Assam Administrative Reforms Commission

Workshop on May 5 & 6, 2004 at Assam Administrative Staff College

(Inaugural Speech by Shri Jatin Hazarika, IAS (Retd.) Chairman, AARC)

I am grateful to the Director and other officials of Assam Administrative Staff College for arranging this workshop. I must also thank the participants whose inputs would be very useful to work out the framework of the proposed operational studies of different Government Departments.

Since this workshop has been organized at the request of the Administrative Reforms Commission to discuss issues relating to functional and structural analysis of the Departments, I feel that instead of speaking at random, I should try to explain the objective of the Reforms Commission in undertaking this study, and therefore, I have jotted down few points to emphasise the parameters of the discussions to be held on this workshop.

Redefining functional goals of Government Departments

The functional goals of the government departments have to be redefined to make them more relevant and responsive to the present day requirement. In Assam as well as the rest of the country we have inherited the British concept of civil service where maintenance of law and order was the main trust area of the administration. Though over the years there has been radical changes in this concept of administration but the public generally even now feels that they are not getting adequate service from the government employees and as such, they have thus alienated themselves from the administration. There is urgent need for mind shift in the government services from the supervisory and regulatory to enabling. Therefore the government departments particularly in core sectors like law and order, health, education, agriculture etc. must improve their performance pertaining to human resources and for providing safety net for the poor. The functioning of the public administration has gradually changed over the years and adapted to the situation where the emphasis on economic growth and social welfare. But in spite of the changes there is still a need to define the functional goals of the government departments so that there is greater understanding of the needs of the public and there is greater commitment to the goals of the government with transparency and accountability as two important inputs.

As advised by the Government for the functional review of selected government departments of the Government of Assam, these exercises have been initiated to examine the manner in which work is presently being carried out in the department and to find out ways and methods for improving efficiency and accountability. In this context, following pertaining questions are to be asked:

1. Does the job need to be done at all ?

2. If the activity needs to be carried out, does the government have to be responsible for it ?

3. Where the government needs to remain responsible for the activity, does the government have to  carry out the activity by its own department ?

The process of functional audit and organizational review for every department must begin with the above questions. This functional audit and review would enable the government to know what activities within its departments need to be continued by the government, changes in the implementation procedures if any, the right deployment of employees required for its work and at what level they are required. The next step would be to carry out a functional restructuring of the departments with well defined functional guidelines for each and every employee to be enumerated in the scientifically developed job charts for the employees and mission statement for the Department.

Another important aspect of the functional review should be delegation of powers to the lower functionaries in the administrative hierarchy to take decisions under well laid down policy guidelines leaving limited matter for the consideration of the Head of the office so that the Head of the office could spare more time to function as the think tank so that he/she could approach the problems of the department in an innovative manner. Over the past years there has been multiplication of functionaries in each department at every level but there is general feeling in the public that most of the functionaries are ill-equipped and incompetent to carry out their tasks. There is no use denying that a sense of indiscipline and irresponsiveness pervades in government departments coupled with lack of effective supervision and control resulting in gross inefficiency.

The objectives of undertaking the functional study of key government departments could be summarized in the following heads:

A. The department must be focused from being a provider or regulator to that of a   facilitator 

B. Functional audit must be conducted for every employee working in the department. Every department must have a well defined implementable Mission statement which should be made known to the public. All staff in the department must be trained on priority so that they know the purpose of their jobs in meeting their departmental guidelines and objectives.

C. Delegation of powers of administration and function from the Secretariat to the Heads of departments 

D.  Merger of schemes that are similar in nature and abolition of schemes that  have outlived their utility 

E. Building up of a computerized Database so that repeated work could be avoided and Management Information System for the Head of office so that he/she could review the functioning of the department on day to day basis.  

Organizational Review  -- Parameters

(I) review the rationale for current functions and departmental activities in the context  of  the mandate of the Department, and recommend changes as required.

(II)  review the departmental structure in the secretariat, and subordinate offices and  agencies – division of responsibilities, delegation of authority, systems for coordination of multiple programmes at secretariat and field offices/agencies. Recommend structural and other adjustment if required.

(III)  review and assess the number and grades of employees including those in non-departmental agencies funded from the State budget, work charged, muster roll and other casual staff and identify the geographical distribution of staff across different districts, recommend changes as required, taking into account the findings of tasks (I) & (II) above.

(IV) examine & comment on the efficacy and effectiveness by key systems and  procedures in the department for example.

· decision making (looking at delays due to departmental layers and reference to Finance and other Departments)

· level of decentralization for approval of schemes, operations and expenditure

· record management and file processing

· data base on activities and staff

· extent of computerization : management information system

· accountability mechanisms

· appointment and transfer policies 

· personnel regulations, cadre rules and procedures

· updating manuals, rules, procedures etc.

(V)   examine and comment the level of awareness among employees and frontline staff   of departmental goals and expectations to employees at all levels.

(VI)  review the departmental work environment and facilities for employees and public including the level of public access and interface, recommend change if necessary

(VII) review from the perspective of general public particularly beneficiaries/users, publicized standards of service and activities at different levels, levels of transparency and facilitation of transactions in different development programmes, quality of extension services and grievance redressal mechanism.

Reorganisation of District Offices

I. 
Department restructuring should be only on the lines of territorial jurisdiction rather than functional jurisdiction.

II. 
Functional jurisdiction should only be at the level of resource and headquarter administration.

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

IV. There should be more officials at block and village levels rather than state, region and district offices

V. Department should be restructured for the benefit of people rather than to provide opportunities for promotion

VI. There should be greater delegation of power to field level offices with well defined accountability

VII. Number of meetings at state, region and district levels should be minimum, that too when absolutely necessary
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