reinforcing efforts to develop a career civil service. Other components of remuneration are often hidden as well, for example training, travel, housing allowances (World Bank (2000).

Performance-related pay is, at best, an unproven expedient. At worst, it can make things worse. Empirical research in developed countries has cast considerable doubt on the efficacy of such reforms. (See “Ineffective Monetary Incentives” page of ACSR website.) At a minimum, such reforms should be considered only once the preconditions for a well-managed civil service are in place,  i.e. after the organizational discipline (adherence to formal rules) required to ensure that the basic recruitment and selection systems, performance evaluation procedures, promotions procedures, salary setting rules and procedures, wage bill controls, and due process protections are in place and functioning as intended.  

2.
How to set about reform?  

Making sure reform efforts succeed by meeting implementation challenges

Be patient, pragmatic and opportunistic. Patience is required because institutional reforms are unavoidably long, drawn-out processes, since they aim to change organizational culture. They are not stroke-of-the-pen reforms. Moreover, because of the long period of time typically required for such reforms to take hold, and the inevitable sources of resistance they must overcome, it is important for the Bank and other donors to continuously reinforce reform efforts and champions. For example, the loss of a reform champion, particularly in the early stages of such reform efforts, means that such reform efforts remain at considerable risk of reversal until changes in the patterns of organizational behavior have become institutionalized. Close, active support for such reform efforts is necessary both to encourage a reform champion as well as to help to keep a reform effort from completely unraveling when a reform champion is lost.

Pragmatism is required both in the selection of technical design elements (see above) and on what is feasible given the type of leadership available for a CSR effort. Being pragmatic on technical issues means ensuring that basic civil service systems and behaviors should be put in place before trying to undertake the sorts of performance-management reforms made popular by the New Public Management (NPM) paradigm. Being pragmatic on leadership issues means not being more ambitious than the CSR leadership is likely to be able to deliver.

Opportunistic reform efforts are often necessary for successful CSR implementation. Such efforts pick and choose within either the set of basic or post-basic reform elements depending on windows of opportunity. (Manning and Parison 2003).  Opportunistic approaches to CSR contrast fundamentally with blueprint approaches, which assume that CSR efforts must be comprehensively designed and implemented carefully in line with that blueprint. Opportunistic approaches recognize both the complexity of CSR efforts, as well as the unpredictability of windows of opportunity. Their success presumes that, while the basics are required before NPM reforms should be introduced, which basic element to introduce at any given time is not so important as the feasibility of introducing a particular basic element.

Keep expectations realistic. Selling CSR efforts by promising to meet unrealistic objectives (for example quickly improving the quality of public services) can undermine the credibility of such efforts once it is obvious that those unrealistic objectives have not been met (see “Vertical vs. horizontal reforms” above). (Manning and Parison 2003).

External accountability is important for keeping CSR efforts on track. In the absence of pressure from outside the public administration itself, it is difficult to maintain commitment to a CSR effort over the long time frame required to institutionalize organizational behavior changes. Donors are one source of such external pressure. In many ECA countries, EU accession is a special, and sometimes effective, case of such donor pressure. Other potential sources are an active press, Parliament, NGOs and business organizations. Mechanisms for facilitating such pressure (for example Ombudsman, complaint systems, etc) cannot, by themselves, ensure such pressure, but, if used, can help to make such pressure effective. (See Anderson, Reid and Ryterman 2003).

CSR efforts need to hold themselves accountable for their results. CSR efforts themselves need to be held accountable for their impacts on organizational behavior; otherwise, they too easily fall prey to pro forma implementation, i.e. no results. As such, part of the preparation of a reform agenda should include hammering out agreement on how you would monitor those impacts on CS management practices and the quality of the civil service.
 Furthermore, some of the earliest efforts should be establishing reliable systems for monitoring those results. Tracking and publicizing information on key intermediate impacts of a CSR effort can help in a number of ways. It can provide evidence of progress. It can provide a source of information that agents external to the public administration can employ to bring pressure to bear to achieve intended results. It can help in achieving realistic expectations. (Extract from World Bank Website “Lessons of the 90s” World Bank, ECA Region, 2003).

3.
Phasing reforms: the Malaysian case

The Malaysian reforms started in 1965 when the Government issued a precise definition of the role of the public sector and of the objectives for its transformation. During this institution-building phase, which lasted until the late 1970s, strong economic growth permitted the Government to improve dramatically the quality of the civil service. This first generation of reforms, driven by the Prime Minister’s Office, included: a reorientation of management – some services were centralized, some decentralized; a thorough reform of personnel and remuneration policy; financial management reforms targeted at enhancing efficiency and transparency and at making managers accountable for the use of resources; a massive training program.

Once these reforms were in place, the “Administrative Excellence Phase” was launched. The management of the reforms was centralized in a new unit, the Administrative Modernization and Manpower Planning Unit; departments and districts were reorganized and computer technology introduced; a master manpower planning and budgeting framework was developed.

A third generation of reforms began in 1991. It emphasizes accountability and ethical behavior, as well as quality management, productivity improvements and a one-stop window for public services. (Adapted from Civil Service Reform in the Philippines by David Steedman and Steven Howes, World Bank, 1996).

Chapter I, Annex 5: Public Service Division Medium Term Strategy Action Plan

	Component 1: Job Classification and Job Description

	Planned output
	Main activity
	Sub-activity
	Total input
	Quantity of input
	Unit cost (US$)
	Total activity cost (US$)
	Other

	
	
	
	
	Year 1
	Year 2
	Year 3
	
	
	

	1. Job Classification System piloted, tested and rolled out in the Public Sector. A methodology formulated to write job descriptions effectively. 
	1.1 Design a job classification system. Formulate a template to write job descriptions. 
	1.1.1 Draft a statement outlining the status quo and summarize the rationale for reform of the job classification system and job descriptions.
	20 days
	20 days
	 
	 
	 
	 
	 

	
	
	1.1.2 Develop TOR for international consultants to assist PSD in designing a job classification system and formulating a template to write job descriptions.
	25 days
	25 days
	 
	 
	 
	 
	 

	
	
	1.1.3 Proceed with the appropriate procurement of international consultants.
	to be determined by the regulations
	 
	 
	 
	 
	 
	 

	
	
	1.1.4 Recruit consultants.
	to be determined by the regulations
	 
	 
	 
	 
	 
	 

	
	
	1.1.5 Design the classification. Formulate the template to write job descriptions. 
	90 days
	90 days
	 
	 
	 
	 
	 

	
	
	1.1.6 Validate the classification system and the job description template. 
	30 days
	 
	30 days
	 
	 
	 
	 

	
	
	1.1.7 Identify impediments improvements before roll out.
	30 days
	 
	30 days
	 
	 
	 
	 

	
	1.2 Implement and Monitor the new classification system.
	 
	 
	 
	ongoing
	ongoing
	 
	 
	 

	Component 2: Remuneration, Pay and Grading

	Planned output
	Main activity
	Sub-activity
	Total output
	Quantity of input
	Unit cost (US$)
	Total activity cost (US$)
	Other

	
	
	
	
	Year 1
	Year 2
	Year 3
	
	
	

	2. Remuneration, Pay and Grading System piloted, tested and rolled out in the Public Sector.
	2.1 Design a new remuneration, pay and grading system.
	2.1.1 Draft a statement outlining the status quo and summarize the rationale for reform of the remuneration, pay and grading system.
	10 days
	10 days
	 
	 
	 
	 
	 

	
	
	2.1.2 Develop TOR for international consultants to assist PSD in designing a remuneration, pay and grading system.
	20 days
	20 days
	 
	 
	 
	 
	 

	
	
	2.1.3 Proceed with the appropriate procurement of international consultants.
	to be determined by the regulations
	 
	 
	 
	 
	 
	 

	
	
	2.1.4 Recruit consultants.
	to be determined by the regulations
	 
	 
	 
	 
	 
	 

	
	
	2.1.5 Design the remuneration, pay and grading system.
	90 days
	90 days
	 
	 
	 
	 
	 

	
	
	2.1.6 Validate the remuneration, pay and grading system.
	30 days
	 
	30 days
	 
	 
	 
	 

	
	
	2.1.7 Identify impediments improvements before roll out.
	30 days
	 
	30 days
	 
	 
	 
	 

	
	2.2 Implement and monitor the new remuneration, pay and grading system.
	 
	 
	 
	ongoing
	ongoing
	 
	 
	 

	
	
	
	
	
	
	
	
	
	

	Component 3: Recruitment and Selection

	Planned output
	Main activity
	Sub-activity
	Total input
	Quantity of input
	Unit cost (US$)
	Total activity cost (US$)
	Other

	
	
	
	
	Year 1
	Year 2
	Year 3
	
	
	

	3. Revised policies and procedures for recruitment and selection. 
	3.1 Redefine the recruitment and selection criterion and rules and regulations. Review the policies on delegating the functions to the line ministries. 
	3.1.1 Draft a statement outlining the status quo and summarize the rationale for reform of the recruitment and selection.
	15 days
	 
	15 days
	 
	 
	 
	 

	
	
	3.1.2 Setup an inter-governmental committee to review the issues, under the leadership of PSD. (1)
	20 days
	 
	20 days
	 
	 
	 
	 

	
	
	3.1.3  Submit the proposal to the oversight bodies.
	60 days
	 
	60 days
	 
	 
	 
	 

	
	
	3.1.4 Implement the changes in line with the sequencing of the reforms.
	30 days
	 
	30 days
	 
	 
	 
	 

	
	
	 
	
	
	
	
	
	
	 

	Component 4: Advancement, Promotion and Transfer

	Planned output
	Main activity
	Sub-activity
	Total input
	Quantity of input
	Unit cost (US$)
	Total activity cost (US$)
	Other

	
	
	
	
	Year 1
	Year 2
	Year 3
	
	
	

	4. Advancement, promotion and transfer rules and procedures piloted, tested and rolled out in the Public Sector.
	4.1 Redefine the advancement, promotion and transfer rules and regulations in respect to the new job classification system. Review the policies on delegating the functions to the line ministries. 
	4.1.1 Draft a statement outlining the status quo and summarize the rationale for reform of Advancement, Promotion and Transfer System.
	10 days
	 
	10 days
	 
	 
	 
	 

	
	
	4.1.2 Develop TOR for international consultants to assist PSD in designing a Advancement, Promotion and Transfer System.
	20 days
	 
	20 days
	
	 
	 
	 

	
	
	4.1.3 Proceed with the appropriate procurement of international consultants.
	to be determined by the regulations
	 
	
	
	 
	 
	 

	
	
	4.1.4 Recruit consultants.
	to be determined by the regulations
	 
	
	
	 
	 
	 

	
	
	4.1.5 Design the Advancement, Promotion and Transfer System.
	90 days
	 
	90 days
	
	 
	 
	 

	
	
	4.1.6 Validate the Advancement, Promotion and Transfer System.
	30 days
	 
	30 days
	
	 
	 
	 

	
	
	4.1.7 Identify impediments improvements before roll out.
	30 days
	 
	30 days
	
	 
	 
	 

	
	4.2 Implement and Monitor the new Advancement, Promotion and Transfer System.
	 
	 
	 
	ongoing
	ongoing
	 
	 
	 

	
	
	
	
	
	
	
	
	
	

	Component 5: Job Analysis

	Planned output
	Main activity
	Sub-activity
	Total input
	Quantity of input
	Unit cost (US$)
	Total activity cost (US$)
	Other

	
	
	
	
	Year 1
	Year 2
	Year 3
	
	
	

	5. Set procedures and guidelines to analyze jobs.
	5.1 Develop a mechanism to analyze jobs.
	5.1.1 Draft a statement outlining the status quo and summarize the rationale for developing procedures and guidelines to analyze jobs. 
	10 days
	 
	 
	10 days
	 
	 
	 

	
	
	5.1.2 Develop TOR for international consultants to assist PSD in developing procedures and guidelines to analyze jobs.
	20 days
	 
	 
	20 days
	 
	 
	 

	
	
	5.1.3 Proceed with the appropriate procurement of international consultants.
	to be determined by the regulations
	 
	 
	 
	 
	 
	 

	
	
	5.1.4 Recruit consultants.
	to be determined by the regulations
	 
	 
	 
	 
	 
	 

	
	
	5.1.5 Develop procedures and guidelines in analyzing jobs.
	60 days
	 
	 
	60 days
	 
	 
	 

	
	
	5.1.6 Validate the new procedures and guidelines in analyzing jobs.
	30 days
	 
	 
	30 days
	 
	 
	 

	
	
	5.1.7 Identify impediments improvements before roll out.
	30 days
	 
	 
	30 days
	 
	 
	 

	
	5.2 Implement and monitor the procedures and guidelines
	 
	 
	 
	 
	ongoing
	 
	 
	 

	Databases and Information Management Systems are crucial for the successful deployment and future management of each of the above components. Therefore, for each component, sufficient IT-related input will be dedicated once the design process of each component is finalized. The IT personnel will also be collaborating during the design process to elicit and understand possible requirements. This is to ensure an efficient incorporation of each component to the current Information Management System that is used by the PSD.


Political oversight; effective management of the strategy and action plan

	Main activity
	Sub-activity
	Timing of activity
	Other

	
	
	
	

	1. Robust political oversight; effective management of the strategy and action plan.
	1. Define: i) the need for and requirements of political oversight; ii) management demands created by the strategy and action plan: latter implies managing technical work effectively; iii) the capacity needed within PSD to manage the tasks in the strategy and action plan, including leadership; and iv) how to (re)organize PSD  to manage the reforms.
	Preparatory phase; short-term activity that is a prerequisite to launching the reforms.
	Would take up to six months to launch.

	
	2. Re i) above: examine whether the existing Ministerial Standing Committee on Public Administration is the appropriate body, especially in light of the forthcoming creation of the CSC and related developments. Define the responsibilities and working arrangements between the oversight body and the PSD.
	 
	 

	
	3. Re ii) above: define and describe the tasks and work load; define needed positions and write job descriptions.
	 
	 

	
	4. Re iii) above: consider PSD’ s capacity in light of the requirements for managing the reforms, taking into account the forthcoming training program.
	 
	 

	
	5. Identify capacity and skills gaps and write ToR/ job descriptions for additional posts and/or TA needed to fill the management gaps.
	 
	Given the complexity and sensitivity of the reforms, there may be advantages for GoM in hiring a single firm to undertake all the personnel related reforms as a package. This would reduce significantly the time PSD would have to spend on procurement and on management and would simplify interactions with the consultants in this politically sensitive area. In addition, the management of the program could be shared by PSD and the leader of the TA team.

	
	6. Given the above and the changes mandated by the creation of the CSC, review the organization of PSD and its modernization and policy functions. One option would be to make the implementation of the Strategy and action plan into an “in-house project” with leaders for the components.
	 
	 


Chapter II: Draft training proposal

1.
Introduction and rationale 

Training for PSD staff and selected government officials 

Although PSD has achieved various milestones over the past years in personnel management and modernization, it is not yet in a position to lead the reforms as identified in the strategy 2007-2009. These reforms are in complex technical areas such as remuneration, pay and grading, job classification and job descriptions. Key PSD staff as well as key staff from Government have to be prepared for the implementation of these reforms over the next years to come. These reforms are not ‘stand alone’ activities. They are interlinked and their sequencing is equally important to achieving successful implementation. The staff at PSD is well educated but they have limited experience of, or exposure to, these types of reforms. The training that ADB is offering should be used in the most effective and efficient way to prepare them for the tasks ahead.

The training is geared at capacity development within PSD and more specifically at developing technical understanding of the selected topics in combination with generic skills to implement reforms. In addition, the sequencing of these topics for implementation in the Maldivian context is also an issue to be covered by the training. The training, therefore, consists of various topics, which meets the need for capacity development within the PSD.

Currently PSD has 39 positions, out of which 31 are occupied by professional and support staff. Two of the professional staff are on long term leave at the moment and six staff are being trained abroad and are not expected back before the end of this grant. This means that the current professional staff (some of whom also hold management positions) will have to take the lead in the implementation of reforms

2.
What kind of training?

The draft training needs matrix (see Annex 2) has been developed by PSD with the help of the consultants. It includes the identification of relevant units to be trained
. In the next few weeks the selection of individuals will take place. The matrix is based on:

· the priorities identified in the strategy

· additional generic needs crucial to PSD’s broader management of the implementation of the strategy and subsequent delivery of the action plan to other Government institutions

· training which strengthens the IT unit to support the implementation of the strategy.

These three activities are interrelated. The priorities for the strategy are all technical personnel functions such as job classification and pay and grading. In order to plan and manage the implementation of these reforms, PSD staff require analytical and technical skills. Once the PSD and other selected staff from Government have become more knowledgeable about these technical areas through exposure to training and seminars, they will be in a better position to receive and use technical assistance and to adapt it to the prevailing conditions of the Maldives. They will also be equipped to deal with key partners in the Government of the Maldives, for example  the Ministry of Finance and Treasury (MoFT), and to negotiate needed assistance with donors. In addition, training in the understanding of policy making, project management and Monitoring and Evaluation  will assist them in managing the reforms and related TA projects, as well as in dealing with international consultants. 

Three types of training have been identified:

1. functional training

2. generic training in areas specific to PSD

3. training for the PSD/IT unit.

1. The functional training will be tailor-made and a package should be negotiated with a foreign institution to provide consultants over time who can initiate PSD and other Government of the Maldives staff to these technical areas. This method allows staff to:

· gradually learn about the key technical areas

· understand the connections among the various technical areas which are by definition interlinked; remuneration for example is linked to pay and grading

· apply the training directly to their own prevailing circumstances

· interact with trainers to learn tools and methods which could be applied to the Maldives so that the training is of practical use and not purely theoretical

· undertake exercises with other colleagues within and outside PSD to develop critical skills, grasp the issues in preparation for real reforms and learn to function in teams.

The functional training should be conducted over 4-5 months for about three days per week per group. A total of about 40 persons will be trained over time in groups of 20 persons each. This allows staff to continue their work without undue disruption. 

2. In addition, PSD staff would benefit from more generic training that allows them to provide guidance, oversight and management to the reforms. The training identified concerns: project management, policy making and monitoring and evaluation. This type of training may be available in country and if not it is available in neighboring countries. 

3. Another crucial area of training concerns the IT unit. At this stage it is not yet possible to identify precisely the needs but it should support the functional training. The IT unit could, for example, receive support to identify appropriate software for the implementation of a job classification system.

Target group for training and selection process

The target group for the training would include the following:

· professional staff within PSD who are in charge of Policy, IT, Modernization, Research and those who hold key functions for the future reform

· key staff in line ministries who are in charge of human resources in their respective offices – they are responsible for the implementation of the existing employment regulations. 

Criteria for selection of the candidates (from government)

Candidates for the training will be selected based on the position they hold and their unit. The position they hold should be in human resources management and related functions such as finance, organizational development, strategic planning, etc. Their position should also be at a rank in which they carry out technical tasks combined with management responsibilities. They must be available for the training throughout the period that the training is planned for.

Selection process

1. The staff from the PSD will be selected for the training depending on the position they hold and their management responsibility (see above).

2. Staff from the ministries/departments will be selected based on the following:

a. the position they hold (see criteria above)

b. the responsibilities they have within this position (see above)

c. completion of a diploma/first degree or above*
d. they will be the main counterparts for the future reforms initiated by PSD.

* People who have worked in the personnel department/section for a lengthy period of time will be considered without the academic qualification IF they can demonstrate fluency in English language required for understanding content delivered by a foreign trainer. 

3.
Organization and implementation of the training

1. Functional training. This training is tailor-made and PSD will propose one of the training institutes in the region to carry out the training. The approach to this training entails the candidates going through a series of workshops/seminars whereby they are gradually exposed to the various technical areas. It is expected that the Training Institute, in consultation with the PSD, will develop several modules to be sequenced accordingly and then offered on an intermittent basis.

The training should be limited to a maximum of about 40 persons and divided into 2/3 groups. It is important that the same candidates be available for all the training modules in order to guarantee continuity and to build up their knowledge and skills. No other candidates would be admitted at a later stage of the training or replacements allowed. Rules of the game for attending the training should be established as well as the contribution expected from the candidates. These rules should reinforce the group cohesion and dynamics and ensure that the group remains together and takes the lead for future reforms.

Groups could be organized between the modules and trainers could offer exercises or reading and writing assignments to reinforce the modular learning. This approach would also help candidates become aware of the inter-linkages among modules. The training should not be confined to lecturing and should comprise individual and group exercises in order to focus candidates on the Maldivian situation.

The modules should be offered on average once a month to both groups. The calendar for the training should be agreed upon. A PSD staff member could discuss the approach to the training and how it should be conducted in person with the training institute. This would allow for a thorough preparation of the tailor-made training.

Currently, there is a preference to ask INTAN in Kuala Lumpur to provide the training. The budget is based on the assumption that INTAN will provide the training.

2. Generic training in areas specific to PSD. This training is specifically for PSD selected staff and is to complement the above training. The idea behind the selected topics is that PSD would be equipped for leading the reforms by means of selected projects. PSD would become stronger in policy making at the technical level and therefore able to contribute to reforms based on sound analysis. Finally, PSD would be strengthened in order to start monitoring the reforms and manage related projects. The ultimate goal is to give PSD the necessary skills and knowledge to ensure that the expected outputs are achieved.

It is expected that about 6/7 people from selected units will attend such training. The training can be conducted in country (if available) or abroad. The budget is prepared for training abroad.

3. Training for the PSD/IT unit. This training will support the above training and could consist of various components such as implementing additional software (for example upgrading to a new job classification system), additional needs in relation to managing the public accounting system, etc. This training has an earmarked budget for the moment whose use should be determined once the needs have been clarified. 

All training should be completed before the end of the ADB grant.

Proposed schedule for training 

	Tailor made training (INTAN)
	Module
	Group 1
	Group 2

	Module 1
	Pay and grading and remuneration
	To be determined with INTAN
	To be determined with INTAN

	Module 2
	Job classification, descriptions and analysis
	To be determined with INTAN
	To be determined with INTAN

	Module 3
	Recruitment and transfer
	To be determined with INTAN
	To be determined with INTAN

	Module 4
	HR Planning
	To be determined with INTAN
	To be determined with INTAN

	Training for PSD selected staff
	
	
	

	
	Project Management
	July (INTAN)
	

	
	Policy making
	June (INTAN)
	

	
	Monitoring and Evaluation
	TBD
	

	Training for IT Unit
	TBD
	
	


Chapter II, Annex 1: Staff receiving degree or certificate training abroad

	 
	Date Left
	Course
	Country
	Date of completion
	Allocated unit

	1
	14 Jul 2003
	Degree: Bachelor of Commerce (Management)
	Malaysia
	N/A
	M & P unit

	2
	29 Sep 2003
	Degree: Bachelors Degree (Management)
	Turkey
	Sep 2007
	A & S unit

	3
	26 Mar 2005
	Degree: Bachelor's degree (Strategic Management)
	Malaysia
	Mar 2008
	SP unit

	4
	July 2005
	Degree: Human Resource Development
	Australia
	2008
	HRD & T unit

	5
	Dec 2005
	Certificate: English Language
	Sri Lanka
	2007
	A & S unit

	6
	Feb 2006
	Degree: Organization Development
	Australia
	2009
	M & P unit

	7
	Sep 2004
	Bachelor of Science in Computing (The President’s Scholarship)
	Canada
	2008
	IT unit 


Chapter II, Annex 2: Training needs of PSD and other institutions of the Government of the Maldives 
	Topic
	PSD and selected GoM training identification for 2007
	Priority for training under ADB Grant 
	What kind of training including duration 
	Who receives the training? Define criteria.

i) Identification of persons within PSD ii) key counterparts in GoM 
	Implementation: When to conduct the training? 

Training offered in Male

Training offered abroad

	1
	TECHNICAL FUNCTIONS 
	
	
	
	

	
	Recruitment, Selection and Transfers
	
	Training conducted by representatives of external training providers; around 3 days per week per batch during several months. (Package)
	Personnel Unit

Modernization Unit

[Education, Health]


	March–September in country (to be negotiated with the institution providing the training). Training should not overlap with training offered abroad for selected PSD staff (see training topic number 2 and 3 below). 

	
	Job Analysis, Job Descriptions (3) (justification for creation of new positions and existing positions within public sector organizations)
	YES
	Training conducted by representatives of external training providers; around 3 days per week per batch during several months. (Package)
	Personnel Unit / Modernization Unit (OD, Performance Management)

[Education, Health]
	March–September in country (to be negotiated with the institution providing the training). Training should not overlap with training offered abroad for selected PSD staff (see training topic number 2 and 3 below).

	
	Remuneration  
	YES
	Training conducted by representatives of external training providers; around 3 days per week per batch during several months. (Package)
	Personnel Policy

[Education, Health, Finance]
	March–September in country (to be negotiated with the institution providing the training). Training should not overlap with training offered abroad for selected PSD staff (see training topic number 2 and 3 below).

	
	HR Planning
	
	Training conducted by representatives of external training providers; around 3 days per week per batch during several months. (Package)
	HR unit, Strategic planning, OD

[Education, Health]
	March–September in country (to be negotiated with the institution providing the training). Training should not overlap with training offered abroad for selected PSD staff (see training topic number 2 and 3 below).

	
	Job Classification
	YES
	Training conducted by representatives of external training providers; around 3 days per week per batch during several months. (Package)
	OD

[Education, Health]
	March–September in country (to be negotiated with the institution providing the training). Training should not overlap with training offered abroad for selected PSD staff (see training topic number 2 and 3 below).

	
	Pay and Grading
	YES
	Training conducted by representatives of external training providers; around 3 days per week per batch during several months. (Package)
	Personnel Policy, OD, HR

[Education, Health]
	March–September in country (to be negotiated with the institution providing the training). Training should not overlap with training offered abroad for selected PSD staff (see training topic number 2 and 3 below). 

	2
	GENERIC TRAINING FOR PSD TO SUPPLEMENT THE ABOVE FUNCTIONAL TRAINING
	
	Short term 
	
	In country if possible otherwise abroad. In total about 6 people, 2-4 per topic.

	
	Project Management
	YES
	Training provided on the international and local market if available (maximum 1 week).
	Modernization Unit
	INTAN, Kuala Lumpur. June 2007.

	
	Policy Making Processes 
	YES
	Training provided on the international and local market if available (maximum 1 week).
	Policy Unit
	To be determined shortly.

	
	Monitoring and Evaluation (forecasting, impact assessment, review, revise, etc)
	YES
	Training provided on the international and local market if available (maximum 1 week).
	Monitoring & Evaluation Unit
	To be determined shortly.

	3
	IT SUPPORT FUNCTIONS RE ALL THE ABOVE TRAINING 
	
	To be determined upon completion of the above (earmark US $).
	
	To be determined.

	
	Redesign of PSD Information System
	YES
	This could be either IT support in training, study tours and/or additional IT hard/software to supplement existing IT infrastructure such as E-government. 
	IT Unit
	This is training that can only be determined later and once the real needs are clear.


Suggested Recipients for Training – to be finalized by PSD

Staff at PSD – To be completed

Staff at GoM – To be completed

Health, Education, Finance

Atolls, Higher Education, Planning Home Affairs Justice, President’s office

Chapter II, Annex 3: Selected staff: to be completed
	
	Staff selected for training 
	
	
	

	 
	Name
	Position/unit/ organization
	Course/module
	Group 1 or 2 
	Expected date of completion

	1
	
	Personnel department/section
	
	
	

	2
	
	
	
	
	

	3
	
	
	
	
	

	4
	
	
	
	
	

	5
	
	
	
	
	

	6
	
	
	
	
	

	7
	
	
	
	
	


Chapter II, Annex 4: Draft proposed Budget for Training

[image: image12.wmf]Category

Rate(MRf)

No. of 

Participants 

/ People

Day

Total  (MRf)

Total (USD)

Return Air Ticket (Male' - KL)

5731.1

2

11,462.20

892.00

Tuition Fee

13,500

2

27,000.00

2,101.17

Food and Accommodation (@US$150 per day - based on the Maldives 

Government Rates)

1,927.50

2

8

30,840.00

2,400.00

Transportation (@US$ 25 per day)

321.25

2

8

5,140.00

400.00

Incidential Allowances (US$150 for a trip to KL - based on the amounts set 

by the Government of Maldives)

1,927.50

2

3,855.00

300.00

TOTAL

6,093.17

NOTE: US$1=Rf12.85

Note: The course is scheduled for 18/6/2007-22/6/2007. Due to the availability of the flights, extra days are required. 

Proposed Budget for the "Public Policy Management Course" at INTAN, Malaysia


[image: image13.wmf]Category

Rate(MRf)

No. of 

Participants 

/ People

Day

Total  (MRf)

Total (USD)

Return Air Ticket (Male' - KL)

5731.1

4

22,924.40

1,784.00

Tuition Fee

13,500

4

54,000.00

4,202.33

Food and Accommodation (@US$150 per day - based on the Maldives 

Government Rates)

1,927.50

4

8

61,680.00

4,800.00

Transportation (@US$ 25 per day)

321.25

4

8

10,280.00

800.00

Incidential Allowances (US$150 for a trip to KL - based on the amounts set 

by the Government of Maldives)

1,927.50

4

7,710.00

600.00

TOTAL

12,186.33

NOTE: US$1=Rf12.85

Note: The course is scheduled for 2/7/2007-6/7/2007. Due to the availability of the flights, extra days are required. 

Proposed Budget for the "Professional Project Management Course" at INTAN, Malaysia


[image: image14.wmf]Category

Rate(MRf)

No. of 

Participants 

/ People

Day

Total  (MRf)

Total (USD)

Return Air Ticket (Male' - KL)

5731.1

4

22,924.40

1,784.00

Tuition Fee

13,500

4

54,000.00

4,202.33

Food and Accommodation (@US$150 per day - based on the Maldives 

Government Rates)

1,927.50

4

8

61,680.00

4,800.00

Transportation (@US$ 25 per day)

321.25

4

8

10,280.00

800.00

Incidential Allowances (US$150 for a trip to KL - based on the amounts set 

by the Government of Maldives)

1,927.50

4

7,710.00

600.00

TOTAL

12,186.33

NOTE: US$1=Rf12.85

Note: dates to be determined shortly

Proposed Budget for the "Monotoring and Evaluation" training at INTAN, Malaysia
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Chapter III: The Public Service Training Institute

This report describes how the PSD team and the ADB consultants have cooperated to carry out the ToR of this part of the study: develop and operationalize the role and functions of the Public Service Training Institute (PSTI).

The following sections are included:

1. introduction

2. analysis of the strategic situation of the PSTI: four approaches to help define the way forward 

3. preliminary conclusions in relation to the four approaches

4. the way forward 

5. other issues in relation to PSTI’s operationalization.
1.
Introduction

PSTI was officially created (see Annex 1) in 2006 by a Presidential letter that also announced its mandate. The establishment of the PSTI has proven somewhat controversial, however, in that it was established in the presence of other existing organizations in the public and private sector that offer training to public sector employees. It has received a budget for 2007 and its Director was recently appointed.

As a new institution that has been created on the basis of a mandate but without an established role or program, it needs to build credibility quickly and build on the latter to sustain its efforts over time. 

The next step in the operationalization of the PSTI is to further analyze the national context for training – including existing supply and demand – in which it has been established, to define a strong rationale and to determine the training it should deliver and its clients. 

This section:

· Undertakes an analysis of the strategic situation in which PSTI operates through a four pronged approach.

· Suggests, on the basis of this analysis, how PSTI could define an important role for itself within the national reform context.

It also provides: 

· recommendations for the future focus of PSTI 

· a method (the four pronged approach) that PSTI could use periodically to reassess and adapt training offerings to the rapidly evolving local context.

2.
The strategic situation: an analysis

The analysis analyzes four dimensions that are crucial to understanding the potential role of PSTI. This method should help establish its rationale, role and, eventually, its curriculum.

A. The satellite approach: The identification of other key institutions which provide training, analysis of their mandates, the types of training they provide and the target groups they serve. In other words, the existing supply of training.

B. The mandate approach: The aim is to address the rationale for the PSTI based on its mandate. The latter is very broad but could be further refined in the context of core tasks associated with improving government functions. In the case of the Government of the Maldives, the core areas which need to be addressed from a reform perspective are Human Resources Management, Finance, Organization and, as an overarching concept, Management of the Public Sector. 

C. The client approach: The aim is to distil the need for training through consultative meetings with clients within the public sector. In 2006, focus group discussions were held and the results of these could help target the type of training as well as the target groups.

D. The PSD approach: The aim of this approach is to define the rationale of the PSTI based on agreed priorities within the PSD strategy. This allows the PSTI to address training as a tool to introduce reform efforts and implement required changes within the Public Sector.

A. The satellite approach 

Which other key institutions provide training? Identify these institutions and answer three key questions: i) what are their mandates?; ii) what training do they provide?; and iii) what are their target groups? Answers to these questions (and to that which emerge from the other three approaches) should help PSTI to understand the supply of training available and thereby help to develop its own curriculum.

Key institutions identified: 
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1. Faculty of Management and Computing

The Faculty of Management and Computing, a faculty of the Maldives College of Higher Education, organizes and delivers higher education and training to the private and public sectors in public administration, business management and information technology. It identifies the skills and knowledge required to improve the productivity in both sectors and develops curricula in line with these findings. It is mandated to provide management consulting services to private and public organizations. In addition, it conducts research in the areas of management and information technology and publishes its findings. It collaborates with other institutions with similar mandates.

2. Department of Higher Education and Training

This Department explores opportunities for higher education and training overseas based on the needs of the country. It selects people to be trained on various scholarships and prepares and implements the relevant guidelines and regulations. It manages the National Fund for Higher Education and Training and oversees the management of these scholarships. In addition, it arranges vocational training programs and apprenticeships schemes, develops policies for skills development and manages distance education programs. It oversees higher education and training centers and provides advice to government agencies about higher education and training issues.

3. Centre for Continuing Education

The Centre facilitates the completion of education for dropouts from formal education (primary, secondary) and seeks out further education opportunities for school leavers who do not meet the entry requirements for higher education. In addition, it plans and conducts basic literacy programs for adults, awareness-raising programs for society and conducts training programs aimed at skills development for school management. (These programs are below the Advanced Certificate level.)

4. Employment Skills Training Project

The Employment Skills Training Project of the Ministry of Employment and Labor (currently the Ministry of Higher Education, Employment and Social Security), aims at increasing the number of Maldivians, men and women who are actively participating in the labor force. In this regard, the Project facilitates employment-oriented skills training in various occupations and improves the capacity to develop and deliver competency based skills training (CBST). Specific aims of the project, which is being implemented under a loan from the ADB, include: provide youth with employment-oriented skills training; improve public perception of training and employment in locally available skills-oriented occupations; make available employment-related information to more Maldivians; and strengthen the capacity for labor administration and for labor market analysis. Training in the Project will focus on delivering training in five key sectors: construction, tourism, fisheries and agriculture, transport, and the social sectors. The project may overlap with the training programs conducted by the PSTI because PSTI also aims at training for the needs of the public sector, including employment skills.

5. Private Institutions

The demand for training in various areas has resulted in the establishment of a multitude of private training centers in the Maldives. These training centers offer different levels of training programs and courses in areas such as management, accounting and information technology. Some examples of these centers are: MAPS – mainly offers Professional Accounting Courses (CAT, ACCA); Clique Training Centre – mainly focuses on management related training and education and provides business related courses; Focus Education Centre – offer courses in information technology and management; Comtronics Training Centre – a subsidiary of a computer company offering computer related courses (information technology).

6. Youth and Sports Development Centre – Ministry of Youth and Sports 

The Youth and Sports Development Centre, a unit of the Ministry of Youth and Sports, aims at building capacity in the area of youth and sports. The main focus areas include training of sports personnel such as coaches, sports managers and the like. The Youth and Sports Development Centre aims at providing vocational and skills development courses that would open up employment opportunities for youth and to conduct programs that would assist in creating self-employment opportunities. The courses conducted focus on training in life skills and employment opportunities.

Implications of the above for PSTI. The above training reflects the demands for training that have prevailed until very recently. In the last few months, however, as the reforms in public finance have gained momentum, demand for another sort of training has emerged: technical training in basic functions like public accounting. A need for a thorough course in project management has also emerged and is currently being developed (see Annex 6 of Chapter III). These are examples of possible collaboration for the PSTI. Once the reforms to the civil service begin, a demand will emerge for training in core technical areas like classification, remuneration and other career management procedures. 

There is an obvious role for PSTI in the reform area, all the more so in that PSTI emerged from the Public Service Training Group – jointly formed by PSD and FMC. It would seem therefore that such training should form an important part of PSTI’ s core curriculum. Since this training is new to the Maldives, moreover, PSTI would not find itself in competition with existing training organizations and should be able to establish itself quickly in this area if it moves with speed and professionalism.

B. The mandate approach

The mandate of PSTI is very broad. One way to narrow it, given the implications of the Satellite Approach, would be to identify the rationale in terms of the core tasks associated with improving technical functions: Human Resources (Personnel), Finance, Organization and the management of these functions. The picture below illustrates the above assumption.
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This model could facilitate the identification of the rationale based on priorities stemming from the needs of clients for the year 2007 and beyond, including Government institutions and donors. However, the training offered in 2006-2007 only covers some of the offerings contained in the above model.
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The training which is planned for 2007, based on the courses offered in 2006, shows multiple types of training in the HR field and little in any of the remaining areas such as Finance or Management. This may be explained by the PSD focus on HR Management. In addition, certain types of training do not really match the proposed model, such as web-design and training needs analysis. If we apply an “added value” criterion, then certain types of training should not be conducted by the PSTI and should be left to others, including the private sector. 

The needs of clients for the year 2007 and beyond, including Government of the Maldives institutions and donors, cover a broad spectrum of training requirements. PSTI, given its capacity, may not be able to meet this demand. Moreover, other institutions in the market can very well cater for some of these needs. PSTI, therefore, needs to determine what training it should prioritize in relation to the multiple demands from its clients. 

This question highlights some important challenges for the PSTI:

· It needs to build credibility among its core clients by proving that it is capable of delivering training to meet the demands.

· Training conducted must be of a satisfactory quality, meet the standards of the government and be offered on a timely basis. 

Donors are a second set of clients who have, like Government, diverse training requirements. Most projects include a training component, often geared to a particular government function or other need. This type of training may be designed to improve the overall capacity of government, to train staff in particular technical areas or to equip personnel to carry out specific duties. The same challenges that were raised above also apply to donors: PSTI needs to build credibility among its core clients by proving that it can provide solid training. 

C. The client approach

Results of focus groups discussion with government institutions

In April 2006 various focus group discussions were held with two major results.

1. There is an urgent need for a strong orientation program for new entrants into the public sector (especially school leavers). Components that could be included in such a program are: Health and Safety Issues; Vision 2020 and the National Development Plan (NDP); Communication Skills and Equality and Justice. One of the reasons for this request to the Institute was that Government of the Maldives organizations lack the capacity to provide such training, yet they face serious problems with newly selected staff. Many suffer from, for example: inadequate knowledge of Dhivehi grammar; poor written correspondence in general; poor English language writing skills; lack of self-confidence and fear of taking initiatives; poor planning of daily work; poor work ethics, low motivation and a negative attitude towards work in the public sector. 

2. It appears that staff who return from training abroad also require orientation programs. Many graduates who return from abroad have the right to enter the civil service at the level of Assistant Under-Secretary or Assistant Director. These graduates have little experience and need to be trained in, for example, management and learn the basic rules, procedures and policies of the government. It was suggested that PSTI could develop a series of modules for the various target groups mentioned above and offer mandatory induction programs.  

D. The PSD approach

The strategic plan for PSD for the period 2007-2010 selects priorities in personnel management, including technical areas such as: recruitment and transfer; job descriptions and classifications; remuneration and grading; advancement and promotion and HR planning. These priorities reflect the key areas of reform which will affect the public sector as a whole. Currently, the PSD does not have the technical capacity to address these challenges, however, it is expected that selected PSD staff will be offered training in these areas and work as counterparts to technical advisers in planning the reforms. The PSTI could play a crucial role in training other key personnel in ministries and across government institutions in the Maldives in the priorities mentioned above. It is unlikely that these training activities will be initiated in the course of 2007 but such activities require an institute that can deliver this highly technical and complex training. PSTI would be in a good position to deliver such training if it could prove in the course of 2007 and 2008 that it is capable of delivering high level training with the assistance of donors through their current TA and other projects. This opportunity to “add value,” if successfully taken up, would permit PSTI to be recognized as the leader for high level training.

3.
Preliminary conclusions from applying the four approaches

The current situation

It appears that PSTI is in not yet in a position to deliver training related to:

· certain potential demands from clients, both the Government of the Maldives and donors; it lacks the required technical and functional capacity

· reform priorities identified within the PSD Strategy and Action Plan

· training related to other core technical needs of Government.

The notable exception is that the induction courses identified under the client approach could be set up relatively quickly in order to satisfy those clients in Government who require such training. However, it could be argued that such training may best be outsourced to some of the other institutions that provide courses of a more general nature. In addition, these types of courses add little value to PSTI’s rationale.

Priorities identified in the Strategy and Action Plan of PSD are not yet reflected in the current training programs. On the contrary, the current training courses are useful but are more aimed at supporting government employees in their work and improving motivation and behavior. They do not meet the need for continuous training in functional areas related to systemic reforms. It appears that there is a regular clientele for the present courses but it is questionable whether PSTI should consider these as the justification for its “added value.” If PSTI is to continue with these types of training in the short term, it may want to consider: i) assessing the quality of the training; ii) upgrading the training over time; and iii) evaluating the effectiveness of the training to ensure that the substance and delivery of the training are still appropriate. Over time, PSTI should consider outsourcing these types of training. In fact, such courses are best offered by others in order to free time and resources to prepare for more urgent training needs.

4.
The way forward

Through this analysis it has become apparent that various types of clients are in the market in which PSTI is operating. Over time its rationale and mandate need to mature in order to deliver to the changing demands for training and at the same time strengthen its rationale and comparative advantage in relation to others providing public sector training. 

If PSTI wants to make a significant mark, it will have to stand out from the crowded field of training institutions and be clear about its purpose and its offerings: high quality training for the priority technical requirements of the public sector. 

It should use opportunities to establish and conduct training courses of high caliber through projects and programs driven by the Government of the Maldives reform agenda, thereby satisfying the demand by those donors and Government. PSTI could become the preferred partner for implementing training programs if donors were willing to support PSTI in defining training programs, setting up courses for local trainers, assisting with the development of the curricula and ensuring that the training is of satisfactory quality and meets their standards. 

A first example is already on-going; the Public Accounting System which is being rolled out in the MoF needs to be supported by several years of intensive user training. PSTI has been invited to assist with this exercise and could over time be able to deliver this training itself. (See Annex 6 for another example of donor supported training in which PSTI could play a leading role). Such opportunities put PSTI in a strong position and demonstrate its comparative advantage: to provide training for real technical needs and to develop capacity overtime to train in key government functions.

Similarly, civil service reform training could become a long-term priority for PSTI. These programs will take years to prepare and implement, and entail extensive technical training for policy makers and staff responsible for personnel management. Both are examples of areas where PSTI could provide curriculum development and training and establish itself as the pre-eminent public sector training organization. 

5.
Priority training areas for the PSTI

Priority training areas for the PSTI include:

· orientation program for new civil servants

· training to support reforms in public finance (for example  user training for the Public Accounting System)

· training in Project Management and Monitoring for Government of the Maldives staff

· technical and generic training in civil service policies and functions for PSD and other Government of the Maldives institutions (see the program to be funded by ADB in Annex 2 of Chapter 2)

· user training in personnel management processes and procedures related to the reform of basic policies

· training in other areas of reform that may emerge from the Roadmap for the Reform Agenda (training initiated by the President’s Office and/or donors in the governance area)

· other training in the context of donor projects related to the Reform Agenda.  

6.
Other issues related to the development of PSTI

Three other important issues have not been investigated in depth during this study but will need to be addressed as PSTI develops. 

Organization

PSTI has prepared a draft organizational chart (see Annex 2). This chart is currently somewhat process oriented. In the course of PSTI’s operationalization, it should be adapted to reflect the substance of the core training it offers and PSTI will need to adapt its organization to its evolving role over time. 

Information and communications technology  

PSTI, in relation to the modes, should consider ICT as a vital tool for the delivery of training. Users in the Maldives are spread across the many islands of the archipelago and IT is now commonly used to reach such clients. The current approach of “bricks and mortar” (see Annex 5) does not sufficiently take into account the role IT could play in training. IT provides the Government of the Maldives and donors with increasingly efficient delivery options. PSTI should reconsider the traditional and costly approach implied by the construction of its own facilities.

A national training policy

PSTI should show leadership in the training area at the national level. It should define, in collaboration with key institutions such as the Ministry for Higher education, a national training policy for the public sector. 

Chapter III, Annex 1: The current mandate of the PSTI 

· Plan and organize induction programs for government employees.

· Identify the skills and knowledge required in different posts and conduct training programs to equip employees with knowledge and skills relevant to their posts. 

· Conduct a training needs analysis to identify the training needs of government employees to increase the efficiency and productivity of their respective organizations.

· Plan and conduct the training programs that are identified by the training needs analysis (no.3).

· Conduct customized training programs necessary for the administration of government offices.

· Provide technical assistance for human resource development programs carried out by the government offices.

· Organize and conduct seminars and workshops in the area of public administration and management in collaboration with overseas training institutions.

· Conduct training programs that meet the managerial needs of public companies, state-owned enterprises and private sector organizations.

· Provide management consultancy services to public companies, state owned enterprises and private sector organizations.

Chapter III, Annex 2: Organizational chart of the PSTI
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Chapter III, Annex 3: Course book as offered in 2006/2007

List of training programs conducted by the Public Service Training Institute in 2006 (the same courses are being offered in 2007 except for number 14 and 15.): 

Programs for Administrative Staff

1. Customer Service 

2. Orientation for New Employees

3. Work Planning

4. Dhivehi Language (Written Correspondence)

5. Record Keeping

6. Computer Skills

Programs for Supervisory Staff

7. Strategic Planning

8. Human Resource Management

9. Training Needs Analysis

10. Performance Management

11. Employee Motivation

12. Quality management

13. Leadership

Programs for Technical Staff

14. Web Development

15. Financial Management

Chapter III, Annex 4: Establishment of the Public Service Training Institute

Physical facilities proposed to be created

Infrastructure proposed

· Land area: 5000 square feet

· A 4 storey building(with an app. floor area of 3800sq.f) comprising of:

· a seminar hall: 35’X60’

· a computer lab: a min. capacity of 30 students

· a library

· an auditorium: min. capacity of 250 students

· 10 class rooms: 8 rooms with a capacity of 35 students and 2 rooms with a min. capacity of 50 students

· toilets (for students)

· an executive office

· a meeting room

· an office for administrative staff

· an office for academic staff

· a reception area

· toilets (for staff)

· a store room

· a prayer room

· a cafeteria

· a maintenance office

· a foyer

· an audio visual room

· Other facilities:

· 2 apartments with attached toilets, kitchenette and sitting room

· parking space

· security post

Proposed Programs of Study

List of courses/programs

1. Orientation for New Entrants

2. Customer Service/Public Relations

3. Work Planning

4. General Management

5. Dhivehi Language 

6. English Language 

7. Computer Skills

8. Records Management

9. Strategic Planning

10. Human Resource Management

11. Performance Management

12. Training and Development

13. Employee Motivation

14. Quality Management

15. Leadership

16. Knowledge Management

17. Change Management

18. Organization Review

19. Organization Change and Development

20. Web Development

21. Accounting and Finance

22. Time Management

23. Work Ethics

In addition to the above programs, regular seminars/workshops will be organized in collaboration with overseas institutions.

Chapter III, Annex 5: Budget

The budget has been approved for 2007 and budgets for the years 2008/9 have been prepared. The budget allows for:

· 8 trainers, full-time equivalent (it is possible to hire people on a part-time basis)

· international staff for seminars: 3x2 days = 6 days total 

· training of trainer courses 

· support for training overseas for PSTI staff (training offered from abroad may not include travel costs and this budget line can cover such expenses).

The 2007 training activities which the PSTI will take over from the PSD will have to be covered by the 2007 budget. PSTI will have to decide how it can best spend its available resources given the analysis above. PSTI will initiate a selection process for identifying and hiring trainers based on the suggestions above.  

Chapter III, Annex 6: Example of Donor TA

Example of Donor TA which could lead to more training opportunities for the PSTI

Project Management Training for the Government of Maldives

Background

In March 2006, as part of ADB TA 4623-MLD: Strengthening Project Management and Monitoring for the Ministry of Finance and Treasury, an assessment of project management skills in all externally-funded loan projects was conducted.  The survey showed that the existing level of project management skills is very low in the Government and most project managers/directors have had little, if any, formal project management training. Only a few of the projects surveyed had developed or maintained a Gantt chart of project activities, and most did not have the skills to do so. Many of the projects suffered lengthy (average two-year) implementation delays, primarily due to poor management and high staff turnover. The skills shortage and poor project performance is recognized by senior management and there appears to be strong interest in improving the situation.

With the assistance of ADB TA 4623, a basic project management skills course was provided to over 50 employees currently working on projects, and one-on-one assistance was provided to each project to develop Gantt charts using Microsoft Project. A regular “Quarterly Review” (QR) monitoring process has been established at the MOFT that requires each project to submit a quarterly monitoring report comprised of their Gantt chart and a spreadsheet of project finances. During the QR, each project must present their chart to the MOFT and discuss their project’s performance during the past period. Targets are set for the subsequent quarter. The QRs also provide the opportunity to discuss issues that may affect project performance, and to recognize potential problems before they cause significant delays.

Continual Project Management Training

The efforts of ADB TA 4623 are aimed at improving existing management skills and establishing regular reporting between projects and the MOFT (which is the executing agency of all externally-financed projects). The TA’s terms of reference also require the establishment of a project management training group within MOFT’s External Resources Management Section (ERMS) that can provide future training to project managers. 

However, it is recognized that this effort would be both more sustainable and more effective if the project management training was established in a permanent, fully-equipped training facility that can regularly conduct courses and maintain standardized course materials.    

A regularly-scheduled project management course will allow the MOFT to require that all future managers of externally-financed projects be certified and will ensure that all projects meet a minimum standard of operating performance. The certification requirement will hopefully reduce staff turnover and encourage professionalism among the project managers.

The TA approached the Faculty of Management and Computing (FMC), Maldives College of Higher Education, to establish a long-term, continuous training program in project management. The FMC currently offers project management courses on an ad hoc, as-needed basis. However, the FMC felt that the newly established Public Service Training Institute may be a better facility for the program.

Chapter III, Annex 7: Example of possible cooperation with Ministry of Finance and Treasury 

Project Management Course: Topics

The suggested course topics should include:

1. Basic Project Management

a) Project Definition & Life Cycles

b) World Bank/ADB Project Cycles

c) How to write Terms of Reference and Requests for Proposals

d) What is project management?

e) Success factors for project management

f) Need identification/definition

g) Stakeholder analysis

h) Logical Framework

i) Risk Analysis

2. Establishing Project Management Office (PMO)

a) Functions of a PMO

b) Project Accounting

c) Document Management

d) Communication Strategies

e) Human Relations Policies and Regulations

3. Procurement

a) Types of procurement

b) Procurement categories and thresholds

c) General procurement guidelines

d) Procurement documents

e) Basic Contract Law

4. Project Management Information Systems

a) Using Microsoft Project

b) Work Breakdown Structures (WBS)

c) Network Diagrams

d) Gantt Charts

e) Budgeting using MS Project

f) MOFT Quarterly Reporting

g) Donor Reporting

5. Monitoring & Evaluation

a) Fundamentals of project monitoring

b) Performance indicators

c) Data collection methods

d) Evaluation types

e) Preparing evaluation plans

f) Conducting evaluations

g) Producing evaluation reports
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� Informal behavior refers to: the development of informal rules to compensate for inadequacies in the present system; ad hoc decision-making in order to make exceptions for individuals. The latter has abetted inequities and a lack of transparency in areas like allowances. See Annex 1.


� A good example of such a new beginning is provided by the early years of the Malaysian reform effort. See Annex 5 of Chapter I: Phasing Reforms: the Malaysian Case.


� See Manning and Parison (2003) for an interesting treatment of these issues. They propose sorting countries along two dimensions: (i) points of leverage, and (ii) institutional malleability. Countries in which reformers have many strong points of leverage and whose public sector is characterized by substantial institutional malleability are able to mount broader and more ambitious institutional reform agendas. These may be referred to as “high traction” countries. Countries in which reformers have few, weak points of leverage and whose public sector has little institutional malleability will be more limited in the range of reform options that have much chance of success.  


� If, for instance, depoliticization is an objective, then quarterly turnover rates can be monitored, in order to permit assessments of whether they spike just after changes in political leadership, which would indicate politicization. If attracting higher quality personnel is an objective, then monitoring the incidence of “qualified applicants” per advertised position could provide a useful indicator, as long as it is possible to agree on a simple test of “qualified applicant.” If controlling the wage bill is an objective, then the wage bill as a fraction of GDP or as a fraction of total public expenditures could provide a useful monitoring indicator.  


� For a list of PSD staff currently being trained abroad for a degree or certificate see Annex 1.
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