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Iv. FINDINGS AND RECOMMENDATIONS

ND RECOMMENRVAZ ==

1. FINDINGS

A. Performance and Accountability

101  The team found widespread dissatisfaction with the performance of Government, Vboth among
senior government officials and among representatives of the private sector. Criticisms related
particularly to the implementation of policy. A number of reasons were put forv{ard for the poor
performance which included apathy, narrow vision, a lack of commitment a.nd mgxpenence in operating
within a democratic system of government. It was suggesteq that the civil service has been .un_wﬂhng
to give up powers to the democratically elected representatives, and that there are uncertainties and
tensions about the respective roles of Ministers and the civil servants.

1.02  The shortcomings in the performance of government are seen to be relat_eq to the system of
accountability. It was suggested that the select committee system for holding Ministries accountable
to Parliament is not working effectively. There are weaknesses in the Office of the Comptroller and
Auditor General arising partly from the backlog of work. The evidence led the _Team to conclude that
govermnment organizations are not being held properly accountable either financially or for programme

performance.

1.03 As to the performance of individual civil servants, there appears to be no system for position
description setting out the responsibilities and reporting 'lines for most posts in Ministries and other
government organizations. Nor is the Annual Confidential Report system being used .prope.ﬂy The
Team concluded that individual performance is not being objectively evaluated and that individuals are
not, therefore, being held properly accountable.

B. Control _of and Accountability for Financial Expenditures )
1.04 It was not part of this study o examine the government’s budgeting and financial management

systems. The Team did examine the relationship between its studies and the conclusions about coptro!
of and accountability for financial expenditures contained in two recent reports .by International
Management Consultant Limited; namely: International Management Consultants Limited, Bangladesh:
Reforms in Budgeting and Expenditure Control, Final Report. Colchester, Essex, ’UK, June 1993;' and
Intermational Management Consultants Limited, Bangladesh: Reforms in_Budgeting and Expenditure

Control. _Final Report. Project Implementation Documentation. C.olches.ter. Essex, UK, June l?93.
These reveal serious inadequacies in present systems and make a series of important recommendations

which are set out in paragraph ] :
2.09 of this study’s report. The Team consider that the recommended changes to the budgeting an
financial management systems stould be evaluated and implemented along with the recommendations

of this study.

2 Organization, Structure and Functioning

1.05 The Team found, in the systems of Government, relics of the former authoritaria'n Presidential
‘regime, which are evident for example in the relatively rigid bureaucratic appro_ach aqd’ in the frequent
delays in transacting government business. But the processes of deregulation, disinvestment and
privatization are beginning to change and loosen up the govemment systems. At the same time, the
political and economic imperatives are requiring 2 redefinition of the role of government and a

- parrowing of its involvement in the economy.

| 5

D. : Peolicy Making

1.06 The Team examined the process of policy making including the influence and effectiveness of
the main policymakers.

1.07 In carrying out its functions particularly of holding the government accountable, the survey data
showed that most respondents (over 80 percent) considered the Parliament to be "highly effective” or
"effective” on the whole. The three methods of making Parliament more effective which commanded
most support were the repeal of Article 70 of the Constitution, activating parliamentary committees and
training Members of Parliament.
s

1.08  Of the responses to the survey on the role of Ministers in policy making, over 60 percent
considered that Ministers played only “a partially proper role” and only 14 percent of officials with
frequent contacts with Ministers believed that they played "a proper role”. If these perceptions are
correct, many Ministers seem not to be fulfilling their responsibilities in the decision-making process.

1.09  The Secretariat (defined as meaning the conglomerate of all Ministries and Divisions) was found
to be heavily engaged in detailed administrative and regulatory functions which allowed relatively little/ /
WW is policy coordination always being eTfectvely carried
Sut—Themain weaknesses in the functioning of the Secretariat pinpointed in the survey work were > risk o
Agyiriigg,_ip_t‘erfgrgnce of politicians and senior officials, and the absence of data. The surveys suggested

that the cooperation of Ministers, Ministries and the civil service might be improved by making proper
data available, by greater interaction between Ministers and civil servants, by special training of I
Ministers and by appointing as the Chairman of Parliamentary Committees MPs who are not Ministers.

The responses to these surveys suggest that there is a lack of clarity about the allocation of
responsibility and a consequent aversion to taking even minimal steps in exercising responsibility. :

1.10  The Team found an absence of units in government with individuals skilled in policy analyses
and 76 percent of the participants in the survey considered that staff with such skills should be
integrated into the policy making areas of government.

1.11  The Team found an increasing tendency for government 10 consult outside interest and clientele /)
groups in formulating policy and some policy analyses are being carried out in universities and private
and non-profit "think tanks". However, further developments in these areas could make a positive
contribution to better informed policy making.

1.12 It is important to the proper functioning of government that the organisation at central and local
levels should be coherent and understandable to those in the public service and by citizens generally.
The Team found that Bangladesh has a larger Cabinet and more separate Ministries than most other
countries. The size of the Cabinet and the number of separate Ministries is a matter of political
decision. However, the study found wide differences in size, and in the volume and complexity of work
between Ministries, and there was evidence of some lack of clarity in definition of functions and of *
consequent over-lapping responsibilities. The management of the civil service poses difficulties and
inefficiencies because of the divisive influences created by the cadre system and the inter-cadre rivalries.
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1.13  The lack of definition in the goals and objectives relating to individual polif:y areas is anpther
cause of inefficiency. The Team sees a need to develop for each organisational unit o!:uecuves llpked
to activities and the expected outputs or impacts of those activities. .Thls wou{d provide the bas!s. of
creating a more coherent, compact and efficient structure of Ministries each with a ciearer def.'mxt.lon
of its role. Some reorganization has been undertaken by the present government. Further reorganization
should be designed to promote resuits-oriented performance, transparency and accountability.

1.14  There are problems conceming the coordination of policy between Ministri'es and Divisions.
A reduction in the number of Ministries/Divisions would be beneficial from this point of view.
Although the Team makes no recommendations about the functioni.ng of Cabinet argd Cabinet
Committees, it suggests that consideration might be given to ways of making Cabinet Co.mmmees more
effective so as to reduce the number of matters that have to be decided by the full Cabinet. i
1.15  The process of redefining the scope of government appears to be vague aqd ambiguous. Thgrc
is a lack of clarity in the relationship between the traditional regulatory functions and the service
functions of the civil service including the way these are managed.

1.16  The Team noted that other countries had found a need to develop in government a capabilAityn
to undertake research on organization, structure and functioning of government and to prgvu!e'
consultancy services to government organizations. No such capability appears currently to exist in

Bangladesh.

1.17  Research data indicate that officials are reluctant or unwilling to take decisions with t_he result
that even routine issues often end up on the desks of Secretaries and Ministers. This‘p‘roh|em is related
to the lack of position descriptions. The Study reveals a need to separate policy decision making fr.om
more routine matters which involve implementation so that the latter can be delegated to appropriate
levels in central and local government. The formal rules goveming t.hg scope for
decentralizing/delegating decision-making need to be further reviewed. A more collegiate apprpgch,‘]
for example through regular meetings between relevant officials, would facilitate speedy decision-|

making and reduce the need for passing of files.

E. Local Government

1.18  The continuing high degree of centralization in govemnment is reflected in the f.act that the career
moves and development of all staff serving outside the Secretariat are managed dlrectly.bAy c_entral
government.  Officials working in local government are answerable to their parent Ministries or
Divisions and not to local government. Local administration is generally organized vertically with l.lrﬂe
coordination horizontally. The evidence from secondary sources indicates that, in many cases, services
are not getting through to meet the needs of the population. There are a number of reasons for this
including a lack of information about conditions at the local level. Some programmes and services reach
down to the village level but not all villages are part of programme or service delivery networks.

1.19  There are two parallel delivery systems for services under poverty alvaiation programmes, one
managed by central government and the other by non-governmental organizations. In some cases, there
is cooperation between the two delivery systems. The decisions on govemnment sponsored development
projects, including those relating to coordination at local level, are taken in Dhaka, thus effectively

cutting out any autonomy at local government level.

00

.20  The proposais for restructuring local government made by the Local Government Structure
Review Commission seem to be based more on systems of decentralization than on devolution. The
evidence suggests that people and institutions at the local level are noi well organized for local level
actions and that there is inadequate pressure from them for change. A viable local government system
is essential to develop the political process and leadership at local level to complement these at national
fevel. This would provide a basis for devolving and decentralizing the delivery of services and for local
accountability. :

F. Decision-Making .
.21 The decision making process is characterized by excessive passing to and fro of papers on
individual issues in a bureaucratic system with a multitude of both vertical and horizontal layers of
responsibility.  Nor is responsibility always well defined which adds to the confusion and delays.

{| Ministers and senior civil servants spend too much time on housekeeping, personnel questions and more

flroutine matters that should be handled at lower levels. The management and implementation ,
particularly of large-scale development projects appears inadequate because of an unwillingness by the
Ministry of Finance to apply the relevant rules which provide for delegation to take place. Where
delegation does take place, the effectiveness can be impeded by requirements to consult higher authority
before actions are taken. The Team sees an urgent need to examine and revise the rules and regulations
on delegation in order to increase transparency and accountability.

G. Aberrations in Decision-making

1.22 It was not part of the Study’s remit to collect evidence about subjective, illegal or corrupt
practices affecting decision-making and the delivery of services. The Team was, however, confronted
with a good deal of information about such practices though the facts are hard to establish. It was//
concluded that the report could not ignore this issue because of its evidently central importance in any
consideration of the administrative processes and behaviour in Bangladesh. The information put to the
Team suggests that corruption is not limited to the more obvious branches of government, but is now
all pervasive, creeping up even into the higher levels affecting policy formulation and systems for
redress. The Team has summarized the ideas which emerged from previous reports on corruption. The
Team considers that previous proposals mutually reinforce the recommendations of this current study.

H. Use of Technology

1.23  Although there have been developments in the computerization of central government, it is not
clear how effective this has been in improving the operations of government. The Team considers that
there is scope for further use of modern technology to improve internal management and control.

I Civil Service Management

1.24  Good Government in a democratic society is dependent on the competence and motivation of
a non-political civil service. Since the 1970, the evidence suggests that the tradition of "the best and
brightest” seeking a career in the civil service has diminished. This is, in part, because more attractive
career opportunities in business and the professions have opened up. Although a career in government
is still very desirable, particularly in view of the employment situation, the survey data indicates that
the standing of encadred civil servants is not high in the eyes of the respondents and that a civil service
career is not seen to be attractive to graduates from technical universities and colleges. Among recent
graduates, the civil service has a serious image problem.
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1.25  Inter-service tensions, which are not a new phenomenoa, are a feature of reiations between

cadres, berween different batches recruited into the civil service and between Class 1 officers and others.
Survey results showed widespread dissatisfaction among both encadred and non-encadred civil servants
with the cadre system and with the system based on rank-in-person. A move towards a rank-in-position
system seems to be favoured by a majority of civil servants. However, there is no consensus about the

model for a personnel system.

126  The recruitment in 1973 of civil servants who were not required to compete under the normal
rigorous examination system is a cause of resentment among thosé civil servants recruited before and
since that date. Special procedures were also operated for some other intakes. The Team had no
empirical evidence to support the contention that the 1973 intake and some other year intakes are
inferior. The tensions which also exist between classes of officers could be eased by changes in the

present rank-in-person system.

1.27 The results from the enquiries into career planning in the civil service suggest that such plans
exist for only a minority of staff and are frequently drawn up without consulting  the individual

concerned. Among senior civil servants, career plans are generally non-existent and unsatisfactory

where they do exist.

{28 The Team found general dissatisfaction with the Annual Confidential Report system. The
majority of the BCS (Administration) and other BCS officers considered that promotion, in general, is
fot based on merit. Eighty-three percent of the survey group did not see the promotion system as fair
and about half attributed this to factors other than the absence of objective criteria. Promotion is an
area of civil service management where there is a clash of interest between the BCS Administration
cadre and other groups. This was apparent from the feelings aroused by the recent promotion exercise.
The Team felt that these problems appear to be, in part, the result of there being no common promotion

policy applying to all groups of the civil service.

129  There is dissatisfaction, particularly among non BCS Administration staff, with the transfer
system. The frequency with which staff at Secretary and other senior levels change jobs means that
efficiency in performance must suffer, because of the learning curve on new work and because this
makes it impossible to get to know properly subordinate staff and representatives from the outside
interests concerned with the new area of work. There is an inevitable loss of commitment to the job
when officers expect to be moved on rapidly. The present transfer systems are neither efficient nor
satisfactory for functioning of the government system or for the individual civil servants. There may
be good reasons for operating different transfer systems for different groups of staff but there is a need,
in the Team’s view, to examine whether common rules should apply in different areas of government
work. There seems a need to clarify the aims of transfer policy and its link with promotion. The Team
concluded that a satisfactory resolution of the transfer issue will play a vital role in administrative
consolidation and improved pubiic management performance.

130  Government has taken to down-size the civil service at considerable cost in severance payments.
The Team had no evidence is to whether or not the government has chosen the most effective means
of streamlining government operations. The retrenchmenrs proposed for most organizations appear to
have been decided on an ad hoc basis and the financial benefits to the organizations have not be
calculated. In the reports produced, no account has been taken of "ghost workers" who add to
overstaffing levels. Based on studies of other countries, retrenchment alone does not guarantee
increased efficiency and effectiveness.
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1.31  The prop>. . n of women in the Bangladesh civil service remai 1 i

population generaliv, and concentrated in certain professional/tec-hnicalr cr:;;:ss Sglvﬂ;: rll:]e “;‘::;0;19;2.;"!0
women represented [5.20 percent, on average, of the number of participants in the Ae‘(a}r,ninali S d
14.14 per cent of those who were successful. In the BCS Administration cadre, a su‘rve shoon:d a:S
percent to be female, with the great majority as Assistant Secretary, and none ab‘ove~ Depj’(y ch:rctar;'

132 A case study was carried out to identify the problems confronting women in government. All
the women in the study came from families which stressed the importance of female educ:;n'
Nevenhqless, some faced obstacies from family and friends at the time of joining. More than halfl?l?.
wormen interviewed referred to various problems which they had to contend with. in the servi The
Team concluded that there is a need to do more to train men and women officers and staff abo::e. ende?
avareness, and a need to improve the working and service conditions for women. i

Je Human Resources Development and Training

1.33  The research data suggested that re: i
e s spondents perceive that the level of education of i
the civil service has deteriorated. PR

1.34 ' The resuits from a survey of civil servants about their training experiences suggests that the
eﬂ‘ec!wen.ess of management training is impeded by a lack of clarity on national go;ls and a
dgtgnoranon in moral values linked with increased corruption.  The benefits of training can be of
Ilmlteq vah:le. because officials do not return to their old positions. Officers are not generallgy consulteod
on their training needs. The survey showed up inadequacies in all types of training and many officer
felt that they could not use their expertise and experience adequately in Bangladesh. ’ )
l.35. An analysis of personnet records suggested that trained personnel are not effectively used, and
t".lal in some cases, there is a problem about over-training. The frequent transfer of officers malzes it
difficult to match training experience to job needs. o

2. RECOMMENDATIONS

2.01  The recommendations are based on the findings of the Fo i issi

October 1992), studies by local consultants, review by 'l{geam m'.’,mber:,m c:’fl a;:::; pt?:;gna:: Zoe:orsgj:
data sources, ar?d i_nterviews carried out by Team members. They comprise proposals/ideas with varying
deg.ree of specificity indicating the need for detailing these recommendations in the form of Plan of
Action for implementation. This is exactly what the Team will do in the form of a Programme
FD@LM after the Government reviews the Report. The Team is also expected to prepare a
P:ggg:::z: I:S):icggu;r;n?ocument for the UNDP funding of specific components and activities in the

2.02  The Team recognizes the existence of a wide gap between appearance and reality in the public
management f;ultum as reflected in ineffective implementation of policies and programmes. Narrowin

this gap is critical to transparent management and can be brought about and sustained by the effectivg
gnforccment of existing laws and regulations and the implementation of reform measures recommended
in the 'Repon. The durability of reform measures needs to be based on the principles of openness

neutrality and faimess that can motivate and mobilize public officials to work for the goals o(
development and stability. The Team considers that reforms in the organizational and management
systems require basic attitudinal changes among public servants. These changes need to address their
service relationships to the public, their role as facilitators for the private sector and their accountability
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to.the elected representatives and Ministers. The Team equally considers that such attitudinal changes .
need to be brought about and sustained in a governance and management environment supported by
laws and practices where public servants feel that decisions affecting them are fair, consistent and

predictable.

2.03 The Team notes that the rights and aspirations of the people, broad goals of society and the
ways of achieving these goals are embodied in the Constitution. The Team also notes that the current
Government’s perception about the role of the government is clearly stated in the recent budget speech,
as being confined to "things that it should do best, that is, maintenance of law and order, development
of social and physical infrastructure, formulating and implementing monetary, fiscal, trade a.nd
investment policies that explore all potential avenues of growth and are in harmony with t})e dynamics
of society and genius of the people. The rest should be kept to private endeavours of individuals aqd
organizations". The Team considers that the definition of a more limited role for the‘Govemment will
require development of viable institutions in other sectors of society, and until this has happened,
Government and its management system will need to continue its wider role.

2.04  The Team notes that the potential support for reform that a homogenous society like Bangladesh
can offer has been seriously eroded by increased factionalism and an absence of national consensus on
vital issues. Although it is not within the scope of the study, the Team suggests that broad societal
support will be necessary for enduring governance and management reform and that efforts need to be
made to build consensus around a societal vision of change which can sustain the process of change

and reform in the public management system.

2.05  The Team notes that, in pursuit of its objective of building a democratic and prosperous society,
Bangladesh aims to organize an efficient and democratic administrative system, focusing upon
performance, transparency and accountability. In doing so, certain concepts that are drawn from current
reality but geared to achieve future goals are outlined below. These concepts also reflect the distilled
experience of countries with similar size and socio-economic situations that have achieved significant

development in the post-war decades.

A vision or framework of broad social values and goals will be required to bind and
mobilize people and groups in the society in support of Government reforms. Socio-
economic goals have to be articulated by political leadership; observed in making
policies and laws; and focused on positive behavioural changes to achieve greater social

cohesiveness.

o

The foundations for a democratic and efficient government can be reinforced.
Bangladesh is a homogeneous society with an essentially single linguistic, ethnic and
cultural tradition, yet characterized by diverse factions and interests. A strategy to
extend consensus-building can reinforce and strengthen the homogeneous character of

society.

(4] A pro-active development policy balancing the interests of security, economic growth
and human development is useful. The Government and the society need to establish
clear priorities reflecting needs and resources. These priorities should provide a
framework for the relationship with development partners.

rg"

o National commitment, as
parliamentary government.

active coo i insti
een tseﬁz:: lalu:d support from key groups and institutions in the society. There
1S consensus process to support the neces instituti ;
! 3L a F sary instit,
and practices of.‘ administration within a parliamentary dcmocrargy —
C;:Jvemment actxvel'y to seek and promote greater understanding and
all segments of society in its governance and management process

0 Go
N ;/‘erz:snce .structures and Management systems need to be rooted in constitutional and
gal bases in order to provide a framework for actions of individual Government
organizations and public officials. .

o All actions of Government organizati i
ions oV ganizations and their officjals : i
responsibility of Ministers who are accountable to Parliamenltc e b e
o Pg:‘fny‘mance anfi accountabil_ity. rather than patronage and rent-seeking, should be the
c;l eria f0|j action by public officials in running the affairs of u;e State.  All
administrative, personnel and financial laws and regulations need to be desi .ned tor
ensure that public officials do the job for which they are paid i -

o Efficient and democratic administrati i
ion need appro| sary
resources to achieve policy goals. SRR W e
0 ::re:lt, equli‘ty and fairess should be guiding principles in the freatment of public
ants. balance of s_tructurs.al reforms and behavioural changes will guide public
servants to perform their jobs with integrity and efficiency,

2.06 Although the recommendations are inter-related, they are noted under six topics; namely, (1)

E::?;nance and aczo(usr;l:bility, 2) policy and decision-makipg, (3) organization and structure, (4) civil
Sservice managemen uman resource deve| ini ical infras ure.
These recommendations are further organized into twoand e e () teChnol Iasogl%’ e

urth groups; namely, (a) consalidation
(b) reform proposals. Consolidation measures build upon existing realities and perceptionl:marplgs::::?r:

immediate remedial actions which will signal the changes necessary for reform. The reform measu,
: res

are ge: i J i
perﬂ% n:x::cto de.velopmg a more responsive, transparent and accountable administrative system and a
i e b ot::,enled ::vnl Service to support parliamentary democracy as well as durable development
£¢ between the consolidation and reform measures | :
" s is close and may be see i
process of change involving stages. Th i i . o R
: > € gains obtained from consolidati i
sustained unless reform measures are e Pl e
ntroduced as soon as possible. B idation initiati
s refor - Both the consolidatio ativi
: . ) n initativ
nd the reform initiative should go forward simultaneously. Should that not be feasible for any reasn:’nse
imen While the
?gggofed consolidation and reform measures are presented below under six topics, in a condensed
at, some explanatory notes pertaining to these measures may be seen in the Appendix 2



Performance and Accountability

r

Counsolidation Proposals

Establish a unit in the Prime Minister's Office responsible for conducting
assessments of performance of Ministries, with reports to be submitted 1o the
Prime Minister

Require annual reports to be submiited to Parliament by each Ministry, on
performance in relation to its goals, objectives, targets and programmes
achieved during the previous fiscal year

Strengthen the independent advice and suppurt for the ministerial review
committees in Parliament in order to improve their effectiveness in scrutinizing
and reporting on the performance of Ministries, These review committees
should be chaired by a Member of Parliament who is not a Minister of the
Government

Strengthen the independence of Comptroller/Auditor General (CAG) by
establishing its own Secretariat, and substantially strengthen its technical and
logistical capacity and the resources to produce reports more rapidly

Implement the provision for the Ombudsman, as embodied in Article 77 of the
Constitution

Reform Proposals

Establish results oriented management systems through setting objectives and
measures of outputs and impacts for units throughout the Government. Initiate
this activity with selected Ministries, Divisions, Departments, Districts, and
Thanas, progressively including additional units

Establish units in each Ministry and Division, responsible for developing and
applying performance criteria  and measures and developing internal
performance audit capability. Initiate activity with selected Ministers and
Divisions, eventually to add this capacity to all Government organizations

Regquire that audits produced by the CAG be completed no later than 12 months
after the completion of the fiscal year for which the audit is conducted

Implement budget and cxpenditure control reforms, including budget rules,
format, calendar, and accounting and auditing rules and practices, generally as
recommended in Bangladesh: Reforms in Budgeting and Expenditure Control:
Final Report. Initiate reforms progressively

Develop closer integration of budgetary system with planning system, including
application of appropriate modern methods, with linkage to development
programmes and a multi-year perspective
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Policy and Decision Making

16.

Consolidation_Proposals

lmtmlcldeve.lopmem of svstematic data base for all Government information
with iitial focus on finunce. personnel and performance data

lncrcaﬁcbpullcy analysis capability in Government by developing the skills of
the existing staff, and by introducing specialist posts and units in Ministries

Establish Aand utilize advisory councils and commitices consisting  of
representatives of interest groups and expert groups (o advise on pT)licv
formukllmn. and involve as appropriate, client and beneficiary groups in the
implementation of policy and deliverv of services o

Strengthen the Parliamentary library by making it a depository of all relevant
Government documents, as weil as a reference and research service for all
Members of Parliament

Review existing rules and practices regarding decision making and develop
measures to ensure that decision making authority is delegated 10 and exercised
at appropriate levels

Reform Proposals

Develop networkiljg of the data base so that Parliament, political executives and
pcrman.enl executives can access the information. as mentioned in the related
Consolidation Proposal (# 11)

Strengthen f:ullcctive decision making in the framework of corporate planning
by teams within Minstries and operating units at appropriate levels

Encourage development of autonomous policy think-tanks, capable of

refearchlng and preparing reports as input to the improvement and development
of Government policies

Organization and Structure

Consolidation Proposals

In.ilial.e systematic organizational review initially with selected Ministries,
Divisions, Departments, wings, cells, and autonomous badies, eventually
extending exercise throughout Government, the results of which would define
a reconfiguration of central Government structure, including the establishment
of some existing implementation units as Sr:lf—ucs:oun(ir{g agencies where
appropriate
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22,

24,

Review and implement rational aflecation of functions between central and local* -

levels in order that local administrations and local Governments would be
progressively strengthened

Reform Proposals

Rationalize Government structure following examination of functions and based
upon principles of compactness and coherence, taking into account the need to
improve coordination and to reduce the number of Ministries and Divisions in
order to make Government more manageable

Systematically review and streamline Government rules and regulations rclating
to allocation of business/work and financial powers 50 as to eliminate red tape
and redundant functions, and thereafter update all relevant Government manuals

Ensure independence of the Jjudiciary at all levels, including separation of
Judiciary from executive, as provided in Article 22 of the Constitution

Progressively place under control of elected Local Governments, the local
administrations and locally-posted officers, as appropriate, and related to

Articles 59 and 60 of the Constitution and the Report of the Local Government

Structure Review Commission

Civil Service Management

26.

Consolidation Proposals

Select and promote officials based on merit, determined in a transparent process
and defined as: (1) demonstrated competency/expertise and educational
attainment for selection; and (2) performance, examination and successful
completion of mandatory training for promotion

Strengthen Public Service Commission through improvement of status and
conditions of service of members, upgrading the secretariat, logistics and
technical expertise, and ensure that it can operate effectively and independently
in its assigned tasks of recruitment, selection, promotional principles, terms and
conditions of seryice, discipline, and making an annual report to Parliament, as
embodied in Articles 137-141 of the Constitution

Develop, within the Ministry of Establishment, principles of personnel
management for all levels of civil servants, including the development of
frameworks for Ministries and units to manage their own staff, including
revision and updating of personne! manual

Provide for the Ministry of Establishment to be responsible for managing
directly officers at Joint Secretary, Additional Secretary and Secretary levels.

All other levels should be managed by their respective Ministries, Divisions and
future self-accounting agencies
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30.

3L

33.

34.

35;

36.

37.

38.

integrate these into an updated Code of
conomic context

Revise existing conduct rules
Conduct to reflect current socic-

Progressively remove distinct o5 between cadres, specifically by combining
similar cadres into a smalilcr number of cadres in order to open up more
promotional opportunities based on merit especially at the top levels, and by
harmonizing pay systems =nd conditions of service

Abolish the practice of reservation of posts in Ministrics for particular cadres,
and provide for open competition for Secretariat posts from all cadres, based on
qualifications and experiences relevant to the post

Professionalize the civil service through development of an appropriate transfer
policy in order to reduce the adverse impact of current frequent transfers on the
efficiency of Government operations

Develop position descriptions for all posts in Government, beginning with Class
1 officer posts, in order to enable personnel to be matched to posts

Provide adequate infrastructure for women officers, including attention to issues
of child care and transportation

Reform Proposals

As envisioned in Article 133 of the Constitution, enact appropriate civil service
laws and rules to regulate appointment and conditions of service of persons in
the service of the Republic

Decentralize implementation of personnel policies to Ministries and Divisions
Revise leave rules to accommodate special requirements of women
Replace cadre and class system with personnel management system based on

position classification and grades, for transparent, fair and efficient management
of officials in a democratically responsive civil service

Human Resources Development and Training

39.

40.

Consolidation Proposals

Revise the content of training programme to reflect the needs of a purliamept;..lry
democracy, private sector development, and a market economy. Trammg
schedules should cover people-centred development and public service ethics

Professionalize the civil service through enforcing, and initiating where

necessary, mandatory periodic training, including performance assessment and
examination. directly linked to promotion to specific levels and types of posts
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42.

45.

46.

47.

48.

49,

50.

Develop special top-level seminars of short duration, based on participatory’

format, and using high level experts, for highest level civil servants and heads
of industry and NGOs, so as to increase awareness of better management
practices, wider global perspectives, and the need for consensus-building and
greater trust within society

Design and initiate orientation programmes and policy seminars for Members
of Parliament

Strengthen training institutions through computerization, training equipment and
the acquisition and development of advanced materials

Reform_Proposals

Carry out on a regular and systematic basis training needs assessments, in order
to develop appropriate training and other measures to enhance technical and
managerial skills among the civil servants

Provide professional development opportunities for individual officers, to be
determined in the context of the Annual Confidential Report and career
development needs

Design and offer special training programmes for collective teams within
Governmental units at all levels, where these teams are developed

Expand and strengthen training programmes for local level leaders
Initiate mandatory inclusion in all training programmes of gender awareness for

women and men officers and staff, and develop curricular modules on gender
and management and special courses for women managers as appropriate

Technological Infrastructure

Consolidation Proposals

Computerize and/or upgrade major systems of information on finance, personnel
and performance management, within Government units, to improve the quality
of policy and decision making as noted under the section on policy and decision
making

Develop linkage with intermational information networks for professional

development, policy development and all aspects of enhancing global
perspectives

1o

ii. Reform Proposals

S1. Develop decentralized and coordinated information systems, linking central
Government units with local administration and local Governments, as noted in
the section on organization and structure

52. Provide special infrastructire and computerized information systems to support
collective decision making icams, as noted in the section on policy and decision
making

3. IMPLEMENTATION

3.01  Observations were made in the recommendations section regarding some. aspects of
implementation. The UNDP expressed its readiness to prepare a Programme Document to develop, in
consultation with the Government, specific proposals to impiement the above recommendations included
under consolidation and reform measures. In this section, suggestions for strategy and approaches and
institutions for implementation of these recommendations will be made. It may be noted the suggestions
for reform implementation in this section covers all the recommendations within both consolidation and
reform categories.

3.01  Strategy and Approaches. The strategy proposed attempts to build on the on-going process
of democratization which is taking place in Bangladesh today. The elements of the strategy for reform
must inciude transparency, results-oriented performance, and accountability.

3.02  To ensure transparency, implementation of administrative reforms must specify clear-cut, precise
goals and objectives that are made known to those that will be most affected by the reforms. In the
past, several reform attempts were made during both the 1947 to 1971 period and the period since
independence in 1971. Many of them failed because the reforms were not disclosed to the public.

3.03  The transparency element of the approach requires that the bureaucracy, the relevant segments
of the population and the public as a whole be informed of the goals and objectives of the reform as
well as the progress being made in implementing the reforms. Given the press coverage of the topic
of administrative reform including areas of government operations that should be reformed as well as
suggestions for reforms, there appears to be adequate interest and support that can be mobilized for
reform implementation.

3.04  The results-oriented element of the approach requires that specific reforms and their detailed
elements be anchored to specific time frames. This matrixing of reforms to time provides a clear
indication of what is to be expected and when.

3105  The accountability element of the approach requires that the implementation of reforms is the
responsibility of the chief executive of the country. The Constitution of the People’s Republic of
Bangladesh (as revised in 1991), vests this power in the Office of the Prime Minister. At the same
time, the Prime Minister possesses the power to delegate this authority to whatever organization she/he
wishes with the understanding that the reform implementation organization reports to the Prime Minister
in a periodic, timely fashion.



i > the rek d in this report
3.06 Institutions The institutions most directly affected by the re}foqn;_rgco@;zn:ii i ;;nd
; = cabi individual cabinet members; the judiciary; : : 2
i : the parliament; the cabinet and in d . . e
::dugzli::h '?hereforc. all of these segments of Bangladesh society hav_e to b(;fmvol_ve:i3 tilx]l:irc ol
fe %ersee.r implementer or evaluator. This must also be a nc?n.—pamsar? e 'mtB:SIandegh
:reurecomn;ended if implemented, will be beneficial to all political parties in Bangladesh.

i ini i ¢ mentation
3.07 In this context, it is recommended that the Prime Minister appoint a Reform ln'lmgllieves e
‘ ission composed of members of parliament, the cabinet, the secretariat, represen R
EOT;:S:: community, labour groups, agricultural org.a.nizatmns. the mass media, cn,\;xnci;tigons' Thé
a::dcmic and professional institutes and associations and ?o:-gQVS.mment :rggecwmﬁa‘ i
i the judiciary.
i nt, well-respected member ¢ : i
Chairperson should be a promine L 0 e e R
issi i | technical and managerial exp :
should be comprised of high leve : : f P
'Cor"t?:[‘issr:‘s)':'epresented in the Commission. The Secretariat should be located in the Office of the
instif

Minister.
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3.08 The terms of reference for the Reform lmplemenmnou Commission s‘l?;):;(lx sl:»:::;;.féi)egh
d-evelopment of detailed proposals specifying objecnvgs, components, andl (‘)p.eljilll e
dation; (2) the development of specific r!blsults~or|entefi activities, and . by
e rec?mmenmbl s; (3) the assignment of specific implementation @sponstbllltlg& to sp
s m:;ers :m:l organizations; (4) the suggestion to the Prime Minister of any issue or are::)s%
g(f)v:r:rr e:;‘la:) n::zd to be studied to improve govemment perfonFa:ce; :md f(fget:‘:,p?:nf:::::z: 3
al reports to the Prime Minister on the accomplishmen s‘o ' s
?\/L:::?:I};n?;is?:?; obsrscles that the Commission is trying to overcome to stay on target.
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PERFORMANCE AND :OUNTABILITY
ELABORATED RECCUWIMENDATIONS

CONSOLIDATION PROPOSALS

L. Establish a unit in the Prime Minister's Office responsible for conducting assessments of
performance of Ministries, with reports to be submitted to the Prime Minister

The Prime Minister, as head of the Government, is responsible for the performance of the
machinery of Government, including its outputs and its impact on society. A professionally
competent unit within the Office with expertise, experience and information would assist the
Prime Minister in knowing whether the is a need for improvement in the implementation of
Governmental programmes. The task of this unit will be staff work, quite distinct from the
Prime Minister’s Secretariat, IMED or other organizations performing main line functions.

2. Require annual reports to be submitted to Parliament by each Ministry, on performance in
relation to its goals, objectives, targets and programmes achieved during the previous fiscal year

This proposal reflects the demands of a Parliamentary democracy in which Parliament must
have adequate information to review the actions of the executive. Specifically, according to this
proposal, each Ministry will develop goals, objectives, targets and programmes and a
mechanism for collecting data on the accomplishment of the above, the results of which will
then be reported annuaMy to Parliament.

3. Strengthen the independent advice and support for the Ministerial review committees in
Parliament in order to improve their cffectiveness in scrutinizing and reporting on the
performance of Ministries. These review committees should be chaired by a Member of
Parliament who is not a Minister of the Government

Ministerial review committees can be strengthened to be able to analyze the performance of
Ministries. Staff can be trained in the use of performance indicators and the analysis of reports
and statistics. The appearance of conflict of interest whereby a Minister chairs the committee
that oversees his/her Ministry can be overcome by the committee being chaired by Members
of Parliament who are not Ministers. Some of these committees, as well as the Public Accounts
Committee, might be chaired by Members of the Opposition.

4. Strengthen the independence of Comptroller/Auditor General (CAG) by establishing its own

Secretariat, and substantially strengthen its technical and logistical capacity and the resources to
produce reports more rapidly

The Comptroller/Auditor General plays a key role in public accountability. This office needs
to have the trained staff, logistics and information to ensure the timely release of reports on the
use of financial resources by the Government. Although the main function at this time is

financial audits, this office could, with additional training, perform seiected performance audits,
as requested by the Parliament,
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5. Implement the provision for the Ombudsman, as embodied i» Capstitution
Although the concept of Ombudsman is mentioned in the Constitution, it has not yet been
implemented. In a democracy, it is important for citizens to have some ready mechanism that
can receive and consider their grievances. In some Cases, the Ombudsman can direct their
grievances so that redress can be made; in other cases, even though redress is not forthcoming,
the citizen will feel that he/she has been listened to with respect and fairness.

REFORM PROPOSALS

6. Establish results oriented management systems through setting objectives and measures of
outputs and impacts for units thronghout the Government. Initiate this activity with selected
Ministrics, Divisions, Departments, Districts, and Thanas, progressively including additional units

Related to the issue of accountability is the concept of expecting Government policies,
programmes and actions to produce some measurable results in the lives of the citizens. To
achieve results, the Ministries and various operational units must clarify goals through setting
specific objectives and targets for achievement for specific periods of time. The units must
develop means of measuring the achievement of the targets, indicating the outputs of
Government activity and the measured impact for society. This methodology can be employed
in any unit and at any level, with a team of top officials who are responsible for using financial,
personnel and logistical resources for the achievement of specified results. Units should be
interested in reporting their resuits to Parliament, but more importantly. each unit should be
interested in monitoring and improving its own performance.

7. Establish units in each Ministry and Division, responsible for developing and applying
performance criteria and measures and developing internal performaunce audit capability. Initiate
activity with selected Ministries and Divisions, eventually to add this capacity to all Government
organizations

To accomplish results oriented management, it is necessary to establish a unit in each Ministry
and division which would develop and apply criteria and measures for performance. This unit
would assist and monitor operational units as they establish results oriented management

systenms.

8. Require that audits produced by the CAG be completed no later than 12 months after the
completion of the fiscal year for which the audit is conducted

A major dimension of accountability is timeliness. Reports on the use of money and other
resources which appear several years after the fact are useless for managerial purposes. It is
too late to take corrective action, as too many contextual factors have changed. As the CAG
increases it capability, it is reasonable to require that audit reports be completed within 12
months after the completion of the fiscal year.

g .
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9. Implement bu ¢t and expenditure control reform
and accounting and auditing rules and practices, -
Reforms in Budgeting and Expenditure Control: ¢

j_.u'ng budget rules, format, calendar,
«ily as recommended in Bangladesh:

EAl AL LA LLER

_sieport. Initiate reforms progressively.

Several reports have indicated necessary reforr. in the area of budget and expenditure control

T 4
The Study Team believes generally that t <s5¢ reforms should be impiemented as soon as

p;-acncab?e. and that necessary training and cquipment should be provided, as well as required
changes in Government procedures should be made.

1l Develop closer integration of budgetary system with planning system, including application

of appropriate modern methods, with link:
b, p , with linkage to development programmes and a multi-year

As the budgetary system represents the allocation of financial resources and a plannin

generally reflects the goals of the society, there should be considerable integr:ﬁon fgt;ystcm
processes. This integration can be facilitated by, among other things coordionatioe i
1ntormat|o_q systems, especially through computerization and sharing of dau; between thent .
systems. The multi-year perspective and commitments to development programmes, incl dw?
those that are donor funded and likely to be shifted to national budget, must be reﬂe.ctcd i lt;]l,:
budget and planning processes and documents. The current practice o.f usi‘ng three-year r:)r;lin;e;

inves i i
\vestment programme pugﬁt to be related to socio-economic development goals rather than a
simple exercise of pruning investment proposals.
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POLICY AND DECISION-MAKING tis

Consolidation Proposals

Reform Propasals

I'l. Initiate development of systematic data base
for all Government information, with initial
focus on finance, personnel and performance
data

12, Increase policy analysis capability in
Government by developing the skilis of existing
staff, and by introducing specialist posts units in
Ministries

13. Establish and utilize advisory councils and
committees consisting of representatives  of
interest groups and expert groups to advise on
policy formulation, and involve as appropriate
client and  beneficiary groups  in  the
imp!emenlation of policy and delivery of
services

14, Strengthen the Parliamentary  library by
making it a depository of all relevant
Government documents, as well as a reference
and research service for all Members of
Partiament

15. Review existing rules and practices
regarding  decision making and develop
measures to ensure that decision making
authority is delegated to and exercised at
appropriate levels

16. Develop networking of the data base so that
Parliament, political executives and perman‘ent
executives can access the information, as
mentioned in the related Consolidation Proposal
(#11)

I7. Strengthen collective decision making in the
framework of corporate planning by teams
within  Ministries and operating  units  at
appropriate levels .

18. Encourage development of autonomous
policy think-tanks, capable of researching and
preparing reports as input to the improvement
and development of Government policies

e
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POLICY AND DECISION MAKING
ELABORATED RECOMMENDATIONS

CONSOLIDATION PROPOSALS

11. Initiate development of systematic data base for all Government information, with initial focus
on finance, personnel and performance data

Sound policy decisions and operational decisions require knowledge of current and past data
and performance. Policy and decision making must be informed by accurate pictures of the
financial, personnel and logistical resources, as well as clear information on the objectives to
be achieved and the past performance of Government units. In a Parliamentary democracy,
these data are organized into a useable format, which is readily available to all units and levels
of Government, and especially Parliament. The easiest and most open manner for sharing
information is through computerized systems, which are relatively inexpensive as of the 1990s.

12. Increase policy analysis capability in Government by developing the skills of existing staff, and
by introducing specialist posts and units in Ministries

Sound policy decisions and operational decisions also require staff that can collect, organize,
analyze and interpret data, in order to provide policy and decision options: As much as
possible, policy and decision makers should have or develop analytical and interpretation skills.
but it is likely that special staft will need to be specifically skilled in policy analysis. These
staff may occupy policy analyst positions and may be organized into policy analysis units in the

Ministries.

13. Establish and utilize advisory councils and committees consisting of representatives of interest
groups and expert groups to advise on policy formulation, and involve as appropriate, client and
beneficiary groups in the implementation of policy and delivery of services

In a democracy, the bureaucracy is open to input from citizens. Such input is often organized
through advisory councils and committees, composed of representatives of interest groups and
expert groups. These groups can study issues and make recommendations. In a democracy,
the Government receives citizen input, makes policy decisions, and has to justify to the
Parfiament and the public the reasons for their decisions. This is open and transparent
governance. Also, the implementation of policy and delivery of services can be either
contracted out to interest or expert groups or allocated to community groups on a self-help

basis.

14. Strengthen the Parliamentary library by making it a depository of all relevant Government
documents, as well as a reference and research service for all Members of Parliament

Members of Parliament can better make policy decisions if they have maximum information
readily availabie. To assist in the analvsis of this information, the library may need specialized
staff and adequate modern technological support to research topics as requested by Members.
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ctices regarding decision making and develop measures to ensurg | ORGANIZATION AND.STRUC
' STRUCTURE

15. Review cxisting rules and pra
d to and cxercised at appropriate levels

that decision making authority is delegate

16. Develop networking of the data base so that P’
excentives can access the information,

17. Strengthen collective decision making in the framework of corporate pla
Ministries and operating units at appropriate levels

18. Encourage develepment of autonomous policy thin
preparing reports as input to t

In order to cnsure that policy jevel officials, such as Ministers, Secretaries, Additional
Secretarics and Joint Sceretaries, ete., concentrate ou policy and the larger issues of performance
and accountability, 1t is essential that operational decisions be taken at operational levels. A
study can reveal what decisions should be taken at each level. New rules and regulations

concerning policy and decision making should be enforced.

REFORM PROPOSALS

arliament, political executives and permanent
as mentioned in the reiated Consolidation Proposal (#11)

As data is collected in all units and Ministries, this information can be computerized, using not
only data bases but also CD-ROM facilities, in order 0 fully share all available information
widely among the Government machinery, the Parliament and even citizens” groups. Of course,
information and data bases involved in national security would be secret, but in a democratic
society, there is relatively little, and certainly nothing in domestic policy, that must be kept
secret. The sharing of information among elements of the Government machinery can
contribute to greater speed and accuracy in decision making, especially concerning budgets and
personnel. The openness of information and information systems is a symbol to the public that

“(here is nothing to hide".

aning by teams within

| as to transparency and accountability, 1S t0

One contribution to good management, as wel
ate group of top level officials in the unit or

facilitate the taking of decisions by an appropri
Ministry. This type of collective responsibility by the top team would allow collegial debate,
consensus-building and joint responsibility for the use of financial, personnel and logistical
resources. When such a team develops a corporate plan for their unit, they can use the plan as
a basis for measuring performance. This concept is related to results oriented management

systems, mentioned above.

k-tanks, capable of researching and
he improvement and development of Government policies

Democratic govemance requires the consideration of many and diverse opinions, based on a

wide variety of analytic frameworks. To ensure the availability of a diversity of citizen inputs
y and decision making, the Government may encourage the

to improve the quality of polic:
development of autonomous policy institutes or think-tanks, whether Government, private or

jointly funded. These institutes would be entirely autonomous, but encouraged to research
policy issues and prepare reports to encourage Parliament and the Government to consider
additional viewpoints, with sophisticated research and gathering of evidence.
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Consolidation Proposals

Reform Proposals

.l‘)'._lnin'ate systematic organizalional review
initially with selected Ministries, Divisions
De.p.artmcnts. wings, cells, and aumnomous.
bodies, eventually extending exercise throughout
Govermnment, the results of which would define
a reconfiguration of central Government
structure, including the establishment of some
existing implementation units as self-accounting
agencies where appropriate .

20. R.cview and implement rational allocation of
functions between central and local levels in
order that local administrations and local
Governments would be progressively
strengthened .

o) ationalizs (O

eib anm 72 Government structure following
examina: .t of functions and based on
princi;sioy of compactness and coherence, taking

mu‘" account the need to improve coordination
\vm(._l-o reduce the number of Ministries and
Divisions in order to make Government more
manageable

22. Systematically review and streamline
Government rules and regulations relating to
allocation of business/work and financial
powers so as to ehminate red tape and
redundant functions, and thereafter update all
relevant Government manuals

= :
23. Ensyre independence of the judiciary at all
levels,'mcludmg separation of judiciary from
executive, as provided in Article 22 of the
Constitution

24. Progressively place under control of elected
Local Governments, the local administrations
and locally-posted officers, as appropriate, and
related to Articles 59 and 60 of the Constitution
and the Report of the Local Government
Structure_Review Commission

Yo




ORGANIZATION AND STRUCTURE
ELABORATED RECOMMENDATIONS

CONSOLIDATION PROPOSALS

19. Initiate systematic organizational review initially with selected Ministries, Divisions,
Departments, wings, cclls, and autonomous bodies, eventually extending exercise throughout
Government, the results of which would define a reconfiguration of central Government siructure,
including the establishment of some existing implementation units as self-accounting agencies
where appropriate

The goal of this section is to encourage systematic review of allocation of business, in order to
reconfigure the machinery of government. It is envisioned that the machinery can be
streamlined; that is, some units can be consolidated, some neglected areas could be established,
and some obsolete functions could be abandoned. Also, some existing implementation units
could be granted more operational autonomy, while being held accountable for results. This
autonomy could only be granted if appropriate measures are developed for measuring
performance and holding the units accountable. Generally, these units dre referred to as "self-
accounting” agencies.

20. Review and implement rational allocation of functions between central and local levels in
order that local administrations and local Governments would be progressively strengthened

The Study Team also saw the need to clearly delineate the roles of central and local
governments in a democratic society. A review should consider what functions the local
governments can be responsible for and those local governments should be given financial,
personnel and logistical resources to carry out those functions. In a democratic society, some
key service delivery functions should be performed as closely as possible to the recipients. And
those recipients, gathered together into local level representative democratic institutions, should
have considerable influence over the service delivery system, ultimately making the this service
delivery system directly accountable to the clients, as represented in their local governments.

REFORM PROPOSALS

21. Rationalize Government structure following examination of functions and based on principles
of compactness and coherence, taking into account the nced to improve coordination and to
reduce the number of Ministries and Divisions in order to make Government more manageable

This rationalized Government structure would arise from the examination of allocation of
business during the Ministerial review. as indicated above in the CONSOLIDATION
PROPOSALS. For example, compact and more self-contained Ministries can be created by
combining all industry-related Ministries (e.g., industry, textile and jute) into one Ministry. If
the Government prefers to emphasize export orientation, it may also combine Trade and
Commerce into one Ministry. Similarly, in the area of agricuiture. Ministrics of agriculture,
fisheries, livestock, and rural development and cooperatives (divisions) can be consolidated into
one compact Ministry. The Ministries of Finance, Planning, External Relations Divisions also
can be combined into one Ministry. These are only tentative suggestions. based on experiences
of how other countries have re-organized their government machineries, The basic idea is to

ty | - (9 -

organize a Ministry for policy developmeni and coordination and performance standard setting
and monitoring, leaving policy impleméntation with appropriate organizations: departments,
agencies and public corporations as appropriate.

\/22. Systematically review and streamline Government rules and regulations relating to allocation
of business/work and financial powers s¢ as to eliminate red tape and redundant functions, and
thereafter update all relevant Government manuals

Along with the review of allocation of business. should come a review of the rules of business,
in order to eliminate delays, bottlenecks and other problems which might be identified. All
changes should be reflected in revised Government manuals. It may be advisable to set up a
permanent standing committee for this purpose.

= 23. Ensure independence of the judiciary at all levels, including separation of judiciary from
executive, as provided in Article 22 of the Constitution

The appearance and actuality of fairness, equity and justice depend upon the judiciary being
entirely independent from possible influences from the executives and politicians.  An
independent judiciary is a major symbol of democratic society and an assurance to the public

24. Progressively place under control of elected Local Governmeats, the local administrations and
locally-posted officers, as appropriate, and related to Articles 59 and 60 of the Constitution and
the Report of the Local Government Structure Review Commission

As an extension of the review of allocation of responsibilitics between central and local
governments, and in order to strengthen popularly elected local government, as the level of
government most close to the people who are the recipients of Government services, the local
governments require control over the financial, personnel and logistical resources in order to be
accountable to their people for the delivery of government services. For maximum transparency
and accountability, people in their localities can control the institutions which are responsible
for local service delivery.
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CIVIL SERVICE MANAGEMENT

Consolidation Proposals

}}eform Proposals

determined in a transparent process and defined
as: (1) demonstrated competency/expertise and
educational attainment for selection; and (2)
performance, ~ examination and  successful
completion of mandatory training for promotion

26. Strengthen Public Service Commission
through improvement of status and conditions
of service of members, =~ upgrading the
secretariat, logistics and technical expertise, and
ensure that it can operate effectively and
independently in its assigned tasks of
recruitment, selection, promotional principles,
terms and conditions of service, discipline, and
making an annual report to Parliament, as
embodied in Article 137-141 of the Constitution

27. Develop, within the Ministry of
Establishment, principles of personnel
management for ail levels of civil servants,
including the development of frameworks for
Ministries and units to manage their own staff,
including revision and updating of personnel

manual

28. Provide for the Ministry of Establishment to
be responsible for managing directly officers at

Joint Secretary, Additional Secretary and
Secretary levels. All other levels should be
managed by their respective Ministries,

Divisions and future self-accounting agencies
29. Revise existing conduct rules and integrate
these into an updated Code of Conduct to
reflect current socio-economic context

30. Progressively remove distinctions between
cadres, specifically by combining similar cadres
into a smaller number of cadres in order to open
up more promotional opportunities based on
merit especially at the top levels, and by
harmonizing pay systems and conditions of
service

. K
25. Select and promote officials based on merit,

/3 1. Abolish the practice of reservation of posts

in Ministries for particular cadres, and provide
for open competition for Secretariat posts from
all cadres, based on qualifications and
experiences relevant to the post

32. Professionalize the civil service through
development of an appropriate transfer policy in
order to reduce the adverse impact of current
frequent transfers on the efficiency of
Government operations

33. Develop position descriptions for all posts
in Government, beginning with Class | officer
posts, in order to enable personnel to be
matched to posts

34. Provide adequate infrastructure for women
officers. including attention to issues of child
care and transportation

35. As envisioned in Article 33 of the
Constitution, enact appropriate civil service
laws and rules to regulate appointment and
conditions of service of persons in the service
of the Republic

36. Decentralize implementation of personnel
policies to Ministries and divisions

37. Revise leave rules to accommodate special
requirements of women

\-%.Kk-eplace cadre and class system with

personnel  management system based on
position classification and grades, for
transparent and efficient ~management of

officials in a democratically responsive civil
service

T T o e e e O WY N Y IR £ S

R T O v oy

gtlie

LEYIL QLN YL L IVIAIYAULDIVILIN GG

ELABORATED RECOMMENDATIONS
CONSOLIDATION PROPOSALS

-

\25. Sglect and promote officials based on merit, determined in a transparent process and defined
as: (1) demonstrm:ed Fompe(ency/expenise and educational attainment for selection; and (2)
performance, examination and successful completion of mandatory training for promo’tion

In a democratic society, the civil service is organized to serve society through managin

govemment to deliver services and appropriate policies in as effective and as efficient a maﬁne%
as possﬂ;le. In order to be most productive, the officials should be recruited on the basis of
competition, with only the best being recruited without quota reservations. The orientation
toward_pcrformancc and accountability for peiformance can be emphasized through b;sln

promation on performance, advanced examinatior, successful completion of mandatory trainin ’g
with those achieving the highest score earnin: t2 promotions. This recommendalio?:, de erlxd&;
upon strong systems of examinations, performance evaluation, and proper posting of oﬁe;cial;
to best utilize training and experience. This recommendation also presupposes that the pubiic
at large, politicians inside and outside of Parliament and local Governments, and civil servants

3[ all levels will restrain themselves from attempting to influence selection and promotion
ecisions.

26. Streng(hen Public Service Commission through improvement of status and conditions of
service of members, upgrading the seeretariat, logistics and technical expertise, and ensure that
it can ?pemte effectively and independently in its assigned tasks of recruitment, selection

promotional principles, terms and conditions of service, discipline, and making an an;nual re or;
to Parliament, as embodied in Article 137-141 of the Constitution g

The PSC plays a critical role in the recruitment and selection of civil servants, as well as in
determining promotional principles, terms and conditions of service and discipline. Its annual
report to Parlia_ment informs politicians concerning current situations in civil service
management. [t is important that the members and staff be of the highest calibre, be thoroughly
tmm'ed. ané/or'experienced in personnel management, and be entirely free of political or
afirpmxs!mhve influence. Their operations must be transparent, in order to enjoy the trust of the
civil servants and the public at large.

27 Develo!),' within the !Vlinislry of Establishment, principles of personnel management for all
levels of cn:ll servants, including the development of frameworks for Ministries and units to
manage their own staff, including revision and updating of personnel manual

Tl)e Ministry of Establishment must focus on policy issues of personnel management. In line
with decentralization of implementation of personnel policies to the individual Ministries, the
MOE must develop means of setting frameworks, developing reporting arrangements, and
establishing monitoring mechanisms. While the Study Team believes that actual management
pf personnel should be accomplished by the individual Ministries, the MOE must oversée the
rmplcnl\emation of its policies. The new arrangements should be reflected in a revised personnel
manual.

\/28: Provide for the Ministry of Establishment to be responsible for managing directly officers at
Jmflt Secretn.ry, Additional Secretary and Secretary levels. All other levels should be managed by
their respective Ministries, Divisions and [uture self-accounting agencies

Officers at the highest policy levels in Government must be centrally managed, and by the
MOE. Officers at lower levels are more appropriately managed by their own Ministry, in
which their superiors best know their performance and the needs of the positions to be filled.
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29. Revise existing conduct ruies and integrate these inio na spduied Code of Conduct 1o reflect
current socio-econsmic congexi

The appearance and possible reality of corruption in Government operations demay
development and publication, as well as enforcement, of a strong Code of Con
Government officials. This revision of existing provisions should take into accoun
Socio-economic context,

30. Pregressively remove distinctions between cadres, specifically by combining similur 0
a smaller number of cadres in order to open up more promotional opportunities
especizlly at the top levels, and by harmonizing pay systems and conditions of

A career and professional civil service means that the bes people are pl
positions, and promoted according fo their performance By widening the ¢ aeqn of o
to include several specialties which are somewhat similar 122 teaining o ieral competence,
it is possible to organize more promotional opportunities for the besi candidates, Althiough this
System does not guarantee certain positicns for o narrowly def profession, it provides wider
Opportunities for the best performers, especiaily at the highest levels. |y is oaly fair and
equitable to harmonize Pay systems and conditions of scrvice, Potentiat for combin.ing cadres
with similar speciaities include, for example, joining Health, Public Health and Family Planning

1nte one group, jeining economics and statistics into one group, and similar groupings.

31. Abolish the practice of reservation of Posts in Ministries for particular cadres, and provide
for open competition for Secretariat posts from all cadres, based on qualifications and experiences
relevant to the post

In light of the need for superior performance, it is necessary to emphasize specific suitability
and past performance for placement in Secretariat posts. ‘The exact cadre of a candidate should
m:&(hcr. penalize nor advantage in open competition, Both excellent managers and renowned
specialists are needed for policy positions in the Secretariat.  The Secretariat needs the best

vy S - ;
32. Professionatize the civil service through development of an appropriate transfer pelicy in
order to reduce the adverse impact of current frequent transfers on the efficiency of Governwment
operations

Current trans olicy does not seem {0 be enforced to the fullest length of stay possible:
¢ usually within 12 to 18 months after appointment, sometimes much less.
§ o stipulate an optimal three year tenure in position before transfer. The three
year period is 1ed to allow sufficient time to tearn the work, receive and utilize appropriate
training, and pley 2 major role in policy development and/or implementation. There is a
problem of continwity when officers are transferred too frequently. In fact, three years may be
too short a time in some sases, but the best duration of tenure for types of positions should wait
for the REFORM PROPOSALS.  To achieve the most immediate goals of performance
'mprovement ard consolidation, an appropriste transfer policy should be developed.

bl ?33. Develop position descriptions for alj posis in Gavernment, beginning with Class 1 officer posts,
in erder to enable personnel to se matched to posts

Position descriptions are important for two reasons, (1) Matching can
o 2 gy 1 e . o 3 Sy .

depends upon a clear idez of what the position entails, so that the qualification
candidates can be evaluated to the position description. (2) Performanc

. ST . -

inst which
: context ol
ed contribution 10 the
vial goals may mean tha
ivlicw (but directly) on the
sefting,

¢ adequately accomplist
performance can be evaluated, [
organizatioral zoais and objective
accomplishiment of the oy
the exercise of developing
review of orcanizational fincti

ed unles

34 Provide adequate infrastruciure for v #men officers, including attention to issues of child care
ant rrarspociation

Women officers and staff need comfori facilities; and safe fransport.  Also, so long as women
have major responsibility for rearing of children, they need to know that their children are safe
and happy during the work day. This often means the Government provision of on-site child
care.

REFORM PROPOSALS

35. As envisioned in Article 33 of the Constitution, enact appropriate civil service laws and rules
to regulate appointment and conditions of service of persons in the service of the Republic

The various laws that pertain to the civi] service should be consolidated into one law, and
updated to reflect civil service management reforms.

\Zﬂ'y. Decentralize implementation of personnel policies to Ministries and divisions

Following the arguments above, officers at lower levels are more appropriately managed by
their own Ministry, in which their superiors best know their performance and the needs of the
positions to be filled. The management of the personnel within the units would be monitored,
evaluated and reported on by the MOE.

37. Revise leave rules to accommodate special requirements of women

Women officers usually have family responsibilities, especially the bearing and the management
of the raising of children. Also, women are often expected to give due attention to assisting
elderly parents and in-laws, as weil as numerous other relatives. To accommodate these social
responsibilities, leave rules should be revised (o atlow womien to attend to these responsibilities
without adverse impact on their seniority, posting, training and other professional opportunities.
If men also wish to be responsible for the rearing of children and caring for relatives, they
should also be given accommodation. These policies should be responsibility-specific and
gender- neutral, :

“38. Replace eadre aand class system with personnel management system based on position
classification and grades, for transparent and efficient management of officials in a democraticaliy
responsive civil service

In order to emphasize performance --hoth organizationai and personal-- it will be necessary to
move (o a more objective and more open, transparent method of placement of officers into
positions, namely, through the method of position classification and grades. This is the only
method, as stated above, of ensuring = proper match between the best person and the position,
and of creating a sound basis for performance appraisal.
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HUMAN RESOURCE DEVELOPMENT AND TRAINING

Consolidation Proposals

Reform Proposals

39. Revise content of training programme to
reflect the needs of a parliamentary democracy,
private sector development, and a market
economy. Training schedules should cover
people-centred development and public service
ethics

40. Professionalize the civil service through

enforcing, and initiating where necessary,
mandatory  periodic  training, including
performance assessment and examination,

directly linked to promation to specific levels
and types of posts

41, Develop special top-level seminars of short
duration, based on participatory format, and
using high level experts, for highest level civil
servants and heads of industry and NGOs, so as
to increase awareness of better management
practices, wider global perspectives, and the
need for consensus-building and greater trust
within society

42. Design and initiate orientation programmes
and policy seminars for Members of Parliament

43. Strengthen training institutions through
computerization, training equipment and the
acquisition and development of advanced
materials

44, Carry out on a regular and systematic basis
training needs assessments, in order to develop
appropriate training and other measures to
enhance technical and managerial skills among
the civil servants

45. Provide professional development
opportunities for individual officers, to be
determined in the context of the Annual

Confidential Report and career development
needs

46. Design and offer special training
programmes for collective teams within
Governmental units at all levels, where these
teams are developed

47. Expand and strengthen training programmes
for local level leaders

48. [nitiate mandatory inclusion in all training
programmes of gender awareness for women
and men officers and staff, and develop
curricular modules on gender and management
and special courses for women managers as
appropriate

2

HUMAN RESOURCES DEVELOPMENT AND TRAINING
ELABORATED RECOMMENDATIONS

CONSOLIDATION PROPOSALS

39. Revise content of training programme to reflect the needs of a parliamentary democracy,
private sector development, and a market economy. Training schedules should cover people-
centred development and public service ethics

The content of training programmes must be reviewed and updated continuously to current
issues, the most modern management methods, and trends in global developments. Specifically,
major influences on Bangladeshi public administration in the 1990s include the reintroduction
of parliamentary democracy and private sector development within a framework of a market
economy. Parliamentary democracy requires a re-thinking of the relationship between
Secretaries to Government and politicians, and to Parliamentary institutions. Private sector
development within a market economy framework requires Government officials to shift from
a focus on management of industrial enterpriscs to a focus on regulation and facilitation of
private sector development. Also, given the need for the Government to be responsive, open
and transparent to the public, the orientation to people centered development must be re-
emphasized in operational ways. A service orientation must be encouraged. Given the nature
of public discussion on the behaviour of Government and other persons, and the co-terminous
updating and consolidation of conduct rules into a Code of Conduct, it is imperative that
curricular attention be paid to public service ethics.

~40. Professionalize the civil service through enforcing, and initiating where necessary, mandatory
periodic training, including performance assessment and examination, directly linked to
promotion to specific levels and types of posts

In a parliamentary democracy it is essential that systems be in place to ensure that the best
candidates are promoted and posted to positions, where their expertise, training and experience
can best be utilized. Organizational performance is the strongest criteria for promotion, and
contribution to organizational performance can best be predicted or anticipated from successful
training, examination and past performance evaluations.

\41. Develop special top-level seminars of short duration, based on participatory format, and using
high level experts, for highest level civil servants and heads of industry and NGOs, so as to
increase awareness of better management practices, wider global perspectives, and the need for
consensus-building and greater trust within socicty

Even top level officials are in need of constant updating and increased awareness of global
trends and better management practices. The professional development of top-level officials
must be treated in a manner sensitive to their positions and their schedules. It is also assumed
that these top-level officials have already progressed through a series of mandatory promotional
training experiences and through positions of increasingly greater responsibility.  This
recommendation also suggests that there is benefit to be gained in laying a foundation for
consensus-building and mutual trust, if the top-level officials participate in attractive and
convenient seminars with their peers from other sectors; namely, the private sector and NGO
sector.
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42. Design and initiate orientation programmes and policy seminars for Members of Parliament

It is standard procedure in parliamentary democracies to provide orientation for new Members
of Parliament, as well as to provide short seminars on policy issues facing the country. As the
key decision-makers in the country, Parliamentarians wish to avail themselves of as many
perspectives and as much research as possible. These seminars can be organized by policy
institutes, think-tanks, or the Government itself. Informed policy-makers are a key to high
performance of democratic institutions.

43. Strengthen training institutions through computerization, training equipment and the
acquisition and development of advanced materials

The various training institutions are in need of further strengthening in all areas, as noted above.
In particular, there needs to be a vigorous effort to develop materials, cases, and multi-media
training packages, in order to make training relevant, atiractive and impactful.

REFORM PROPOSALS

44. Carry out on 2 regular and systematic basis training needs assessments, in order to develop
appropriate training and other measures to enhance technical and managerial skills among the
civil servants

The content, methods and delivery mechanisms of training programmes must be constantly
updated. Systematic means of assessing training needs must be scheduled on a regular basis,
with due attention to both technical and managerial skills needs among the civil servants.

\45. Provide professional develoj t opportunities for individual officers, to be determined in
the context of the Annual Confidential Report and career development needs

It is important for individual officers to experience their careers as a logical progression of
leaming expericnces, both on the job and in specialized training programunes. In order for their
training experiences, promotions and postings to be fully integrated within a framework of best
utilization of officers in the right positions, it is necessary for individual officers to analyze,
together with experienced supervisors and personnel managers, the strengths and weaknesses
identified in the Annual Confidential Report in order to make and carry out a plan to remedy
weaknesses and enhance strengths, as well as to sufficiently prepare the candidate for higher
responsibility. This career planning process in no way guarantees career progress due to the
need to compete openly for posts and promotions, in an open civil service system which
emphasizes performance.

46. Design and offer special training programmes for collective teams within Governmental units

at all levels, where these teams are developed

When and where collective teams are developed within Governmental units at any level, these
teams should be able to access on-site training in corporate planning, team-building and results-
oriented management. This on-site training should be available at regular intervals as needed,
to facilitate high level performance.

47. Expand and strengthen training programmes for local level feaders

To the extent that local government will be enhanced in its responsibilities for c‘icvelopment and
responsiveness to citizens, it will be necessary to expand and strengthen training [programmes
for local level leaders. To the extent that Government decides that local administrators will
report to and be responsible to local Governments, there may need to be training programmes
that assist officers and local leaders to properly adjust themselves to these new relationships.

48. Initiate mandatory inclusion in all training programmes of gender awareness for women afnd
men officers and staff, and develop curricular modules on gender and management and special

courses for women managers as appropriate

Due to the relatively recent introduction of women officers into the civil service, the Study
Team views as necessary the development of gender awareness for both women and men
officers and staff, taking into consideration social and religious values. This awareness can be
communicated through the inclusion of modules concerning "gender (women issues, but
especially a comparison of the similarities and differences between the ways that women .ang
men are treated both informally and formally in the offices, especially) and the public service
into relevant training programmes. Also, as women officers experience a number of spec_ml
difficulties, including the establishing of respectful relationships, there will need to be special
courses for women managers, until there are a sufficient number of women officers that both
men and women accept the gender balance as natural and acceptable.
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Limitations of the Report

The primary limitations are those of time and resource. While
these factors have prevented the team from going into details
and modalities of implementation, cother factors such as the
need for a more indepth inquiry into some of the burning issues
like political-administrative inteérxface in a democratic polity,
the rationale for downsizing the government;factual working_of
tﬁe government indicating the gap between fact and fiction etc
could not be addressed. Indeed that preCLSely was not the
purpose of the present exercise. £os

As our analysis will show, these and other related issues could
be and are being addressed by others. The purpose of this
exercise 13 to enable the government to have an overview of
some of the pressing needs of administrative reform in the
light of the experiences of other countries such as the UX. Our

labour will be amply rewarded if the government reccgnises

these needs and takes appropriate actions.
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THe Context of the Reform Measures

Administrative reform measures are a means to an end. The end
is and ought to bes' an administrative system which is
responsible and responsive to public interest. Administrative
reform is a process, and hardly, if at all, a product because
it has  to work in a continuing scenario of social, political
and economic change. Consequently, it has to effectively

xiii

respond te thase changes overtime. There cannot, therefore, be
any fixity or unalterable

g rigidity™ as -to U its
21/functional

organisatic aspects.

Converéely,' if
organisational and functional changes are brought about only
for the sake of changes Or to satisfy the narrow interests of
particular pressure groups, be it pelitical or otherwise, the
efficiénicy of the system is bound to .suffer with ‘grave
consequences for quality and leely*dallvery'of public services
and citizen’s rights.

An important dimension of admiristrative reform is the need for
democratic continuity and political (and, therefore, social)
stabilization process. The overriding importance of this aspect
is that the administrative system is nothing but a sub-system
within the over-all political system. To the extent that tha
political system is unstable and deficient, the administrative
system is bound to echo the same.

It is well-known that the process of democratic continuity and
with it the political stabilization process in Bangladesh has
been interrupted by extra constitutional Governments and a
short-lived one party rule. Consequently, the stabilization of
the public service as an integral part of the administrative
system had also suffered. This situation has been further
excerbated by a lack of total attantion to recruitment in the
public service, its training, development, sound and judicious
promotion policy and above all frequent and thoughtless

tinkering with the administrative structures and processes.

For example, no regular recruitment to some of the BCS cadres
until 1977 and/exr 1979. Similarly, emergency adhoc recruitment
to public service including the judicial service have been
raesorted to at different times. Further, in order to catch up
with the backlog created by a lack of recruitment, officers of
various cadres had to be recruitad in bulk more than the time
and facilities for training allowed. This compulsion of
recruitment in bulk without attention to the timé. needed for
training and creating adequate facilities for training had an
adverse, perhaps irreparable, impact on both quality afd the
needed manageria} skill in public service.
©oxiv
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On a different plane, largely resultirg fxom a lack of
democratic continuity, the substantyw concept of
accountability of the public service to the citizens has been

so much croded and diffused that it now hardly exists.

With the induction of the democratic government which is
answerable to an elected parliament cperating within a multi-
partyframework,chepoliticalstabilizationprocesshasbegun.
The concept of political stabilization process should not,
however, be narrowly viewed. Rise and fall of governments
through periodic elections cor through parliamentary methods is
an accepted norm in a multi-party democratic system. This
acceptance underscores the need for the stability of the
administrative system, for a pubiic service that - is
accountable, consistent and predictable in its decisions even
amid rapid ©political changes within the bounds of
constitutional proyisions.

It is against this background that the present government has
declared its intention to install:

a. strong poiitical institutions; and

b. an efficient and écqountable public service system.
Initiatives already undertaken by the present government
include the following:

o extension of service beyond retirement age has been
stopped V
promotions held up for years have been put into effect

o) a drive against corruption has been initiated
parliamentary control over official work has Dbeen
reintroduced

o the use of English has been encouraged in all training

programmes to facilitate better communication with the
outside world

o promotion quotas on a cadre basis have been replaced by
merit consideration

) secondment of officers from outside of the public service
has been reduced

o overseas training opportunities have been widened and

procedures simplified .
a XV §

Stabilization of the public service should not be narrowly
interpretaed. This was the case in the past, with the structursl
reforms. The reform measures should go far beyond what had been
aimed at in the past. Again, the reform measures should he
internal to the system and need not wait for formal inquiry
through commissions/committees or for Prescriptions from
external sources. Irrespective of whether the reform measuras
arise out of internal OF external inducement, their pace shouid
net be so fast or so radical as to destabilize the existing
administrative system. Thesa should also take into account the
economic and social policiss adopred by the Government.

Keeping the above perspective in view, both short and long term
measures need to be identified and implemented. Short term
measures are nesded to stabilize the public service so that
basic systems continus to cperate aeffectively for public
welfare and an adequate senior management cadre is in placae.
Long term measures are needed for those areas where more
information and data are needed before making any
recommendations. Suggested areas of long term measures are
shown at annex-I.

Short Term Measures

The short term measures for initiating the stabilization
process of the public service may include the following set of
principles_:
- EBquality of Opportunities for Recruitment and Promotien
Without Sacrificing Merit
- Creating Incentives For Achieving Pre-determined
Standards of Performance
- Improving Efficiency Through Pinancial Management.
- Greater Accountability And Tranaparency
- Strengthening Human Rezcurce
- Combating Corruption
- Linkages with other Rer:-. Stadies
All the above Principles are discussed in the light of past
and present experiences-with a suggested course of action for
the future. — )

xvi



el VL L L

SULLNry of Recommendations

Section-1

Merit-based Publie Service

€ variocus forp.

o From 1954, tj cf gucta system rce
rationalised in line with the = “rrmendations.mace By the
PSC. (Para 1.35,8/13)

o The current rule of relaxation and exemptions in regaxd

Lo the promotion examination Ffor the senior scale :in
variocus cadres be abolished Lo include ‘only tharze
consecutive ©Obbortunities to compete in the bromoticn
examination. Those failing to Pass the examinacior :
accordance with the above requirement be given the opc
Lo retire by relaxing the conditions laiqg down in
Public Service Retirement Act, 1974 as amended from <
Co time. (Para 1.36, p/13)

o] The Juestion of quota reservation  systanm =oh g
Secretariac Posts of ang above the rank of Depizy
Secre:ary be examined with the requirement that enzxzy
into such POsts be restricted to the level of Cepuzy
Secrecary throuch an eéXamiration to be conducted By &=
PSC. (Para 1.37, P/13)

En 18to e o, B, L . .
: gotggé Decuty Secretaries with ﬁﬁf;ﬁ?ﬁ{ﬂ.éi fﬁ::h;-
a&ny particular year, there_are more vacancies g X8
number of successful candidates, recruitment Srly
level may ke made through an appropriate :Efgy s
£ill up the resultant vacancies. This opporfiy pcsts
available to cfficers of all cadres hel
Grade V and above. (Para 1.38, P/13)

et g :
Yoo o

Gender Dimension in Public Service
by the psc i,
o The quota reallocation récommer ced  apnqg implemen
Annual Repgcrt of 1891 be 2 4raz 1.41,p/14)
effective Zrom January 1994,
.on

Principles And Criteria For Pr .
4X¥ation of gradation list :e

5 All pending cases of “€-bound frame. Establishmen-
finalised within = -Clon with othe;s set appPreprigra
Ministry may in cor its ;mp;ementatzon. Escablishme::
time-frame and e- id, Within a Teascnable L-me-frame
Ministry itsel” -ion llst’of officers of the rank o=
complete the <nd above.\Para 1.44, P/15)

Deputy Secr
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All gradation lists, after their finalisation, should
be periodically updated by the concerned
Ministry/Division. (Para 1.45,P/15)

Some kind of uniformity in case of time frame of ACR
for consideration in the promoticn’ committee should be
maintained and decision-making criteria be made
transparent. (Para 1.47, P/15)

The time-frame which should cperate as a bar in cases
of major/minor penalties unless otherwise specified in
che verdict in a disciplinary case, should be specified
by executive order and made transparent. (Para 1.48,
2/16)

In the interest of promoting efficiency culture (a)
steps be taken to take action, as appropriste, against
those considered to be inefficient and (b) expand the
definition of inefficiency to include failure to qualify
in the promction examinations as prescribed by the
Government in line with rules framed for cre purpose.
(Paxa 1.50, P/16)

Ministry of Establishment will advise all
Ministries/Divisions and chief executives of
departments/statutory bodies to take an cbjective view in
writing ACRs. (Para 1.54, P/17)

Fer officers rated above the level "Gocd", a separate
staiement showing concrete evidence of why it is so
should be furnished along with the ACR. Otherwise such
rating shall not be accapted. (Para 1.54, B/18)

A task force  be  appointed to  make suicable
sugcestions o redesign ACR forms in appropriate
cases/positions. (Para 1.55, £/18)

Other Dimensions of Merit

o

Members of some cadres can move on to grade VIII after
completing cne year service which is a special
cispensation, its rationale needs to be reviewed to make
it ccnform to a merit-based civil service system. (Para
1.58, P/18)

Section-II

Incentive Within the Core Government System

<

A task force be constituted by the Ministry of Home
Affairs to review the working of the present standards of
performance of the Police Officials and provide
guicdelines for effective monitoring and follow-up. The
guidelines may also include a review of the existing
system of incentives and the quality of implementation.
{Para 2.15,Pp/23)
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The performance standard mechanicn be reviewed and
Strengthened to create the der ced impact on the
efficiency of . the Deputy 'issioner and the
Magistrates. (Para 2.18, P/24)

New Initiatives for Performance Stand. dg

o

Guidelirnes be devised by the relevant
Ministries/Divisions to 1ink standards of performance to
a reward and penalty system mcre or less on the lines
adopted by PDB. (Para 2.21, p/25)

Other Ministries/Divisions and Departments

The Ministry of Education be asked to work out detailed
guidelines linking payment cf subvention to performance
in order to improve quality and extend the same
principles to cther areas such as grant in aid. In
respect of the institutions wielly financed by the
government, specific criteria for performance for the
institution in general and a reward and punishment system
for the Leaching staff should also be introduced. For the
inspectingandsuparvisorystaff,appropriataperformance
criteria should also be enforced. (Para 2.24,P/26)

Health and Family Welfare

A Task Force be censtituted to set standards of
perfcrmance in health and family welfare public sector
institutions. Cnce this is done, it should be regularly
monitored and linked to a system of reward and
punishments. If possible some kind of "Patient’s Charter"
should be designed. (Para 2.29, F/jz27)

Telephone and Telegraph

The standards of performance set be regularly monitored
for their strict enforcement . (Para 2.30, P/28)

Post Office

Immediate steps be taken to set standards of
perfqrmance for the Post Offices to improve delivery and
quality of service. (Para 2.321, PY/2R)

Accountant Geperal’s Offica

A task force be constituted to set standards of
performance for the AG's office in order to improve the
poor gquality cf service. (Para 2.32, P/28)

Efficiency Unit

An efficiency unit be installed in the Cabinet
Division to monitor on an overall basis the level cf
achievement of the standards of performance set (Para
2.34, P/29)



The pre-determined standards of _performance for

the

o
Ministries/Divisions and their attached offices n:
be made transparent for the citizens who have a rig Co
know these standards. (Para 2.38, P/30)

Section-III

Improving Efficiency Through Pinancial Management

o]

A set of sector-based criteria be designed to ensure
that O&sM phase of a project entails least cost and
further that where feasible, the O&M cost is justified by
the revenue-earning capacity of the project. (Para 3.23,

BP/38)

Large departments/parastatal bodies will print their
annual shopping lists and make it available for sale to
‘nterested suppliers. (Para 3.33, P/39)

(tied sources of

In appropriate cases, such purchases
made by

funding which are anti-competition) should be
the government’s own funds. (Para 3.35, P/39)

In the selection (making specifications and determining
technical responsiveness), the executing agencies should
exercise due care and caution, fairness and objectivity
and conform to the terms and conditions of tender as well
as the relevant procurement guidelines . (Para 3.35, B/39)

The non-cora services in  each executing agency,
Ministries/Divisions be identified for opening up these
areas to competition wherever possible. (Para 3.36, P/39)

Efforts be made to make maximum use of market and price
mechanism even inside the public sector to maximise
efficiency and economy and above all protect the
consumers who pay for the services rendered by the
executive units of government such as tele-
communications, power etc. (Para 3.39, P/40)

be taken to update the existing
the light of present day needs
b-delegations down the line.

Immediate steps
delegation of authority in
and ensure appropriate su
(Para 3.44, P/41)

Prior to finalisation of revenue budget by the executing
agencies detailed and in-depth scrutiny be made at a
sufficiently high level (not below the Secretary) of the
concerned Ministry/Division. It is further recommended
that the expenditure process of the approved budget of
the executing agencies be reviewed quarterly by the
relevant Ministries/Divisions to ensure adherence to the

approved budget. (Para 3.47, P/42)

Section-IVv
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Strengthening Human Resources
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Number of Persons Trained in FY’91

PATC should undertake annual review of the training
imparted during a particular year in the form of a
performance evaluation report. The task of such
assessment may be contracted out to the private sector
institutions on a sector by sector basis and then

consolidated by the appropriate agency of the government.
(Para 5.8, P/61) :

Recponsibility For Training

The Ministry of Establishment should concentratz on
designing policy and on monitoring of policies inclu-
ding maintenance of a data bank of training so that it
can use the same in career development plan and personnel
peolicy. (Para 5.10, P/61)

Poreign Training

The Ministry of Establishment should maintain uptodate
data on training and use the same in career development

plan, placement of officers and other related matters.
(Para 5.14, P/62)

The government may also consider, as part of the
policy, to increase the share of women in foreign
training. (Fara 5.18, P/65)

For implementing the policy of increasing proficiency. in
English language test as a compulsory item in the
training institutions of the country, appropriate
technical assistance may be lined up. (Para 5.21, P/65)

Project-based Foreign Training

Short term training facilities which are project-based
be left out of the purview of the Sub-committee of the
Natiomnal Training Council. (Para 5.24, P/66)

The Need for Further Review of The Training Policy

Steps be taken to revise the August 18, 1993 order of the
Ministry of Establishment and make it consistent with the
guicelines approved by the ECNEC (Para 5.27, P/67)

Towards a.Need-kased Training Programme

Technical Assistunce be sought from appropriate sources
to design a neec-based training programme. Such programme
should, inter alia, address issues like attitudinal
change in the public service soc as to make it consistent
with the working of a democratic government. Indeed, it
need not, and must not, be limited to public service
alone but to all those functions who have or are expected
to have a say in policies relating to development and
admipistration. (Para 5.28, P/67)

TR

Short Term Measures

i.

14

dads

iv;

vaii.

il

.should be advertised and persons with

Training institutes should not be made the d\g.mping
grounds for unsuitable civil servants. Unsuitable
civil servants should be subject ‘to other
disciplinary measures as provided under the law. If
suitable civil servants are not available, tl;e posts
the best
qualifications should be brought in from outside o
a fixed tenure basis. Only competent and committed
persons should be made trainers. (Para 5.30, P/68)

' The National Training Council should be activated.

Its size should be reduced and it must meet atleast
once a month. (Para 5.30,P/68)

Trainers must be given adequate incentives ]?or_h-
monetary and otherwise (i.e. in terms of promotion,
training abroad, etc.). (Para 5.30,P/68)

‘'The two most important training for the present

should be (a) the first after-entry in-service
training and (b) TOT Training should has a high dose
of practical inputs, and case studies should be
developed for imparting training. The first after-
entry in-service training should be
institutionalised in the form of an MA/Post-traduate
diploma offered from a University. (Para 5.30,P/68)

Foreign training facilities accepted by the
government must be fully utilised  arnd
responsibilities must be fixed for non-utilisation.
Trainers and those with the best records in internal
training should be given the top priority in foreign
training. (Para 5.30,P/68

Training must be integrated with posting and career
development. (Para 5.30,PB/693)

In all
programmes,
local trainers.

foreign aided in-country training
there must be a considerable number of
(Para 5.30,P/69)

In all training programmes-short, medium or lgng-

functional English, computer literacy and modern
office equipment use must be introduced. (Para
5.30,P/69)

Training needs must be carefully assessed before
imparting training, and all training and trainer
performance must be evaluated and acted upon. (Para
5.30, P/69)



Section-VI

Combatting Cogruption

o

0

The set of remedial measures proposed in the Task Force
Report be reviewed for their acceptance by the
government. (Para 6.9,P/74)

Immediate steps be taken to update and print the Anti-
Corruption laws and rules in an updated form. (Para &.13
P/75)

The Anti-Corruptien Council be revived to scrutinize
all cases against senicr public servants only. (Para
6§.21, P/77) ;

Increase the number of prosecuting staff (special public
prosecutors) to be appointed strictly in accordance with
the provisions of the LR Manual. (Para 6.27,P/79)

Make full use of the Bureau’s own investigators as
prosecutors where necessary. (Para 6.27,B/79)

Appoint more Special Judges for appropriate length of
time to clear the pending cases. (Para 6.27,P/79)

Organize special drive for clearing the backlog of cases
pending in the courts of magistrates. (Para 6.27, P/79)

The system of monthly monitoring of the Bureau be
brought back into use and further that the progress and
performance of che Bureau be reviewed on a quarterly
basis by the Anti-Corruption Council as and when it is
revived . (Para 6.28, P/79)

Modernization and Logistic Facilities

Tmmediate steps be taken to upgrade the logistic and other
facilities such as computers etc. in the Bureau. (Para
5.30, P/BO)

Relating to corruption, on the long term basis,the
Government may consider appointment of a full time
commission headed by a Judge of the High Court with
appropriate membership of persons qualified to advise on
such issues. (Para 6.31, P/80)

The Administrative Context

A Task Force be constituted to review the working of
the Government Servants (Conduct) Rules, 1973 and suggest
measures for their enforcement including revision and
amendments where necessary. (Para 6.36, P/81)

The question of application of the relevant law in
appropriate cases, as and when the situation so demands,
should be considered by the Government. (Para 6.37, P/81)

Commerci
cial Employment After Retirement

&) The conditic
idition of two
after retireme years ban on commerci
Conuct Dul:}.nt be made part of the G rcial employment
: Rules. (Para 6.40, D/82) overnment Servant
o Instead of existj
8X1sting thre /
set of rules : e sets (CSR, FR
applicable tsé:ifrlnted in a consolidagzgi?if) s
government servants (Paracgm4ind made
PR . ¥ <41, P/83)
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o
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€.44,P/83)
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EXECUTIVE SUMMARY

Ry ¥ economic activities at the micro-level. Bangladesh

- Bangladesh has ai enomous amount to be will be a different country as it enters the 21st
proud of.  Its outstanding performance in . Century.  This is not a matter of choice. The
wreas (Box 1) would make B angladesh an envy ofa internal pressures from a rapidly growing, and more
laize number of developing countries. But this IS demanding, population will fuse with the external
looki.« +t Bangladesh from ﬂ?e e ,e"d of the pressures, from a much more ‘competitive global
telescope.  Most people remain mired in poverty economic environment, to create neiy ‘opportunities -
and Incomcs ¢ prowing very slowly. For the vast and new demands. The public sector, as presently

maj_cgﬁg’- of the weople, bypassed by much of the constituted, will not be able to copc.’] L
T

economic growth and unable to gain access to basic
services, current trends hold out little hope of a

) Governments  all over the world are
brighter future. painfully coming to terms with a new era. The
dizzying pace of political and technological change

& Bangladesh is a country with considerable and fast-moving globalized markets, are posing
potential that is trapped in a low growth cycle. fundamental guestions about the role of the
‘here s now clear worldwide evidence on the | Government and how it can lead nations to respond
wgnificant and  positive  correlation between to changing circumstances — a world of much
¢ificiency of public institutions and economic | oreater uncerainty where the relationships and
growth. It is also becoming i ingly clear that | palances between government, the private sector and
the inability of Bangladesh to get out of the low non-governmental orgarizations, arc rapidly being
growth irap is largely due to the weak rencgotiated and where government’s performance js

_me.Icm.cntation capacity and inefficiencies of public being held t6 much higher standards by economic
wstitutions, the government’s inability to Plan and | agents  All these issues apply with particular force
manage key reforms, and its predilection to manage to Bangladesh.

\\ .3

 Boxl Go'vcmmeptf Its>S:ci;_l{c; Card

rovernment has réasons to be proud, but deep-seated institutional problems seriously andermine its performance.

f'éngbli,ué self ;:_s_uﬁ"xc_i@n Y In rice; ‘r:duc't‘ign of po_pﬁl,a'ﬁén 'gr'p\nhi f
oliment; fiscal 5stabjliz_q§jon; and rapid growth of garment exports, -

0o pervasive; highly c ntralized, bIV_eriybti;é:i’u'_criati'c‘,i tao discretiéxia’_’r’y'in'.' &,

s, Hot anly is access to gavernment provided
TVice is also poor. In almost ali-areas, services. SE

the private sector. © - A AR
icials are unzesponsive and oblivious 1o cost of
action with public agencies: thirds of exporter s

gencies and, on average, exporters spen 7% of sales -t expedite -
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While the Public Sector has its pockets of
excellence, collectively its performance leaves a
lot to be desired. A quantum leap in efficiency
and effectiveness of the government is needed if
Bangladesh has to accelerate and sustain growth,
reduce poverty, anticipate the opportunities and
challenges of the future, and enable its
enierprising citizens and private sector to realize

their Dl -potential and compete in a fiercely -

competitive global markets. The purpose of this
Report is to sketch a road map, and identify a menu
of options/choices and building blocks, for
establishing an efficient and effective government.

ased on the experience of successful initiatives in

angladesh, and taking into account experience of
reforming and high performing countries, a
paradigm shift in the quality of, and access to, core
‘unctions of government and essential services
would require coordinated initiatives at:

¢ Redefining the frontiers of Public Sector and
focusing its energies and resources to core
functions, which only government can provide,
and programs (e.g. poverty alleviation) which
are not being adequately provided by others.] A
government which is overextended, like€™the
Goverminent of Bangladesh, cannot be efficient,
Redefining would involve rightsizing of centra
government , on one hand, while enlarging the
space for Non-Governmental Organizations
(NGOs), local governments and the private
sector on the other handy Bangladesh is rich mn
NGOs -- many world i¥nowned -- and it has an
-entreprencurial private sector, both remain

underutilized. NGOs have tremendous potential
for enhancing the quantity and quality of
delivering social sector services, while tapping
the energies of the private sector would
accelerate growth.

VEnhanuno the level and nature of

- accountabihty and responsiveness of public
‘agencies to citizens. A government and public
institutions which are accountable to their
“owners’, ie., parliament, citizens and
consumers, work better.

» Streamlining the regulations, laws .and
processes through which government interacts

and regulates the citizens and private sector.
The level and extent of transparency, faimess
and automaticity of the legal and regulatory
institutions, policies and practices, have a major
bearing on the efficiency of government.

e Overhauling the rules and processes by which
government conducts its policy and decision
making functions. Sound policy formulation, its
effective implementation and speedy and
transparent decision making, are hallmarks of an
efficient government.

» Maintaining an efficient, committed and
professional public servant, without which
government can neither be efficient nor
responsive.

1. REDEFINING THE FRONTIERS OF PUBLIC SECTOR

Since independence, the size of Government has
virtually doubled in terms of ministries, departments
and officials The number of ministries in
Bangladesh (35), is large compared with other
countries such as Malaysia (24), South Korea (25),
and Thailand (14). Though all bureaucracies change
in response to changing priorities, in Bangladesh the
changes have been, regrettably, unidirectional, The .
" usuial practice has been to create a new mxmstry,
division or dcpartmcnt But what is absent, is

— e g e P .--»-»-»—‘--.

e
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concomitant shedding of some lower priority
responsibilitiecs or any attempt to eliminate
redundancy.

In most countries, disputes over the frontiers
of the state are generally fought within the gray area
of 'quasi-public’ goods — education, health or
raitways — where investment bears_dividends_for
the country as a whole, yet the bencﬁts accrug, often

unequally, to individuals. In Bangladesh, however,
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the Government performs, not just the core functions
of a state -- national defense, law and order, judicia!'
system, etc. -= but virtually all of the gray area. It

then encroaches significantly into~ putely " private

territory.  Indeed, most citizens believe that the _
Government is doing too many commercial
surctions that others can do better, and too little

-in viantity and quality— of what it should be
doing iavre, i, poverty alieviation , rural

dnfrastyuctice, ete. It is overextended- with

attendant regulatory intrusiveness, inefficient in
most of its activities and has too many people
doing too little but more often obstructing
initiative  without any penalty for delayed
decisions. It accounts for almost two-thirds of
formal sector GDP, its tentacles are spread all
over through di¥eédi™ intervention and/or
sverbearing and discretionary regulations, and its
r=ficiency affects the entire economy.

The staffing cost of government, about
4.5% of GDP, is in line with other comparator
countries at similar economic development The
stafiing cost of government, about 4.5% of

GDY, is in line with other comparator countries
at tmilar economic development levels.
Howe‘zer, this “reasonable” cost to the
taxpaye should not be taken as a source of
comfort. What matters is the value the taxpayer .
receives axd their perception of ‘big” government.
Korean antSingaporean governments-costs (as % of
GDP) thel citizens about as much as the
Bangladesh overnment, but the | efficiency and
quality of thse gevernments is far superior to
Bangladesh.

As In mog countries, governments in
Bangladesh use one or more of the following
rationale to expaid its vings -- failure of market to
provide the servic:, publr interes:. strategic reason
and  social/lequiy  consgeration. Several
departruents/progrims  were reviewea to examine
whether they wer: justified « groun! of these
rationales (Box 2); few passed the test Sih‘ilarly, if
the country's 154 commercial Puslic enteprises
were judged agains: the conventional mtionales for
public ownership, few would gualify to revaain in the
public domain. ‘

|
]

Box 2. Value for money: The constitutional right of every taxyayer and consumer

s F ew govenur. ¢ departments or programs face the discipline of the market. So their legitimacy needs to be established
by othei medns, - One mechanism is the Velue-For-Money (VFM) analysis. This asks a nunber of hard questions. . What valuc

does the taxpayer get for supporting the department or program, and what value docs the client get? Is its’ function needed atall? -
" not; it should be abolished. If (i function must continue, does it need to remain & Govemnent responsibilily? - If not, it should |
“¢ privatized:: [f the Government need= ¢o remain in-charge, -could the function nevertheless be wideriaken: better by a-privae |
+“otof frmi? IF so, it should be contracicd 5.t “If it cannot be contracted out, could it be done differently? “Finally, can the service
© provided il a Jess costly way?” All governinsnt agencies and pro,
OB departiments whose need is questioii.* e, o which offer poor value for money. ) ;
operative. ' OC exists ta promote, register, regulate and supervise cooperatives,
k. 270 million annually, - With over 133,000 cooperatives, it might
5. Unfortunately, most of the ‘cooperatives Are i “d dysfunctional state. - Hence  the. question of what this
s staff ; ceomiplishes must be‘asked. Since NGOs have had immense success in group and social mebilization, the scope
size of continued government support for the cooperative movement needs to ‘be fundamenially reassessed. Registration of

£ "Théi;;'_D_équt'ment of Cdbpera(ives (DUC) - The

: part ent has a stall o[ 4,700 and costs.the tuxpayer Tk,

Cii ’reat

C‘?Qﬁ’?@_, ©s, for example, could be.done by mail.  Regulation could be supcrvised by a small and highly. professional unit who
c"»“‘d‘?l“““ﬁ_Wprlg-éut:td:cput_'abl_cvﬁﬁns of charfered accountants. - e Ay ' et L RO e

Ver, there is no evidence that it has had any significant

o~ | S

te

involvedin mi

easily divested to the successful Poverty Foundation (PKSF),

offices at an annual cost {o the taxpayer of Tk

graims should be subject to these questions. ‘Listed below are’a

The Bu?‘eau of Manpower Eriploymen: ‘and Training — The Bureau of Manpower Employment and Training employs

1N 4 nt impact. Most workers have received training on their own. Andiitis
by 5o means ¢ ear that manpower exports would have been lower had the Department not existed. =~ . . A
Bangladesh Rural Development Board This seeks to help landiess and marginal farmers through programs of credit,
Keting At the end of 1992, total curulative investment in the BRDB was around Tk. 13.3 bilfion, with Toans
8.6 billion. The loan recovery rate for crops was about 77 percent, and for equipment about 20 percent. - The
le for the BRDB is that of promoting social equity. But given the dramatic growih of NGOs, particularly those
ero-credit schemes, it i5 doubtfui whether this role is as vita] as it used to be. BRDB’s credit functions could be

84 million, _Iis main goal is trainiig manpower for export.

.8_
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The Government has long been aware ofme

deteriorafion in the quality and reach of basic public

“services. With the assistance of the private sector,
and NGOs, it has been experimenting with
alternative forms of delivery -- many with great
success. These include, among others: programs
implemented by the Local Government Engineering
Department; government financed primary and non-
formal education program implemented by a large
NGO (BRAC), Expanded Program for
Immunization implemented by local government
(LGs); Rural Electrification Program implemented
through rural cooperatives; and financing of micro-
credit NGOs by the Poverty Foundation (PKSF).

Decentralization, accountability, community
participation, partnership with NGOs were key
ingredients of these successful initiatives (Box 3).

The above examples point to the need for a
*critical scrutiny of departments and programs, re-
evaluation of their rationale and assessment of
Value-for-Money to the taxpayer/user, with a view
to refocus the energies of government to needs of
the present and challenges of the future. Four

nterrelated initiatives would be needed to redefine
Lhc role of government and proactively promote
alternative institutions to enable them to fill the
space created by this role redefinition.

¢ Rightsizing and Downsizing Government.

Enhancing Role of NGOs.

Nurturing Local Governments.

Promoting the Private Sector.

o

one beneﬁ;s tr§n1 ,fﬁclency
ction; they hold vi
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nghtsmng Government

Reforming countries have used differing
institutional models for engepdering, conceptualizing
and managing the rightsizing issue. In the US, the
Gore Commission formulated and spearhead
ceforms. In the UK, the Efficiency Unit in the PM’s
office, togeticr with the Treasury, played a crucial
role, while m Canada, a full fledged Cabinet
Minister for Public Sector reforms provided the
leadership. In New Zealand, the Treasury took the
leadership role in defining the agenda and
scope/pace  of reforms, within  corntext of
fundamental budgetary reforms. In Malaysia, 2
ane! on Administration Improvements to the Civil
“ervice was established under the Chief Secretary,
i0 act as a think tank for administrative reforms; n
addition, an Administrative Modernization and
Management Planning Unit was established in the
PM’s office to operationalize referms and monitor
implementation. In all countries budget process
and legislative reviews were also critical, besides
strong institutions, in the redefinition of role of
state.

The GOB has already recognized the need to
shrink government and for this purpose established
the Nurun Nabi Reorganization Committee. So fér,
this committee has reviewed 80 departments. But its
impact has been negligible because its terms of
reference are limited, it is part of the executive
branch and it does not have the capacity to
undertake fundamental analyses of rationale. In
addition, GOB has also established an Efficiency
Unit in the PM’s office. lts success will depend on
its staffing and mandate as well as the support it
receives from the PM. Success also depends on
building broad-based public support and developing
suitable  processes/mechanisms  to  generate
awareness and support for change. Notwithstanding
the Unit’s placement in the PM’s office or support
frorp the PM, a bureaucratic unit in the present
environment would fail to muster the broad-based
support necessary for fundamental reforms.
Theref?re, it is recommended that a new
Commission — National Commission for
Reforming Government (NCRG) — be
establi§hed to carry on the work of the NurunNabi
Cormmttc& The Commission would need to be
- independent — comprising parliamentarians, civil

servants and private sector represeatatives,
professionally staffed and must have the capacity to
critically re-evaluate the rationale for each agency,
assess value taxpayers and users are getting for
supporting agency, etc, Public hearings by the
Commission would help generate public support
for reform.

It is envisaged that the Commission would
provide the analytical underpinnings for  the
paradigm shift, and formulate specific proposals and
strategies. It would be the institutional agent for
questioning prevalent ways of doing business,
raising awareness on the need for change and
hamessing public support. The Efficiency Unit
would operationalize the Commission’s work, and
act to speathead change within the Executive
Branch. It would also be responsible for monitoring
the implementation of the reform program. The
Efficiency Unit could also act as 1! - staff scoretariat
to the Commission, providing it with analytical
support, rather than building a separate analytical
capacity within the Commussion itself. It is
important that both the Commission and the Unit be
staffed by high caliber professionals. While political
vision is needed to jump start the reform process,
high caliber institutions are necessary to engender
ard implement reformsTwo areas should be
accorded high priority by the Commission:

o Closing down and streamlining institutions —
Some agencies have now lost their relevance and
persist only through bureaucratic inertia.  Also
with the changing cconomic landscape and new
priorities, ~ the  functions ~ of  many
ministries/agencies need to be looked at afresh.
Thus, for example: the Ministries of Textiles
and Jute will not have much to do when the
state-owned mills have been divested or closed.
As another example, the Department of Prices
and Market Intelligence could be closed and its
residual  responsibilities for monitoring price
changes transferred to the Bangladesh Bureau of
Statistics. A critical review of many agencies
will suggest that many could be made smaller.
For example, the functions of the Bangladesh
Rural Development Board and Department of
Cooperatives are not only overlapping, but also
redundant in many cases keeping in mind the
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successful provision of similar services by
NGOs.

Unbundling and contracting-out activities —
Many agencies undertake activities which can be
better performed by the private sector; in a Jarge
number of cases, policy making and operations
»re combined. Unbundling this would reduce the
adiwieictrative  burden and improve  service
delivery, since ministries” (which would be
funding ¢:h:2; institutions for services) would be
m a much better position to demand higher
standards. The Miuistry of Communications, for
example, could divest itself of the Road
Transport Corporation, and shift the emphasis
of its Road Transport Division away from
construction -and towards the supervision of
outside contractors. For many activities, there
now exists potential for contracting-out to
NGOs and private agents. This has been
successfully tried out in cases of non-formal
education, water and sanitation and construction
of health centers.

Over the medium term Legislative
Mechanisms to control future growth in
government employment also warrant serious
consideration. Better managed developed countries
and some NICs have been able to curtail the
absolute growth in gcvernment by legislating an
absolute cap on government, which forces
reduction in lesser priority activities when new,
ngher  priority  activities cmerge. Another
‘echanism is ‘Sunset laws’ which slough off the

solete by setting time limits on the operation of
i zrams unless they are reauthor by the
pariiziment.

zed

Enhancing the role of NGOs.

Bangladesh is extraordinarily rich in NGOs
working in a wide range of development fields; many
are internationally recognized. In order to fully
utilize their potential and strengthen the effectiveness
of their activities, the following measures should be
considered:

e Streamlining the NGO registration and
approval process, and devolving many of these
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functions to ADAB -- the apex association.of
NGOs.

GOB-NGQ  Consultative
a more proactive

dissemination  of
and improve

Q
enable

Establishing
Council to
consultation,  enhance
successful NGO programs,
accountability. ‘

Establishing PKSF type institutions for
providing budgetary funds to NGOs for
implementing social sector programs, rural
infrastructure schemes, etc,

Local Governments (LGs) — the untapped
potential.

In Bangladesh, the existing administrative
structure and elected Jocal bodics do reach the
grassroots level and provide the necessary building

 blocks for participatory decentralized administration

and delivery of public services. But this structure
has failed to perform efficiently for two main
rcasons:  excessive centralization of decision-
making; and ineffectual elected local bodies —
characterized by weak administrative capacity, and a
limited financial and human resource base.

Local representative institutions are in a
better position to provide (directly or through
NGOs/private providers), public goods and services

‘whose supply is not scale dependent or likely to

result in externalities. Such a shift in function will,
of course, depend on the success of efforts to
develop a robust system of LGs. The GOB should
consider initiating a program to enhance the role of
LGs in provision of basic public services by:

¢ Consolidating the legal framework for local
government through rationalizing the more than
20 Acts/Ordinances related to LGs.

Developing local government units of an
appropriate size which would need to be larger
than the Upazila Parishad but smaller than
districts to exploit economies of scale while
ensuring that units are not so large as to
preclude wide, direct participation.

o
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*  Restructuring LG funding arrangements
through a system of formula based grants and
greater authority to raise local taxes, together
with mechanisms to ensure fiscal prudence

¢ rometing The Private Sector.

Relzuns between the government and the
pnivate sector nerd to be much more collaborative
than at present, 1.2 2overnment agencies need to be
more sesponsive and expeditious  in resolving
admimistrative bottlenecks faced by the private
sector. In addition, greater coordination is needed
among the dispersed agencies/ministries handling
policy formulation and implementation related to
private sector development. Private sector matters

spread over four ministries --Industry,
Lommerce, Jute and Textiles, and three promotional
agencies -- Board of Investment, Export Promotion
Bureau, and Bangladesh Export Promotion Zone
Authority.  Unf -tunately, they have not been as
effcctive as the Cast Asian counterparts. Their
working culture is not geared to private sector
needs, and their 1 redilection is regulation rather than
promotion. There are many ways in which
sovernments can facilitate or actively promote
orivate enterprise. The East Asian countries, for
sample, have shown the value of strong
vemnment — business interaction and cffective
=blic ~yencies which can help stimulate the private
sceior The following reforms arc overdue:

® Establishing a Prime Ministers Private Sector
Advisory Council - comprising key economic
ministers/secretaries and leading businessmen --
which meets regularly, at least once a month.

* Making the promotional agencies more
accountable,  efficient and responsive, by
involving private sector representation on their
Oversight Boards, establishing  service
standards, hiring professional staff, phasing out
redundant staff {almost two-thirds in case of
Board of Investment), giving agencies greater
autonomy, and removing their regalatory and
control functions,

*  Improving Coordination and Decision Making
within key Ministries, One option that the
Nationa! Commission should review is merging

the Ministries of Commerce, Industry, Textiles
and Jute ints a single Ministry for Private Sector
Promotion -~ which would perform the policy
making role of the four ministries including
oversight of the above noted promotional
agencics, and transferring out all SOEs under
these ministries. This unbundling would have
the added advantage of separating policy making
from managing enterprises.

An important element of promoting private
sector is  Privatizing/Commercializing ~ State-
Owned Enterprises (SOEs). The status quo of
mefficiency, losses and poor quality service. which
adversely affects consumers and private sector, has
to be reversed. The following two options, which
GOB is pursuing half-heartedly, needs to be
accelerated.  First, for enterprises which operate in

- competitive markets and where privately produced

products are available, privatization or, where
necessary, closure would benefit taxpayers and
consumers. Pending privatization, which should ‘be
accelerated, the administrative and opcrational
oversight of these SOEs should be taken out of line
ministries, as recommended above: this role could be
fully devolved to the respective holding corporations,
with the AB Wing in the Finance Division providing
fmancial oversight.  Second, in the case of
enterprises which cperate in  monopolistic non-
contestable markets, such as the Power Development
Board or the Dhaka Electricity Supply Authority,
experience from Bangladesh (c.g. PBSs, PKSF) and
other countries suggests that efficiency and customer
service can only be enhanced through: competition,
hard budgets, independent boards, professional
management, performance-based incentive systems,
and changes in the institutional relationship between
the enterprises and government. In Bangladesh, the
PKSF offers a very good example of public
enterprise  governance  structure. It s
recommended that this be extended to all SOEs.

S
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II. ENHANCING ACCOUNTABILITY AND RESPONSIVENESS OF GOVERN MENT

A major problem throughout Bangladesh's
public sector is not only lack of accountability, but
also the nature of accountability. The chain of
- -countability stretching from the Parliament to the
Cios TV employee is weak and fuzzy; many of the
links Lz been severed, resulting in the inability to
eaforce financial contracts, stop theft in public
enterprises, or hold officials accountable for
improper or delayed Judgment.  The budgetary
Teview process and management is also weak and
meffective as a tool for enhancing efficiency and
cost-effectiveness. In general, GOB agencies are
subject to weak financial controis, are not seriously
scrutinized during the budget process or by the
legislature, and are not subject to the financial
discipline of the market place. Above all, they are
unresponsive to people's needs, and citizens lack any
effective means of obtaining redress when officials
abuse their power. Actions need to be taken on the
followiAg six fronts:

Acgountability of Government to Parliament
A=

Parliamentary accountability is the bedrock
of good governance in a democratic  system.
However, parliamentary accountability has not
worked weli in Bangladesh. There are a number of
problems. Some relate to the heavy weighting of
power in favor of the Executive — z problem shared
by the oldest parliamentary democracies — while
others are caused by the non-observance of standard
parliamentary  norms and procedures and weak
capacity. It is vital for good govemnance that
Parliament become more prominent in national life,
thereby increasing its effectiveness, It is
recommended that a bipartisan Parliamentary
Task Force be established to formulate a program
for  strengthening parliamentary accountability,
which would need to include among others, the
following measures:

Providing MPs with adequate office and
researck facilities. This  would involve
properly-equipped offices, paid research staff,
and greatly improving the library and research

facilities. This could also include establishing
permanent Legislative support and oversight
agencies like the Congressional Budget Office
and the Gereral Accounting Office, in the
United States. '

» Establishing the time-tested parliamentary
praclice of questioning Ministers.

° Strengthening  the system of Standing
Convnittees. The first priority should be to
strengthen the Public Accounts Committee. In
general, strengthening of committees would
wvolve amending the Rules of Procedure of
Parliament to provide due authority (and
Iesources) to committees to effectively undertake
their mandate and scrutinize all legislation
before it is introduced in Parliament.

s Establishing an Ombudsmen’s Office, as
called for in the Constitution.

The Comptroller and Auditor General (CAG)
\*\

—

Crucial to any system of accountability is a
robust and timely mechanism to ensure transparent
financial accountability. CAG does mnot perform
satisfactorily for the following reasons: weak staff
skills (CAG does not have a single chartered
accountant); the use of outmoded concepts and
procedures; dual responsibility of accounting and
auditing; inadequate coverage of reports; and delays
in issuing reports. When the relevant report is
issued years later (delays of five to eight years are
not uncommon), it is difficult to take action in cases
of financial impropriety  or  administrative
negligence. CAG’s shortcomings have a serious
effect on accountability, as Parliament and the
Government must rely on its reports. Government
has started a capacity building program and the
following actions need to be expedited:

® Enhancing the capacity of CAG through
recruiting  professionally ~qualified auditors,
strengthening  its  training programs and
enhancing office support facilities.
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)o:‘.la.»Allowing direct contracting of auditing firms
by the CAG, and government agencies, to enable
it to undertake all statutory audits in a timely
manner. 4

o Inifigting program fo undertake
comprehensive audits to move from procedural
ac cuntability 1o consequential or output-
oreuted accountability.  This’ would mvolve

" T using measores of cost-cffectiveness and value-
for-money audii;. g

o Separating the audis Jrom ‘the accountipg
JSunction to establich the independence and
credibility of the audit.

A ceountability Mechanisms within the Executive
drench ' o

Accountability mechanisms within
ministries, agencies : 1d SOEs are weak, at best, A
major source,  f  this s the'  weak
accountability/ince e framework in the budget
system. In addit.n, a particularfv disconcerting
aspect is poor quality of SOE e«ternal audits,
resulting ﬁorn_ poorly defined scope of audit and the
extremely low fees: for example, these are only
about $2,000 for the central bank and around
51,000 for most SOEs. Operational and financial
‘“countability needs to be greatly improved through
u¢ following measures:

Improving the Budgetary Procegs. The
rermment budget is a central part of the incentive
o which public Sérvants operate  Most

Tef0aming countries have used the budget as an
‘Mportant : policy tool o keep the size of the
sovernment in check and to ensure public sector
efﬁCIFHCy by demanding Value-for-MoneyA In
Bangladesh, while the budget system works wel] for
aggregate controls, none of the essential ingredients
of an efficient budget system exist; it primarily
Serves as an accounting togl depicting receipts and
?XPePdi?ufe I a particylar Year, and does not clearly
Imk individya] Spending programs to specific policy
, ve .Under the present “tules of the game”
?.me. mumstries lack 5 strong incentive to prioritize

while the preparation s 2 manually intensive
exercise, The budget Jacks medium  term
framework, the revenue and development budgets
are prepared separately and exogenously driven, and
the revenue budget is prepared on an incremental
basis; the artificial dichotomy between revenue and
development budget makes it difficult to achieve the
overall allozational efficiency of resources.

The GOB realizes the weaknesses of the -
budgetary process, and in 1993 mitiated a technical
assistance program -- Reforms in Budgeting and
Expenditure Control (RIBEC). The RIBEC is
expected to bring about some reforms in the areas
of reporting and presentation  of government
accounts, computengauog@ﬁgdade\&;ﬂmeﬂt ofa

“financial information” system. However, long term

structural reforms of the GOB’s budget system will
have to be made to fully utiiize the budget as a lever
of change so that Bangladesh gets itself endowed
with a good budget system. Fundamental reforms
would  require changes in  the institutional
arrangements (ic., rules, norms, procedures) in the
budget process that atfect incentives governing
ailocation and use of resources. Bangladesh would
benefit from reviewing the experience of New
Zealand, Australia, Malawi, and South Africa in this
regard.  As practiced by these Countries, a phased
and evolutionary approach is proposed to limit new
imtiatives in  order to avoid overloading the
implementation capacity and to ensnre that RIBEC
reforms are implemented. Against this background,
only a few new initiatives are proposed for
implementation, over the medium term, which are
absolutely essential to reinforce the work of the
Naiional Commission and the Efficiency Unit, and
which would form part of any long temm

fundamental reforms PR T P i

° Establishing a Budget Analysis Uniy (BAU) in
the Budget Wing of the MOF to be staffed by a
core group of professional €conomists and
financial analysts. The BAU, by replacing the
existing budget officers, would become the
mamsiream arm in government to regularly
review/scrutinize Incoming budget requests from
the Ministries/Departments and  undertake
broader review of public expenditures 1o
cvaluate appropriateness of expenditures and
make recommendations on allocations.



. Revising Project Proforma Formats used for
thepublic investment * review and approval
process, to sensitize and force agencies to think
about alternative ways of delivering services and
conducting business. It is proposed that a
standard set of questions be added to the Project
Proforma format to ensure that alternatives are
indeed seriously - reviewed by both donors and

govermant  agencies. While ~ this
standardiz: ion of “market testing” the prevalent
approach could degenerate into
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Evaluti,
strengher, ¢
10 imr eas\-ts
policy impk

e lfnpl_exnentation - Monitoring ang

Division (OMED) needs 1o be
0 perform its current tasks ‘better, and
cffectiveness in assessing overal]
Mation. Some of the more important

meaures inc,_,

---routine/standardized responses, putting agencies -

on the spot and raising awareness of these
1ssues, is an important frst step.

©  Improving “User Friendiiness” of the budget
document by improving  and enhancing
presentation of economic data. This would
ctihance the quality of public debate.

Once these reforms take root and adequate
mstitutional and informational capacity is in place,
long term structural reforms, like those undertaken
in New Zealand, should be initiated to closely link
allocations to outcomes, strategic priorities, and
medium-termn framework. Reforms in this phase
would compris=, among others, the following:

®  Establishing lir::: between budget allocation
and outputs/outcernics  As a first step each
ministry/agency  shouid  indicate  jts key
objectives, performance taigets and prior year
achievements in the budget/AD? document The
Vinistry of Finance already does it.  Other
Ministries and agencies should also b required
2 do so. Agencies, with the heip of the
Efficiency Unit, should be able to establish
simple and measurable indicators of efficiency
(e.g., cost per unit of output) and effectiveness
(8., project outcome) without the need for
extensive studies.

*  Formulating and Presenting Budget in q
Medium Term Revenue and Expenditure
Framework. This would strengthen and make
more transparent the linkage between budget and
macro-economic  objectives, Impose  greater
policy making discipline and highlight the
resource availability for new programs/projects.

Relocating ¢,
- Streng i
Prime Mirst:” ;”S'fhened IMED in e

Al ice. :
systemic ~ imp. e b Agel;lqes of less
administration _sh. be remo:e: overal]
Prime Miniser's ()-IMED Wg?m the
become the Chief Ex . . WOld then

- Me's main watc: 4,
for monitorirg, and t . =

Y feedback on t.
performance of the e ., 5 of T
Government’s  developme. and ks
expenditures and policy imple optation. -

Widening its mandate to also  includc
monitoring of major spending wograms and
policy implementation.  Adequte resources
would have to be provided to de\-lop a multi-
disciplibary team capable of ofiring timely
reviews of major spending programs

Improving its monitoring methds and
reporting formats. This should inclue regular
monitering  of  physical achieements,
contract awards and the systematic ealuation
of completed projects.

In addition, existing mechanisms =g to

be strengthened to enhance ministerial and gency
accountability. These include:

Initiating a program to moderrize Financial
and Managemert Information Systems within
ministries and agencics to monitor finandal znd
physical inputs/outputs, and outcomes.

Improving external audits of SOE;s through
establishing audit guidelines and enhancing
remuneration to external auditors.

Improving Responsiveness to Users.

Customer ~Service - initiatives are long

overdue in Bangladesh and would be very popular
with voters. It would also help the agency to ciiain
feedback on its performance, thereby aiding its

-fe-



efforts to redress consumer complaints.  An
important element of the service standard should be
Tefunds to consumers for poor quality and unreliable
service (e.g., bumt out electrical appliances,
. excessive billing, dead phone lines, etc).
Consumers in Bangladesh must be compensated
for the poor quality of service provided by public
enterprises, particularly when they cannot
exercise consumer choice A good example to
emulate is the Citizen Charter that is required for
cach agency in the UK. Thus, the Charter for the
London Underground commits it to provide a safe,
quick, reliable, and value-for-money service. It
mcludes a refund scheme which entitles customers
to a refund voucher if they have to wait on the
platform for 20 minutes longer than advertised, or
if the tramn in which they are traveling is delayed by
-ore than 15 minutes. The Charter is advertised on
posters at all stations. The Government should
consider medium and long-term measures to improve
responsiveness ta citizens such as:

o Establishing Customer service standards.
Each =2gency should be required to establish
customer standards in a widely dissemmnated
public document representing a contract with
those it scrves.

* Regularly Surveying Customers of public
agencies and utilities as 1o the kind and quality
of services they receive and want.

Enhancing  customer  service and
‘csponsiveness to the citizen should be made a
Ligh priority of the Efficiency Unit in the PMs
o/f:ce. As with Performance Objectives, it is well
within the capacity of Bangladeshi agencies to
cstal?lisb, with assistance of the Efficiency Unit,
service standards (e.g.,, reduction in consumer
complaints; on-time departures; and number of days
for: clearance of goods by Customs, processing
drawba_lc_:k refunds, recording land titles, correcting
excessive bills, providing utility connections, etc.)
without the need for extensive external assistance or
lengthy studies.  The important issue would be to
b that monitoring is not purely on self-reporting
basis and that an independent external agency (e.g.,
Ombu_dsman’s Office) is involved in the oversight
role and in enforcing standards.

..1[-
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Towards Open Government

One of the keys to empowering citizens and
to a more effective government is openness and
transparency. At present, public administration in
Bangladesh is peculiarly opague. Bureaucrats seem -
obsessed with secrecy and are unwilling to divulge.to

“the public any information — however routine or
“inniocuous. . To ‘somie” extent,”"bureaiicrats  can

[égitimately plead that théy are hémimed in by
official restrictions. The Official Secrets Act of
1923 and the Government Servants Conduct Rules
(GSCR) of 1979 bind civil servants to an oath of
secrecy, even forbidding them to pass some official
information to other government departments. Many
governments now have Freedom of Information
Acts. It is recommended that serious
consideration be given to amending the Official
Secrets Act and the GSCR, to encourage and
legitimize the flow of information between the state
and the citizen. Several other measures which are
practiced in a number of countries are also
recommended:

e Announcing a public policy on transparency.

o Establishing a Task Force on Public Sector
Transparency, made up of Independent
members drawn from various professional and
occupational groups to recommend specific
measures for increasing transparency.

e Making, contract evaluation reports available
to public irrespective of the size of contracts.
All bidders should be legally entitled to obtain a
copy of the Evaluation Committee’s Report.

e Publishing the earnings and tax payments of
all elected officials, as reported in tax returns.
Such a measure would not only enhance the
moral Jegitimacy of tax enforcement, but also
increase the pressure on public officials to
correctly report their incomes and comply with
tax laws. )

Enhancing dissemination of information and
reports by regularly making available to the
parliament and media the following: annual and
external audit reports of public enterpriscs,
IMED reports, macro-economic and project
information made available to donors, amount of
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tax exemptions/concessions provided to private
and public sector, and public officials; amount
of free services (e.g. utlhty services, air tickets,
private transportation, etc.) provided to public
officials.

Rooting Out Corruption

Corruption thrives where there is discretion
and monop.i. accountability is weak, and public
servants are poorly paid. These are also the main
causes of public corruption in Bangladesh.
Bangladesh does have an Anti- -Corruption Bureau
(ACB) _but it is largely ineffective and is “publicly
percuved as bemg vindictive — as a vehicle for
“pursuing personal and “political “vendettas.  The
ACB, rather than offering solutiors, seems to have
created a fresh set of problems -- paralysis of
decision making out of fear. Even where ACB
investigates properly, it averages three years to
investigate cases, of which only 15% actually get to
the courts,

Reducing corruption requires measures to
improve opeuness and transparency in government,
dercgulation, irnprovement in civil service

compensation, and  stiff  penalties/
enforcement. As a first step, the following
measures merit consideration:

« Establishing a high powered Task Force,
comprising government officials,
parliamentanians and leading private citizens, to
review the whole gamut of issues related to
corruption and to propose a comprehensive
eradication program.

» Establishing an autonomous Standing
Committee, protected by law, to oversee the
ACB and to authorize investigation of senior
staff in ministries, agencies and corporations,
by a statutory appointed and protected public
prosecutor. This should reduce harassment and
fear of decision making and shield
entreprencurial and decisive public servants.
The Standing Commitice should comprise
Judges, both serving and retired, secretary-level
officials and other respected leading citizens.

2
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I1I. REGULATORY AND LEGAL REFORMS

The Regulatory Maze: Need For Fundamental
Overhaul

The interface between the citizens and the
state is i f"tmarish for the citizen. Whether it is
gefting a | "ort or registering Jand title, obtaining
a buxldmg permit or a utility connection, _getting a
umvcr51ty cemuv \ts or a richshaw license -—-the
citizens have to suffer delays, deal with discretionary
rules #hd unresponsive officials, and above all..often
miake side payments. ' The environment for.business
firms is no different. Most businesses spend a large
amount of their time negotiating a maze of
cgulations which arc ambiguously drafted,
~consistently applied, and generaily haphazard and
contradictory (Box 4).

Bangladesh needs to review and conschidate
regulations. Any such effort would need to comprise
the following elements.

Initiating a comprehensive deregulation
program. This could be achieved by
establishing a Deregulation Commission,
comprising government officials, private sector
interests and technical specialists. The
Dercgulation Commission would néed to work
closely with the National Commission, perhaps
under its ambit, and the Efficiency Unit to
ensure coordination and implementation of its
findings. It would use a process of technical
reviews, including cost-benefit analysis and an
assessment of the costs of implementation and
compliance. It should hold open public hearings
to review, revise, or discard each and every
regulation. Through such a process, Turkey
consolidated 12,000 regulations into a mere 700,
while Brazil revoked 112,000 decrees out of
127,000 decrees.

Ve,

: exampl

poh ""es and pramces suffcr from the fol lowmg <
A partxcularly worriseme feature, whlch grossly undermmes good governance, is that many
“are lefi open and ‘ambiguous.  This represents a misplaced confideitce in the ‘quality and probity of the
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5 Box 4 The Regulatory Regunc An Intncatc and D)scretlonary Weh
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° Estdbiishing a clearing house in the Ministry

of Law, similar to the Office of ‘the  Federal

Register in the USA, to keep track of all
- regulations. As a first step, this office should
prepare  comprehensive documentation which
incorporates, in one place, all laws, regulations,
Statutory Regulatory Orders, and administrative
orders. This document should be updated once a

month.
® Eszab&'shing fransparency and_accoymtability

in the rule making process by mandating that,
©xcept for cmergency situations and criminal
matters, no rule can be promulgated without a
consultative process and . public . hearing,
including printing of draft rules in major
newspapers well in advance of rules being

finalized.

©  Establishing pilot programs to minimize
contact between regulator and regulatee. These
could include: involvement of citizen groups,
NGOs  and  reputable private firms, in
enforcement; relying on pre-shipment inspection
services for custom duty assessment; accepting
income-tax assessments by reputable chartered
accountants; computerizing  and = “de-
personalizing™ tax processing.

* Establishing q regulatory system for the
monopoly sectors which encourages private
sector entry into  these areas, heightens
competition, and develops processes and rules
which balance the interests of producers and
consumers.

!'te Legal Impasse

The laws and judicial system of Bangladesh
neither meet the needs of citizens nor create an
environment conducive to transactional efficiency.
Legislation s poorly designed and outdated,
procedures are cumbersome, the superior judiciary
does little monitoring, court facilities are inadequate,
and there are too few well-trained Jjudges and law
officers. All of this causes inordinate delays in legal
verdicts. Indeed, decades can pass in expensive and
time-consuming litigation over minor and relatively
simple cases.  Public faith in the courts is
understandably low. Major reforms of the
judicial system are necessary to meet the
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demands of 2 modern economy. The most critig,
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clements of legal reform are:

Activating the Law Reform Commission.

Enhancing the speed and capacity of the
courts by improving  case management,
introducing modemn information management
sysiems, upgrading court facilities, and setting
up specialist courts with Judges trained in that
specialty. _

Improvu;g the Judiciary.  Critical elements

would include: procedures for selection of
Judges, training of judicial officials, and
overhauling the compensation package for the
Judges by delinking it from the central
government salary system and restoring it to the
levels prevailing in the 1950s.

Enhancing supervision and monitoring of
lower courts by establishing a permanent unit,
to undertake this task. This unit should be
headed full-time by a retired or in-service
Supreme Court judge and report to the Chief
Justice. In addition, the hugher judiciary should
be made responsibie for promotions/transfers of
lower court judges.

Erhancing the independence of the Judiciary.
The Constitutional provision needs to be fully
implemented, starting with  full financial
independence. The budget management for the
Judiciary should be fully delegated to the Chief
Justice’s office.
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IV. IMPROVING POLICY FORMULATION AND IMPLEMENTATION

In?pro ing  Policy
_Implewr :ntation.

Formulation And

« a smoothly functioning bureaucracy
can only wc = ~ctive when it is carrying out well-
formulated . ;= zioment  policies. Although
Bangladesh has, in rerent years, established some
outstaﬂding, new_ policics — the_ introduction of
VAT, the situation remams far from satisfactory
‘Box 5).

Institutional foundation for effective policy

vulation and implementation needs to be

‘hened. There are a number of ways in which
't be achieved.

Luhancing GOB in-house capacity — The
policy planning and coordination cells in the
ministries urgently need strengthening. A useful
move in this direction would be to merge the
Development Wings in each ministry with the
policy planning units. The Government should
also consider staffing these planning cells in the
xmmstncs with people redeployed from the
“ianning Commission, and reducing the size and
=focusing the role of the latter.

" °ngthening mechanism o monitoring

°y implementation by bringuig it under the
- of IMED.

e Co-opting and Promoting local think tanks
and universities in undertaking policy analysis
and research, and through regular exchange of
staff between government and these institutions.

Expediting g@vcmment’s Decision Making
Process.

) ‘Even if some aspects of government
activity are eliminated, and others passed to the
private sector, to NGOs or to local government, the
workings of the central government must still be
streamlined. At present, the overly bureaucratic
system 1S ill-suited to the needs of a modem
democratic state seeking rapid development.
Enhancing the speed and quality of decision-making
will involve radical changes in process and behavior.
Process changes should be straight-forward, though
in practice these will be difficult because of vested
interests and turf battles. Behavioral changes are
altogether more complex. They include the need to
create appropriate systems of incentives and to
encourage decision-makers to take more risks and
demonstrate an entrepreneurial spirit. The following
are some prionty areas for action;

s Significantly enhancing the financial and
administrative powers of heads of agencies,
departments and project directors for day-to-day
expenditures as well as procurement of civil

. Bas _:__Pu'!),ii_c _l_;'_'ulké_es; Ncg'q__;a;‘ xmp
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works and goods and services. This will avoid
delays incurred due to the necessity of seeking
approval/authorization from ministries.

* Reducing the number of decisions reguiring
the PM's approval to those of systemic
inportance and essential to the functioning of
the Government.

* Eliminating the Cobinet Comynittee on
- Procurement and establishing a permanent
Inter-Ministerial Secretaries Committee
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responsible for approving procurement which

exceeds the authority of line Ministry
ecrefaries.
© Imposing accountability by fixing clear

responsibility on relevant officials for avoidable
delays and cost overruns. Cabinet-level officials
need to focus their attention here, rather than on
participating ir the actual review and approval
of contract awards.

V. IMPROVING HUMAN RESOURCES IN GOVERNMENT

Without improving the quality of people
working for government, no amount of other reforms
will succeed. Highly skilled and motivated staff are
essential, which requires comprehensive reforms in
se folle ing areas: compensation, . professional
skills  development, training, recruitment and
sromotion,

Compensation.

Officer level salaries in Bangladesh have
declined dramatically over the last three decades. In
the 1960s, when public institutions and public
servants were perceived as efficient and effective: it
took an entry level officer the equivalent of six
months salary to buy a car, while now it takes forty
months; senior level (Secretary/Judges) salaries were
close to private sector {(and World Bank!) salaries
and they could build a home in two years salary --
now a similar home would cost twenty years of
salary. At present, public sector salaries as
percentage of private sector salarics, are about 20%
in Bangladesh compared to 110% in Singapore and
70% in Korea; they are madequate to support a
middle class living. As much as policy makers in
Bangladesh would like to believe that they can get
East Asian style efficiency with low salaries - there
is regrettably no such success story.

- People are willing to pay higher price for
good quality; even poor people like borrowers of
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Grameen Bank who pay much higher mterest rates
than borrowers of government banks. If assured of
better quality service, citizens would support better
salaries, and tax increases to finance it. But they
would not 'support substantial increases for the vast
majority of today’s public servants because of the
poor service quality and their unresponsive and
exploitative behavior. A major change in the
salary system should be implemented only when
there is a satisfactory system in place which will
ensure performance $tandards and accountability.
Salary increases must be fully justified.
Moreover, fundamental salary reforms are complex,
require much more in-depth study than undertaken
as part of this report, and need to the closely tied to
fiscal space and goals. Realistically, a major
overhaul will take 5-7 years. In the interim,
compensation needs to be increased selectively for
the thousands of outstanding and highly skilled
public servants, who are ‘Agents of Change’ and
continue to uphold public service despite
overwhelming countervailing forces. Several interim
options, tried out in other countries (e.g. Malaysia),
include:

e Establishing financial awards Jer meritorioys
public service. These awards should go to the
“Agents of Change” -- top 1-2% of performers
_in each ministry or department, and should be
based on performance-related factors such as:

quality of service based on feedback from users,
‘timely ADP implementation, achievements in
revenue collection, or high quality policy
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analysis. The awards should have a substantial
. cash wvalue, 12-18 months salary, to be
meaningful and to enable financing of onc-time
essential capital expenditures such as car
purchase, college education, chiidren’s wedding,
ete,, -- which otherwise have to be made up
through rent seelang, for the most partt. A
comnuttee m each department or rinistry would
select candidates who would be “urther short-

Zhisted by a PM's" committec —— comprising
- govemment servants, leading public figures, and
professional  experts. A transparent

process/criteria and selection by committee, with
outsiders, would minimize abuse.

s Introducing special qualification supplements.
These would go to officials who have obtained
Masters degrees or PhDs from recognized
umversities in OECD countries. Apgain this
should be substantial — for example, 100
percent of basic salary for a Masters degree and
200 percent for a PhD. This would give public
servants an incentive to travel overseas for
traming, even at their own expense, and attract
more highly qualified people into public service.

Establishing cost reduction awards ‘to reward
“10se public servants whose proposals/ideas lead
v climination of waste and cost savings. A
program could be established to
proactively encourage ideas.

special

s Initiating g program to delink salaries of the
Judiciary ond Central Bank from government
salaries.  Compensation in these institutions
need to be established in line with market and
commercial considerations.

Transparent performance and qualification-
based methods of enhancing  compensation
§eleptively are widely practiced, would be politically
justifiable ang feasible, and would not lead to
Pressure for system-wide wage increases, Along
with the above measures, 2 Pay Research Unit
.s-hozfld be established in the Ministry of Finance
to {egqlaixy undertake systematic and comprehensive
Teviews. “As its first task, the unit should undertake
anm-depth Study to formulate a path of adjustment
of civil Service pay which is consistent with fiscal
goals and which over five to seven years could bring

about a paradigm shift in compensation through:
atirition, early retirement, subdued pay increases at
the bottom, and large pay increases at the top paid
for by reduction of lower level staff

Professional Skills Development.

Management of the economy in today’s
complex and inter-dependent world is a daunting -
task for any government. Combined with the
immensely complex and  huge development
challenges facing Bangladesh, nothing short of
Herculean management and technical skills arc
needed. Measures are needed “to enhance
professional standards and skills in the civil
service, and to ensure that competent ana well
trained people staff the Ministries, Agencies and
Departments. The following options could
significantly enhance professional standards:

o Establishing specialized functional groups.
One possible measure, which could address the
skills mismatch issuc and the inter-cadre rivalry,
i the clustering of ministries/agencies into
functional clusters and . establishment of
Specialized Senior Staffing Pool (SSSP) groups
to manage the functional clusters.  These
functional clusters/groups might, for example,
include a macro-economic group, a social sector
gronp, an infrastructure group, an agriculture
and natural resources group, etc.; management
Jobs in ministrics/agencies performing  thesc
functions would be filled from the relevant SSSP
group. Deputy-secretary rank officers from all
cadres would be eligible to join any of the SSSP
groups based on their interest, track record and
the results of a competitive Masters-level tailor-
made examination. Once a person is selected for
any of the SSSP groups, they would stay within
the relevant ministry/agency for the remainder of
their career, becoming Agency
Heads/Secretaries, in due course, if performance
is satisfactory.

° [Initiating a crash overseas training program
to enable each ministry/agency to have, over the
medium term, a critical mass of well trained
senior and middle managers.

Ao
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i:"*‘St"r':_éngrhening “the Training Institutes. An

- important measure would be to make postings to

senior  staff training institutes a career
—— D
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/ VI IMPLEMENTING REFORMS

Moden s

While the need io: ccform of the public
sector may be clear, one of the most difficult
questions is. when and how to start. Many countries
have taken advantage of some massive upheaval —
' War or an economic collapse — to seize the

sLartunity for reform. Bangladesh does not face
w7 -ivmediate or obvious upheavals. Rather, it
‘oes & ubilitating ongoing crisis which continues to
sap the country’s economic and social strength.
While there is a pood basis for assuming that the
pelitical leadership will embrace the broad principles
of reform stated above, triggering the reform pracess
i Bangladesh will, thecfore, be much more
difficult.

Thus, Bangladesh’s political leaderskip may
© extremely difficult to embark on a radical
1.1 program which is likely to de-stabilize its
'wi [»7wer base. Similarly, it would not be €asy to
galvanize the civil servants in support of reforms
meant 1o reduce their discretionary authority,
privilege, and above all, rent-seeking opportunities.
Last, but not least, the commitment to charne]
public resources through programs managed by
NGOs and private sector is bound to cut into strong
vested interests.

Despite the likely resistance from such
“vested interests” the government is well advised to
nitiate the reforms resolutely.  This is Justified, if
mnything, by the political  leaderships  own
enlightened self-interest” since the reforms are
bound to yield both a high political and economic
pay-off to the government itself The experience of
the East Asian and other fast growth countries has
amply demonstrated that an efficient public sector is
key for accelerated economic growth as a means to
alleviating poverty. In Bangladesh, following this
path also makes ample political sense with the likely
ground swell of public support -- and a increase in

advancement step -- just as followed by the
Bangladesh Defense Forces Academies/Staff
Colleges=Father than a punishment psting

attack public sector inefficiency, the poor quality
and  virtual zbsence of public  services, the
discretionary authority and lack of accountability of
public officials, and endemic corruption.  In
pursinng this agenda the government will not find
itself without allies. The general public and the
business community are becoming increasingly
impatient; and th: donor community is finding it
more difficult to justify aid to countries which fail to
set their own house in order. Above all there are
also allies within government--a corc group of
farsighted and innovative officials who by initiating
bold changes of their cwn volition, have proved their
readiness .to be “Agents of Change” for
impleméntmg the proposed program.

There is no denying that reforms will have
political costs. However, the cost of doing nothing
will be lower growth, continued poverty and
citizens continuing to receive fess for more.

Lessons of Successful Reforms

Reforming an organization as complex as a
government is a long, painstaking and torturous task
-importantly it is a process and not an event.
Experience of countries which have successfully
redefined the frontiers of state and reformed the
machinery of government clearly highlights the
importance  of unequivocal and  sustained
commitment of political leadership 0 a less
intrusive and more efficient govermuent.. The
success or failure of public sector reumm depends
crucially upon vision and support frum the political
leadership. An overarching vision is needed to not
only provide the institutions implementing reforms
with the clout and framework to forcefully pursue
their agenda, but also send a clear signal to the civil
society and public institutions of the redefined role
that the political policy makers see for the state.

the vote bank-- if the government begins to earnestly /$4
-
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In addition, within the framework of a
political vision a./nd mandate, lessons of success also
highlight the critical role of the following two lovers
of change

* - High powered and professicnally staffed
institutional mechanisms to conceive reforms,
operaticriz 7z them and monitor
implemen: While political vision s
essential to -:l:rate the reform process, high
quality institutions are a sine que non.
Experience of Bangladesh and other countries
clearly highlight the importance of institutions
to engender reforms | even in the absence of a
strong political committment.

Sound budget process to discipline both the
queli'y and direction of public expenditure
policy. 'i%= budget, perhaps, 1s the most
powerful tool to bringing about change.

Also, successful implementation strategy
-omprised the following essential ingredients:

Initiating reforms with a few pold, perhaps
“npopular, actions to send clear signal on vision,
wucther with a large number of “win-win”
@.1:07s 1o generate popular support for reforms;
and  vradually but steadfastly taking difficult
and  unpopular measures once “‘win-win”
actions are producing results and adequaic
safety-net and compensation programs are in
Place, to reduce individual unceriainity. The
reform needs to promote reasonable expectations
and deliver tangible bencfits early, but should
avoid creating false expectations about early
success.

Proactive  initiatives to  eucourage public
knowledge ang debate to hamness' broad-based
public suppory.

Follsuw: b |
¢ “*‘}lowmg 4 more participatory process of
reform formulation by mobilizing the support of
the legislators, the private sector, academics,

ele.cted Tepresentatives at the local level, NGOs,
unions and professional bodies.

* Initiating rgfot‘ms sequentially and also applying
them to pilot programs, while ensuring that

cfforts are “connected” and focused on critical
trigger points. These will not only help build up
support for reforms by demonstrating their
potential benefits, but also provide useful
lessons for the future to those managing the
process of change. . Public sector reforms have
mostly fatled when governments have tried to
implemznt a comprehensive and radical reform
agenda.

e Ensuring appreciation and support of the civil
sérvanis, particularly “Agents of Change”, who
are responsible for implementing the reforms
which are likely to impact on them in more than
one way. Experience has shown, however, that
if their motivation and energy are o be sustained
they need to be given wider recognition. Also,
those likely to be adversely affected by reforms
in the short term (the losers) need to be
compensated satisfactorily as an incentive not to
oppose reforms.

Proposed Implementation Strategy -

Laying the Foundation -- The First 4-6 Months

The  reforms  identified in  this
implementation phase have been selected to serve
three mutually reinforcing criteria, namely that the
reforms should: (i) yield a positive “demonstration
effect” of the government’s intention to tackle public
scotor reforms resolutely, (ii) address issues of
highest public concern and thereby mobilize the
support from the largest segments of society and/or
on particularly important sectors;, and (ni) be
administratively and technically easy tc implement--
it should tend to be almost self-mplementing. With
the foregoing in mind, the following priority actions,
organized around four key elemenents, have been
identified for the newly elected government:
Political Vision, Enabling Institutions: broad based
Win-Win Actions and highly selective Downsizing
Actions. For the most part, the basic thrust is on
cstablishing  self = sustaining  institutions and
mechanisms, which would provide the springboard
for embarking on fundinental reforms 6-12 months
later.

Announcing a Policy Statement in
Parliament on making Government work. The

/9~



political vision and mandate could be provided in a
Policy #Statement, -as :done _by._several- countries
Malaysia 2020, United States: _“Governmeat. that
‘Works Better and Costs .Less”), on,government’s
~ Vision "of itself in the 21st century, and the key
elements of reforms to make government vork

better. i rhould be a bold statement publically
declaring smment’s commitment to ensure that

the bureau. - . is responsive to the citizens need
and it is accountabic to the tax payer. It would be
desirable to announce the Policy Statemen: in
Parliament, and proactively encourage debate in the

print/TV " media, to  harmness suppoit  of
parlhamentarians and the people. It is envisaged that
the Policy Statement would be prepared by a smail
group of key ministers/secretaries, taking into
woount the  party’s  political platform  and
tecor iendations contained in this and prior reports
on public sector reforms.

Establishing “Driving” Institutions At
the outset, key institutions should be established
which will be the champions of reform, and which
will sustain reforms. In this regard, the following

wasures are suggested:

“stablishing a2 National Commission on
“sforming Government headed by a Deputy
' 'me  Minister, and comprising officials,
swoaslators, and representatives from private
scotor, NGOs, academic community This
participatory  approach would brozd  base
support for reform.

¢ Tully staifing the Efficiency Unit, recently
established in the PM’s secretariat, to function
as a staff unit to the above Commission, steer
reform proposals emanating from task forces
through cabinet, and serve as the focal point for
guiding and monitoring overall reform, and
individual  changes, approved by the
Government.

*  Establishing the Budget Analysis Unit.

* Establishing a Steering Committee, headed by
the Cabinet Secretary or Principal Secretary to
the PM and comprising all key secretaries,
which meets fortnightly, at least during the take-
off stage, to closely monitor and guide
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implementation of reform - decisions taken by

- Cabinet, and to ensure that establishment of new
mstitutions _does not get bogged down by the
usuai  bureaucratic  delays. Timely
implementation wili ensure that momentum is
not lost, and overcoms doubts about
commitiment.  Therefore, the role of this
commitice is also verv crucial to immediate and
long term success.

It is important that the staff of the
Efficiency and the Budget Analysis Units are the
best that 1s available inside, or outside, government.

These institutions hold the key to reforms and,

therefore, the quality of their staffing is crucial.
This would also ensure that they can articulate
effectively the costs of inaction. Also, it is
recommended that the Efficiency Unit be headed by
a person who is known to be an ‘Agent of Change’
and should have the status of Secretary, preferably a
senior secretary, to provide the Unit with the
necessary clout and prestige.
“ 'Win-Win Actions. These should include
measures to harness quick support for reforms from
the private sector, ordinary citizens and civil
society/NGOs. Tl following are recommended.

» Establishing bipartisan Task Force on
Parliamcntar}; Accountability.  This would
confirm government’s firm commitment to 2
transparent and open government responsive to
the legislature. At the same time the
government should express its committment to
provide logistic and analytic support {or MPs to
carry out their legislative and watchdog
responsibilities in a more effective manner.

* Establishing a Deregulation Commission with
the mandate to review and reform the regulatory
regme  guiding interface  between  the
citizen/firms and the state - this will be
particularly popular with the ordinary citizen
and business community,

* Declare committment to the institution of
“Citizen Charter” and identify a few selective
public services to establish performance
standards -- a Citizens Charier for a few
services initially, like preparation of passports,

84
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driving license, gas connections, railway
timetable , etc., would also be welcomed by
¢ citizens.

» Setting up the Ombudsman’s Office in Dhaka
(and a few regional offices) and a system for
1hlic complaints in each thana office.

!

e ¥ fistabiishing a GOB-NGO Consultative Council,

which would send a strong signal to the NGO

-community on government’s inteantion at

building a stronger partnership. This should

also enable government to elicit the support of
NGOs for grass root support of reform.

{

 Ustablishing the Prime Minister’s Private Sector
“Advisory Council. This measure would signal
governmient’s intent to initiate East Asian style
government-private partnership, and would go
well with the private sector.

b

e -/Establishing a Task Force for eradicating
corruption and announcing draconian measures
against corruption.  Given the widespread
concemn about corruption, this action would be
welcomed by civil society and signal
government’s intent on the serious view it takes
about corruption. ’

Actions to redefine Frontiers of
Government. It is also important that government
ir?itiates a few actions to send a clear signal of its
vision of a “new” kind of government and its
re§c>_lve to implement unpopular measures. As a
minimum, it should:

¢ merge/close a few departments/agencies (c.g.
Ministries of Textiles, Jute, etc) which have
clearly lost any rationale for existence. In this
regard, Nurun Nabi Committee’s
Tecommendations should be used.

* accelerate on-going privatization program, and
‘the Eel'egulation of telecommunications, power,
ﬂ_"_g(a?s:;and shipping sectors. In all the foregoing,
:;,_,t]‘.‘? Govemment should define key targets for

reform under a time bound and monitorable

Initiating the Less Pouniar - The Next 12 Months

By the time the first phase is over , in 4-6
months, the key institutions and task forces would be
fully operational and initial results of their work
should start to emerge. Some of the “win-win”
actions would also begin to yield results in terms of:

making citizen’s life a little less hassled, selective

govermment agencies a bit more responsive, and
private sector and NGOs becoming more involved in
policy making. The “enabling environment™ should
become more favorable for initiating the more
difficult reforms. During the next phase, the reforms
should continue and expand the “win-win” actions,
while initiating the more difficult measures. While
the detailed menu of reforms would be detertnined
by the institutions, the following should form the
core:

¢ Initiate implementation of initial
recommendations of the National Commission.

¢ Initiate recommendations emerging ‘Tom the:
Deregulation Commission; Task Forces on

Parliamentary Accountability, and Corruption;
and GOB-NGO and Private Secter Councils.

e Reduce the number of decsions needing Prime
Ministerial, Ministerial and Cabinet Approvals.

e Relocate IMED to PM’s office.

° Revise PP format to force agencies to think
about altemative ways of delivering services.

e Activate the Law Reform Comunission.
e Establish the Pay Research Unit.

* Initiatc Personnel Management Reforms, and as
a first step introduce special/merit pay scheme
and “crash” overscas training program.

e Formulate program to enable
Ministries/Agencies to identify performance
targets and objectives in their budget
submissions.

* Establish Fully Funded Safety Net Program for
redundant workers.

» Issue guidelines on scope of external audits of
SOEs.

- Program which is fully in the public knowledge. —2 /-



‘Acceleratino the ‘Change - The Medium Term
Ag

Most ‘of the agenda for this phase would
cbviously emerge from the recommendations of the
various institutions and lessons of experience of the
first 12-18 months. The preidentified actions slated
for implementation during the later years are either
those with low priority, or those which noed in-depth
technical and administrative refinements to ensure
their soundness and sustainability. In this category,
some of the structural reforms include:

° Converting selective Bureaus/Boards into fully
autonomous Agencies with full financial and
administrative autonomy, with the Head acting
as Principal Accounting Officer and as such
fully accountable to the Public Accounts
Committee and the Auditor General.

e Providing legislative assistance for MP’s,
establish Parliamentary Watch-Dog Agencies
and Economic Policy Analysis Unit in the
Parliamentary Secretariat.

Enacting the Local Government Legislation and
transfer resources ‘from Local Government
Ministry for rural programs to the elected local
sovernments.

® Reducing the size and scope of the Planning
Commission, while strengthening the planning
capacity of the Ministries.

* Initiate program, starting with a few
Ministries/Agencies, which links their budgets to
performance objectives and targets.

By the end of this phase, the budget process
would start to exert influence in the shaping of
public expenditure policy. In addition, the fiscal
space would have been sufficiently enlarged, through
downsizing and contracting out, which would enable
structural reforms of compensation to be initiated.
The matrix at the end of the Executive Summary
provides in detail and sequential manner the
recammended reform measures in each area.

,-2 D/.’
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Role of donors

Besides
support, the donors could play a catalytic role in
promoting change by:

» establishing. in - their own programs,
accountabiiity measures and performance
standards (including penalty for non-compliance
and refunds to consumers) which should be
widcly disserninated.

° ensuring user participation, undertaking
customer surveys, and including responsiveness
measures in  their programs and in
implementation agencies supported by them.

s enhancing flow of information of their
operations, particularly implementation
performance, to the civil society.

* incorporating “Lessons of Success” in their
programs and critically scrutinizing and
questioning prevalent way of doing business
before finalizing program/project design.

proactively identifying and encouraging “Agents
of Change”.

¢ supporting local think tanks and policy research
in universities to internalize this debate and keep
'it alive. :

¢ supporting local media in its role as watchdog
and as a forum for debaie on imperatives for and
modalities of reforms.

Fiscal Cost of the Reforms

There will be three main types of costs:
institutional developrnent costs, salary related and
redundancy costs.

e Institutional Development comprise the costs
associated  with  strengthening  existing
mstitutions ( e.g. CAG, IMED, etc.) and
establishing new institutions ( e.g. Parliamentary
Waichdog ~ Agencies and  Committees,
Ombudsmen Office, Efficiency and Budget
Analysis Units, Deregulation and Reform

providing institution  building
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Commissions, etc.). Rough estimated costs
amount to about Tk 100 million per year.

» Salary related and redundancy costs., A well
designed staff rationalization-cum-calary reform
program could be largely financed from future
salary savings of redundant workers. The main
«Aditional cost will be that related to the

ment/special pay program. This should cost no more
than Tk 140 miilion annually.

Together these two costs are minuscule in
relation to the budget resources and, importantly in
relation to the potentially huge long term potential
benefits of an effective and accountable government.
Many donors would be willing to fimance these
Costs, '

V. AFUTURE BANGLADESH: COMPLETING THE PARADIGM SEIFT

With the paradigm shift, the government
will be discharging its responsibilities in very
different ways. It will certainly not be following a
fixed blucprint — as it will be entering an age when
the only certainty is that of continuous change. But
some general directions are predictable.

First, a successful administration will have
redistributed many of the present functions to be
fulfilled much more efficiently and effectively
clsewhere. This might mean decentralizing them to
‘ocal government, or contracting their delivery out to
#i0s or to the private sector. The Government will
Coriinue to pay for many forms of hedlth and
education  service, for exampie, but it will
comriission those services from the institutions best
able to deliver them. And the Government will
continuously monitor the results to ensure that
citizen gets value for money,

In many other cases, the Government will
have withdrawn entirely from functions it currently
performs — gjther because these tasks are no longer
negded, or because they can better be financed and
delivered by the private sector. It will, for example,
haw.f Privatized, or in some cascs closed, many loss-
making state-owned enterprises. This should leave a
leaner and fitter central government ' free to
concentrate on the tasks which only governments can
Sho_‘l,l_‘,:ler~ Rather than initiate most development
PTOJects, the central government will generally prefer
to P{QYlfic block grants to others — agencies, local
auth?nnes OF private organizations — and then
monitor their probity and effectivencss.
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The new form of govemance will also
broaden and clear the territory in which the private
scctor -— from the smallest street vendor to the
largest corporation — can grow and prosper. It will
have cut away at the thicket of regulations, sparing
only those which are essential for the protection of
the public interest and the promotion of equitable
and productive business activity. And it will have
rejuvenated the judicial system so that both
individual and corporate behavior is held to account
and is judged quickly and fairly.

But above ali, the next form of governance
for Bangladesh will be based on a new relationship
with 1ts people.  The days of a sccretive and self-
serving bureaucracy should be just an unpleasant
memory. The people of Bangladesh will have free
and open contact with their government, They will
collaborate in its plans, measure its cffectiveness,
and hold it to account for its failures. Government
personnel will be assessed and paid according to
their skills, their performance, and their willingness
to kelp ordinary citizens.
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8. FROM HERE TO THERE -- THE PARADIGM SHIFT

The final chapter discusses the factors which could trigger public sector reform and the conditions
necessit v to sustain the reforms. The importance of political commitment and good management

is undex o,
might be iik- " the21st Century. -

The concluding section also includes a vision of what the governance of Bangladesh

"For there is no other way to preserve what we consider good in the past other than by exorcising all

that was bad in it.” Lee Kwan Yew (Singapore, 1959)

Forces of Change

3.1 It is perhaps }air to state that the reform
process has been on-going in Bangladesh in a
aumber of areas. Thus compared to the role of
the public sector a decade back, NGOs and the
private sector have become much more important,
government has taken some innovative initiatives
and there is increasing recognition about the

limitations of the State. The reform movement is -

in the right direction and irreversible -- there is no
reason to believe that the gains over the last
fecade will be reversed. The movement |,
wever, is at glacial speed in comparison to
2omic imperatives and looming challenges
opportunities.  Previous chapters have
md.cated some new areas where interventions
could Le made to transform the economic
govemnance of Bangladesh. But, what would lead
to shifting of gears? “Why should bureaucrats
and politicians reform a structure which allows
them a secure and comfortable living in an
environment full of uncertainty”? This is one of
the most difficult practical questions facing public
sector management reform. In many reforming
countries the breakthrough followed a severe
crisis — war, economic failure, or major political
change. The leadership seized that moment to
initiate radical reforms and develop coalitions to
- Support them — or circumstances did not 4llow
the leadership any other option; the second route
- to reform makes it less sustainable. Bangladesh,

however, does not face any immediate or obvious
upheavals — more a debilitating ongoing
weakness in public management which-continues
to sap the country's economic and social strength.
Triggering the reform process here will, therefore,
be rqofe challenging and at the same time
rewarding. Looking into the future, four sets of
mutually re-enforcing forces, which are mow
nascent but gathering momentum  conld
trigger the change of pace.

8.2 First the public, in general, is becoming
increasingly impatient with the poor quality of
public services like education, health and key
infrastructure  like  power, water and
telecommunications. People are adversely
affected by the virtual breakdown of the legal
system and the increasing levels of lawlessness.
Their business enterprises are bearing the cost of
doing business in a country where most
transactions are delayed and distorted by
inefficiency and corruption. The negative public
perception is heightened when it sees the
sweeping reforms being achieved elsewhere — if -
these can take place in neighboring Thailand,
Malaysia and Vietnam, then why not Bangladesh? =~
Citizens and the private sector now realize that -
Bangladesh is part of a global village -- where
people, scientists, workers, entrepreneurs, firms
can leave at the speed of a 747 -- and therefore-
they will push Government to do all it can to

become more efficient. T e
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6.3 Secondly a group of reform minded
_politicians and the media, on both sides of the
political divide, are increasingly becoming vocal
and recognizing that the success of economic
reforms. in Bangladesh and therefore growth
prospects, is being seriously undermined by the
weak inplementation capacity and quality of
public instititions. There is recognition that the
cumulative impact of these problems is the failing
to make a dent in alleviating poverty or in getting
the country out of the low growth trap. This is
despite the government’s relative success in
mobilizing financial resources for development

and the initiation of sound macro-economic
policies. They are voicing concerns that there is a
downward spiral in public sector’s institutional
capacity which will make it even more difficult in
the future to manage change, improve delivery of
public services and ensure a stable macro-
economic and market friendly environment for

sustained growth.

84 Third are the many dedicated, far-
sighted and inmovative officials who have
initiated bold changes of their own volition (Box
8.1) -- the Agents of Change. '

Box 8.1: Emerging from the Bureaucratic Cocoon . ,
Many civil servants in Bangladesh have already demonstrated an appetite for innovation. The following initiatives, though stili
at 2 nascent stage, offer cause for optimism. : R
* The Dhaka Metropolitan Police — The Dhaka Metropolitan Police (DMP) have taken the unprecedented initiative of
developing a detailed two-year Corporate Plan. This involves evaluating the strengths and weaknesses of the police force, and
examining its work objectives and its indicators of performance. The decision to ‘prepare the Plan, the first of its kind by a
government department in Bangladesh, was taken in 1993 at a fortnightly DMP conference. The fact that the DMP did not have
an in-house planning capacity, was no deterrent; the DMP simply by-passed the standard bureaucratic practices and sought
consultancy help from the Institute of Business Administration at Dhaka University. Following the preparation of the Plan, a
one-day participatory workshop was conducted in January 1994. Then the Plan concept was disseminated widely throughout the
Force, from the top brass to the lowest ranks. In November 1994, the DMP presented its Plan to a group of senior Secretaries to
obtain their support for its implementation. The Plan aims to maximize value for money, and it proposes to decentralize
financial management and relate expenditures to specific operations. Now the only question is whether government procedures
and practioes will dare permit this degree of innavation, flexibility, and autonomy. 5 :
* The Bangladesh Bureau of Statistics — The BBS management, while keeping within the framework of the Government's
overall office practices, has been introducing important changes in the way the Division works, For instance, ‘work contracts'
have been entered between the Secretary and the seven unit managers. Within a given budget envelope, the unit managers have
agreed to deliver products of an agreed quality, and by a certain date. Simply introducing hardened civil servants to the ides, if
- not yet the practice, of contractual obligations is a considerable leap forward.  In another similarly unprecedented move, the
Statistics Division has contracted-out the data entry aspects of its routine tasks, Now it is even considering inviting competitive
bids for the entire Agricultural Census; not before time, perhaps, and it may never happen, but the mere fact that such a thing is
being contemplated is in itself striking, - fA= i . .
* The General Education Project— The Project Co-ordinating Unit (PCU) which fnanages the donor-assisted General Education
Project, is trying out an innovative approach to supervision. Not only has it contracted out the non-formal education component
of the projectto 16 NGOs, it has also contracted out the supervision of the NGOs to a private company, Development Partners
Consultants, The consultants monitor the NGO activities and report back to the PCU on a monthly basis. They also issue
quarterly reports which serve as the basis for the release of funds by the Government. It is envisaged that the proposed second
General Education Project will make even more use of external supervision. Not only will they evaluate and report on the
quantitative aspects of the program, but they will also monitor the qualitative aspects of education in Bangladesh.
* National Board of Revenue — Until recently, the Nationa! Board of Revenue was closely involved in supervising imports by
export industries — managing and issuing the utilization permits for the duty-free import of raw materials. The garment
manufacturers had argued that this regulatory control was cumbersome and costly, and for several years they had suggested
- streamlining the grqc‘&ss or transferring responsibility to their own Association. In mid-1994, the NBR did indeed transfer this
responsibility to”"the Bangladesh Garment Manufacturers and Exporters Association — seiting 2 healthy precedent for
transferring ather regulatory functions to the private sector, '

7 o .
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8.5 Lastly, the donors too are becoming
increasingly impatient. They are under pressure
[rom their national legislatures to make the pest
use of scarce aid resources and are being forced to
review the nature and size of their assistance to
Bangladesh. If other countries are willing to
make better use of aid, then Bangladesh is likely
to be left on the sidelines. Given the low rate of
domestic saving, the need to raise investment not
only to accelerate but to sustain the pace of
development, and the implausibility to raise
capital in the world market, Bangladesh would
enjoy strong donor support  for scarce
concessional funds if efficiency of public
administration improved.

8.6 ~—The public dissemination of this report
could play a eritical role in catalyzing the
nascent internal forces such that the trigger
point is reached sooner than later. It would
achieve this by reinforcing the views of the
“Agents of Change” in the public/political sector,
and the silent citizen majority, that: the situation
is untenable, improved delivery of service makes
good political sense, attitude of indifference
shows cynical selfishness, and good economic
governance warrants change.

Lessons of Experience

eaEae

8.7 " The history of Public Sector Management
Reforms, in both  industrial and developing
countries, is replete with failed attempts,
unfinished agendas, and poorly focused programs.
Apart from the inherent difficulty of the task, the
lack of success can be attributed to three
interrelated factors, First, the resolve of the
bureaucrats who have to implement the
reforms has often been undermined by weak
_ and flagging political commitment. There js
pethaps no “fail-safe system for guaranteeing

- continuing ‘political support, but the risk can be
—lessened by ensuring through a more participatory

——process—of —reform—formulation _that all the

—stakeholders share the broad objectives of the
-reform -Programs. -In practice, this would entail,

=-as.far as practicable, mobilizing the support of the

may be achieved by Jjointly diagnosing the
problem  and identifying  reforms  and ,
impiementation strategies through actior planning
workshops and media discussions. The
involvement of unions, professional bodies and
staff associations is important at each stage.

8.8 Secondly, public sector reforms have
mostly failed when governments have tried to
implement a comprehensive and radical
reform agenda. “This report advocates an
“incremental approach” to public sector reforms..
The process must be open; indeed a public
awareness campaign o mobilize its support is a
key element of managing change In practice, it
means initiating reforms sequentially and also
applying them to pilot programs, while ensuring
that efforts are “connected” and focused on
critical trigger points. These will not only help

uild up support for reforms by demonstrating
their potential benefits, but also provide useful
lessons for the future to_those managing the
process of change. The report suggests criteria for
selecting pilot programs and also suggests some
departments/agencies for initial reform (Volume

-III - Good Government in Bangladesh, ODA

Report, January 1995). ,Th'e main selection
criteria focus on: (i) basic public services where
the functions are _relatively discrete .  and
sufficiently measurable to allow managerial
autonomy  with ~ proper monitoring  of
performance; and (1i) areas where efficiency gains
can be readily obtained by simply streamlining
bureaucratic processes.

8.9 And thirdly, public sector reforms have
faltered for lack of appreciation and suppori
by the civil servants who are responsible for
implementing the veforms which are likely to
impact on them in more than one way. All
bureaucracies have to adjust to changing times
and new missions. A few do this well, but for the
most part, civil servants are tempted instead to
adhere strictly to the status quo and adopt a
protectionist attitude toward the existing power
configuration which usually benefits the vested
interest groups, _,inc}uding themselves.

—legisiators, the private sector, academics, elected
s.TCpresentatives at the local level, and NGOs, This

B
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Fortunately, every bureaucraAcy also includes a
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group of ‘pre-emptive bureaucrats’, people who
foresee the need for reform, and can prepare for it
— or at least deal flexibly with #t. These “Agents
of Change” are critical to the implementation of
public sector reform since they seek real change
to dutmoded, inefficient procedures and practices.
frzperience has shown, however, that if their
meoi2 ‘on and energy are to be sustained they
need o be given wider recognition. Also those
likely to be adverselv affected by reforms in the
short term (the losers) need-to be compensated
satisfactorily as an incentive not to oppose
reforms.

Promoting and Managfng Chanée

3.10  Successful change does not just happen, it
needs i be managed in a purposeful way. Most
importantly, reforms need polmca] leadcrshlp-
champion at the top level of government. It is
envisaged that this would come from the PM.
Under this léadership aegis, the National
Commission for Reforming Government and the
Efficiency Unit, together, are envisaged as the
key Promoters and Managers of Change. Théir
strategy for managing change would need to be
oailt around the following key eléments:

* Motivating for

change, i.e. increasing

awareness among principal stakeholders of

the need for change and its inevitability, and
ensuring that expectations are realistic;. The
reforiiis- shoufd avoid  to- create false
expectations about early success — one must
make it amply clear that public sector reforms
_are “a process rather than event”.

® Reducing resistance, by ‘providing a clear
picture of what the change will mean for
different groups, setting out safety-nets and
compensation programs where appropriate,
and reducing individual uncertainty .
marketing the reforms, care be taken to extoll
the virtues ‘of the changes rather ‘than the
defects of the previous practice

e Designing and -'operationalizing the new
system, this must be done with the active

EPRRE— | . e

cooperatlon of those the systcm is meant to
- ‘serve, e

® Instltunonalizing the reforms, this will
involve stabilizing the new model, training
for new skill requirements, and mtemahzmg
change values.

8.11 Bangladesh’s political leadership may
find it extremely difficult to embark on a radical
reform program which is likely to de-stabilize its
own power base. Similarly, it would not be easy
to galvanize the civil servants in support of
reforms meant to reduce their discretionary
authority, privilege, and above all, rent-seeking
opportunities. Last, but not least, the
commitment to channel public resources through
programs managed by NGOs and private sector is
bound to cut into strong vested interests.

8.12 Despite the likely resistance from such
“vested interests” the government is well advised
to initiate the reforms resolutely. This is justified,
if anything, by the political leaderships own
“enlightened self-interest” since the reforms are
bound to yield both a high political and economic
pay-off to the government itself. The experience
of the East Asian and other fast growth countries
has amply demonstrated that an efficient public
sector is key for accelerated economic growth as
a means to alleviating poverty. In Bangladesh,
following this path also makes ample political
sense with the likely ground swell of public
support -- and a increase in the vote bank— if the
government begins to earnestly attack public
sector inefficiency, the poor quality and virtual

~absence of public services, the discretionary

authority and lack of accountability of public
officials, and endemic corruption. In pursving
this agenda "th€ government will not find itself
without allies. The general public and the
business community are becoming increasingly
impatient; and the donor community is finding it

more difficult to justify aid to countries which fail -
to set their own house in order. Above all there
also allies within government--a core group of
farsighted and “Agents~ of Change”, for
1mp]ementmg the proposed program ol
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8.13  An implementation agenda, based on
lessons of successful reforming couvntries, is

outlined in the Executive Summary.

The 2Ist Century — The
Bangladesh’s Public Sector

Shape of

‘14 Bangladesh will be a different country as
it_enters the 21st century. This is not a matter of
choice. The internal pressures from a rapidly
growing, and more demanding, electorate will
fuse with the external pressures from a much
more competitive global economic environment
to. create new opportunities and new demands.
The public sector, as presently constituted, will
not be able to cope, unless it creates a critical
mass of trained personnel capable of making the
leap into the next century.

8.15  One can easily imagine the cutlines for a
future Bangladesh public services that responds to
the needs of the citizens. Governance will of
course rest on a stable democracy and a duly
elected central government — a government
discharging its responsibilities in very different
ways. It will certainly not follow a fixed blue blueprmt
- as it would be entering an age when the only
certainty is that of continuous change. The report _
can, however, predict some general directions of
this change.

8.16  First, there will be a smaller but more
Effective, Respensive and  Accountable
Government. A successful administratiénw;zill
have redistributed many of the present functions
so that they can be performed much more
efficiently and effectively eisewhere. This will

mean devolving some to local government,

contracting the delivery of others to NGOs or to
private firms. The Government will continue to
pay for many forms of health and education
services, for example, but it will devolve these
services to the institutions best able to deliver
them. And the Government will continuously —
monitor the rcsults} to ensure that citizens get
value for money.
ey

8.17  In many other cases the Government will
have withdrawn entirely from functions it

currently performs -- either because these tasks
are no longer needed, or because they can be
better financed and delivered by the private
sector. It will, for example, have privatized, or in
some cases closed, many loss-making state-
owned enterprises.

8.18  This will leave a leaner and fitter central
government free to concentrate on the tasks which
only governments can best perform. While the
Government will continue to play a very active
development role it will be primarily doing so as
a facilitator, overseer and contraetor, providing
block grants for projects and monitoring their
probity and effectiveness.

8.19  The new form of governance will also
clear the territory in which the private sector —
corporation — can grow and prosper. It will have
cut away at the thicket of regulations, sparing
only those which are essential for the protection
of public interest and the promotion of equitable
and productive business activity. And it will have
rejuvenated the judicial system so that both
individual and corporate behavmr is_held to

820 But above all the next form of
governance for Bangladesh will be based on a
new relationship with its people. The days of a
secretive and self-serving bureaucracyishould be
just an ‘_'unpleasant memory. In the reformed
system, the people of Bangladesh would have free
and open contact with their government. They
would participate in its plans, measure its
effectiveness, and hold it to account for its
failures. Government personnel would be
assessed and paid according to their skills, their
performance, and their willingness to help
ordinary citizens It would havc shlﬁed gears

_quality and service; from a focus e tontrols on

"~ inputs fo rcsults from a govemment which steers
one where govemment guarantees jObS to one
where customer guarantees jobs; from one of
setting the rules to one of setting examples and
providing vision; from one of encouraging public

F2



- 142~

servants to become good as against the present
focus on preventing them from being bad; from a
system which~ will- nourish—desirable-practices
rather than the present obsession to check
undesirable practices; and above all a govcmment

that works better and costs less. - R
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The Administrative Reorganisatioh Committee

Note of Transmittal

Bangladesh Government began its work with all the functionaries as they
had existed at the time of its birth. Prior to that there existed two
Governments-the Federal Government of Pakistan and the Provincial
Government of East Pakisten. The Federal Government was organised to deal
with Federal and Residial Subjects and the Provincial Government
Provincial Subjects. The central government was organised into Ministries
. and Divisione with Desartments and other offices under their

administrative control. The Provincial Government, on the other hand, was

organised into Departments, most of which were in charge of Provincial.

Ministers. These Departments had Directorates under their administrative

control for executing Government decisions. Most provincial departments

were headed by provincial Secretaries, egual in status and position to:

Deputy Secretaries of the Federal Government. Five Departments, however,
were headed by officers of the level of Joint‘Secretary of the Federal
Government. Likewise,;all heads of Directorates were of the level of
central Deputy Secretary or below except the Inspector General of Police,
who wae of the level of a Central Joint Secretary. All Departments of the
central government were headed as a rule by the Director General, an

officer of the level of Joint Secretary.

Unplanned Reorganisation of

Central and Provincial Government Organisations.

When liberated Bangladesh started functioning, it drew on the provincial
and central bureaucracy. Not only names of provincial Departments (in
effect Ministries) and Directorates differed from their counterparts in

the Federal Government, pay scales and positions of

v
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officials differed, too. Congtruction department of the central
government, for exanple, was known as P.W.D. and its counterpart in the
pi ovincial government was known as C&B. Officers at all top levels in the
two Guvernments and even clerks differed in their pay scales. Those
serving the _.ntral government enjoyed higher pay gcales and higher
status. Several developments in the process of institutional growth were
noticeable. The inherited two systems of classification of bureaucracy
could not be maintained in the unitary Bangladesh. The merger of the two
gystems took place on their own momentum without any gystematic study and
well-considered plan of unification. The result was a good deal of chaos,
uuvfuéion and distortion of organisations. Adjustmegts were also sought to
Le made in the process of merger raising the status of virtually all heads
of departments and by creation of organigations and posts as would
accopmodate incumbents from the central governmeﬂt. The decade of the
geventies, therefore, witnessed chaotic growth of government bodies. No
attenpt was made at this time to rationalise the growing organisations on
the basis of a searching study by a Commission or a Comnittee. Commissions
on Servicés and Pay rationaligation were get up at this time.
Rationalisation attempts at pay scales and reforms of services could have
been more meaningful if a similar Commiggion was appointed for
rationalisation of all organisations in the background of the merger of

provincial and central bodies and of provincial and central pay scales.

Past Reorganisation Efforts.

The Martial Law Government of 1982 for the first time appointed a
Committee popularly known as Enam Committee in the area of organisation
gtructures of Government and Semi-Government bodies. This Committee's

primary concern appeared to be gtock-taking of manpower and office
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equipnents. They took stock of ganctioned posts-and reconmended revision
of those posts, besides listing office equipments. The main thrust of the
exercise was to reduce workers in the government. A census:-of government
enployees was taken post by post and organisation by organisation. 1t was
in effect less than an organigation gtructure study. It is most certainly -

a bench-mark study of Governmental hodies.

even years later government appointed in 1689 another Committee under the
chairmanship of Mr. A. Muyeed Chowdhury, then & Director General in the

Presidents gecretariat, to recomnmend abolition or nerger of government‘

" departments or offices that lost their usefulness ov importance to

national welfare or development. The Committee reconmended abolition and
merger of 33 organisations. These precommendations were partly implemented
by the government.

Appointment of the Administrative Reor anisation Committee.

The 0&M Wing of the Establishment Ministry should have been strengthened
to begin from where the Enam Committee left off. This Wing should have
prepared the organisation chart showing the chain qf conmand and span of
control for each governmental agency. The organisation goal, functions and
job-description of each official should have been clearly drawn up. 1t
could not perform these functiong or even amend the position chart leﬂ&
behind by Enam Committee. As a result, neither stock of manpower in an
organisation post by post nor their position in the organisation hierarchy
was traceable in nmany cages. This then ig the packground in which the
Government appointed & committee on 05-08-1993 to rationalise and
reorganise Ministries, Divisions, Departments, Directorates and other
offices of the Goverument with a view to modernising, updating and naking

the business of Government dynamic.
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06. The Committee was composed as follows ¢

ii.

iv.

Mr. M, Nurun Nabl Chowdhury, Chairman
Menber, . (Full-Time)
Planning Commission.

Mr. Abdus Salaw, Member
Retired Secretary. (Full-Time)
Dr. A.M.M. Shawkat All, Menber
Secretary, {(Part-Time)

Ministry of
Post and Telecommunication.

Mr. B.R. Chowdhury, Member

Director General (Addl.Secy. ), (Part-Time)
NIPORT,

Ministry of Health and Family Planning.

Mr. Maruf Morshed, Member Secretary
Joint Secretary (o&M), (Part-Time)

Ministry of Establishment.

The terms of reference of the Committee were as follows @

(a)

(b)

(e)

To examine whether the organisation gtructures are adequate to carry
out the functions of Ministries, Divisiong and other offices of the

Government

To examine the Job-degcription and work-load of officials at all
levels

To determine the manpower required for carrying out the

respongibilities of all offices j

To reconmend &unctions,vrationalisation and reorganisation of all

these offices ; and

To recommend on any other matter congidered relevant.
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The composition of the Committee had to be changed on retirement of Mr.
B.E. Chowdhury, a part-time Member. Mr. Motahar Hussain, Additional

Secretary in the Ministry of Finance at the time, was appointed on 29-10-

94 a part-time Member in place of the retiring Member. He was latfi'

appointed a full-time Member on his retirement from service. Mr. A, Muyeed
Chowdhury, then Becretary, Ministry of Food, was appointed a part-time
cher oon 23-04-95.

HMethodology.

The Committee in its initial meetings decided to seek information from all

Government organisations under its review on the basis of guestionnaires.:

Two sets of guestionnaire were prepared; one set was meant for Ministries

and Divisions and were sent to them. Another set was sent to Departments,
Directorates and other offices under the administrative control of
Minigtries and Divisions.

Following government decision the Ministry of Establishment borrowed

services of some staff - typists, clerks and peons, from different

departments such as Public Health Engineering, Local Government

Engineering, Rouads and Highways and Government Transport. The Ministry -

placed services of some Officers on Special Duty (OSD) at the disposal of
the Committee.

Seven groups with allocation of organisations were formed. The Chairman
took charge of 2 groups and later on took up the unfinished work of
another group. Each Member took charge of one group which was respongible

for checking information for accuracy and for assisting in the preparation
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and finalisation of report on each rganisation. Each report, it may be
mentioned, was composed of a review >f the organisation, its functions,
work-load and job-description of all class-1 officers. An organisation
chart clearly showing the chain of commnd and span of control is included
in the report together with the functius of the organisation on top of
the chart and summary of manpower at thebottom. Financial implication of
the proposed reorganisation has also ben included in the report. The
Committee approved each report on each oranisation. A number of approved
reports was then bound together and abmitted to the Ministry of
Establishment. The first volume of report was submitted on 15-02-1994,
3ince then the Committee kept on submittingsimilar volumes of reports on
the understanding that the Cabinet Commit:e on Administrative Reforms
would keep considering these reports as thy were being submitted. The
Cabinet Committee headed by Mr. Oli Ahmed, then Minister of
Communications, did not meet to consider the Canmittee's recommendations.
The Committee submitted 38 volumes of report: in all. Investment of so
much time and energy thus remaing unutilisd and the potential of
rationalising the Government as far as practicble yemaiﬁs unrealised,

too. !

The Committee decided to finalise reorganisatiolr oi all departments,
directorates and other subordinate offices first o ithat allocation df
these organisations could be made to Ministries and livisions according to
the reorganisation plan of Ministries/Divisions 7ield offices of
government organisations at thana and district leves were found to be
mostly of uniform sizeé although work-load could coisiderably’ vary form
one to another. The Committee, therefore, decided to lassify thanas and
districte for the purpose of propoging varying manpovr strength on the:
basis of this classification., Two studies, namely, a.Classifiéatiop of
Districts and b. Clasgsification of Thanas, made in thiscommection Ey Mr.
Mohammed Mesbaluddin of the Plamming Commission undel guidance of the'
Chairman proved invaluable in the reorganisation of fied offices @f:qll;

Departments.
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Effect of Reorganigatia,

The Committee sent out guestionnaires for irormalion to 267 Government:

Organisations. Some corganisations did not resond t Committee's request

not ingist on
information from them. Of the 257 organisatios, fro. which information

for information on various grounds. The Comittee did

were received at various stages, 7 organisatius were ecommended to be
sooished outright and regrouping and reorganszation he the effect of
reduction of 43 other organisations., Seventeen izw organiktions’ some of
whiclh were transformed from existing organisatios, were Cl'ted, Thus thé
total number of organisations was 224 (28-7-43+17) ¢ of 257

organisationsg under review of the Committee.

The effect of the reorganisation on the manpover situation rather
interesting. The existing manpower of the 230 organisations UNGs povd ow
was 5,98,657, Of these 33,699 were in class I, 17,323 were in ¢ s 11,

1,35,291 Dbelonged to.clags 111 and 1,15,344 were in class

« The
reovganisation resulted in 34,098 class I, 16,679 class II;'4,01,5101&?S.
ITL  and 1,00,774 class IV posts. The total manpower fowwi}g‘

reorganisation proposals came to 5,52,638. The total surplus of ms
thus works out to 47,019,

IWey

In the absence of reorganisation for rationalisation in the past, -
\g'
staff and MLSS persisted. This situation was acute in the old deprtme

colonial heritage of having a few decision-makers and lots of supor

in particular. Whenever old organisations expanded_or new organsatic

created, that staffing pattern was followed. The disposal of go:rnmer
business is facilitated by adequate unumber of decision-mak's amn
competent workers. In the instant reorganisation proposals, emphiis has
beeu given for speedier disposal of business and better guality olsublic
services, Rationalisation and harmonisation of some posts resultec n the

increase
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of some posts from class 111 to clasg I1 and class Il to class I. All
these factors accounted for a slight rise in the number of class I and

lasg

w

1 officers. The Conmittee was of the view that the supporting staff
could be further ‘reduced and MLSS could nearly be eliminated. The
Conmittee, however, felt that drastic reduction of manpower of those
categories will ‘be too harsh and too paiunful to bear. The goal can be set
at that but there has to be a long period of transition. Administrative

reform being & part of social reform ig best done gradually.- -~

The financial implication for reorganisation has been worked out for every
organisation. The saving or additional fund needed for redundant or
additional manpower were noted in the report with a detailed statement of
calculation of saving or additional fund. The net saving in terms of
salaries and ullbwances on account of recommended reorganisation has been
estimated at Tk, 176 crore. Actual saving nmay be at least twice as high as
the estimated saving because it does not include accommodation and other
fixed recurrent costs..

Procedure for Dealing with Surplus Employees.

The Committee has recommended a procedure for deaiing with the sqrp;us
manpower, One option is to allow natural attrition to readjust the
existing manpower to the proposed manpower level., In practice, a good dgal
of mUVements across organisations will ensue in the process of &bsorptioﬂ
of surplus manpower. The surplus stays with full emolunents until they are
either absorbed or separated. This is the traditional procedure which
conbines natural process of attrition with absorption of surplus nanpower’
of one organisation into another or into a number of them., With this mdy
be added permission to retire voluntarily to those who are declaxed
surplus., The Committee have recommended concessional ratee of gratuity’ tq
induce such employees to rvetive. It should be cheaper to pay a little
higher rates of
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gratuity than to carry the burden of surplus without work. The Committee
have not recommended to the Government that it should resort ‘Lo
retrenchment of surplus manpower although service rules pernit that.
Neither is retrenchment called for under the circumstances. The resultant
net surplus of 47,019 employees may be viewed against 42,8b0 vacant posts
reported at the beginning of Committee's work. The embargo for three years

enployment since the Committee began its work in 1993 has generated
.- larger size of vacancies. Number of vacancies should fav exceed the
net surplus, It is estimated that, at least, 24, OOO posts have fallen
093, The net surplus of 47,019 can all be absorbed in the
total vacant posts of 66,800 (42,800424,000) and still spare over 20,000

posts for fresh pecruitment. Nothing can be more fortunate from the

vacant siuce

ot

standpoint of administrative reform. Even then a process of readjustment
will be necessary entailing some movement, relocation and retraining.
This is due to the fact that mobility between posts is less than perfect.
{et. the resultant net surplus of class 111 and class IV can be absorbed
acruss organisations, directly in case of class IV, and with little or no

training in cagse of class ITI enployees.

The Committee have also recommended the creation of a wing in the proposed
Establishment Division for checking and keeping service records of
surplus cnployees, making payment of salaries from a lump grant instead of
by their parent offices, and to process their abscrptioun. The procedures.
would generate the list of surplus enployees, eliminate the possibility of
“ake surplus and ensure vegular salaries to all surplus staff. Nobody in
this system should go without his monthly salary. The real grievance of
reorganisation arose in the past on account of non-receipt of monthly pay‘
and the protracted process of absorption, In order to solve these problems
the Committee have recommended a simple and short process of .
identification of surplus personmnel and regular payment of monthly

salaries to them until absorption.

Borai b guble Aduinisbafieh
Tralning Ceatre
Saver.Dhake.
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Some of the highlights and obgervations of reorganisation proposals are
presented in the following paragraphs.

Reorganisation of Ministries and Divisions.

The trend in the number of Ministries and Divisions for the last 24 years
since liberation reveals a wide variation inm it. Liberated Bangladesh
began with 21 Ministries. It rose to 26 by 1975, fell to 13 after the
Fourth Amendment in 1975, but by 1977 it rose again to 30. The Martial Law
Government of 1978 reduced the number to 24, but raised it to 34 by 1980.
The Country again witnessed the reduction of that number to 19 after the
promulgation of Martial Law in 1982. It gradually rose to 33 by 1991 and
to the peak of 35 in 1995. It will be observed from the above figures that
the number of Ministries and their scope were dependent on the form and
nature of Government - whether Parliamentary or Presidential and whether
it wag a military rule or not. The number of Ministries directly related
to the number of Ministers appointed in the Government of the da&.
Politics thus was the sole deterninant of the number of Ministries. From
a core number of Ministries, much larger number was created by breaking up

the old cohererit Ministries.

£z

The Committee was of the view that this trend was not at all degirable
from the standpoint of stable and robust administration., In the light:of

the above-mentioned developments and in consideration of (a) 7 close

4

relationghip of subjects, (h) work-load, (¢) nature of work, (d) optimum

size of the cabinet, (e) needed rveorganisation of the Government Tow

guccessful working of the market economny and’_(t) accountability Cand

transparency in the Government, the Committee recommended 22 Ministries in

place of 35 Ministries in 1995; a reduction of 13 Ministries. The
Ministries without Divisions added to the Divisions would work out to 35

ag compared to 51 in "the recent past; a reduction of 16 units of’

government at the top. The Committee believed that the reorganisation of

the Government into fewer Minigtries and Divisions was in keeping with the
dictates of economy and efficiency in the government.

-
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The Committee was aware of the political drive for creation of a larger
number of Ministries for accommodating a larger number of Ministers in the
Government. The Committee was, however, of the opinion that it should be
possible to keep the gize of the cabinet to the recommended number df‘
Ministries and still appoint juniov Ministers in large Ministries to meet
the political compulsion of the party in power. This policy should have
tlie additional advantage of inducting politicians of. different ages in the
government and will develop junior politicians for higher responsibilities
in futureé,

Reorganised Planning Commission : i

National Planning Organisation.

The Committee felt that overhaul of the Plamming Commission was needed in
view of the shift in its working and change in the economic policy of the
government, Jt was also felt that the planning machinery must be brought
into the mainstream of the government and integrated with it. Over the
years of “its working, the Planning Commission has turned painly into a
project-processing agency for the approving authority in the government,
Its main functions of plamming and formulation of ecpnomic and development °
policies have largely been forgotten. In order to overcone these
shortcomings, a much slimmer body designated as the National Planning
Organisation (NPO}, headed by a Principal Secretary, has been recommended.
Its main functions will be generation of economic and development policies
and formulation of national plans. It will process only important projects
for approval. Ministries and Divisions have accordingly been strengthened=
to formulate, approve and monitor projects. They will take increasing
responsibility for processing projects. On the basis of a study on
Manpower Reguirements for Development Projects, a hardcore of permanent
manpower has been proposed for 51 agencies of the government, so ‘that

competent and experienced manpower are available for most of the projects



from the conception of a project to its final execution. The civil service
system which emevges from the reorganised N.P.0O., Flanning and Development
units of Ministries and Divisions and requivements of manpower for 31
agencies mentioned above should enable the Economic Cadffe Of ficers to move
Letween the field and headguarters and in the process shape into a body of
we o L=rounded of ficers for planning, approval, monitoring and
img conentation of projects. Useful changes in the procedures of project
evalvation have also been proposed to bring about a systematic project
evaluation in place of present-day ingpection-evaluation by visits only.
The restructuring of the organisations involved in planning, execution and
monitoring of national plans, programmes and projects and the changes in
the manner of its works have been proposed, in response to the terms of
reference of the Committee, for re-orienting and rvationalising the
government for efficiency in planning and development.

Supreme Court Secretariat.

The Committee hLas recommended an organisation structure, designated as
Supreme Court Secretariat, for handling all works arising out of
gseparation of the judiciary from the executive in pursuance of the —_

declared policy of major political parties in the country. The Committee
vigsualised that all transfers, postings and promotions of subordinate
judicial officers would be made by the Supreme Court. This will replacé
the present system of transfers, postings and prouctions hy the
Government, The Committee did not see any particular merit in  the
government proposal for transferring the establishment matters of
magistrates from One Ministry to anocther. The seperation caqnot be
meaningful, in the opinion of the Committee, unless the administration of
the judiciary vest in the Supreme Court. With an organisation structure in
place all that is needed to be done is a decision to transfer the subject

to the Supreme Court after passing the necessary legislation.
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Separation of Audit from Accounts Function.

The Committee has worked oul the whole lot of organisation gtructures
following its recommendation to geparate audit from accounts function. The
Comptroller and Auditor General 1is left with audit function only. His
independence has been further ensured by the proposed reorganisation of
hig headguarters. ways and means have been guggested for employing
competent persnnnel including Chartered Accountants and other experts for
oomprehensivé audit in place of the present routinised complianoe audié,
The proposed composition of audit teams should make it possible to apply
the wholesome principle of value for money to audit rather than pursue
compliaﬁce only. It will save the Government from being drowned with
unresolved and unresolvable audit objections of trivial and unproductivé
nature. Departmentalisation of accounts, complete with the =needéd
administrative machinery, has been proposed for proper and timely
accountability and speedy compilation of Appropriation and Finance
Accounts. In the proposed gysten guch accounts should remain current in
place of years of arrears at present. With timely availability of Finance
& Appropriation Accounts, the guality of budgets ghould most definitely
improve and the Principal Accounting officer will for the first time be

enabled to discharge his responsibility as such.

™

Office of Ombudsman and other Measures of’AccountabilitI.
The Committee reconmended & provisional organisation structure for the
office of Ombudsman. This was felt necessary in view of the constitutional
provision concerning the Ombudsmnan and the Ombudsman Act, 1980. The legal
framework and the political will are both in place. All that is neededsis
to implewment the legal provision. The Committee hag, therefore, given the
organisation structure for imnediate implémentation of the legaf'
provision. This will be an jmportant step towards parliamentarﬁ
accountability. The Committee hag also reconmended of fice assistance to
g1l Members of parliament and & gmall fund for jnvestigation go that
debates in the pParliament by them are pased on facts and findings.

=
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procedures for obtaining government—provided services, fees chargeable and
all other velevant(information have been reconnended Lo e easily made
available by publication of brochures and suitable bill boards at or nuar
the service counter of service—delivering government offices. Help line
for instant information on the spot and & departmental mechanism for
redress of grievances of citizens have also bheen reconmended  for all
SFfices delivering gervices, Every citizen is entitled to & reply in
writing to his grievance made in writing. At present, performance standard
with regard to time required for delivery of a service and its guality do
not exist. There ig, therefore, no yardstick to measure the performance of
those who are engaged in delivering gervicesg. In other words, norm against

which accountability can be enforced, does not exist.

The Committee have reconmended  that Ministries and pivisgions ghould
identify services renderd by government of fices and determine the gervice

standard with reference Lo time needed to deliver that gervice. Periodic

"inspection and evaluation of services rendered ghould then ensure

accountability. It has also been reconmended that citizens should be
provided with findings on decisions and the reasons thereof within a
montli, when applied for by those that are affected Ly the decisions. This
neasure should check tendency towards arbitrary decision and shall provide
citizens with materials to gseek redress of grie&ances oin appropriate
cages. HNone of the foreguing measures outlined in this paragraph isg
difficult to implement. None will involve much expense and effort. All of
them can be implemented right away. These measures, if adopted, should
make the Government responsive to the people. Reconmendation has been made
to suitably amend the Official Secrets Acts, 1924 and relevant portfon of
the Government servants’ Conduct Rules, so as to create an envirvonnent of
openness 1in the Government. Government decigsions and actions should be -
known to the press and the public unless they are narked secreb.

Transparency is a must in any good government.
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Translation of La®s. :
L

With the change from English to Bangla as the medium of higher educati&n.
the number of English—knowing civil servants in all but the top echelons
the Government ig on the dec¢line. Yet the laws, rules and regulations

o the Government prepared carlier remain in Englislh. They form the core
of the &Jministrative system. The Bangla Translation cell in the Ministry
of Establishment ig a feeble attempt at transition from English to Bangle
as the official language. 1t has never undertaken the work of
tyranslation. Its achievement lies only in the prepavation of a vocabulary
of official words. It waits for translated works to come to g froﬁ
regpective Ministries and pivisions and that has never happened. That waé
never effectively asked for either., It is imperatiye at this stage to
translate into Bangla all laws, rules and regulations of the past. It is;
thevefore, suggested that the work should be undertaken by the Ministry of
Law ﬁ:itz the assistance of hired experts. Adeguate manpower for the
purpose 28 been proposed. Needed fund should be made available for this
priority work :

New Department of Public Progecution and Defence.

The Committee wWAaS constrained to obgerve that the guality of, Public
Prosgecutors and Government pleaders have deterioréted to an unacceptable
low level, The way in which public prosecution of criminal cases are
conducted and Government is represented in civil suits leave much to be
desired, This is'an srea of government interventiqn, which at all tines
nust remain in good order for the gake of peace and harmony in goclety.
This is an ared where reform brooks no delay. The Committee hag,
therefore, reconmended a Department of Public prosecution and Defence. A
body of well-educated lawyers ghould be recruited, trained and aggigned to
do the job with competence and integrity. Mauy countries in the world
found it ugeful to have a department of criminal and civil lawyers for
guiding investigation of criminal cages and conduct cases in the courts of
law. The Government must give up gystem of adhoc appointments in favour og
a systematic approach to conduct of criminal and civil cases. i

|
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Reorganigation of Education Departments.

Education and Health are two basic necessities of life. Government
presence has enormously grown in both these gectors.- Nationalisation of
schoo! ¢ and colleges has been pushed relentlessly without consideration of
integi-ving them into the system. Existing government machinery of the
Departmcrt of Becondary and Higher Secondary Education have been failing
even to know precisely the number of teachers in various subjects, needed,
to be recruited and assigned, and the facilities that are needed to be
continuved, far less replaced. The ceaseless push for nationalisation of
schools and colleges have apparently benefitted only teachers at a huge
cost to the public exchequer. The Department has been failing to cope
with the situation. The Committee has recommended in this situation
creation of a Department of Secondary Education for the management of
gecondary schools only, & Department of Colleges for-college nanagenent
and a Department of Madrasah Education. The creation of Madrasah Education
Department will bring to an end the dyarchy in the administration of
nadrasah education. After careful analysis of various processes of work
involved in the secondary education examination and * workload, the
Committee arrived at the conclusion that one gecondary Education Board
with its régional offices should be able to conduct the examination for

the whole country. The benefits of having one Board are obvious enough.

h\//ﬁg;lth Administration. -

The growth of the Health sector was as enormous as that of Educationvand

a little more chaotic as every conceivable health problem was gought to be
cured by creation of yet another development project. At the end of the‘
project period its remains were allowed to hang loosely on the ma@n body.
No serious attémpt was made to integrate them into the main body. The
persounel administration of about 65,000 emgloyees keeps the Department
busgy none too successfully., The Coummittee recommends a few measures to

create & minimun required order in the management of thiz sector.
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A lavge number of medical colleges and post-graduate mnedical institutioné
have grown since liberation. Considering unbearable work-load for the
Department of Health and the necessity for some measure of autonomy for
higher medical education and lhospitals attached to these institutions, the
Committee has recommended & new Department of Medical Educatiom. A good
d=al of autonomy to medical college and post—gfaduate medical institutions
in expenditure, maintenance and replacement of equipnents, end for
research have been recommended. These powers shall be exercised under the
superintendence of a governing body. A Department of Health will look
after all other hospitals, clinics and other health units, One critical
weakness of the health administration is the lack of trained doctors in
adninistration. Present practice of putting any doctor to administration
of hospitals must end in favour of doctors trained in "hospital
administration. The feeble attempt at NIPSOM to educate doctors in
Hogpital Adminigtration must be supplemented by training in Hospital
Administration in guch training institutions as COTA and PATC. Doctors
trained in Hospital Administration should be produced in &as large a number
ag possible and enployed for the purpose.’ This group can have -aﬁ
attractive and well-organised career pattern and advancement in

administration.

. Devolution of Health and Educationl

As has been indicated central management of education and health are none
too satisfactory. Primary Education Department, for example, has been
trying to man 37,710 government primary schools in the country. 1
addition, it has to look after thousands of other private primary Qnd
satellite schools. The existing number of government primary school
teachers is 1,067,946, which has been recommended by the Committee to be
raised to 1,88,550. This by itself is a gigantic tasgk for & single central
body to handle even with the assistance of its field offices. The oirly
golution of this problem is to devolve the primary education
adminis&ration in its entirety to the local government or to create a new.

local education Lody in each district for its administration.



Such an attempt was made and even a law was passed to that effect, but it
was sent to cold gstorage. Management of government gecondary schools
nunbering more than & thousand &and inspection of thousands of other
private schools, gvants—in—aid to them, gubvention to teachers' pay are
under the administrative control of the Department of Secondary & Higher
Education mnow. The Committee have vecommended, for the time being,
creation of two geparate departments for better administration of
secondary schools. The Committee, however, feels that government should
consider devolution of secondary education to District Board. A Committee
nay recommend the modalities of the devolution, organization gstructure,
funding and its control arrangemnents. Another Committee may examine 1in
details the nanagement of thansa health complexes, Jistrict hospitals and
specialised clinics and hospitals and consider the issue of transferrving
their management Lo District Boards with necessary funds. The Committee
feels that the devolution of these services Lo local bodies cannot be

delayed any further.
‘Delegation of Powers.

A study was undertaken to see the extent of delegation of powers to
departments, corporations and other offices under the administrative
control of the Ministries., In violation of clear instructions on
delegation of powers, Ministries and Divisions wére Jin many instances
found exercising powers which were delegated to the Departments. Except
his deputies, for example, the head of & department is enpowered to
transfer and deal with establishment patters of all other officers. This
was not followed in practice. The Conmittee identified the areas which
were needed to be delegated to departments and corporations in the
interest of efficient administration of public business. A good deal of
discontent amongst officers of departments and corporations could be
traced to the gverbearing and overcentralising postures of the Ministries
and Divisions. They feel gtifled, humiliated and are unable to function
properly. This situation must be corrected without further delay. The
Committee have reconmended & gchemne of ‘delegation of poRETS to Departments

and Corporations pagsed on the study.
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A related development may be mentioned in this connection. It is the
unwholesome practice of putting an of ficer from outside at the head of a
Department without any attempt to find a gquitable officer from that
Department. In sone cases, even the posts of their deputies are held by
outsiders. This practice denies legitimate promotion to departmental
officers and deprives the public of competent administration. This
practice must, therefore, be halted in the public interests and in the

interest *of harmony in the bureaucracy.

The Directorate of Government Transport ig at present responsible for”
providing transport to District Administration, to officers entitled to
whole-time transport and to establishments of all Ministries and
Divisions. It also keeps a fleet of transports for visiting foreign.
guests., The Committee, after careful examination of these functions, haﬁe
reconmended for the Transport Directorate to retain the function of
providing transports to Secretaries, Additionral Secretaries-in-charge, all:
Ministers including State and Deputy Ministers and- to keep a fleet for
visiting foreign gueéts. All other transports together with drivers and
other auxiliary staff should be placed at the disposal of the District
Administration, offices of those of ficers who are entitled to whole-time
trangport and to Ministries and Divigions. Posts of drivers, and mechanics
may accordingly be transferred to these offices. Tt should, however, be
seen that duplicate posts are not created in the process. Thi§
recommendation, it was believed, would oblige drivers to be better
digciplined and more dutiful. Remote control of these employees could
never ensure efficiency and discipline. A small pool ghould then be able

to pay good attention to the remaining transports and drivers for

w0

ecretaries, Ministers and visiting foreign guests., The Committee las also

reconmended to do away with the systenm of '‘no objection certificate’ for

‘gervicing transports outside Government workshop. With no obvious gain,

the system becane costly as it involves unnecessary waiting.
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Tendency to Distortion

The Committee observed the urhealthy tendency on the part of a iarge
number of departments to get considerable number of posts sanctioned in
both technical and investment projects and press then into their
organisations after an interval of several years of adhoc ganctions by the
o&M Wing of the Ministry of Establishment. No attention is paid at the
time of approving the project to relate the proposed posts into the
organigation structure of the proposing department. Not much thought is
given, on conpletion of projects, at the time of making adhoc annual
ganction of those posts, either. As & result, serious distortion could
occur in the staffing pattern of the organisation. The Conmittee has
recommended a thorough study of manpower requirements of any proposed
project with reference to its existing grganisation hierarchy (chart). In
addition, it has also recommended enployment of all project workers,
except the core headquarters personnel, on contract. The core personnel
for 61 selected agencies hag been recommended to be an integral part of
the organisation concerned. The Government have alreiddy decided to employ
project personnel on contract. This was in line with the Committee's
recommendatioh._This is a wholesome decigion and must not be reversed on

any plea.

Permanent Commission on Organisation and Methods Proposed.

The Committee has obgerved elsewhere in this note the lack of competence
of the 0&M Wing to perform its functions., Its location in the Ministry ef
Establishment is also inappropriate in view of the -pressure that can be
brought to bear on it for agreeing to creation of new posts without proper
gtudies, Neither can the organisation study be made by the kind of
of ficers who are posted there for a short tenure and coming from
background totally different from what 1is needed for the Jjob. The Jjob

regquires professionals and certainly not anyone from anywhere as ig the
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present case. This wing, as it is at present organised, 1is unsuitable for,
reorganiging and rationalising government organisations and reconmending
improvenents in gystems and procedures of the government. The Committee
have, therefore, precomnended a permanent Commission of Organisation and -
Methods under the direct control of the Prime Minister. [t has to be built
as a professional body under the chairmanship of a genior civil servant,
gerving or retirved, for bringing about efficiency and economy in the,
government. It should enjoy the guthority of freely agreeing or
disagreeing to proposals for expansion on the basig of studies and
proposing gystems and procedures for improvement on the basis of

professional regearch.
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Introduction

-~ At present Bangladesh lacks a comprehensive and coasistent vision of local government. Little
progress has been made in building a consensus o the role of local government, institutionaliz-
ing democratic processes for managing local issues and agenda, developing structures of local
governance at key subnational levels, and clarifyir », 2 realistic division of functions and resource
allocation between national government and local governments. The existing local government
system in Bangladesh is weak in four key areas: financial, managerial, informational, and
personnel. Constant changes in its form and process by successive governments have also
destabilized the system, so that it is not integrated with the community and society it serves.

Nevertheless, if one examines the constitution of Bangladesh, its preamble, fundamental
principles and articles specifically on local governments, clear guidance exists on the role,
structure and processes for autonomous local government. An emphasis on the democratic
process to realize economic and social justice as a fundamental aim of state policy is noted in
the preamble. Fundamental principles of state policy encourage local government institutions
(article 9) at all administrative levels in which effective participation by the people through their
elected representatives should be ensured (article 11). More specifically, article 59 reiterates that
local government should be vested in elected bodies in every administrative unit, and that the
scope of local government work should cover administration and the work of public officers,
maintenance of public order and preparation and implementation of plans for public services and
economic development. To give full effect to the above, article 60 enjoins Parliament 1o make
laws to confer powers to local government bodies, including the power t© Impose taxes.

Notwithstanding this clear guidance, significant weaknesses in the implementaton of
constitutional provisions and buiiding of institutional mechanisms and practices has resulted in
a local government system which is poorly functioning and much maligned. The existing local
government system is viewed as ineffective because of its inability (o serve its constitutional

pUrposes.

This is the conclusion of this study on strengthening of local government in Bangladesh. The
study is based on an analysis of 56 Pourashavas, 37 Union Parishads, 10 Thanas comprising of
60 additional Union Parishads, interviews with over 400 people as weil as extensive literature
review of local government documents and publications. The final report is a synthesis of reports
prepared by 17 national consultants in the following areas: (1) participation, (2) organizational
efficiency and effectiveness, (3) interface among organizations involved in local activities, (4)
management and leadership training, (5) resource mobilization, (6) best home grown practices;
and (7) role and function of local government.

More importantly, however, the study also found that despite such shortralls, there exists strong
evidence that the art of self-governance (developing and managing programmes and activities)



at the local level reaches far beyond the confines of the formal local government system.
individuals and small groups from ail sectors of society are increasingly invoived in organizing
themselves around primarily economic, but also social and political activities, and managing
these acuvities. The major thrust for organizing and self-governance initially came from
initiatives undertaken by such organizations as Grameen and BRAC, as well as a growing
number of national and local nongovernmental organizations with increasing participation from
international organizations. The self-governance activilies seem to be going beyond these
organizations and taking on a life of their own. The study found that these activities are
transforming the rural and urban communities in Bangladesh.

It is this second finding that guarantees the success of strong and autonomous local institutions
and organizations and consequently the viability of an autonomous local government system.
This finding and the constitutional provisions discussed above provide a solid basis for
articulating a vision of an autonomous local government system in the next section.

Vi f an Autonomous Local Govi

An autonomous local government system 1s fundamental to develop decentralized and democratic
governance in order to achieve economic deveiopment and social justice in Bangladesh. As in
leading democracies of the world, an autonomous and active local government system is
necessary not only as a training ground for political leadership in democratic governance, but
also indispensable to provide scope for popular participation in local decision-making and to
ensure effective delivery of services. While there is an abundance of talk about local government
in Bangladesh, the concept and vision has not been fully spelled out. In this section, an outline
of the vision is provided, including the basic vision statements, goals and structures, resources
and capacities, and linkages with the national governance system. Some specific suggestions will
be made to further refine and develop this vision into practical proposals for initiating and
developing an integrated and autonomous local government system.

Statement 1

The individual Bangiadeshi is capable and resilient, despite adversities, and is
deserving of trust and management of public goods and services.

Most Bangladeshis are trapped in poverty and lack the most rudimentary amenities of life. They
have no basic education and no access to health and welfare services, nor do they have three
square meals a day. Few if any public goods and services reach them. They live in a harsh
environment threatened daily by natural and man-made disasters. Yet they are surviving by
apxi_,.n.m:w the meagre resources at their disposal, recycling materials and goods and carving
gut a hving.

This skill .5 | managing® poverty and surviving deep adversities provides the individual
Bangladeshi with a capacity, drive and energy that can serve as a building block for autonomous

)
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in their capacity to manage their

local government. What is required is belief and
environment.

Mr. Siddique, who won & Presidential Award, used to help s father collect fish seeds from the river Halda,
spawn them and sell the fingerlings in the surrounding villages. He took over the trade in 1972 with an. initial
training in modern methods and began a small hatchery in 1976. Although his first attempt at a fish hatchery
failed, he persevered and today his fish hatchery is estimated 10 be over 400 acres. He and his two brothers and
two sons employ nearfy 150 permanent workers and an additional 300 on a seasonal basis. Today, Mr. Siddique
trains others in fish farming and has trained over 3,000 people. He does not charge them. In 1993 total fish spawn
and fiogerling production in the private sector was J3,000 kg. and 2,360 mullion respectively. Mr. Siddigue's
farm E.&:n& 18 vn..nnE. of the fish fry and neariy 20 percent of the fingerling production. With little or no
formal or kn dge and management training, Mr. Siddique and other members of his family
showed a capacity to break out of the cycle of paverty and become coatributing members of society, not oaly
increasing their standard of living but also takiug on the social responsibility of assistng others o vetter
themselves through bis human deveiopment programme and training in fish farming.

ment
Self-governance is possible and is desired by people in communities.

In Bangladesh today, the reality is that at the local level there are thousands of small groups who
are managing their own affairs, allocating resources and managing debt, making decisions by
considering the opinions of all, taking action for the benefit of the entire group, expanding
programmes, changing directions, and ensuring a better future for themselves and their children.
If we accept the failure of the formal local government system and maintain the position that
localities are incapable of governing themselves, we deny the reality that the drive towards self-
governance is strong and permeates the local environment. Building on sclf-governance is what
will give rise to a viable and autonomous local government system.

Self-governance, resource mobilization and accountability

One of the findings which corroborates findings of other studies on local government is that local governments
cannot or are unwiiling ro raise revenue. However, the Eliotgong (North) Union Panshad came up with a very
innovative way of raising needed revenue. This Union Parishad does not have an economic base, nor any
independent source of income. About 50 percent of its households are landless and very poor. In order to meet its
revenue needs this Union Parishad does not follow the local government tax ordinance. Should it use the
ordinance, total taxes would have to be increased by 50 percent. This would cause great economic hardship.
Instead, the Union Parishad used a collaborative and participatory method to decide how much it needs. Meetings
are organized in the three wards. During these meetings, the Chairman and members of the parishad discuss
future develop projects, mai costs of current ou-going projects, salaries and administrative costs. The
meetings are informed about the amount of taxes to be raised and there 1s discussion about the amount needed.
Their experience shows that taxpayers are willing to pay for programmes and activities that benefit them. lo 1984
total tax collection was Tk 29,000. Taxes increased to Tk 54,375 in 1990-91, and Tk 81,562 in 1991-92. Nipety-
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five percent of the 1990-91 and 1991-92 taxes were realized. Although the economic base has increased, taxes

were held (o the 1991-92 level for the last three years in order to give the citizens relief. The Union Parishad is
considering increasing taxes for 1995-96.

Statement 3

The inclusion of all social groups is fundamental for sustainable autonomous local
government.

If the individual is capable and sclf-governance is possible, then it follows that no individual or
group should be denied the right to participate in the functioning of public organization. Because
the right to participate is often contradicted by actual practice, the issue of inclusiveness needs
to be monitored closely. Strong and understandable mechanisms for inclusion need to be
established and consistently implemented in each jurisdiction.

Bamoail village is located in the Panchtubi Union of Sadar Thana, Comilla. Initially, a cooperative was
established to undertake local level planning. Membership grew from 14 to 602. Approximately 275 of 323
households are part of this cooperative. Per capita savings share per male is Tk 2,053, per female Tk 1,158, and
per child Tk 311. It has a 9 member governing committee which manages the cooperative and elections are held
2very two years to eiect bers of the i Weekly ings where bers can inspect accounts,
discuss issues, and participate in decision making is the principal management style. In addition, an annual
general meeting allow members an additional opportunity o check on finances and progress of different projects.
This ensures both accountability and transparency. 1 pl ion of decisi is undertaken by project sub-

i isting of bers of the governing board and general members. In order to ensure smooth
operation, the Bamoil Comprehensive Village Development Cooperative maintains beth horizontal linkages to
other village and local organizations, and a vertical linkage to its federating unit. lts substantive activities include
programmes in increasing agricultural production through irrigation, generation of employment, general literacy
and education of children, health, nutrition and family planning, livestock and poultry rearing, tree plantation,
electrification and law and order. The operating methods of this uait are what should typify a local government
body, that is, to carry out its functions in a transparent and be r ible to its bers.

3

If local government is to take on an effective and permanent role in Bangladesh society, then it
must function in support of programmes and activities taking place in society. More importantly,
it must draw its resources from individuals and groups in society and be built around groups and
organizations which are involved in managing their own affairs. The study found that in
Bangladesh, local government has been used for many purposes and primarily to lead people
rather than to aggregate public opinion in order to guide public officials. Rather than primarily
function as a unit for centralized planned development projects and programmes, a viable local
government needs to provide a supportive ciimate for all types of initiatives by all types of
community members, in order to promote sustainable growth and development.

Statement 4

Local government is an integral part « comprehensive national governance
vision of partnership between central -overnment units and local government
units.

A vision of local government nieeds to be an integral part of the total national governance vision,
in which both the central government and lcal government units work as partners, each carrying
out activities with functions and resources assigned within a constitutional and legal framework.
Local government units as legal entities can engage in contracts on behalf of their jurisdiction.
This vision also provides political, ecoiomic and social roles for the local government system
and a sharing of financial and administrative powers. The vision also provides a framework for
attaining democratic self-govemance at both national and local levels.

However, those starting the journey towards an autonomous local government system must
consider current realities and make provision for gradual progression towards the goa! by local
government units, as they acquire experience in political and economic governance. Criteria and
rules need to be detailed to allow each local government unit to grow and serve its people
actording to its capacity, increasing its service and policy-making responsibilities as it meets
specified criteria. At the same fifiE, the national government needs to ensure that the provision
of basic services and protection of fundamental rights are guaranteed to all individuals in order
to ensure justice, equality and equity for all. Similarly, policies of a national scope need to be
decided by the national government, which would delegate as far as practicable, decisions about
the contents of policy and their implementation to the local government units.

With regard to resources and capacities, local government units must have adequate financial and
personnel resources at their disposal to carry out their mandated functions and role, in addition
to the resources made available to them by the national government for activities that it wants
them to carry out. In most countries, local government units are mandated to be responsible for
basic services, regulations and records, such as education, health, water supply, sewage,
welfare, birth and death registration, infrastructure and support for economic activities, such as
roads, bridges, development of land, irrigation, training for skills and maintaining law and
order. The national government has a continuing and important role in these services provided
by local government units through setting standards, providing quality controls and ensuring
access by all constituents to these services. The national government may also provide a
framework for delivery of these services by private and voluntary sources. Even in areas
specifically mandated to local government units, the national government plays a key role in
providing facilities and services which are usually beyond the capacity of local government, such
as large hospitals and universities.

Keeping in view the global experiences and the constitutional provisions, elected localy
government bodies should be established at union, thana and district levels, and in towns and
cities. Based on past experiences, the composition and constituencies of local bodies at thana and
district level can be decided. The composition at the thana level may inciude one directly elected
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chairman, a few commissioners for specific subjects, such as education and health, and chairmen
of all Union Parishads as ex-officio members. The District Council may be composed of
members elected directly by individual voters from constituencies demarcated only for this
purpose. The number of constituencies may vary according to the size and population of the
district. The Chairman of the District Council and other chairmen of functional committees
should be elected by members only. As ex-officio members of the District Council, chairmen
of all Pourashavas and mayors of relevant corporations should be included.

The functions of these local government units should be so arranged that each unit is responsible
for a well-defined sphere of work. For example, in the area of education, the Union Parishads
can be responsible for primary schools, the Thana Parishads for high schools, and the District
Councils for colleges, technical schools and training facilities.

The recent history of local government is not conducive to the development of a stable,
autonomous local government. This is the end result of structural layering which began when
the British first established a system of local government in India. Structural layering has
become a standard policy of each successive government in Bangladesh. Previous structures are
broken up and new structures are imposed. While the new structures have had little opportunity
to develop their roots, the old structures never completely withered away. Consequently what
continues to exist is a clutter of structures resembling neither the old nor the new, and unable
to generate identification and loyalty in Bangladesh communities. Local communities have
repeatedly been given inconsistent signals concerning which unit (district, thana, union) to hold
responsible for various services and activities. The structure and processes of local government
should not be dependent upon the whims of successive regimes. Rather, participative bodies at
each level need to be institutionalized as a framework for government action and an arena for
public policy discussion, What is now needed is to agree, through a political consensus
supported by major political parties, on a structure of local bodies and key political and
administrative levels of the country.

The current processes through which local governments operate is not conducive to the
development of a responsive, accountable and transparent local government system. The central
and other levels of bureaucracies act as “prescribed authorities”: local government accountability
and responsibility is therefore focused upwards toward the bureaucracies and the administrative
system rather than to the people. The current distribution of power between the central
governments and all other sub-national or local governments is overwhelmingly skewed in favour
of En central government. Even within local governments, power is skewed towards the
Chairman .Qm._n_. than the legislative body. The individual member’s accountability and
responsibility is mon_.._waa towards the Chairman rather than the people. This highly centralized
power structure environment makes transparency difficult to achieve.

With a clear distribution of functions between the central government and local government and
within local government among its various units, further specification is required for the
processes by which these functions will be performed. More and more, the responsibility and
accountability of local government units will te monitored legally and by voters through political
means rather than by the national bureaucracy, which is responsible for monitoring/supervising,
planning and implementation of programines and funds allotted by them.

Finance

Local governments have a weak resource base. The study found that, on the average, the per
capita revenue for the Union Parishad is only Tk 4, while the average per capita revenues for
Pourashavas A, B and C are Tk 85, 58 and 55 respectively. For Local government expenditure,
Union Parishads spend Tk 27 per capita, while Pourashavas A, B, and C spend Tk 215, 144.

and 182 respectively. Under such a revenue and expenditure pattern, local government cannot
be autonomous nor can it undertake all the tasks currently assigned to local government.

Personnel

Similarly, in the area of personnei, the study found that even though the overall numbers of
employees are not sufficient, Pourashavas have some flexibility in the size of their personnel,
while Union Parishads, irrespective of their size, have the same number of personnel, which
comprises only the Secretary and a few village policemen. Staff training is minimal at the Union
Parishad level, and it is not much better at the Pourashava level.

1t is necessary that local government units receive adequate resources to perform their functions.
Adequate financing and staffing of local government would require transferring and allocating
to local government units a significant portion of central government resources, including those
located/used at various field levels.

ional information

Local governments have little basic information and understanding about their tasks and
responsibilities.

Management

Minimal managerial skills reside at the local government level. Basic skills such as record-
keeping, dissemination of information and gathering of information, to more advanced skills in
developing of policy and programme information, appropriate decision-making, participatory
decision-making, and democratic leadership are minimal at best and severely lacking in most
local government units.



Legal framew

lear
and regulations under which the local government system operate are often 0t ¢
WMM%M@ZE%M of the Union Parishad and Pourashava ordinances shows g«.om:ﬂﬂﬂﬁ“w
rules and regulations. Some rules enhance autonomy, Sawun:nnnmn.. u&”-n "w.w.
responsiveness. Other rules effectively expunge and obliterate these vBSMEMm. . no%ozuoonwmnn.:.
the laws, rules and regulations make the local government system weaker and mo A

These contradictions create confusion and generally lead to inaction, thereby Raan_.mamuonﬂow_wo”“
governments weaker and very dependent upon the central .mo<o§5n.2. An urgen nMn_ o
compilation and harmonization of all laws, rules and regulations, keeping an eye o=n_: Y,
promotion of autonomy and reducing unnecessary control by the central government.

.. .‘

at participation at the local level is electoral, rather than conunuing. In .So
M:Mhﬂﬂm“:%h %nauﬁ Ew“nvﬂnnﬁpno:. The voter En_oE.E the latest parliamentary M~ﬂwMM
in 1996 has been officially estimated at 73.5 percent. For instance, the voan_.ﬂumw oﬂm_ﬁé
taking part in elections at the Jocal level continues to grow. <.o§ turnout at the mw_ g
election increased from 62.4 percent in 1973 to 80 percent in 1977. gwwrmwn“: MWN 3
participation at the Union Parishad is the number of contestants per seat. In 1964 1 .M: - ; 08_
went up to 3.7 in 1973 and 4.5 in 1992. The ME&: however, mo.Ea that %E.cn_v»u s
government deliberations and in the activities of the committees and sub-com

negligible.

The study also found that clected representatives to local governments do not represent ﬁ full
mix of Bangladesh society. Most elected representatives are male and »...oh.. the i.m&ﬂﬂ?o” c noomMMu
ivi ice, although the appointment p
men have reserved seats, thereby giving 52.5 a voice, .
%Mﬁaow less of a political base than would election. <mQ few local government nsmnvnn ._.wohw
are women. Wmvaua:nw%a from other groups, especially the poor, are not heard in
deliberations of the local government system.

On the other hand, national-level non-governmental organizations (NGOs) though E.:owﬁw nﬁ
number, are increasingly providing a platform for Eo under-represented groups 8.<cmo=M o
opinions and to participate in development. Increasingly, :o:-mo<n§3n=.mw .o.nw-w_:mudmnoﬁw -
becoming part of the process of empowenng :o:-ﬂvammiau groups. .5 a :wo m:oum o
local non-profit organizations are beginning to provide space for participation by oo
access to the regular electoral process. It can be wxvmn:.& that groups ::amnmnvama e
formal local government will use the NGOs to voice their concerns and to influence

local government policy agenda, thereby eventually leading L0 greater access 10 participation in
the local government itself.
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Empowerment and representation

During the last few years in Bangladesh, a wremendous change has been under way in the empowerment of under-
repr d groups,

pecially women. A case in point is the employment of women in income-generating
activities. In the garment manufacruring sector, about 90 percent of the labour force are women. With help from
NGOs primarily, there exist today over 500 women’s organizations with a total membership of 2 million. Of
BRAC's target population, 82 percent are women and 74 percent of BRAC's credit is disbursed to them. ASA,
another leading NGO, has established education for empowerment centres. Of  total of 11,754 centres, 11,651
are for females and oaly 63 are for males. The total number of parucipants in the female centres is 227,969. Male
participants are only 1,166. While much more needs to be achieved, this is more than sufficient evidence that with
the right incentive under-represented groups cun become effective and contributing members. For local
government to become an integral part of society, incorporation of under-repr
it Success.

d groups b critical to

In its current organizational configuration and operational setup, locai government strengthening
will require a long term commitment on the part of the national government. The national
government will need to provide significant transfer of financial and personnel resources,
continued managerial and informational support and a gradual process of clarification and
delineation between the responsibilities of national and local government.

The study found that. individuals, groups and a few communities are deeply .involved in
discussing local issues and carrying out activities, often bypassing the formal local government
system. In taking care of their own problems and in their concern for the community they have
shown evidence that there is an inherent capacity within communities to identify issues and carry
out appropriate activities. The study found that the most successful activities and programmes
involve local initiative, with support from both government and international sources, together

with significant cooperation among individuals and organizations operating at the local and
national levels.

In order to improve the overall growth and development process, the Chairman of the Kasba Union of
Brahmanbaria District sought assistance from a variety of sources. The Union Parishad received resources from
the following sources: canal excavation from the World Food Programine; improvement of drainage from (he
Asian Development Bank; power pumps for farmers with less than one acre, and water-sealed latrines from the
Rotary Club, Ramna, Dhaka; adult education centre from Manab Unnayan Sangstha, a local NGO; eye treatment
and health care from Bangladesh National Society for Blind and Comilla Sadar Hospital; and Union office
improvement from the Local Government Division.

Major Thematic Factor

These system-level findings, along with the specific findings detailed in the chapters of this
report, lead to the inference that there are three general factors which limit the development of
sound, cffective and autonomous focal government in Bangladesh. Strengthening of these three




factors can create 2 platform from which an integrated and autonomous Jocal government system
can be developed:

ildin

For local government 10 flourish, responsibility for issues relevant t@ people’s lives need to be
mandated to communities, and most effectively to community-based local govemnments Whose
pperations are transparent and accountable to community members. Numerous legal provisions
€8s Sections 30 and 30 (2) of UPO) provide veto powers 10 vﬂuﬂ.—c& authorities like the
Ministry of Local Government, OVeT the deliberations and actions of local government. These
veto powers limit representative democracy at the local level. An example of the 10 sided nature
of the relationship between the prescribed authority and/or administrative machinery is the
finding that in many cases the Union Parishad Chairman will not make any decision without the
prior approval of the Thana Nirbahi Officer. Even within the local government system, the
centralization of powers in the hands of the Chairman of the 1ocal body further limits democratic
decision-making. The Chairman is elected with his/her own mandate and is not required t0
consult the locally elected council to carry out his/her mandate. However, participation.,
involvement and enthusiasm of council members are little encouraged when the Parishad, in

many cases, rubber stamps decisions made by the Chairman.

Lack of awareness of the tole and responsibilities of elected officials and permanent officials
within 2 democratic system are also limiting the growth of democratic institutions. Consequently,
accountability and responsibility issues are misdirected. Elected representatives, instead of
feeling responsive and accountable © the community and citizens, direct their accountability to

permanent officials of the central government and district administration. Only during elections
do the issues of responsibility and accountability revert back to the citizens.

Although the legal framework provides for participation and So_.nwnaﬁggomm. the current local
government system does encourage these values. The system of nominating women members
facilitates representation but, at the same time, limits the ability of the women members ©0 be
effective in decision-making. Nomination is associated with second-class status and provides for

.;.a?nmm:Baém: without an authentic constituency.

While local governments aré mandated to work through cOmMitlees and sub-committees in which
all groups in society, especially the most deprived, are t0 be represented, the reality is that, on
the average, only one or two committees work in each jurisdiction, namely those responsible for
resource distribution authority and consequent power and prestige. However, these committees
. -eoresentative of all social elements in the community. participaiion is hampered

. avenues for steady and continuous interaction berween Jocal representatives,

Liaft and central government machinery and more especially v ith citizens at

Even people from all walks of life who become MEMDETS of < vmittees have difficulty in

uedn%wm:m. Observation of committees and sub-committecs -t gperation shows that people
from ==nnn-nmv3wni& groups speak up less in meetings «nd chairmen ignore comments
contradictory 10 their point of view. Laws, ordinances and oter institutional measures might

require counci! participation, comments and inputs from councillors 28 well as the general
public.

Devoiution. d

Although the constitution recognizes authentic local government, authority and responsibility for
local government resides, de facto, with the central government. This is especially sO when
measured in terms of the revenue generation. The central government monopolises virtually all
taxes. Without independent resources, local government cannot take responsibility for any
activities nor develop autonomy- Currentdly, local governments are used for a variety of
purposes. In some instances they are used to increase participation, in other cases they serve as
focal poinis for mobilization. In other Instances, they are used tC implement pational
development programme objectives. In still other instances they serve as local power bases for
national political p: jes. Basically, local government units can be vao—.,mwzn,mo_. activities that
take place within their jurisdiction O meet community needs. The decision allocating
responsibility to levels of government needs to be taken openly, transparently and in relation to
criteria of capacity. Where communities are able to finance and staff their local government, 3S
well as plan for development needs, they can assume greater R%onm.&.::.ﬁm. thereby leading 10
greater eventual autonomy-

Local n0<n33n=. units are often vaoa.&_o for tasks that they cannot fund, but are denied
responsibility for some tasks that are of essential interest tO {he community- With a rational
allocation of ,.nmuonmwz:zmr tax sources and E&m&i:& nan::&. local governments can
evolve into Srong, viable instruments for their community’s social and economic development.

While devolution of power, deconcentration of tasks and reallocation of resources e important,
it is equally important to note that development of the local government system in Bangladesh
is evolutionary, with 2 continuing role for central and local administration albeit a very different
role. Organizational and training efforts are needed 10 strengthen local mo<n:_aa=cm OoaBaos.&
and managerial practices. Ensuring the transparency of their operations will require n.&oocmim
accountability to the citizenry, the regular dissemination of programme activities and
information, appropriate financial management and auditing, and proper record-keeping. These
will be the key functions of the central administrative units. Providing opportunities 1O local
governmernt officials for Eomnmm‘,o:& development and (raining will be another. In essence.
central administrative units will redirect themseives from peing controtling authorities which
limit growth and automony 10 2 supportive and facilitative role in management development and
training for local government staff.

<1



Conclusions

More specifically, these limiting factors lead to the following conclusions:

i

Since the role of prescribed authority is a detriment to the development of democratic &«

institution-building at the local level, the role of prescribed authority must be minimized
in areas which limit representative democracy and be supportive in areas of general
management and service delivery. It is also necessary to explore the benefits of
transferring supervision and prescribed authority for local government from a local
government ministry to a local government commission which has greater affinity with
local government units but avoids the rigidity of a national ministry. The role of central
government officials in local government needs to be changed from one of direction and
supervision to a supportive and facilitative one. At the same time, without central
agencies and field official management and supervisory knowledge and skiils, most local
governments will not be able to survive.

Current power structure in the organization of local government units is counter-
productive to democratic practices. Better awareness of the role and responsibilities of
public officials, improved distribution: of power between the chairman and other
members, and yigorous efforts to bring into the local government process all facets of
civil society are essential to democratic institution-building.

Clarification of laws, rules and regulations which will provide a supportive environment
for democratic institution-building is needed to ensure that all the processes are working
in a coordinated and cooperative fashion, rather than the current counterproductive
fashion.

Supervision of operational and managerial practices must be continued and further
enhanced in the near future for strengthening managerial and professional capacity at the
local level. Such supervision has to be undertaken in local government segments on
matters such as the appointment and composition of committees/sub-committees,
dissemination of information, regularization of meetings, etc.

Participation in decision-making at the local level has to be organized, managed and
supervised at the initial stages before participation can become effective. Ensuring
diversity and representativeness are keys to participation and current practices impede
and obstruct participation, although some scattered examples of effective participation
are taking place. Building on these examples through highlighting them should be a key
strategic initiative.

Establishing a triangular relationship between local representatives, permanent staff and
citizens is imperative to institutionalization of democratic practices at the local level. gor
elected officials, professional development and training in the role and responsibi ties
(accounizbility and transparency) of public officials have to be coupled with professional-
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ism (management knowledge and skills) among the permanent staff. Cooperative
agreements are vital between local government on the one side and individuals and
groups in society on the other for consultative decision-making and ensuring appropriate

delivery of services.

T Distribution of work between central government and local government has to be based
on capacity and ability, especially in the area of resource mobilization. Central
government can serve as a more appropriate level for collection of revenue while local
government because of its relative proximity to the people can serve as a more
appropriate level for delivery of services. Organizational levels between the central and
local levels have to be-re-examined for their appropriateness in the development process.

8. While overall managerial capacity has (o be enhanced, the area of financial management
needs special attention. Proper record-keeping, processing of all financial transactions
through the banking system, supervision and management of programme activities and
financial andit must be vigorously pursued.

9. Transparency and accountability can only develop through integration of the local
government system with the citizenry, regular dissemination of programme activities and
information, appropriate financial management and auditing, and realignment of
responsibility of representatives from prescribed authority to citizens. Until these changes
are effectively carried out, expectations of transparency and accountability will remain

elusive and only on paper. .

10. Strengthening of local government in Bangladesh cannot take place unless a serious effort
is made to develop a multitude of mechanisms of rationalization which will allow the
smooth functioning of governance including to a generally accepted constitutional

* position of local government at the macro-level, regularization of the election process at
the mid-level and integration of local government with society at the micro-level.

Recommendations

Recommendations below are arranged under a two-track system: (1) development of an
autonomous and integrated local government system covering all key political/administrative
units (i.e. district, thana, union, town and city) and systemic relationships with the national
level; and (2) improvement of decision-making, management and operations of Union Parishads
and Pourashavas themselves, implementation of the two-track recommendations should be kept
separate, as they have different implications and may require different timetables and separate
implementing agencies/processes. The system-wide recommendation may be handled by the
Prime Minister’s Office, since it deals with governmentwide inter-organizational relationships.
The recommendations dealing with improvement of local government functioning at the Union
and Pourashava level may be assigned to the Ministry of Local Government for implementation.
L
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For the most sustainable strengthening of local government, it is suggested to avoid any ad hoc
solutions and instead develop a nationwide consensus on the role, function, structure, resources
and relationships of an integrated and autonomous system of local government in Bangladesh.
Sufficient ideas and experience are available to develop practical proposals through a deliberative
process which could be organized through an ad hoc local government commission. Such a
commission should be small, comprising 12 to 15 members, of whom about half should be
members of Parliament nominated by ruling and opposition political parties, and the rest from
professions (law, education, civil service), NGOs and experienced local government leaders. The
commission should be supported by the Prime Minister’s Office and should be given between
six months and one year to give its recommendations and proposals to the Parliament.

Specific terms of reference for the commission should include, among others, clarification of
the role aru functions of central government and local government as partners in national
govemnance, composition, functions and resources of specific local government units, delineation
of financial and personnel resources between central government and local government units,
preparation of draft bills based on consensus proposals, and formation of an autonomous
commission with judicial powers (as in the Election Commission) to guide and deal with the
operation and development of local government. The ad hoc local government commission
should be supported by working groups dealing with the division of financial resources, creation
of local government service organizations of various types, relationships between local
government units and central government and drafting of specific bills for local government.

R

Recommendations below are grouped in four sections: (1) those dealing with enlarging
participation and ensuring representation, (2) those effecting autonomy and resource
independence, (3) those increasing accountability, responsibility and oversight, and (4) those
improving management and augmenting transparency.

Participation is a function of (a) individuals and groups involvement in the decision-making,
formulation, implementation and evaluation of development activities; and (b) the process
resulting in interaction, cooperation, and interrelationship between and among organizations—
5..32. and informal, public and private, domestic and international—involved in development
activities uﬁ.n_n local level. Representation is the process which attempts to embody all segments
of soclety Into public organizations. The expectation is that representation of all groups in
society in a public organization will bring to bear all the diverse perspectives and take into
consideration all diverse needs and bring about ownership for all.

Autonomy refers to the ability of local government to undertake allocated activities and

programmes with minimal interference from other levels. To a large extent, autonomy is defined
as the ability of local government to have independent financial resources. In the case of
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Bangladesh, independent does not necessarily mean separate sources. Rather, it means
independent from interference.

Effective local government must be responsible and accountable to its citizens, and its policies
and programmes must be subject to oversight and review. Finally, local governments must
manage their internal operations in the most efficient manner and in an open and transparent

environment. This is essential in any governmental operation, and the local government system

is subject to the same requirements.

Developing an effective local government system in Bangladesh will then require the following
minimum actions. While some of the recommendations will require legislative actions and
consensus building, most of the recommendations fall within the category of “doable” actions,
which can be implemented if those involved in the decision-making remind themselves of the
fact that the individual is capable and worthy of trust.and that self-governance is possible.

Develop public awareness programmes specifically in the operation and management of
service delivery activities of local government.

Users and providers of services must form 60 percent of committee membership,
especially in such areas as health, education and welfare programmes at the local level.

Institutionalize the practice of seeking citizen volunteers in the operation and manage-
ment of development projects. Citizen volunteers can be selected from those who have

participated at least one year in the citizen forum.

Establish citizen forums at each level of local government. Local government officials
and elected representatives, officials from non-governmental organizations, and
representatives from other organizations (national, local and international) will present
to this committee information about their plans and programmes.

Establish a leadership forum at each level of local government to bring together local
government units, field agencies, non-governmental organizations and international
community groups. The forum will serve as a platform for exchange and sharing of
information regarding development and other activities impacting on the community. The
forum can also serve as an informal coordinating body.

Expand the composition of local government to include reserved seats for the landless,
women and other deprived groups.

Legislate direct election for reserved seats.



Increa:

The current law, i:_.m: does .=o~ allow an individual to seek both membership in a local
government and Chairmanship of the local government at the same time, i icti
and should be abolished. Sl s

rce ind

MME _mmm_ WA_ZE.:BQG as separate entities of government. Change the reform
P _vwn e of local government m.ds administrative mechanisms for central control to
volving a sysiem where the locality and community manage their own affairs

Implement Constitution of Bangladesh articles 9, 11, 59 and 60

Letters of resignation by Chairman and i i
Rovciul s 57 B0 o members should be submitted directly to UP/PS.

Establish a procedure to make UP/PS re i
sponsible for removal of its chairman
approval of central government requirement by rescinding section 13(2) of rO.OOw%m%

Fix a proportion of revenues coll
ected by the central government f i
to local government bodies as independent revenue. 4 e o 1

Update the existing tax schedule to the current economic environment of rural and urban

areas by reviewing the Model T:
il el Tax Schedule of 1960 and Immovable Property Transfer

For &nn——O:w:NB<O O»»Oﬁr require all »nnhﬂ overmment ncies to ) 4 arrears to
4 g agencies pa back t

SVET y \ g
ol Q
I /e Cmv mm must __N.\G a consolidated UN:W account, and all financial transactions must

E g g . . .o

nsure, 2:0: h rej ular Z_MUOOCC_—. conduct of formal NCQmﬂm of accounts (activate section
5 A .

OAMV _mo P:Q section &mﬁwv CVOV and Daﬂ~< npw 59:~:wv U:U:ﬁ”ﬂ.@ﬂ of Hﬂg:m.

Approval i full ti
v_.ww:o:osmw Mn%msww_ﬂa. nnmmcos of part or full time staff positions, and recruitment
1sciplinary actions should be the responsibility of local government :::m,

Union Pari i
arishads should receive governmen: grants directly as with Pourashavas

Local government units should be sole!y

from their own S responsible for development projects funded

n

Field agency management staff should attend monthly meetings of UP/PS and report on
activities of their units (effect section 30 of UPO and remove sub-clause (2) of section

32 of UPO).

Invite, once a month, ail area NGOs and other Jocal organizations to brief UP/PS on
their current and future activities, and inform them about UP/PS programmes and
activities.

Local government units should be allowed to approve larger projects and make
increasingly higher levels of financial commitment, subject to financial resources and
budget. i

Provide UP with functional responsibility for the registration of births, deaths, marriages
and divorces, which is in tandem with the primary function of settlement of disputes.

Selections of citizen volunteers to committee/sub-committee are to be made in UP/PS
public meetings.

Timely publication of annual reports of UP/PS and their posting in UP/PS office.

Information on all on-going projects to be prominently displayed both at the UP/PS
office and project sites.

Monthly status reports on collection of revenues and arrears at UP/PS meetings.

Implement sections 37 and 39(3) of PSO requiring publication of all plans, programmes,
budgets, contracts and other development activities through newsletters.

Report irregularities at UP/PS meetings and require correction.

Utilize the Assistant Director Local Government (ADLG) as a resource person for
training of UP/PS members. ADLG to offer monthly training sessions for UP/PS
members beginning with awareness of basic functions of locai government, importance
of service delivery, responsiveness to people’s needs and demands, and planming of

development projects.

Develop contractual mechanisms for utilizing NGOs and other local organizations for
service delivery and income generating activities.

Diversify distribution of tender forms from one location to at least three locations.



Require regular morning hours of office lime to allow registration activities to be
conducted.

Link the receipt of grants beyond the basic minimum to higher levels of tax collection,
as an incentive.

In Pourashavas, reduce the aumber of bank accounts for smoothing out cash flow peaks
and bumps.

Maintain funds in interest-bearing accounts to generate income.

Improve resource collection by producing a greater volume of service and more efficient
delivery of services.

Re-examine the role of the Chief Executive Officer of the Pourashava in the context of
an autonomous and independent local government systei.

Improve information gathering and dissemination capabilities of ES._ mo<n§3..w2 units
through systematization of record keeping, compilation of statistical information, and
reporting mechanisms.

Establish a Municipal Improvement Committee to oversee town improvement and
beautification programmes.

In the context of an autonomous local government system, develop wvﬁmownmﬁ
remuneration and compensation packages and ensure regular payment of salaries and
benefits.

Create a training cell to define local training needs, develop local training courses, and
identify local training resources.

Require training institutes like BARD, NILG, RDA, RPATC, w.ﬁ>n and TARD to
concentrate all training efforts towards local government for a uonoa o.m ~J3n years to
cover chairpersons, members, staff and beneficiaries. The specific objective 1s to develop
trainers in local government.

Increase the efficiency of collection of taies and hire tax collectors on a commission
basis

ymplement double-entry accounting for financial transactions and record keeping.
Sepsrae capital and operating expenses.

icipal Administration Rules of 1960 and reclassify revenus and objecis
o correspond to the current economic environment.

Change o
of expenditu .
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VIII. THE FUTURE OF LOCAL GOVERNMENT IN BANGLADESH

The future of local government in Bangladesh depends on ¢« wiil of elected representatives of
the people and key national policy-makers and decision- makers to make informed and hard
choices. This study on Local Government in Bangladesh lays the foundations for making such
choices.

Governance includes the cooperation and cooptation of all individuals and groups in society, and
not merely activities and functions that governiments singlehandedly undertake by themselves.
The study found that governance is thriving in all corners of Bangladesh. People are organizing
\hemselves. What governments in the pasi nave attempted to do in local administration, however,
nas and continues to be of limited significance. Herein lies the first critical choice. Policy-
makers and decision-makers must make a fundamental choice that at the local level the issue is
governance and not government.

Governance refers to a process through which all individuals and groups in society can
participate in making choices about soeial, cultural, economic, and political benefits and costs.
Government at the local level, on the other hand, refers to the organizations and structures
through which governance takes place. Local government without local governance is of limited
use. Toying with local government, as has been done in the past, without ensuring local
governance is a ready-made formula for failure.

A Vision for L

The constitution of Bangladesh through its preamble, fundamental principles and articles
provides some guidance for both governance and government. Effective participation of people
through elected representatives (article 11) and elected bodies (article 59) provides the essential
framework for governance, though not a comprehensive framework. Article 9 requires that
governmental institutions be set up at all administrative units to provide for basic local
government organizations and structure.

This study complements the constitution of Bangladesh by developing a vision for local
governance. Four fundamental vision statements arise out of the analysis and findings of the
study. These are:

1. The individual Bangladeshi is capable and resilient, despite adversities, and is
deserving of trust and management of public goods and services.

2. Self-governance is possible and is a desirable outcome of democratic institution-
building.

3. The inclusion of all social groups is a fundamental necessity for autonomous local
government.



4, Local government is an integral part of a comprehensive national governance vision of
partnership between central government units and local government units.

ing Visi

The convergence of the expressions of the articles in the constitution and the vision evolving out
of the study provide a comprehensive framework for initiating a system of governance and
government structure at the local level which is not only integrated but also in tune with the
emerging democratic system of Bangladesh. To turn the vision into reality will require decision-
makers and policy-makers to make fundamental changes in their attitude and thinking about
governance and local government. ;

The principal thought and attitudinal change requires them to think and accept that people at all
levels are organizing themselves in the pursuit of all their businesses. Governance is going on
at all levels for different purposes. These are at times parallel with the local government
structure, at times superseding or subordinate, at times independent, autonomous, self-serving,
and at times cooperating and coordinating with the formal local government system. Governance
and government join at some points and separate at many other points.

Local government is a part of the governance system and must align itself with evolving trends
in governance. The study found that there is a growing sense of empowerment among the people
for a variety of reasons. At all levels people in Bangladesh feel that they are able to take care
of themselves. There is also an emerging realization that governments at all levels must respond
to the needs of the people. If governments do not respond to their needs, the people will
withdraw their consent. Governments today in Bangladesh can only rule with the consent of the
people. Local and national elections have provided sufficient evidence of this concept. Thus, the
second attitudinal change, already institutionalized at the national level, and must be
institutionalized at the local level, is that governments can govern only with the consent of the
people and that this consent is constantly scrutinized and checked.

As people are organizing themselves in groups, the designs of these organizations are unique and
unsymmetrical to fit the purpose of the group activity. Therefore the third attitudinal change
requires policy-makers to think of local government not as a single administrative entity but as
entities which within a broad framework can show many different shapes, sizes and configur-

ations. One can no longer think of a hierarchical local government system where all are doing .

the same things, at the same time, in the same format and utilizing the same structures.

Experience with local government in Bangladesh has already established that local governments
do not necessarily stay within the bound of the restrictive functions assigned to them, nor do
they operate in the standardized structure. Even when the local governments are depoliticized,
they remain political. Successful local governments have gone beyond the assigned tax structure
to form their own tax systems, or have formed management committees reaching all classes of
people to formulate and implement programmes and projects.
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The fourth attitudinal change will require decision-makers to realize that different levels of local
governments can have different functions, or the same function at different levels, with varying
scope. It will also require them to accept that even at the same level, local governments will
vary in their functional priority and direction. This understanding of governance is critical for
designing an integrated local government system. For example, from a purely organizational
design perspective, the Union Parishad, which has an average population of 25,000, can serve
as a primary level for the economic development and planning function of local government. On
the other hand, for community decision-making, participation and community leadership, the
appropriate level may be the village or ward. For resource mobilization and allocation purposes,
the appropriate level may be at the upazila level. For local government to serve as a training
ground for national political leadership, the district may be the appropriate level of local
government. All levels are necessary and important to the overall needs of self-governance.

While the attitudinal changes prepare the policy-makers and decision-makers for the future,
certain realities of local government must be, at the same time, acknowiedged and incorporated
into the design of any future local government system. These include:

The present local government structure is a legacy of the past. Until 1971, local bodies. operated
within a federal structure under the provincial government. Local bodies like Union boards,
District boards and municipalities were adjuncts to the provincial government for the delivery
of municipal services at the local level. After 1971, the independent country of Bangladesh
became a unitary republic in which the central government is the only level of government. In
the true sense of the term there is no local government. But the institutional framework of local
bodies that existed before independence, i.e., prior to 1971, still continues. Thus there is an
apparent inconsistency between the legacy and the reality. One indication of this historical legacy
is that local bodies have a wide variety of names. Rural local bodies are called Parishads or
councils (viz. Zila Parishad, Union Parishad). The urban local bodies are called Shavas or
meetings/conferences (poura-shava) and ‘corporations’ (city corporations). On the other hand,
local bodies in three hill Districts of Chittagong go by the name of ‘Hill District Local
Government Parishad’.

The status of local governments is not well articulated and defined in the Constitution. Although
the Constitution provides for local governments at various administrative levels, it does not
define local government. It does not identify its structure and functions, and does not recognize
local government as a level of government with necessary executive and legislative autonomy
and a division of functions between the center and the local. Nor does it provide for protection
of local governments against arbitrary action by the central government.

Currently local government is covered by various acts/ordinances, rules and regulations, which
result in a very complicated legal framework. These instruments have been subjected to many
amendments according to political and administrative exigencies. As a result, many of the
instruments and the provisions thereunder have lost context as well as relevance, and many of
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them are never applied. Many of the weaknesses in the legal framework are highlighted in the
study. There is an urgent need to consolidate, simplify and rationalize faws and regulations on
local government,

Fun

Theoretically, rural local bodies have an impressive list of functions. But in practice, most have
been taken over by various government agencies, which have deployed officials locally to carry
them out. So far local bodies have essentially been service delivery organizations, and have acted
as important agencies for local planning and development.. But local government functionaries
remain subordinate to the central officials working in the local area. One example is their
position with regard to the police. In the absence of any effective function in enforcement
matters they always remain subservient to the local police. A similar situation prevails with
regard to development officials like the TNO and the Thana Engineer of LGED — particularly
those who command resources to be disbursed and distributed, and have projects to be executed.
Al the same time, new and emerging functions are being taken over by the NGOs. All this
leaves local governments with only activities which show little immediate impact or benefit.

At present local government units are ‘governments' in name only. They do not enjoy executive
autonomy. Most operational matters are regulated by the central government through various
rules and executive orders which curb the autonomy of local bodies. These rules, and the power
to amend them virtually at will by the Ministry, has made local bodies completely subservient
to the central bureaucracy. The officials of some central government agencies working at the
local level often enjoy more executive freedom than the local bodies. The law does provide for
local bodies to devise their own regulations, but in practice none do so.

The existence of numerous government ministries, departments and agencies with elaborate
networks is a dominant feature of public administration. But the central agencies have generally
failed to develop a community-based and participatory approach to the delivery of services or
implementation of development programmes; as a result, these agencies rely on the rural local
governments and use them as their agents. Lacking in resources and substantive functions, the
Union Parishads are thus obliged to perform the agency role to the neglect of their own statutory
functions. It would, however, be possible to harmonize this conflict between statutory and
agency functions by transferring many of the agency functions like education and health services
to local bodies, and providing them with accompanying resources, secured by specifying roles
of central and local government units with respect to each other’s services.

inan nnel

Financing the rural local bodies remains an Achilles heel. None of the existing units of rural
local bodies (including the TDCC) has been able to generate enough finance. One reason is that
the existing base for local resource generation is split among them very thinly. If local taxes,
fees aid rates realizable by Union Parishads, TDCCs and Zila Parishads were put together, they
would come 1o a sizeable amount. Besides, the tax base was determined a long time back. It is
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only logical that if wider services are expected of them, their tax base has to be widened,
definitely by transferring or sharing central tax sources. In addition to widening the tax base,
there should also be more serious measures for both assessing and coilecting taxes, including the
option of centralizing assessment and collection by one tier say the District Council or the
central government.

Grants from higher levels of government pl= - significant role. These grants cover specific
services that local government is expecte:) 1 p:ovide for local areas. They also include generai
budgetary support, often called an equa'’ .ing grant, to maintain the level and quality of services
for local government bodies which va: - i size and affluence. Continuation of grants will be
required if the local government ;y..cm is to become a viable level of government in
Bangladesh.

One common argument cited against the local governments in general is that they do not have
the capacity or capability to deliver services or perform assigned functions. Lack of personnel,
along with severe restraint on financial resources, does not permit most local governments in
Bangladesh to be effective units for service delivery. For example, with only one Secretary and
few rural police persons in the Union Parishad, the personnel capacity of the Union Parishad is
virtually nonexistent. In the local areas, however, numerous government departments and
agencies are represented locally by innumerable officials. The officials command resources and
control important regulatory functions. Their presence is often awe-inspiring for local
government bodies and their functionaries.

There is an unbalanced relationship between the central government and the local governments.
The centre-local linkage occurs in the matters of (i) overseeing the functioning of local
governments, (ii) providing financial support and (iii) assigning additional functions, as need be,
to be performed on behalf of the central government. In most countries the centre-local linkage
is formally defined in a spirit of accommodation and partnership between two ‘governments’
rather than between superior and subordinate, or between patron and client. In Bangladesh,
however, local governments operate more as subordinate agencies of the central government.
Every effort should be made to make local government bodies operate as autonomous partners.

Presently the central government controls and regulates local governments through various laws
and also reserves unhindered authority to supersede a local body or to suspend an elected
Chairman. The existing law provides for the suspension of the Chairman of a Union Parishad,
but does not specify the process of disposal or the time limit for such disposal. As a result, a
Chairman considered recalcitrant for any reason may remain suspended for an indefinite period.
There is no provision for appeal against an arbitrary action in this regard. Besides, in such cases
the same authority (i.e. the Secretary of the Ministry) acts both-as the prosecutor and the judge.
There are also many ways in which the bureaucracy at the local level, particularly the Deputy
Commissioner, exercises controlling authority over the local bodies and their elected
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functionaries. At present local government is treated as a line function,
function of the central government.

iike any other line

Accountability and T renc

There is a chronic lack of accountability and transparency in the operations of local bodies.
Centralization of executive power results in arbitrary use of power and hinders accountability
through public discussion. Local government finances are similarly uncontrolled. Accounting
sysiems are poorly maintained, and many local governments, especially at the Union Parishad
level, .no not maintain a bank account. Budgets are seldom properly prepared or discussed in the
council. Drawn up by the officials, they are usually casually approved. Local bodies do not
EE.:«. prepare an annual report and publicize their activities for public knowledge. 1o
%ﬁ.oﬁ:w an integrated and autonomous local government system, the i3sues and practices of
accountability and transparency deserve séfious considerations, T

LT ity as the Basis for P me

In preparing to introduce an integrated and autonomous system of local government in
Bangladesh, a systematic and consensual approach is urgently needed. Any temptation to apply
ad hoc solutions should be avoided in favour of developing a national consensus on the role
function, structure, resources and relationships of an integrated and autonomous system of EoL
government in Bangladesh, in congruence with the evolving system of democratic governance,

m&..mn_...ui ideas and experience are available to develop constitutional provisions and necessary
legislative measures, ensuring that governance belongs to the people and that autonomous
government levels can coexist with one another. An ad hoc Constitutional Commission on Local
om<n33n=—. to outline the role, functions and resources of local government and its relationship
with the central government, is needed. Such a Commission may comprise between 12 to 15
Boacwwm‘ of whom about half should be members of Parliament, nominated by ruling and
opposition political parties, and the rest from professions (law, education, civil service), NGOs
m:a experienced local government leaders. Specific terms of reference for the 8555&0_.“ should
include, among others, position of local government in the overall scheme of governance in
Bangladesh, making local government a separate level of government, and allocating local
government with adequate financial resources and personnel. The Commission can also
determine the modalities for separation of financial and personnel resources between central
government and logal government units, preparation of draft bills based on consensus proposals

and the woﬂdm:.o: of a permanent, autonomous Loca! Government Commission with ?&QL
powers (as in the Election Commission) to deal with local government matters. The ad hoc
no__mc.E:o:w_ Commission should be supported by working groups dealing with the division of
m:goﬁ. resources, creation of local government service organization of various types

anﬁ_,.as_sm _.un ﬂ.uzc:%ﬁ between local government units and the central government m:m
drafting specific bills for the local government system. The concept of constitutional oosum:mcm

- 98 -

>

is an already established practice in Bangladesh polirics, and an agreement on local government
is a necessity.

One important aspect of the legislative agenda woutd be to undertake a comprehensive overhaul
of all existing laws and ordinances to bring them in tandem with the new order of governance
in Bangladesh. ) A

A Local Government Committee of the Parliament may provide leadership and act as an
oversight body to ensure the development of an autonomous local government system. The Local
Government Committee can monitor implementation of the recommendations of the Constitu-
tional Commission on Local Government.

The suggestion of a permanent Local Government Commission, as noted above, 1o be considered
by the proposed ad hoc Constitutional Commission, needs some elaboration. It needs to
recognize that in preparing to introduce an integrated and automonous system of local
government, it will be necessary to separate political processes from administrative interactions.
Matters relating to the dismissal of the elected representatives are basically political or judicial,
and should be decided accordingly. Marters relating to discharge of functions and handling of
public money are administrative and financial in nature, and they can be dealt with administra-
tively between central bureaucracies and local government. At present, local government is
treated as the line function, and all activties relating to local government are the assigned line
responsibility of the Ministry of Local Government. The rationale and practicality of considering
local bodies as the line function of one particular ministry are debatable.

Local bodies should have access to all ministries on equal terms. The institution with
responsibility to supervise, guide, represent, mediate, protect and defend the role and interests
of local government cannot be an intergral part of the central government. Such an institution
needs to be autonomous of the central government and will need to insulate itself from the
partisan and short-term political exigencies of the ruling party. One suggestion is to create a
permanent Local Government Commission under the national Parliament. Members should be
selected from various key walks of life, with a fixed tenure. This Commission will report to the
Parliament on the workings of local government. It will have a formal linkage with the Office
of the Prime Minister, in which a unit for local government should be established to deal with
all matters of jurisdiction, conflict, interpretations and other key matters. The Commission will
interacte on administrative and financial matters with specific central government ministries.

Executive agenda

While the constitutional and legislative agendas are being addressed, the executive agenda can
prepare the groundwork for the future autonomy of the local government system. In this process.
the executive agenda may include the following:

2 Comprehensive cooperation and management support by the national government
to transfer apportioned financial resources to local government.
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°  {cordination between field offices anc .| government to develop a strategy for
peinging all field offices under the - gement of local government.

°  Developing a local government scu 2.

°  Expanding local government services and responsibilities, and providing the
financial resources to undertzve such responsibilities. A Finance Commission to
review periodically (e.g. orc= in three years) the division of financial resources
between the central governm=nt and local government may be organized.

°  Support the development i an autonomous local government system through
appropriate training. ,

°  Organize technical support teams for management and professional development.

In essence, it will be the responsibility of the national government to develop a process through
which it will divest itself of many responsibilities that can be better managed at the local level.
It should also develop a process through which it will support the local government system in
handling its increased responsibilities effectively and efficienty.

In the final analysis, this study reveals that there exists abundance of interest among opinion
leaders from all walks of life for an integrated and autonomous system of local government.
What has been missing in translating this interest into commitment and support is possibly a
clear understanding of what it entails, and the process by which such interest can be articulated,
and commitment and support can be mobilized from key institutions and leaders in society. To
do this, a vision of local government has been o:E:nn.\Sio:m key constraints to current
practices and processes of local government have been analyzed throughout the report. At the
same time, successes of local governance have been highlighted, from which the vision for local
government has evolved.

If an autonomous local government system is the goal, a significant realignment in the thinking
of all key actors, a consensus within the political system and cooperation between the executive
and legislative branches have to be achieved. While the process is a complex one, the study
provides sufficient illustrations to show that an autonomous local government system is not only

possible but necessary.
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ATE ON PUBLIC ADMINISTRATION REFORM IN BANGLADESH

The Public Administration Reforms Commission (PARC) was constituted in December
1996. In October 1997 the Commission was reconstituted by including more members and
reformulating its TOR. The government has given utmost importance to the PARC and
accorded its chairman the status of a full Cabinet Minister. The Commission comprises Member
of Parliament and experienced members encompassing, representatives from private sector,
academic community, NGOs and government officials.

So far the Commission held nineteen meetings and finalized and submitted to the

Government twenty-eight recommendations. These are as follows:

1. Certain Measures for Improving the Accountability and Service Standard of the
—_—

—

Government Organizations;

to

System of Receipt of Letters in the Secretariat and Their Acknowledgement;

Disposal of Files within a given Time Frame.

3. Early Retirement with Incentives;

4. Appointment of Ombudsman;

5. STr;;)liﬁcation of Payment of Travel Tax;

6. Capping on the Existing Level of Manpower in Revenue Budget;

2 Sumplification of Payment Procedure of Pension:

8. Monetization of the Vehicle Entitlement of the Officers:

9. Modernization of Land Administration in Bangladesh:

0. Institutional Arrangement for Implementation of Recommendations of Public

Administration Reforms Commission: e ————

1. One Stop Utility Bill Payment System:;

12. Simplification of Issuance of Passport:¥
13. Simplification of Issuance of Driving Licenses
14. Formation of Work Improvement Team in the Ministries/Divisions and Other

Government Offices:

15. Introduction of Transparency in Public Administration:

B—

16. Enhancement of Security of the Members of the Public in the Highways and

[mprovement of Traffic System;



)
e i

17. Recommendation to Abolish and Merge Some Departments/Offices;
18.  Application/Implementation of Existing Acts, Rules, Regulations, Orders,

Instructions, etc.;

19. Proposal for Grade-Wise Identification of the Employees instead of Class-Wise;

20. STngM on Administrative Reforms; =

21. Declaration of Three Year Old Domestic Utility Bills as Time Barred for
Payment;

22, Designing the Performance-based Annual Reporting  System by the
Ministries/Divisions;

23, Performance Standard and Citizen’s Charter;

24. Liberalization of Quota System in the Government Service in favour of Merit;

25. A few measures for improvement of Law and Order;

26.  Establishment of an Effective Organization to Curb Corruption at all levels of
Public Administration;

27. Electronic Government, introduction of all Modern Technologies and their

ptimal use in the Government functioning;

28 Institutional arrangement for implementation of recommendations on matters of
reform by setting up Public Administration Reforms Monitoring Commission

(PARMOC).

The first recommendation captioned “Certain Measures for Improving the

Accountability and Service Standard of the Government Organizations” contains the proposal

for better delivery of services to the people. All service oriented departments and organizations
should publicly display signs or boards saying what kind of services are available, where those
are available, where necessary forms for applications are available, where money should be
deposited, where to make a complaint, etc. Those departments and organizations receiving
money for services should make available booklets containing the above information either free
of cost or at a token fee. All offices providing services should have an information both headed
by an official with his name and designation placed on his desk.

The second recommendation “System of Receipt of Letters in the Secretariat and their

Acknowledgement; Disposal of Files within a Given Time Frame” concerns early disposal of

[S9]



letters, queries, etc. The final decision on a letter to the government sent by any citizen or party
on any subject matter has to be communicated normally within the stipulated time (i.e. two
weeks) as mentioned in the existing Secretarial Manual. To help reduce sufferings of people
coming to the Secretariat to seek redress to their problems, the Commission recommended that
there should be a mail receiving center at the entrance of the Secretariat which will remain open
during office hours and provide acknowledgement of receipt on behalf of concerned
ministries/departments. o

The third recommendation of the Commission “Early Retirement with :‘iiives” has
suggested provision for voluntary retirement by public servants after completing 20 years of
service instead of 25 years with full benefits. Options for voluntary retirement after 15 years of
service could also be taken by the public servants with 64% of pension and benefits.

The fourth recommendation is on “Appointment of Ombudsman” deals with the setting
up of the office of Ombudsman with appropriate manpower. There is a provision in the
Constitution (Article 77) of the People’s Republic of Bangladesh to set up an office of
Ombudsman. Accordingly the Commission proposed to create the post of Ombudsman and set
up an office for this purpose with a manpower of 35 personnel and necessary facilities of
infrastructure. '

The fifth recommendation is regarding “Simplification of Payment of Travel Tax” which
aims to reducing the suffering of Bangladesh citizens travelling abroad in respect of payment of
travel tax. It was suggested to incorporate the travel tax in the ticket instead of the existing
cumbersome system of making payment to the bank at the time of departure.

In the sixth recommendation on “Capping on the Existing Level of Manpower in
Revenue Budget” the Commission has proposed that during the leisure of the Commission
except for some essential and technical posts, other vacant posts should be filled up nor any new
post created except with approval of the Minister-in-charge of the Ministry of Establishment.
Post lying vacant for a year or more should be abolished.

The seventh recommendation “Simplification of Payment Procedure of Pension” the
Commission has suggested some measures to simplify payment of pension to the retired
government servants. Although the government has already simplified the payment of pension,
there are still some barriers, which could be removed. The Commission has identified these

problems and suggested removing them. The Commission has emphasized on the



implementation of the government decisions already taken and recommended for training of the
concerned officials in this regard. It has also suggested to create environment for timely disposal
of pension cases and those who will be responsible for any negligence will be liable for
punishment.

In the eighth recommendation on “Monetization of the Vehicle Entitlement of the
Officers”, the Commission has recommended to provide loan of Tk. 4 (four) lakhs to
government servants for purchasing vehicle of their own instead of providing full time vehicle
to the officers who are entitled to it. The government would provide an allowance of Tk. 8
(eight) thousand for maintaining the vehicle.

— In the ninth recommendation on “Modernization of Land Administration in
Bangladesh”, the Commission has recommended some measures to modernize the land
administration in Bangladesh. For simplifying the present system of land ownership, it has been
proposed to introduce certificate of land ownership to be provided to the owners of land. Instead
of family based khatian (Record of Rights), plot based khatian has been proposed to introduce.
Simplification of forms and language for preparing the documents, placement of Assistant
Commissioner (Land), Sub-registrar and Assistant Settlement Officer in the same vicinity,
amendment of all laws and rules in connection with modernization of land, etc. are also
envisaged.

The tenth recommendation “Institutional Arrangement for Implementation of

Recommendations of Public Administration Reforms Commussion” contains The iAterim
institutional arrangement for implementation of the recommendations of PARC. The
Commission as per its charter submits all its recommendations to the Prime Minister (PM). The
PM may directly approve some recommendations. These recommendations would be sent to
Ministries/Divisions by the PM’s office for implementation and the progress of their
implementation would also be regularly monitored by the PM’s office. Some recommendations
may require the approval of the National Implementation Committee for Administrative
Reorganization (NICAR), while some others of the Cabinet. The Cabinet Division would send
these recommendations as per the existing procedure to the concerned Ministries/Divisions for .
implementation. The Cabinet Division would monitor the progress of implementation of these

recommendations.



The eleventh recommendation is about the “One Stop Utility Bill Payment System™; it
has been noticed that the consumers of utility services spend their valuable time in paying
various utility bills in different banks at different times. Besides, it was also found that
consumers are harassed by the utility organizations and sometimes by the Banks on many
pretexts and unnecessary details. To simplify the utility bill payment system and reduce
harassment of the consumers it was recommended to introduce 'One Stop Utility Bill Payment
System' where any consumer can pay all his utility bills in any one bank or post office of his
choice in a zone. The utility providing organizations would give commission of Tk. 5 per bill to
the bill receiving organizations. This commission of Tk. 5 per bill would not be shifted on to the
consumers. At the first stage the system would be introduced on pilot basis in one zone and
depending on its success it would be replicated in Dhaka City and subsequently throughout the
country.

The twelfth recommendation is regarding the “Simplification of Issuance of Passport™.
At present the process of issuing passport is lengthy and cumbersome. The Commission has
recommended simplifying the forms and procedures. Better queuing system, abolition of police
verification system, issuance of passport on the basis of voter ID card and birth registration
system, introduction of Machine Readable Passport (MRP), computerization of the whole
system, etc. are the specific recommendations in this regard. As simplified version of form for
applying for passport has also been developed and proposed in this recommendation.

In the thirteenth recommendation “Simplification of Issuance of Driving License” it has
been proposed to introduce new mode of driving licenses in the form of a high quality plastic
laminated card type with embossed photographs and enhanced security features has been
proposed. Increase the validity period of driving licenses, exemption of fitness certificates for all
private cars not older than 10 years, simplification of forms and procedures, etc. are the other
features of this recommendation.

The fourteenth recommendation “Formation of Work Improvement Team in the
Ministries/Divisions and Other Government Offices” envisages the formation of a team
comprising of mid-level and junior officers who would take initiatives to introduce new
technology to improve the working procedures and ultimately improve the efficiency of the

individual officers and the office as a whole.
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In the next recommendation “Introduction of Transparency in Public Administration”
certain steps have been proposed to bring transparency in the government offices. In the first
stage, it has been recommended that all government publications except some classified
documents, which concern the security of the state and may have grave political implications,
should be open to the members of the public and, therefore, captions like “Secret”, “Top
Secret”, “For Official Use Only” written on many public documents should henceforth be
discontinued.

The sixteenth recommendation is about “Enhancement of Security of the Members of
the Public in the Highways and Improvement of Traffic System” aims at improvement of traffic
system and security of the members of the public on highways. Regular highway patrolling,
introduction of traffic week at least once in a month, strict enforcement of traffic rules are the
main features of this recommendation.

In the seventeenth proposal “Recommendation to Abolish and Merge Some
Departments/Offices”, it has been suggested to abolish and merge some Departments/Offices
which have also been recommended by previous Commissions/Committees like PARC. The
Commission carefully examined the previous reports regarding the abolition and merger of the
departments and recommended the following 4 (four) departments to be abolished as their

functions have been transferred to other departments:

a. Bangladesh Bureau of Educational Information and Statistics (BANBEI S)
b. Supply and Inspection Directorate
C. Textile Directorate

d. Department of Dhaka Mosquito Control
In this recommendation it has been proposed to merge 8 (eight) departments into 4

(four). These are as follows:

a. Department of Patent Design and Trademarks to be merged with Copy Right
Department
b. Energy Monitoring and Reservation Centre with Directorate of Power Advisor

and Chief Power Inspector
C. Directorate of Tax Commission (Intelligence and Inspection) with Taxes

Inspection Department



d. Bangladesh Film Archives with Directorate of Film and Publications.

In the eighteenth recommendation on “Application/Implementation of Existing Acts,
Rules, Regulations, Orders, Instructions, etc.” it has been suggested to apply and implement the
existing rules and regulations in the public sector organizations very strictly. It has been noticed
that the existing rules and regulations are not being followed in the public sector organizations
and there is a convincing view that if the existing rules and regulations are followed properly,
60% of the problems could be resolved. The Commission recommends strictly following the
existing rules and regulations in the government offices and ensuring their application and
implementation in the functions of the Ministries/Divisions/Departments and other government
offices.

The nineteenth recommendation is on the “Proposal for Grade Wise Identification of the
Employees instead of Class Wise” it has been proposed to identify the employees according to
the grade of National Pay Scale instead of class. At present the employees are identified within
four classes from 1-IV. The Commission feels it strongly that this colonial legacy needs to be
abolished to dignify the employees. Abolition of class system also commensurate with the
principles of the constitution. The Commission recommends dividing the employees within the
categories of gazetted and non-gazetted and identifying them according to the grades of
National Pay Scale.

In the twentieth recommendation “Slogan on Administrative Reforms” it has been
proposed to stick a slogan on administrative reforms in all offices from Union to Secretariat
level to motivate and create awareness among the members of the administration about the
delivery of service to the citizens and among the members of the public about their rights to the
government organizations. The Prime Minister of Bangladesh used a slogan “Administration for
Service to People” during the international seminar of PARC held in March 1999 to carry the
fruits of administration to the doors of the people. The Commission has decided to recommend
this slogan to stick at all levels of administration from Union to Secretariat.

In the twenty-first recommendation “Declaration of Three Year Old Domestic Utility .
Bills as Time Barred for Payment” the Commission has proposed to declare the three-year-old

domestic utility bills as time barred for payment under the following conditions:



a. Collection of all the arrear bills has to be completed before 1% July 2000. After

this date the 3 (three) year old arrear bills will be time barred for payment;

b. No disputed or subjudice bills shall fall within the purview of this declaration;

c. Any consumer under self-assessment system, who does not pay deliberately, will

also not fall within this purview.

This was recommended with a view to reducing the unnecessary harassment that the
users of utilities face even after due payment on the pretext of lack of evidence in support of
payment of old bills (which the users usually does not retain for long and the utility
organizations fall to enter into their books), and at the same time to make the concerned officials
of the organization more responsible for prompt collection and proper record in their books.

The twenty-second recommendation “Designing the Performance-based Annual
Reporting System by the Ministries/Divisions” deals with the annual reporting system by the
Ministries/Divisions to the Cabinet Division. The existing reporting system is very subjective
and input oriented rather than performance-based. The Commission has designed a formal in
which the objectivity of the activities of the Ministries/Divisions would be reflected. For this the
Ministries/Divisions and their subordinate offices need to introduce performance
standard/indicators.

In the twenty-third recommendation on “Performance Standard and Citizen’s Charter”
the Commission suggested to use the draft performance standard prepared for three Ministries
and performance indicators/standards for five important organizations as samples for
preparation of such standards in other organizations. The Commission has also prepared draft
Citizens’ Charters for seven service-oriented organizations to be used as specimen. These may
also be followed by other organizations to prepare Citizen’s Charter.

The twenty fourth recommendation on “Liberalization of Quota System in the
Government Service in Favour of Merit” suggests that the existing quota system should be
amended gradually and merit should be preferred in the civil service. At present 45% of the civil
servants in the category of Class-I officers enter into the service on merit basis. For the time
being the Commission has proposed to increase this merit-based selection by 10% for Grade-IX
(Class I service). Below IX the present system will remain unchanged.

In the twenty-fifth recommendation regarding “A Few Measures for Improvement of

Law and Order”, several measures have been suggested to improve the present deteriorating



situation of law and order. Among them the most important recommendations are the inspection
of Thana by District Magistrates/Additional District Magistrates, training of the members of the
law enforcing agency, establishment of model Thana, setting up of preventive wing in the Thana
accountability of PPs, APPs, Court Police Inspectors and CSIs, gradual computerization of the
Thanas and procurement of sophisticated equipment for investigation.

The twenty-sixth recommendation on “Establishment of an Effective Organization to
Curb Corruption at All Levels of Public Administration” proposes to set up an Anti-corruption
Commission instead of the present Anti-corruption Bureau. A new structure with adequate
degree of independence has been proposed for the Commission, which will have a Council for
regulating the activities of the Commission.

“Electronic Government : Introduction of All Modern Technologies and Their Optimal

Use in the Government Functioning” is the twenty-seventh interim recommendation of the

Commission, which suggests to make compulsory computer education at all training institutions

.

and secondary schools and setting up of computer labs in these schools and institutions;

introduction and optimal use of fibre optics communication to improve and extend the

telecommunication, encouragement of private sector to participant in the development of this

sector, utilization of telephone, e-mail, fax and other means of modern communication in the

functioning of the administration, having own web-site of every Ministry, maintenance of files
\’M

through computerizing/micro filming/CD, networkiﬁg of offices through computerization,

—

preﬁifon of an IT policy and its reflection in the annual budget.

The twenty-eighth recommendation is about the “Institutional arrangement for
Implementation of Recommendations on Matters of Reform”. The Commission has proposed to
set up a “Public Administration Reforms Monitoring Commission (PARMOC)” for a period of
3 (three) years after the completion of the tenure of the present Commission. The main objective
of the proposed Commission will be to help implement the recommendations and monitor their
progress. At the same time PARMOC will modify the recommendations, if required, during
implefnentation and formulate new/amended recommendations as and when desired by the
government. PARMOC has been proposed to be constituted by two full-time Members and
thirteen part-time Members ~and a Member-Secretary. The chairman of the proposed
Commission will be a full Minister or of the rank and status of a fﬁlL M@r Like the present

—=

Commission, PARMOC would be a flat organization and a core group of officers will provide



expert services to help implement the recommendations through a process consultation with

concerned implementing agency.

Implementation Status of the Recommendations
The cabinet has already approved three recommendations — the first two and the eleventh

recommendation on “One Stop Utility Bill Payment System™ and instructed the relevant

—

Ministries/Agencies to take necessary steps to implement them as early as possible.

Implementation of the fifth recommendation on “Simplification of Payment of Travel Tax” has
also started to from September 1, 1999. With regard to the appointment of the Ombudsman, the
government is searching for a person to hold the office of Ombudsman. Other formalities are
almost completed in this regard. Some of the recommendations are set to relevant
Ministries/Divisions for comments/views. Other recommendations will also be placed in phases

for consideration of the Cabinet.

Source : PARC, January 2000

10



Public Administration for
21st Century

Report of the
Publlc Administration Reform Commission

.- Volume 1

Presented to the Hon'ble Prime Minister of the
Government of the People's Republic of Bangladesh

June 2000



LETTER OF TRANSMITTAL
Sheikh Hasina
Hon’ble Prime Minister
Government of the People's Republic of Bangladesh

REPORT BY THE PUBLIC ADMINISTRATION REFORM COMMISSION

It is with great pleasure that we present to you in the first phase three volumes of the
Report of Public Administration Reform Commission (PARC) which Wwas constituted in January
1997 to ensure good governance with a view to achieve rapid socio-economic development of the
country.

The task given to PARC is to recommend on improving transparency, efficiency,
accountability, effectiveness and dynamism; institutional and procedural changes necessary to
attract investment; prevention of wastage and improvement of service delive y re value for

money; reorganization of local government bodies consistent with existing local government

legislation aiming at decentralisation and devolution of authority; combating corruption;

rationalisation of existing institutions and manpower; ﬁd“strengthcn}ﬂg%f”p'érliarhéntary

oversight on the executive organ of the state. It is also within the purview of the Commission to
suggest legal, regulatory and procedural changes that will be necessary to implement the reform
proposals including an institutional arrangement for implementation of recommendations of the

Commission.

interest in and facilitate creation of awareness among the concerned quarters and the public in

general. Through a process of interactions i itterent socio-political grotps, 1 0 foster
consensus on matters of reform. It particularly adopted a multi-partisan approach, acceptable to all

in order to facilitate their subsequent implementation. For this purpose it consulted a wide range of
groups including the stakeholders, representatives of political parties, private sector and NGOs,
academics, journalists, women groups, associations of different cadres of civil servants and
members of the civil society in general. It also published a questionnaire in the newspapers and
Commission's website; organised national and international seminars, workshops, forums:
arranged exchanges of views; undertook study tours; participated in national and international
seminars/conferences; and appointed national and international consultants to help prepare and
finalise the recommendations incorporated in the Report.

The Government set up the Commission on the eve of the 21st century when the whole

improvement of service delivery, creation of functional clusters of Ministries for developing
professionalism and Senior Management Pool (SMP) for doing away with inter cadre rivalries and




contained in this Report. The impact of these recommendations will be felt only on their
implementation which is the most crucial and difficult part of any reform agenda. Incidentally,
about twenty one reports prepared since independence by different Commissions/Committees
instituted by Government or prepared at the instance of development partners of Bangladesh have
remained largely unimplemented creating a situation where Bangladesh has lagged far behind
many other countries in matters of administrative reform. We hope that the Government will take
stronger steps to implement these recommendations to adapt the administration to the needs and
requirements of the 21 century. Mentionably, a good beginning has been made towards their
implementation through the decision of the Government to gradually consider the interim
recommendations of PARC in the cabinet meetings in order to facilitate their implementation.

Adninistrative reform is a long-term continuing exercise and calls for solid political
support.

If the ongoing reform process gets stalled or stopped on the way, the momentum created,
experience gathered and expertise developed would be lost. We are hopeful that due attention
would be paid by the Government to this crucial aspect.

The Terms of Reference (TOR) of the Commission cover a wide range of reform issues
virtually encompassing all matters connected with administration. To prepare a Report covering
the entire TOR within a two year period is a daunting task. It has been possible to prepare the
present three volumes on administrative reform due to hard work of the members of the
Commission and the small number of officers and staff working in it as well as support from
UNDP and other development partners. Yet the Commission could not complete all the tasks
entrusted to it. The unfinished work, which inter alia includes reform proposals on corporations
and autonomous bodies, will be incorporated in the next phase of the Report.

No report is free from limitation. We take responsibility for any deficiencies occurring in
this Report despite our best efforts.

We are thankful to the Government of Bangladesh for entrusting us, in this age of
information technology, with the responsibility to furnish our considered views and prioritised
recommendations on administrative reform befitting the dawn of the new century and millennium.

Signed: 25 June 2000 MM/M

- ATM Shamsul Haque
Chairman

Members Members
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EXECUTIVE SUMMARY

The Public Administration Reform Commission (PARC) was constituted in J anuary
1997 with the mandate to recommend policies, programmes and activities to improve the
level of efficiency, effectiveness, accountability and transparency in public organisations and
to enable them fulfil the government's commitment to ensure socio-economic development
and reach out its benefits to the people.

Key Issues Addressed and the Commission’s Recommendations

The Commission was of the view that some issues could be addressed without delay
and extended research. This would have an immediate impact on public service delivery
without much of a financial implication. It found it expedient to submit to the Government a
number of interim recommendations to resolve such issues instead of waiting until the
Commission submits its report at the end of its tenure. A total of 30 such recommendations
have already been submitted; ‘they dealt with a host of different topics covering issues of —
~ varying magnitude. Modernisation of land administration in Bangladesh; measures for
improving the accountability and service standards in government organisations; appointment
of an Ombudsman; formation of an effective Anfi-corruption Commission; establishment of
one-stop utility (gas, water, eleciricity, teleptione, etc.) bill payment system; gradual abolition
of quotas in government service; simplification of issuance of passport, driving license and
payment of travel tax; introduction of performance standard in service-providing
organisations; designing a performance-based annual reporting system to be implemented by
Ministries/Divisions; and whment of an institutional mechanism to implement reform
programmes are examples of the interim recommendatiorE)Of these, six recommendations
viz., Tmproving accountability and service standard of public organisations, one-stop utility
bill payment system, simplification of payment of travel tax, formation of Work Improvement
Team (WIT) in the government offices, system of receipt of letters in the Secretariat and their
acknowledgement, and dissemination of the slogan ‘Administration for Service to People’
have been approved by the Government and are under process of implementation with the
assistance of the Commission.

PARC addressed the issues causing low levels of efficiency, effectiveness,
accountability, transparency and dynamism in pubic agencies and examined the options
to improve delivery of public services (Chapter 2). It found that the factors that have
contributed to this situation are: (a) lack of operational definitions of public agencies’
missions, functions and roles; (b) absence of a formal public policy and system to ensure that M
such definitions be made available to the public; (c) culture of secrecy in public service; (d)
high degree of centralisation of decision-making; (¢) weak instruments of control and
accountability; (f) poor utilisation of information technology and; (g) attitudinal constraint
and issues of personnel management, including low level of compensation. The Commission
made both interim and final recommendations to address these issues. Determination of
Missions and functions of the public offices; affirmation of professionalism in the civil
service; introduction of performance monitoring and result -oriented performance audit
~of Ministries/Divisions/Departments/Directorates and other public agencies; delegation
of powers to subordinate and field offices; introduction of only three hierarchical
positions in all government organisations to reduce levels of decision-making process;
availability of the reports of all Commissions/ Committees for the sake of transparency
and accountability; separation of judiciary from the executive with the establishment of
a Supreme Court Secretariat; separation of audit from accounts; introduction of
performance standard and citizen’s charter; simplification of outdated laws, rules,
regulations and forms; amendment of Official Secrets Act 1923; preparation of the draft
of a proposed Freedom of Information Act; introduction of IT and establishment of
Local Area Network (LAN) and Wide Area Network (WAN); and introduction of
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market-based salaries for the Government employees are among the important
recommendations.

The question of reforming the Civil Service in general and services
reorganisation in particular has occupied the authorities for a long time. The Commission
approached this question by first analysing the recruitment policies which are at the core of
service inefficiency (Chapter 3). The major discrepancy between the Constitutional right of
equality of opportunity for all citizens in respect of employment and what is actually taking
place justifies the recommendation for the gradual abolition of the quota system. This should
also help establish the principle of meritocracy in matters of recruitment and promotion in line
with the New Public Management (NPM). The analysis of the complex inter cadre
problems and conflict between generalist and specialist led to the recommendation of
specialisation from the level of Deputy Secretary at the Secretariat and also for
_ introduction of functional clusters of related Ministries of allied nature in addition to the
/" formation of a professional policy-making group, namely, Senior Management Pool
(SMP) which should facilitate fast track promotion. Government may allow lateral
entry upto 15% in the posts of the level of Secretary and upto 10% in the posts of
Deputy Secretary and above. The above posts and the posts of all heads of corporations and
subject to the provisions under the concerned recruitment rules, posts of heads of other
Government Departments/Directorates, etc. may be filled up through competition for a fixed
tenure. All government officers upto two steps below the posts to be filled in and candidates
from the private sector with prescribed qualification will be eligible to compete for such
posts. The posts of Deputy Secretaries would be filled up from all cadres through open
competition. Other related issues have also been discussed: employment of women and the
need to create an enabling environment for them, the imperatives of linking promotion
to performance, raising superannuation age from 57 to 60 years and stopping
appointment on contract to any duty post, adequate compensation and fringe benefits as
well as training and job enrichment. The examination of civil servants’ grievance redress
machinery led to the recommendation of creation of more than one Administrative
Tribunat especially in Dhaka for expeditious disposal of cases. Recommendation has also
been made for the creation of three Public Service Commissions (PSCs) — general,
technical and education services — in place of the existing one.

Institutional reorganisation and manpower rationalisation (Chapter 4) remains
one of the crucial problem areas in public administration affecting efficiency, perfermance,
service delivery and accountability. The chapter starts with a presentation of the historical
background and the reasons, for the present over-sized organisations and overstaffing in the
Ministries, Divisions, Departments, Directorates and Subordinate Offices (231 government
offices including 36 Ministries). PARC has recommended necessary reduction in the number
of government organisations and manpower strength. In its exercise, the Commission has
examined the report of Administrative Reorganisation Committee (ARC) and made relevant
use of it. The key recommendations are merger of four Divisions and reduction of the
number of Ministries from 36 to 25, abolition of six organisations; setting up of two new
organisations viz. (i) Supreme Court Secretariat, and (ii) Office of the Ombudsman;
creation of 4068 additional posts (+1759 and +2309 for class I and II respectively) and
reduction of 29974 manpower (- 13176 and - 16798 in class III and IV respectively), making
a total surplus of 25906 (4.46%) against the existing number of posts. The proposed
manpower restructuring will result in annual saving of more than Tk. 75 crore. But net
redundant workforce calculated on the basis of sanctioned strength is 122223 (18.05%) which
will result in much higher saving. The surplus personnel have been mainly identified in those
functional areas where activities can be easily contracted out for improving efficiency and
enhancing cost-effectiveness and accountability. Considering better economic management the
Commission has also recommended reorganisation of the Planning Commission and
strengthening the Planning Cells of the Ministries/Divisions with capacity and authority. In
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the proposed rationalisation of manpower, PARC does not recommend retrenchment of
any serving government employee.

Reorganisation of field administration and decentralisation (Chapter 5) addresses
the pressing issues and problems of devolution and delegation in section I and section II
respectively. The on-going local government reform is aiming to create a democratic local
government structure at four levels — village, union, upazila and district. A detailed
examination of the reform package detects considerable obstacles which are preventing local
government bodies from becoming truly autonomous, it is also observed that the scheme is
being implemented rather slowly; however it has the potential to empower local councils with
devolved authority and functional jurisdiction. On restructuring field administration, the key
long-term recommendations include: reorganisation of divisional level set up based on the
recommendations of the Local Government Commission on transferred subjects. Local
government authorities will employ their own personnel and undertake development
projects. The role of MPs as Upazila Advisors may be reviewed and he/she may be involved
only in planning matters relating to his jurisdiction. The existing Upazila Parishad Act may be
amended in this connection. As short-term strategies, new guidelines may be prepared after
reviewing existing guidelines for preparation of Plan Books of local government bodies;
functions, personnel and budget of seven departments may be transferred to Zila Parishads
(ZPs) and those of nine departments to Upazila Parishads (UZPs). The officials of the
concerned departments should be placed on deputation in ZPs and UZPs; the Parishads at
the District, Upazila and Union levels should be given the overall authority of co-
ordinating all development activities. Section II of the chapter, which deals with delegation,
shows that the key problem remains to be central control i.e., intervention by Ministries in the
functioning of implementing agencies reducing their administrative and financial autonomy.
The Rules of Business should be the firm basis for the working of the government. It has
to be ensured that the powers of Departments and other Subordinate Agencies are not
encroached upon by any Ministry and Division. The proposed PARMOC could study the
present state of delegation of powers and suggest improvement in this regard.

The ever-crucial issues of combating corruption are addressed in Chapter 6. The
manifestations of corruption in different spheres are depicted and the root causes identified,
including the poor remuneration of public servants and their concomitant low self-motivation,
weak enforcement of laws and regulations, lack of transparency, abuse of discretionary power
of civil servants and the failure of present institutional mechanisms for the prevention of
corruption. The functions and poor achievements of the Bureau of Anti-Corruption (BAC)
received particular attention and the recommendations include the need to accelerate the
appointment of an Ombudsman, the need to curb the monopoly of public agencies over
the provision of services through privatisation, reduction of discretionary powers of
public authorities and the establishment of a powerful institutional mechanism for
prevention of corruption viz., an Independent Commission Against Corruption (ICAC)
and a Criminal Justice Commission (CJC) to deal solely with police corruption. For the
long-term, it was recommended that a new ‘“‘code of conduct” be developed for the public
as well as for the appointed officials; the consideration of an Act regulating
contributions to political parties and increasing transparency in political transactions
-and the introduction of electronic communication to provide information to the public were
also recommended.

The need for reduction of wastage and promeoting value for money in public
agencies (Chapter 7) was emphasised by all and sundry. The major causes of wastage were
identified, particularly, in financial resource management in public sector organisations, in the
methods of designing and implementing development programmes, in providing grants for
educational and R&D institutions and the food-for-work programme as well as in the
procurement of goods and services. Overspending in administrative offices, the waste
inherent in the current unscientific management of human resources, the provision of public
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service benefits (particularly for housing, vehicles and telephone) and wasteful management
of public properties, including land, are discussed and recommendations made to strengthen
and update auditing of the public sector organisations, monetise public service benefits,
ensure benefits to target population under food for work scheme, privatise all the State
* Owned Enterprises (SOEs), stop irrational system losses in different sectors, e.g., power,
water, etc., update the existing procurement laws for reducing wastage and enact a
consumer protection law to ensure value for money.

The exercise of parliamentary oversight, a major element in instilling accountability
in the public service was found to be weak. The Committee system defined in the
Constitution of Bangladesh is the creation of only a few years; it still needs to gather
experience to yield the desired results (Chapter 8). At present the relationship between the
executive and the legislative organs of the state is influenced by the traditional concept of the
supremacy of the executive which works in an environment where transparency is sacrificed
at the altar of secrecy. The role of the Public Accounts Committee (PAC) was particularly

__analysed. Recommendations were made to strengthen the oversight functions of the

Parliamentary Committees including PAC through providing their members with necessary
training and supportive work environment. Involving the media in open meetings of the
committees may help increase transparency and public awareness. Each Member of
Parliament should be given an office, 2 computer, a personal staff with computer
literacy and a small fund to collect information and prepare briefs for facilitating due
discharge of his/her responsibilities. The personal staff will hold office during the
incumbency of the concerned MP. Besides, recommendations are made for opposition MPs
to head some Parliamentary Committees and for inclusion of at least one woman MP in each
Parliamentary Committee.

Chapter 9 focuses on the role of public administration in facilitating private
investment. The overall scenario in local and foreign private investment in Bangladesh is not
very encouraging. Apart from political unrest, the key problem lies in the implementation of
policy decisions where public organisations play a critical role. These agencies also have
organisational, procedural, legal and systemic problems. Board of Investment (BOI) and
Bangladesh Export Processing Zones Authority (BEPZA), the two key institutions, suffer
from operational problems and constraints including dependence on Ministries and other
parastatal organisations; lack of co-ordination; failure to set target and meet deadlines;
inadequate autonomy; lack of professionalism; poor monitoring and weak data management
system. There are serious law and order and social problems such as extortion, mastani
(muscle power) and ransom. All these problems cause tremendous frustration for both local
and foreign investors. In the security market, fraud and malpractice pose the greatest
challenge. Major recommendations include: effective measures for law enforcement and
assurance of security for the investors; curbing all illegal labour union practices under
existing laws; promotion of congenial working environment for women workers; updating all
laws covering investment and improvement of the lengthy and cumbersome dispute
settlement procedures; strategic delegation of powers to members of the “one stop service”
team in BOI; continuation of the on-going banking reform; promoting private farms for
providing advisory services to prospective entrepreneurs; contracting out services including
utility billing, security management, mini utility services in the export processing zones and
other industrial parks; entrusting the Bangladesh Missions abroad to project a positive image
of the country and changing them from being only the Office of Diplomats to the Office of
economic ambassadors as well; introduction of e-trade and e-commerce to ensure security of
transactions and prevent fraud and forgery and strengthen the institutional capacity of
business organisations.

Chapter 10 examines various issues and problems with regard to implementation of

administrative reform in general and implementation mechanisms for the recommendations of
PARC in particular. The proposed Public Administration Reform Monitoring Commission
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(PARMOC) submitted to the Government is endorsed in this chapter (IR No. 28). PARMOC
is proposed to be set up for a period of three years to help implement the recommendations of
the Commission. Institutionally, it will be located in the Prime Minister’s Office. There will
be 16 (sixteen) Members of the Commission (3 full-time and 13 part-time). The Chairman of
the proposed Commission will be a Cabinet Minister or a person with the rank and status of a
Minister. The main task of the proposed Commission will be to render direct assistance to the
Ministries/Divisions in reform process and monitor the implementation of reform
programmes.

The Commission made three types - of recommendations: (a) Interim
Recommendations which have already been submitted to the government for consideration
and implementation, (b) Short-term recommendations which could be implemented in 0-2
years, and (c) Long-term Recommendations which may need longer than 2 years for
implementation.

In Volume 2 of this report the 30 Interim Recommendations are incorporated.

The summary of the Interim Recommendations and chapter-wise summary of the 70
short-term and 37 long-term recommendations are given below:

Interim Recommendations

o{\ 1. Measures for Improving the Accountability and Service Standard of the
Government Organisations contains the proposal for all service oriented departments and
organisations to publicly display signs/boards or publish booklets about the services provided

by them.

2. Receipt of Letters in the Secretariat, their Acknowledgement and Disposal of
Files within a Given Time Frame recommends a mail receiving centre at the entrance of the
Secretariat and early disposal of letters, queries, etc.

3. Early Retirement with Incentives suggests provision for voluntary retirement with
full benefits of public servants on completion of 20 years instead of 25 years of service.

4. Appointment of Ombudsman deals with the setting up of the office of
Ombudsman with necessary manpower and infrastructure.

5. Simplification of Payment of Travel Tax suggests incorporation of the travel tax in
the price of the ticket instead of making payment to the bank at the time of departure for
abroad.

6. Capping on the Existing Level of Manpower in Revenue Budget proposes not to
fill up any vacant post or create any new post without approval of the Minister-in-Charge of
the M/o. Establishment except for some essential and technical posts and abolition of posts
lying vacant for a year or more.

7. Simplification of Payment Procedure of Pension suggests some measures to
simplify payment of pension to the retired government servants.

8. Monetisation of the Vehicle Entitlement of the Officers proposes a loan of Tk. 4
(four) lakh to entitled government servant for purchasing vehicle of his own instead of
availing official vehicle and an allowance of Tk. 8 (eight) thousand per month for

maintenance.
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9. Modernisation of Land Administration in Bangladesh proposes simplification of
the procedures for land ownership and introduction of certificates of land ownership to the
owners of land. '

10. Institutional Arrangement for Implementation of Recommendations of Public
Administration Reform Commission contains the proposed interim institutional arrangement
for implementation of the recommendations of PARC.

11. One Stop Utility Bill Payment System proposes the payment of all utility bills at
one counter at a time instead of the existing system of payment at different times and places.

12. Simplification of Issuance of Passport recommends to simplify the forms and
procedures of issuance of passport.

- -13. Simplification of Issuance of Driving License proposes to simplify the forms and
procedures of issuance of driving licenses.

14. Formation of Work Improvement Team in the Ministries/Divisions and Other
Government Offices envisages the formation of a team comprising 3/4 mid-level and junior
officers to improve the working procedures and efficiency and to provide incentive for
innovative ideas.

© 15. Introduction of Transparency in Public Administration suggests certain steps to
bring transparency in the government offices by making available to the members of the
public government documents and publications except those which concern the security of the
state.

16. Enhancement of Security of the Members of the Public in the Highways and
Improvement of Traffic System aims at improvement of traffic system and security of the
members of the public on highways and elsewhere.

17. Recommendation to Abolish and Merge Some Departments/Offices suggests
abolition of four Departments/Offices and merger of eight Departments/Offices into four.

© 18. Application/Implementation of Existing Acts, Rules, Regulations, Orders,
Instructions, etc. reiterates strict application and implementation of the existing rules and
regulations in the public sector organisations.

19. Proposal for Grade-wise instead of Class-wise Identification of Employees
envisages identification of employees according to their grades.

20. Slogan on Administrative Reform aims at disseminating the slogan
" Administration for Service to People" from the highest to the lowest levels of administration.

21. Declaration of Three-Year Old Domestic Utility Bills as Time-Barred for
Payment proposes to declare the three-year old domestic utility bills as time-barred for
payment subject to some conditions.

@ Designing the Annual Reporting System of the Ministries/Divisions proposes
introduction of performance-based annual reporting system by the Ministries/Divisions.

© 23, Performance Standard and Citizen's Charter suggests using the draft
Performance Standard prepared for three Ministries and Performance Indicators/Standards for
five important organisations as models for preparation of such standards/indicators in other
organisations.

RS
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24. Liberalisation of Quota System in Government Service in Favour of Merit
suggests 10% increase in the existing merit-based recruitment quota in Class I and Class II
posts by amending the existing quota system from 45% to 55%.

O 25. Measures Jor Improvement of Law and Order recommends the inspection of
Thana (Police Station) by District Magistrates/Additional District Magistrates; adequate and
modern training of the members of the law enforcing agency; establishment of model Thana
and setting up of separate investigation and preventive wings in the Thana.

26. Establishment of an Effective Organisation to Curb Corruption at All Levels of
Public Administration proposes to set up an Anti-Corruption Commission with more
independence and authority instead of the present Anti-Corruption Bureau.

O 27. Electronic Government: Introduction of Modern Technologies and Their
Optimal Use in the Government Functioning suggests compulsory computer education in all
training institutions and secondary schools; optimal and increased use of fibre optics;
improvement of telecommunication, utilisation of telephone, e-mail, fax and other means of
modern communication in the functioning of all spheres of public administration.

28. Institutional Arrangement for Implementation of Recommendations on Matters
of Reform proposes to set up a "Public Administration Reform Monitoring Commission
(PARMOC)" for a period of three years after completion of the tenure of the present
Commission to help implement the recommendations of PARC and monitor their progress.

~—29. Reduction of Delay in Project Implementation recommends to minimise delay in
project implementation mainly in areas where outsourcing and contracting out are possible
and convenient. These areas as identified are recruitment of personnel, procurement of
equipment and vehicles, construction of houses for project staff, survey, research work,
maintenance, etc.

/,Use of A4 Size Paper in the Government Offices proposes to introduce A4
(21x29.7Cm) size paper in the government offices instead of the present 21.8x43.3 cm size.



Short-term and Long-term Recommendations

A

CHAPTER 2: IMPROVING THE DELIVERY OF PUBLIC SERVICES

Short-term Recommendations

ii

iii

v

vi

vii

viil

ix

All public offices should define their missions and functions and prepare job
descriptions for each position regardless of rank.

Professionalism in civil service must be ensured.

Performance monitoring of the Ministries/Divisions and Departments should be
introduced. )

Appropriate administrative and financial authority should be delegated to
subordinate/field level offices.

Every Ministry and all other Government offices must delegate adequate powers
to the officers at various levels in such a way that no decision entails more than
three tiers. The relevant paras of the Secretariat Instruction 1976 should be amended |
accordingly to give effect to this recommendation.

For the sake of transparency and accountability the reperts of all
Commissions/Committees of national importance should be made available to the
public.

Judiciary should be separated from the executive in the light of the provisions of
the Constitution of Bangladesh. Supreme Court Secretariat should be established
and administration of Judiciary including magistracy should be vested in the
Supreme Court. The supervisory role of Judiciary including magistracy over the
police as provided for has to be strengthened.

Result — oriented performance audit should be introduced in all offices of the
government, semi-government and autonomous bodies.

For establishment of intra-departmental computer network Local Area Network
(LAN) should immediately be introduced. :

Long-term Recommendations

| ii

iii

Accounts should be separated from the audit. Audit should be empowered to
perform its duties independently. N '

Training process, content and methodology should be radically changed to impart new
skills, develop knowledge and change attitudes of public servants.

With the introduction of Information Technology (IT) a basic unit of a public office
e.g., a section in the Ministry may be manned by one officer and a computer literate
support personnel instead of four at present - an officer and three support
personnel. A support personnel of 20th grade may be given appointment in a branch
to do the functions of a messenger and other jobs. At the beginning this may be
introduced in the Bangladesh Missions abroad. The ratio of officer and staff should be
1:1 there. In this way a huge amount of foreign currency is expected to be saved.
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Outdated laws, rules, regulations and forms should be updated and simplified.

Citizen's charter should be introduced in all service-rendering public
organisations.

Media organisations should develop programmes to educate the public about its ri ghts
to public services, its rights to express grievances, and its rights to obtain satisfactory
redress.

Necessary steps should be taken to enact Freedom of Information Act and amend
Official Secrets Act 1923, the sections 123 and 124 of the Evidence Act 1872 and
clause 19 of the Government Servants (Conduct) Rules 1979.

For establishment of inter-departmental computer network Wide Area Network
(WAN) should be intr_oduce(‘iT )

Market — based salaries should be given to all officials and this should be linked to
rightsizing the government. Moreover, this should be based on the principle of hiring
and firing obtaining in the private sector. Such market-based salary can be introduced
on a pilot basis following an agreement between the concerned employer and the
employee.

- CHAPTER 3: REFORMING THE CIVIL SERVICE

Short-term Recommendations

i (b/Merit should be the basis for appointment, posting and promotion at all

ii

iii

v

levels in all spheres of public administration.
Discipline should be enforced in all spheres of Public Administration.

In the Secretariat three clusters of closely related Ministries, namely,
General, Economic, and Socio-Physical Infrastructure clusters should be
constituted with the posts of Deputy Secretary and above. Ministry of Foreign
Affairs and Ministry of Law, Justice & Parliamentary Affairs may remain
outside the above clusters.

Senior Management Pool (SMP) should be introduced in the Secretariat,
which should consist of the posts of Deputy Secretary, Joint secretary,
Additional Secretary and Secretary. Induction into SMP at the level of
Deputy Secretary will be on the basis of competitive examination to be
conducted by PSC. For the post of Deputy Secretary in a-cluster of |
Ministries/Divisions officers from all cadres who are in the senior scale and
have completed at least 8 years of service will be eligible for appearing at the
examination. This will ensure scope of representation of all cadres at the
Secretariat and also facilitate fast track promotion for the meritorious
officers.
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xi
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clusters. _

The existing officers of the Secretariat at various levels will continue to hold
their present positions and officers upto national grade III should be given an
opportunity to give their preference for joining a particular cluster. The SSB
shall undertake a review to accommodate the existing officers into these three
clusters, considering their qualifications, experience and performance. But
while appearing at the examination for induction into SMP all cadre officers
will opt for joining into the cluster(s) according to their preference. Once
inducted into SMP, they will lose their lien in their previous cadre posts.
Officers upto grade III and all support staff should rotate within a cluster
of Ministries. If necessary, to meet special requirements, Ministries/Divisions
within a cluster should be allowed to fill-up upto 10% of its total posts (Deputy
Secretary and above) on transfer from Ministries/Divisions belonging to other

Government may allow upto 15% lateral entry in the posts of the level of
Secretary and upto 10% in the posts of Deputy Secretary and above. The
above posts and the posts of all heads of Corporations and subject to the
provisions under the concerned recruitment rules, posts of heads of other
government Department/Directorate, etc. may be filled up through open
competition for a fixed tenure. All government officers upto two steps below
the posts to be filled in and candidates from the private sector with prescribed
qualification will be eligible to compete for such posts.

For career advancement and equitable scope for promotion for all cadres
appropriate steps should be taken and in case of non-availability of
vacancies for the competent incumbents selection grade/time-scale may be
considered. '

Appointment in a particular post should normally have a tenure of 3 to 5 years.

Merit, efficiency, integrity, training and service records evaluated on the basis
of fulfilling performance targets should be the guiding principle in promoting
officials. The present Annual Confidential Report (ACR) form may be
amended accordingly.

Government should continue to provide more opportunitics and encouragement
for employment of women. Enabling environment for working women should
be provided with suitable field accommodation, transportation, day-care

~ centres, and separate toilets.

The retirement age of public servants may be raised from 57 to 60 years
and there should be no contractual appointments in the duty posts of the
Government. .

Three Public Service Commissions (PSCs) may be created — one for
General services, another for Technical services and the third for Education
services —to improve standards of tests and reduce the time for recruitment.
Appointments of Chairmen of the proposed PSCs should preferably be on the
basis of professional experience and skills in their respective fields.
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The Ministry of Establishment may speedily implement the Action Plan on
Training recommended by Public Administration Training Strengthening Study
1998.

Instructors and heads of all training institutions for training of class I officers
may be recruited through open competition on the basis of job specification
and job description of the posts from inside or outside the government.

Officers as well as support staff should be given, as integral part of their
service condition, proper training in computer literacy and other skills in the
light of changed technology. Such training should be demand driven and
specially tailored.

For expeditious redress of grievances and quick dispensation of justice to the
government servants more than one Administrative Tribunal may be
established especially in Dhaka.

Instead of making ad-hoc pay revisions from time to time Government should
adopt a forward-looking positive pay policy. Wages and salaries should be
linked to Cost of Living Index (CLI) to offset their erosion by inflation. A
Pay research/adjustment cell should be created in the Ministry of Finance to
adjust the salary annually to the cost of living index of the employees of the |
Republic.

Long-term Recommendations

ii

Quotas in case of all recruitment should gradually be abolished by
providing equal opportunity for backward areas and disadvantaged groups.

In order to make provision for different steps of pay at the entry level and link
increment with performance, broad band salary should be introduced on a pilot
basis.

CHAPTER 4: REORGANISING INSTITUTIONS
AND RATIONALISING MANPOWER

Short-term Recommendations

ii

iii

Four Divisions would be merged and the number of Ministries would be fixed at
285.

In addition to those four organisations viz. 1) Bangladesh Bureau of Education
Information and Statistics (BANBEIS); 2) Supply and Inspection Directorate; 3)
Directorate of Textiles; and 4) Department of Dhaka Mosquito Control
recommended for abolition in IR No.17, another two organisations namely: 1)
Department of Agricultural Marketing and Grading, and 2) Directorate of
Complaints under NBR should be abolished.

Two new organisations namely: 1) Supreme Court Secretariat; and 2) Office of
the Ombudsman may be created.
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iv Out of 231 government offices, 181 will have no changes from what was proposed
by Administrative Reorganisation Committee. The remaining organisational charts
of 50 offices will need to be changed in the light of Commission's recommended
manpower structure. Government may use the organisational profiles as a basis for
taking steps towards rationalising manpower in 231 organisations.

v The present Planning Commission may be reorganised according to the needs of the
present day. The Planning Cells of Ministries/Divisions should be strengthened with
more capacity and authority.

vi Commission recommends creation of 4068 (+ 1759 and + 2309 for class I and II
respectively) additional posts and reduction of 29974 manpower ( - 13176 and -
16798 for class III and IV respectively) making a total surplus of 25906 (4.46%)
against the existing number of posts. This will result in saving of more than Tk.
75 crore annually. But net redundant workforce calculated on the basis of sanctioned
strength is 122223 (18.05%). PARC does not recommend retrenchment of any
serving government employee. The government should follow the strategy of filling
in vacant positions by the surplus manpower and appoint them in suitable
organisations after providing necessary re-orientation and training.

vii Some activities of 28 organisations as identified by PARC should be contracted
out. Ministries and government organisations should continue identifying scope of
contracting out activities such as typing, carrying messages, making tea, sweeping
offices, cleaning toilets, etc.

CHAPTER 5: RESTRUCTURING FIELD ADMINISTRATION AND
DECENT RALISATION

Sectlon I: New Local Government Set-up

Short-term Recommendations

i Functions, personnel and budget of seven departments may be transferred to
Zila Parishads (ZP) and those of nine departments to Upazila Parishads
(UZP). The officials of the concerned departments should be placed on
deputation in ZP and UZP.

i The Parishads should endeavour to maximise tax realisation and generate
income from alternative sources.

iil Deputation of an officer of the level of DC/ADC to act as its Chief Officer
may enhance Zila Parishad capacity.

iv UZP and UP should be fully involved in the preparation, implementation, and
monitoring of development programmes.

v Concerned Ministries and Divisions should review the old and obsolete
guidelines for appropriate revision that should ensure local participatory
planning.
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vil

Guidelines may also be prepared by the Local Government Ministry for
preparation, co-ordination, and implementation of Development Plans by the
local government bodies.

Government activities should be co-ordinated by ZP and UZP in their
respective jurisdictions. NGO representatives within the locality may
attend meetings of ZP and UZP. The Chairmen of the Parishads may act
as the principal co-ordinators.

Long-term Recommendations

ii

1ii

v

vi

vii

viil

X

The district level administration as well as local government units can be
further strengthened by gradually abolishing the division-level offices of those
subjects, which are proposed to be transferred to local government bodies
based on the recommendations of the Local Government Commission on
transferred subjects.

The division level officers may be withdrawn and suitably placed for
absorption by their respective parent organisations.

The bloated Local Government Engineering Department (LGED) and |-
Public Health Engineering (PHE) Department offices at the central level
should gradually be abolished and their functions transferred to ZP and

UZP.

The process for proper distribution of government revenue, collected in the
District, Upazila and Union level, shall be reviewed from time to time by the
government by committees, set-up for the purpose.

All local government bodies shall appeint their own personnel.
Appointment of key officers may be made on the basis of open

_competitive tests to be conducted by the proposed Local Government

Service Commission.

The Local Government Ministry shall update model Service Regulations
governing recruitment, promotion, retirement, discipline and other service
conditions for guidance of local bodies.

The role of MP as Upazila Adviser may be reviewed and he/she may be
involved only in planning matters relating to his jurisdiction.

All Directorates and Departments, under both transferred and retained subjects
may submit their projects and plans to ZP. Each ZP should have a Zila
Planning Unit to act as a bridge between national and local planning and be
responsible for district development planning.

Like ZP, Upazila-based offices of the line agencies, under transferred and |
retained subjects may submit their projects and plans to the UZP.
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Government may consider allocation of additional funds, to those local
bodies, which will show innovativeness in their work and achieve their
targeted revenue collection.

- Section II: Decentralisation And Delegation

Short-term Recommendations

ii

11

v

It has to be ensured that no Ministry or Division encroaches upon the powers
delegated to their Department/Directorate/other Office and, similarly no
Department/ Directorate encroaches upon the powers delegated to their
Subordinated Offices/Units.

Heads of departments and other offices should develop annual programmes
for the delivery of public goods and customer-focused services.

The proposed PARMOC could study the present state of delegation of
powers and suggest improvement in this regard.

Each government office which is required to deliver public goods and
services, publish an annual report on the delivery of those goods and
services and make them available for public circulation.

CHAPTER 6: COMBATING CORRUPTION

Short-term Recommendations

ii

iii

v

vi

Appointment of Ombudsman should be made without avoidable delay.

Citizens should be given options for receiving any public services from
alternative places and sources to cut down on monopoly power.

Discretionary powers should be reduced to the minimum and eliminated
wherever possible. Principles governing application of discretion should
be clearly stated where discretion is permitted.

Anti-Corruption laws may be consolidated with new provisions.

Authorised - copies of decisions and other related documents should be
provided within a week to aggrieved persons affected by decisions for redress
of his/her grievance (s).

In order to reduce the scope of malpractice/corruption, the government
should break up all utility monopolies and create competing private
companies (e.g., Power, Telecommunication, etc.)
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Long-term Recommendations

i

11l

v

Vi

Vil

The Ministry of Establishment should prepare a modern code of conduct for
civil servants. Similarly the Cabinet Division may draw up a code of
conduct for elected officials.

Government may persuade the business community to prepare and adopt a
code of conduct with provisions for denial of certain facilities for breach of
the code.

Government may consider an Act regulating contributions to and raising
subscriptions for political parties, to make all transactions transparent
and known to the people. Government may also consider funding political

~ parties for meeting election expenses in accordance with the proportion of

seats enjoyed by each political party in the Parliament.
An Independent Commission Against Corruption (ICAC) may be set up.

To deal with police corruption, a Criminal Justice Commission (CJC)
should be established.

Government should aggressively move into electronics for providing all
needed information to citizens and for efficient and transparent services.

To avoid unnecessary harassment of citizens and consequent malpractice,
Government should deregulate its non-core activities/functions.

CHAPTER 7: REDUCING WASTAGE AND
PROMOTING VALUE FOR MONEY

Short-term Recommendations

i

1ii

v

The office of C&AG should be strengthened with trained audit personnel for
effective and credible audit performance.

Construction of new housing for public servants may be discontinued
except in those cases where private accommodation is not available.

All efforts must be made to stop irrational system-losses in different
sectors (e.g. PDB, DESA, WASA, etc.) : o

The fleet of buses in the transport pool should be sold or leased out to private
sector entities for the recovery of investment and reduction of activities by
public agencies whether the private sector is capable of providing the same
service efficiently and effectively.

Effective modality for ensuring accountability in respect of allocation of Food
for Works including special projects by the LGED has to be established.
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A comprehensive consumer protection law should immediately be
enacted to promote VFM.

A Task Force should be constituted in every public organisation having excess
land under their possession to stop further losses or wastage on this account.

Development projects, both in the pipeline and new ones should be thoroughly
and objectively evaluated on economic considerations and only those projects
with higher probability of successful implementation should be undertaken.

Urgent efforts should be made to resolve all issues that iinpede the
implementation of development projects.

Long-term Recommendations

i

i

v

SOEs should be privatised speedily within the capacity of market
absorption.

Existing rules, regulations and procedures for procurement of goods and
services should be updated and made transparent to reduce corruption
and wastage of public fund.

The existing public sector hospitals should gradually be turned into limited
companies by selling shares in the market on experimental basis with majority
share holding by the private sector, wherever possible.

The railway routes and services that are no longer economically viable should
be discontinued and more train services may be privatised or run on
lease/contract basis.

vi

All users' fees in respect of services/utilities may be gradually increased to
make the concerned offices/institutions less dependent on government grants.

All benefits given to public employees should gradually be monetised.

CHAPTER 8: STRENGTHENING PARLIAMENTARY OVERSIGHT

Short-term Recommendations

i1

1ii

Each Member of Parliament should be given an office, a computer, a personal
staff with computer literacy and a small fund to collect information and prepare
briefs for facilitating due discharge of his/her responsibilities. The personal staff
will hold office during the incumbency of the concerned MP. MPs should undergo
familiarisation and training about the working of the government and rules relating to
working of the Parliament.

Each Parliamentary Committee should have adequate equipment and fund for
secretarial support and studies relating to its responsibilities. The Standing
Committees on Ministries should normally submit their written reports to the
Parliament regularly for debate and decision.

Each Parliamentary Committee should have at least one woman MP as Member.
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Long-term Recommendation

Some important Parliamentary Committees e.g., PAC and PUC may be headed
by opposition Members of Parliament.

CHAPTER9: F ACILITATING PRIVATE INVESTMENT

Short-term Recommendations

ii

iii

v

vi

vii

viii

All measures under existing laws should be undertaken to improve the law and order
situation and curb political unrest to provide security to investors.

All illegal trade union activities and practices by labour unions/CBAs must be
severely dealt with under the existing laws.

" Government may encourage the private sector to promote a congenial working |-

environment for women workers including provision of accommodation, low cost
day-care centres and health care for infant children near industrial centres.

All investment related laws which have not yet been updated may be updated at the
earliest in the light of present day requirement. Cumbersome legal procedures of
dispute settlement should be remedied soon.

One Stop Service in BOI provided by nine organisations should be made effective by
strategic delegation of powers to Members of the Team and with the needed prompt
back-up managerial support from the concerned parent bodies.

The on-going banking reform should be pushed ahead with relentless vigour in order
to tackle, as soon as possible, serious problems of bad debts, inadequacy of Capital
and classified loan.

Government may contract out many of its functions to private sector, such as
collecting, compiling and disseminating data and information on industrial
development, tax incentives, monetary and financial matters, etc.

All industrial parks whether in the public or in the private sectors should be
encouraged to organise their own security systems, and to promote mini-utility
companies for reliable supply of power, water, gas and other essential utility services.

Long-term Recommendations

ii

Bangladesh Missions abroad should boost up and improve the image of the country to
attract foreign investment.

Necessary measures should be taken to facilitate the introduction of E-trade and E- |
commerce to ensure security of transactions and prevent fraud and forgery and
strengthen the institutional capacity of business organisations.

CHAPTER 10: DEVISING A MECHANISM FOR IMPLEMENTING

RECOMMENDATIONS OF PARC

The proposal submitted vide IR No. 28 (Volume 2) for setting up a Commission
named Public Administration Reform Monitoring Commission (PARMOC) for
implementing recommendations of PARC is endorsed.
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