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  Assam Administrative Reforms Commission

    

 Interim Recommendations

           
   Part VI

(O)   Abolition of Schemes that are redundant and have not achieved the required objectives and merger of schemes that are similar in content (as per ToR 13 -B)

As per ToR 13 (B) the Commission requested all the Government Departments to furnish information relating to Departmental schemes, which became redundant and did not achieve the required objectives. Departments were also requested to suggest merger of schemes that were similar in content. Commission detailed two senior officials of Directorate of Financial Inspection, Government of Assam to collect the information in a prescribed proforma. 

Most of the Departments except the Departments of Irrigation and Water Resources informed the Commission that they did not have any incomplete scheme, which could be abandoned or merged. Irrigation and Water Resources Departments furnished lists of such schemes. On examination of the schemes, the Commission found that substantial amount were spent in the obsolete schemes and most of the schemes had to be abandoned owing to technical flaw which is really a matter of regret. Before taking up any scheme the Commission feels that proper technical feasibility should be examined by competent officials and preliminary hurdles should be removed before spending the allotted fund. There should be detailed job chart for the officials implementing the scheme stipulating Key Performance Areas and they should be held responsible for subsequent failure of the scheme.

Though all the concerned Departments except the above two indicated that they did not have such incomplete and obsolete scheme; the Commission has good reasons to believe that there must be such schemes in almost all the works departments as well as departments implementing large number of schemes with State Government fund or fund received from Central Government. Therefore, it is desirable that there should be a thorough scrutiny of all such Departments by a Government Agency to find out the actual state of affairs to prevent unnecessary expenditure from the Public Exchequer.     

(P) Note

I. Accountable and Responsive Administration in Assam

Government of Assam has declared its intention to ensure an effective, accountable, honest and transparent administration. This will support the objective of responsive and decentralized service delivery and livelihood support for poor and marginal groups. 

There is considerable dissatisfaction of the people, especially poor and vulnerable groups, about the apathy, lack of responsiveness, lack of accountability of public servants and the deterioration in performance of agencies entrusted with law and order, basic services and infrastructure. The time has come for a strong message to be conveyed that administration is for the people and not for the public servants so that efficiency is measured not in terms of what the services purport to offer, but in terms of public satisfaction. Necessary corrective steps have to be taken to arrest the present drift in government and public services and take urgent measures to restore the faith of the people in the fairness and capacity of administration.

GOVERNMENT OF ASSAM HAVE BEEN INITIATING REFORMS MEASURES FOR :

· Making administration accountable and citizen friendly,

· Ensuring transparency and right to information, and

· Taking measures to cleanse and motivate civil services.

By its very nature, structural and regulatory reform is a medium term effort, which calls for sustained support of political leadership and senior bureaucracy. It needs be accompanied by a series of well-monitored short-term actions to improve the quality of administration and make reforms meaningful to the people.

The average citizen deals with the government in its different roles as the service provider, regulator, enforcing authority for law and facilitator of economic activity. In the light of the action plan formulated by the Conference of Chief Ministers in 1997 and the experience of other states, the initiatives for improving the quality of administration and developing a responsive interface with people would include:

· Formulating and operationalizing Citizens’ Charters, which lay down time limits and standards of  services, avenues of prompt grievance redress and access to information and credible monitoring arrangements; and piloting the Charters and establishment of Model offices in selected departments with citizen interface like Deputy Commissioner, Anchal Panchayat, Police Stations, Government Hospital, Treasury and Transport Office, based on interaction with users;

· Effective and Prompt Redress of Public Grievances, following review of existing arrangements and instituting measures for computerized tracking, fixation of responsibility and remedies for performance failure, systemic reforms and effective working of information and facilitation counters in public offices;

· Functional autonomy both to the administrative functionaries and service agencies at divisional and district level, empowerment of elected local bodies and encouragement to public-private partnerships;

· Redesigning the service delivery schemes, ensuring user involvement, reward innovation by officers and to take administration to the people in rural and urban areas

· Review of laws, regulations and procedures, especially those which hamper business activity and the access of poor and marginal groups to livelihood, services and swift and inexpensive justice

· Effective and timely ongoing system for monitoring and evaluation of delivery system run by government, government agencies, private and NGOs with bench marking facility to assess the quality of inputs, services, and timeliness of service delivery.

TRANSPARENCY AND RIGHT TO INFORMATION:

Secrecy and lack of openness in official transactions generate scope for corruption besides being contrary to the spirit of accountable government. There is a need to ensure easy and widespread access of people to government operations and government decisions and performance of government except to the extent of specifically excluded by law, as envisaged in the Central and state laws for right to information. Electronic governance is seen as not only contributing to greater efficiency of government but also the transparency of its operations and people’s empowerment. Three specific measures envisaged in this area are:

· Early operationalization of the state legislation on Right to Information by department-level instructions on suo moto release of information and response to requests for information, effective record management, amendment to laws and rules contrary to the information law and training of information officers;

· Strengthening the functioning of Information and Facilitation Counters and Community Information Centres through process reengineering, computer facilities, connectivity by LAN and WAN and empowerment of counter staff, and

· Piloting process engineering and electronic governance in areas critical for government working and major areas of service delivery such as treasury, employee database, decision making, revenue collection and payment, land records and citizen interface with government including redressal of citizen’s grievances.

IMPROVING THE PERFORMANCE AND INTEGRITY OF PUBLIC SERVICES:
A detailed plan for manpower containment, civil service reform and review of regulations should be drawn up after taking into account the recommendations of AARC, views of different departments, Reports of the Hota Committee, Surindernath Committee of Government of India and best practices in other States. The reform areas include secretarial procedures and manuals, recruitment, performance assessment and recognition of good performance, capacity building, promotion, transfer, disciplinary proceedings and weeding out inefficient and dishonest employees. An important area, stressed by the Central Government, is the need to ensure stability of tenure to officials and to insulate the process from extraneous factors, as frequent transfers affect both the motivation of officials and the quality of service delivery.

The diagnosis and fight against corruption includes the review of procurement practices, greater transparency and a variety of reforms in specific areas and sectors with anti-corruption impact. It is possible to consider the adoption of a code of ethics for public services based on Constitutional principles and services to people. Government should immediately review existing vigilance mechanisms including the role and authority of the Vigilance Commissioner and the Lok Ayuktha and consider specific steps for strengthening these institutions, working in concert with the Anti-corruption branch and department-level Chief Vigilance Officers.    

   Note    

II.  Highlights of Good Governance

Governance & Good Governance

“Governance is the manner in which power is exercised in the management of a country’s economic & social resources for development. Good Governance is synonymous with sound development management.”







             World Bank and Asian Development Bank

“ The term governance, as generally used encompasses all aspects of the way a country is governed. ……………………………………………poor governance is clearly detrimental to economic activity and welfare”












                                       IMF

“ Open democratic and accountable systems of governance, based on respect for human rights and rule of law, are precondition for sustainable  development and robust growth.”








                   
  G8 Final Communiqué

“Good Governance is perhaps the single most important factor in ensuring that the objectives of the Tenth Plan are achieved”

  Tenth Five Year Plan Document  

Accountability of the Civil Service:

· Formulate meaningful and   pragmatic Mission statement for each Government Department

· Frame well defined job chart for each and every official along with modalities of delegation of  power to lower level functionaries.

· Ensure that delegated powers are exercised

· Reduce levels in the hierarchy, make administration officer-oriented with indication of KPA for each officer so that responsibility can be fixed on an individual

· Instead of post-audit, concurrent audit must be introduced.

· Audit should focus more on the output of a scheme, rather than on processes.

· Citizens charters must be introduced for critical items for all departments in a time bound  manner and head of the office must be made accountable for proper implementation of citizen’s charters.

Redefining  Functional Goals:

· The civil service must shift focus from being a provider and regulator to that of a facilitator

· Functional audit must be conducted for every department.

· Organizational review should also take place for every department.

· Government should immediately outsource certain activities.

· All staff in the department must be trained on priority so that they know the purpose of their jobs in meeting their departments’ goals and objectives.

· Merger of schemes that are similar in nature.

· Abolition of schemes that have outlived their utility.

Improving Systems and Work Methods:

· The paper work in government offices should be reduced by abolishing all unnecessary reports and returns, reducing number of circulars.

· The existing system of file movement needs to be thoroughly revamped. Gradually files may have to be replaced by floppies. Until such time, file movement can be monitored on computers.

· The introduction of desk officer system, which has been explained in detail in the chapter on Secretariat Reforms, must be done at the earliest. This would be the first and the most important step to improving systems and work methods in the secretariat.

· All field officers should also follow a similar pattern and reduce file movements to only three or maximum of four levels. 

· The number of meetings both at the secretariat and at the field levels must be reduced. This would give more time to officers to go on tour and make inspection where necessary. 

· The greater delegation of powers and exercise of delegated powers would ensure that there is much less paper work and less time spent in getting approvals from various levels.

· A lot of extra work is generated in the government because there is inadequate information sharing between the departments. Several other departments also require the information collected by one department in one form. If all departments would put such information databases on the LAN or e-mail it to other secretaries, it may be very useful to them in their policy formulation.

· Apart from reducing the number of forms, each department should also look at the size of the forms. There should be an attempt to simply the forms and returns being used in the government.

Rationalisation of Civil Services:

· In several departments the officers are more than the frontline staff. There is a need to rationalize this distribution and have more workers for service delivery, at  field level.

· The location of staff and employees in several departments is skewed. Most of the officers are located in the Capital or in District Headquarters while the need is to have officers at actual implementation/cutting edge level.

· There are several employees to carry out the same task for different departments like in the case of grant of scholarships. If one or two employees could be utilized for this purpose, it would reduce the number of employees required for this purpose. 

· Changing the manner of Government functioning by the introduction of Desk Officer, would reduce delays, bring in efficiency and also help in reduction of number of employees.

· Employees are very often recruited at the launch of a new scheme or programme. Merger of similar schemes/programmes would render some staff as surplus who could be redeployed where there is actually work. 

· Every department must make a scientific assessment of the total number of direct recruitment vacancies available based on the above principles and only then should the department proceed for filling up the vacancies. 

· Utilizing the direct recruitment vacancies for recruitment by promotion would in the long run affect the efficiency of the government.

· For new work entrusted to a department, new sections and posts must not be created, but the work should be entrusted to existing staff. 

· Computerization must be introduced in a time-bound manner in all departments so that less people would be recruited for the same work.

· Only computer literate person should be recruited for all categories of post.

Review of Performance Appraisal:

· There should be a different format of Performance Appraisal Reports for officers and staff. For officers, quarterly Participating Assessment and for staff annual Participating assessment should be introduced.

· All levels of officers who have to undertake performance appraisal must be given proper training in how to do the job objectively. 

· Counseling may be introduced to those employees who get repeated adverse remarks.

· Action should also be taken against those officers who delay in writing the Performance Appraisal Reports where they are  either reporting, reviewing or accepting authorities.

· Performance Appraisal Reports, which are to be approved by the concerned departmental Ministers sometimes, are delayed for several months. A time frame should be fixed for approval of such reports. 

Human Resource Development Strategy:

· All training must be made compulsory.

· Employees/officers who do not attend training should not be eligible for increment or promotion.

· Allot higher funds for training.

· Each department must have specified budget for training not just for the technical staff but for all the staff in the department.

· Training should not only include exposure of government employees to departmental practices, work methods, technical skills of a particular department; but must also expose them to personality development, stress and time management, communication skills etc. 

· Government employees must be exposed to work in the private sector and they must be taken on field visits. 

· Some relationship should be established between the career plan of an employee and the training imparted.

· Employees due for retirement in the next three years need not be deputed for any training, specially training overseas.

· Training on awareness skills must also be given to class IV employees and drivers.

· There should be an annual calendar of training which must be well publicized, and strictly followed.

· In addition to the Training Institutes of the Government, efforts should be made to identify other good training institutions. 

Transparency and the Right to Information: 

· Amendments be made to the Official Secrets Act and the Civil Services Code of Conduct Rules

· Discretionary powers must be reduced to the minimum, and exercising Discretionary Powers must be transparent.

· Regulatory Authorities should be set up for all public utilities.

· Public should have easy access to government orders, forms etc. They should be made available locally in the post offices, banks, local Panchayat offices, Block offices, Circle offices fair-price shops etc., besides putting the same in the district website.

· Public Facilitation Centres should be set up in all offices.

· WAN and LAN should be set up at the earliest to enable easy sharing of information within departments and between departments and speedy disposal of grievances.
· Existing rules and procedures should be simplified to make them citizen friendly.

· Each department, especially those with constant public interface, must bring out a compendium of all their relevant forms which the public have to use, so that all the forms are available at a single place. There must be wide dissemination of such information.

· The rules to the Right to Information Act must be framed as expeditiously as possible.

· Delegation of financial power should be on the basis of current prices, and must be reviewed every three years.

· Must have concurrent audit rather than post audit.

· Renewal period for licenses etc. be enhanced, this would reduce transactional cost.

Recruitment:

· Recruitment for all posts must be only meritocratic.

· Selection of APSC Members must be done as recommended by the T.L.Barua Commission.

· Revise cadre and recruitment rules for all departments to have merit based recruitment, and modify qualifications for certain posts.

· Recruitment for certain posts could be on contract basis (peons, drivers)

· Compassionate appointment to be restricted to  families of deceased police personnel and insurgency/riot victims.

Transfers:

· Government should enact a legislation on transfers, with clear cut guidelines.

· Action should be taken against those employees who request for transfers based on third party recommendations.

· Employees such as teachers, village mandals, ANMs need not be transferred except under exceptional circumstances.

DEPARTMENTAL ENQUIRIES:

· Relevant rules of departmental enquiries should be amended to provide for a specific mandatory time frame and to reduce discretionary powers.

· It is also necessary to amend the relevant Service Rules to enable the review of integrity and efficiency of officials at any stage during their career and to compulsorily retirement of such officials of doubtful integrity.

· There has to be stricter and compulsory monitoring of the progress of all departmental enquiry cases by the Secretary. This should not be treated as a routine exercise and must be included as an item of review in the monthly Departmental meetings chaired by the Secretaries.

· It is preferable that all departmental enquiries are entrusted to retired  government officials on a conditionality that non-completion of the enquiry proceedings as per prescribed time frame would result in non-payment of emoluments.

REDRESSAL OF GRIEVANCES:

· Fix responsibility for each task, which is possible if the hierarchical levels are reduced.

· Appoint grievance redressal officer for each department and accordingly give publicity.

· Change the language of various application forms to make them citizen friendly.

· Train officials in grievance redressal, courtesy in talking to petitioners.

· All grievances must be computerized.

AMALGAMATION OF SCHEMES:

· Schemes with nominal budget provisions to be merged.

· Schemes which are continuing for the purpose of providing salaries to employees to be abolished.

· Similar schemes to be merged. 

· Schemes with less than Rs.5.00 lakh allocation to be merged/discontinued.

Policy Imperatives and Programmatic initiative

Extracts from Tenth Five Year Plan Document “Dimensions & Strategies”

IMPROVING GOVERNANCE

: 
To a large extent, the task of the development administration would become easier if steps are taken to make available information as a matter of right to the citizens. The Right of Information has to be the starting point for much of the reforms proposed.

: 
As a result of maladministration and corruption in the revenue system, not only is there a loss of revenue, but it also encourages the people to participate in the black/parallel economy. It is therefore necessary to undertake reforms in the revenue system, not only to have reasonable tax rates and equally importantly, to reform the tax administration in order to make it more transparent, equitable and user friendly.

: 
Civil Service Reforms must be aimed at improving transparency, accountability, honesty, efficiency and sensitivity in public administration at all levels.

: 
Procedural reforms to cover all aspects of Government’s interface with the public are essential. Often private initiatives entrepreneurial  energies and innovations are snuffed  out by the maze of red – tapism and procedural  and legal hurdles that come in the way of development.

: 
One of the most common reasons for the failure of programmes and schemes is the faulty and incomplete design of the programme/ project / scheme. Care and attention must be taken to formulate programmes / projects/ schemes in a more systematic and professional manner. 

Important Components of Civil Service Reforms

· The processes of the outcomes of policies, entitlements, and procedures must be made transparent, widely shared and well displayed 

· It is believed and as such should be followed, that less discretion would tend to more equitable and less corrupt system

· Prevalent institutional arrangements  will have to be reviewed and changes made saw that those vested with authority are also made accountable.

· The present system of rewards and punishment  in public life, which matters corruption a high-return-low-risk activity needs to be changed.

· It is necessary to review the situation, and identify departments and functions within departments that were once essential, but are now redundant and would need to be done away with.

· The induction of professionals/specialists into the administrative system, on contractual appointment should be examined and suitable policy changes made in the entry policy

· Pre-service and demand driven in-service capacity building for all cadres and ranks should be made a regular feature 

· Contributory Pension system for the new employees must be seriously considered 

· Alternative ways carrying out a job/activity must be examined and assigned to Government only if considered essential

· Stability Of tenure is essential and should be ensured for any constructive and sustainable work.   

Note

III.  Capacity Building for Administrative and Civil Service Reform

Civil Service Reform is an important key component for good governance since ability of the Government of Assam to address fiscal reforms and improve the cost effectiveness and equity of service delivery is critically linked with the pace of achieving civil service reform. The Assam Administrative Reforms Commission has now completed the functional review exercises of the select departments conditioned by the information available, and its study for rationalization of civil service rules, structured and restructuring of the government departments.

Government of Assam may consider organising series of structured wokshops to initiate the implementation of the recommendations made on the basis of functional study for capacity building in the key departments. This is absolutely necessary to carry forward the reform agenda. 

The objectives of the wokshop, in the above context would be:

· To involve the counterpart staff staffing in the holistic appreciation of the issues in administrative and civil service reform with reference to the Action Plan on staff Containment and Civil Service Reform, and the decisions on e-governance and employee database.

· To deliberate on the observations, conclusions and recommendations of AARC and make efforts to identify problems and explore solutions for smooth implementation of the reforms programme.

· To build consensus on ‘Change-Action Agenda’ and to work out the sequence of actions starting with the most feasible in each department and in finance and personnel areas.

· To familiarize the participants with various techniques and tools for establishment control and functional review.

· To identify capacity building needs at Secretariat, Directorate and District levels for implementation of the reform programme.

The ADB Project on Governance and Public Resource Management provided a tentative indication of training budget for capacity building to implement the Policy Matrix. ADB had indicated a lump sum provision of   $ 3.7 million for training activities. ADB has further outlined the following parameters for the training.

The training should target to cover 9500 State Government staff of which the District Disbursing Officers should be completed on priority basis by December 2007 to ensure effective targeting and ensuring sustainability of   training efforts. The training activities under the project would require close coordination with Administrative Reforms Commission and the Administrative Reforms & Training Department.

:    The training activity should be clearly linked to supporting the implementation of the actions and achievements summarized in the programme loan policy matrix and/or for Implementation Government Financial Management Information System (IGFMIS).

:     The training activity will be targeted to State Government staff in positions that support the functions directly related to the implementation of the actions and achievements summarized in the programme loan policy matrix and/or to implementation of the IGFMIS.

: 
Sustainability of training efforts will be a key factor in the design of all training, i.e., optimal use of training of the trainers approaches and local or State Government training institutions.

: 
Training requirements are fully coordinated with other State Government training efforts to enable improved overall impact and coverage of State Government training activities and to avoid duplication of efforts.

The Aide Memoir signed by Mission Leader of the Asian Development Bank dated  18-12-04, has detailed the methodology in this regard.

The training programmes envisaged above should be made on the basis of Training Need Assessment, curriculum development training materials and upgrading training infrastructure.
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