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PUBLIC SERVICE REFORMS IMPLEMENTATION FRAME WORK MANUAL

FORWARD

Southern Sudan is in the process of reconstructing itself from the destruction of war and as such it is faced with a number of challenges. These challenges include developing high quality human capital; establishing a nation with vibrant economy; and creating a niche in the global market among others. Meeting these challenges require clear vision which spells out what we want to be as a nation and commitment by every citizen as well as the government to ensure that the vision is achieved. Government is the facilitator of national development and to do this it must perform at the highest level of efficiency and effectiveness. Since our government has not achieved this level of performance, it has to be restructured through a public service reforms programme to make it an effective facilitator of change and the delivery of our vision. 

The reforms programme is a strategy used to structure and create effective and result oriented public service organizations. It is used to review and streamline structures, processes, policies, and legal framework underpinning the government operations with a view to creating a government system that is efficient, effective, result oriented and customer focused. This is the kind of system that would enable the government facilitate high rate of economic growth and creation of a niche for the nation in the global market.

The reforms programme is structured to be undertaken by every ministry and its parastatals at both Government of Southern Sudan (GoSS) and state levels.  Ministries will be responsible and accountable for the results they create. Reform is leadership driven and therefore leadership at every hierarchy of the public service must be fully engaged in driving their reform and carrying the staff they lead ministry along with them. It should be noted that reform also involves change and inevitably brings about resistance because it challenges the status quo and destabilizes comfort zones. Such challenges must be managed effectively by ensuring that people understand why the government has embarked on reforms and the benefits the reforms are expected to bring both to the country and the individual staff. Clarity on the purpose of the reforms will enlist the support and commitment by all government staff involved in its implementation, which is critical for the success of all the reform initiatives.

The Public Service Reforms Implementation Framework Manual is meant to guide those involved in the implementation of the reforms by explaining the activities in the framework and the process required to implement them. This will provide a common understanding and implementation approach to all the activities in the framework by all the implementers of reforms.

H.E. Awut Deng Acuil

Minister

Ministry of Labour,Public Service and Human Resource Development

CHAPTER ONE
1.0
INTRODUCTION

1.1
Public Service Reforms

Public Service Reforms is a strategy used to address malfunctions in the operations of the public service with a view to transforming the public service into an efficient and effective outfit. Such malfunctions are caused by a number of factors, which include:

i. Poorly designed organization structures that do not support effective delivery of the organization’s mandate.
ii. Unnecessary processes which cause delay in service delivery.
iii. Policies and legal framework that undermine efficiency in service delivery.
iv. Inappropriate capacity of the human resource in terms of number, skills, experience, and attitude.
v. Inappropriate or inadequate equipment and information systems.
vi. Organization culture which does not support sense of accountability; team work; productivity; and sense of belonging and commitment by staff to drive the organization to excel in its mandate.
vii. Poor leadership, which is incapable of inspiring the workforce to identify with the organization, create a visionary, empowered and motivated team.

Using the public service reforms process, an organization defines its vision in line with the national vision and then draws up appropriate strategies to achieve the vision. Development of the strategies should include review of the organization’s processes, structures, policies and legal framework to identify areas of malfunction. Appropriate interventions are then developed to address the malfunctions within the reforms framework. The application of the reforms strategy should result in:

i. Highly productive government ministries and departments at both Government of Southern Sudan (GoSS) and state levels.
ii. High quality and customer focused service provided by government ministries and departments.
iii. Efficient and effective use of public resources by all public service institutions.
iv. Conducive environment for investment and private sector participation made possible by efficient and effective public service systems.
v. A prosperous nation with vibrant economy facilitated by quality leadership of an efficient and effective public service.
Reform is leadership driven and it is up to leaders at every hierarchy of the public service to ensure that reforms programme is well planned and executed. Leaders are supposed to coach and produce inspired change agents in ministries, departments and parastatals who would voluntarily drive change programmes for their organizations.
1.2
Purpose of the Manual
This is a user manual.  It is intended to provide a common understanding and approach to all the activities in the framework.  It is also to provide a guide to the procedure of implementing each activity in the framework.  This is meant to produce desired results both at GOSS and state levels.

1.3
The lay-out of the Framework

The Framework is divided into eight broad columns running from left to right as follows:

i. 1st column is for the activities and sub-activities i.e. the action items to be implemented.

ii. 2nd column describes the levels at which the sub-activities are to be undertaken i.e. at the GOSS or the state levels.

iii. 3rd column provides the reference for the sub-activities at the GOSS or state levels.  This is to be used by the Ministry of Labour, Public Service and Human Resource Development to assign activities to implementing organization or organizations.  For instance, organization X can be assigned IN12; ORI; PMI etc., while organization Y can be assigned IN13, OR2, PM2 etc.  This should help the Ministry know which organization is doing what and at what level.  It would also enable the Ministry to know the sub-activities that have not been assigned.
iv. In the 4th column duration to be taken to deliver each action item is indicated.

v. The 5th, 6th, 7th and 8th broad columns indicate the period in years and months during which the activities are to be taken i.e 2008, 2009, 2010 and 2011.  Each broad column is further divided into smaller columns representing months within each year.

1.4
Activity Areas

The framework is divided into five broad activity areas.  These are:

i. The Installation of the Public Service Reforms, (Part One).

ii. The re-organization of government, which includes re-structuring of Ministries, (Part Two).

iii. The introduction and institutionalization of Performance Management System, (Part Three).

iv. Human Resource Management, (Part Four).

v. Evaluation of reforms.  This should take two forms.  Customer satisfaction survey, mid and end-term evaluation of the reform project, (Part Five).

CHAPTER TWO

2.0
INSTALLATION OF PUBLIC SERVICE REFORMS

2.1
Introduction

Installation of the Public Service Reforms is the preparatory stage during which time the structures and other necessary arrangements are made to support the kick-off of the reforms implementation.
2.2
Presidential Pronouncement

Introduction of Public Service Reforms is usually preceded by a Presidential declaration of the government’s intention to embark on a reform programme.  The main aim is to articulate the reform agenda to the nation so as to rally national support for the reforms.  Specifically, it is meant to:

i. Put Public Service Reforms on the national priority list;

ii. Solicit support for reforms by the public service leadership and the public;

iii. Articulate the benefits the nation stands to gain by introducing the Public Service reforms programme.

This should be done in a gathering where key leadership of the public service, civil society and communities are present and should be extensively covered by the press.

2.3
Development of the National Vision

The Vision sets the desired destination for the nation.  It forms the focus for the reform programme because reforms set the right conditions for the delivery of the vision.  National vision is normally developed through a consultative process.  A small taskforce is set by the President to:

i) Gather the views of the citizens including Members of Parliament on what they think the national vision should be.

ii) Consolidate, analyse and summarize these views.

iii) Produce a report with a summary of the key themes of the proposed vision.

iv) Present the report to the President who would present it to Cabinet for discussion and adoption.

Once adopted, the government should do the following:

i. Publish the vision.

ii. Set up a vision coordinating unit.

iii. Let vision coordinating unit sell the vision to the nation and ensure that is mainstreamed in all the government reform programmes and planning process.

iv. Ensure that progress reports by ministries on the implementation of reforms also include how each ministry is doing in delivering the vision.

2.4
Establishment of a Reform Secretariat

Effective management of the reform programme requires a dedicated secretariat to coordinate its operations.  The Secretariat would provide advisory and technical support to ministries on the implementation of reforms.  It is usually attached to the ministry responsible for Public Service functions.  This should be set up immediately the President makes the pronouncement on the introduction of Public Service Reforms.

2.5
Structure for Reforms
Whereas reform Secretariat would be responsible for the overall coordination and management of reform activities in the Public Service, there is need to have other structures to manage specific areas of reforms.  Such structures include:

a) Cabinet Committee on Public Service Reforms:
This is made up of all the ministers and chaired either by the President or the Vice President.  Minister for Labour, Public Service and Human Resource Development plays an advisory role in the committee.  It provides policy guidance on reforms.

b) Undersecretaries Forum: 
All Undersecretaries are members of this forum, which should be chaired by the Secretary General.  It provides a forum in which Undersecretaries share their experiences and insights on how they implement reforms in their respective ministries.  Ministries report on the progress they make in the implementation of Public Service Reforms.  This is where they also exchange notes on the challenges they face with reforms and solutions to some of the challenges.  The Undersecretary for the Ministry of Labour, Public Service and Human Resource Development would play key role in the forum.

c)
Ministerial Reforms Committee
The Committee should be made up of the heads of Directorates and chaired by the Undersecretary.  The committee provides a forum where Directorates:

i. Give progress reports on the reforms they undertake
ii. Exchange notes on their challenges and lessons with the implementation of reforms

iii. Get expert advise on how to overcome the challenges from a reforms expert attached to the ministry

iv. Set overall agenda for improving the implementation of reforms in the ministry.

2.6
Reform Champions

There must be a reasonable buy-in by parties concerned if the reform programme is to succeed.  It must, therefore, be effectively promoted.

Reforms champions are appointed to promote the reforms.  Champions are opinion leaders whose word would sway public opinion in favour of a public agenda.  Their role would be to promote reform and cause buy-in by the critical players in the reforms programme.

2.7
Reform Agents

Reform agents are those people with expert knowledge on the management of Public Sector Reforms.  They are usually attached to ministries to facilitate the implementation of reforms in the ministries they are attached to.  They are usually selected from public officers with passion for change management.

2.8
Training for change Agents

Change agents are posted to ministries as internal consultants/experts to facilitate the implementation of reforms in ministries and provide required technical advice.  To do this, they are provided with training on change and public service reforms management.  The training should take the following form:

i. Introductory training on change management.

ii. Attachment to public institutions which are already implementing reforms.

iii. Deployment to manage reform projects in ministries.

iv. More advanced sandwich courses on public sector reforms Management.  These should be designed to suit the reform challenges they face.

The training should be conducted by a consultant conversant with the management of public sector reforms.  It should be coordinated by the Public Service Reforms Secretariat.

2.9
Conduct Situational Analysis in Ministries

Situational analysis is supposed to provide baseline information on the performance status of ministries in such key areas as leadership, human resource management, quality of service delivered by ministries, and management systems.  This should be conducted by a consultant and coordinated by the Reforms Secretariat.

2.10
Public Service Reform Awareness Training

This programme is intended to provide a forum in which public officers are:

i. Informed why the government has opted to introduce reforms.

ii. Given opportunity to seek clarifications on all matters they do not understand about the reforms.

iii. Informed about their roles in the implementation of reforms.

iv. Informed about the relationship between the reforms and the national vision.

v. Informed about what the reforms has in store for them.

CHAPTER THREE

3.0
RE-ORGANIZATION
3.1
Introduction

Re-organization aims to crate suitable structures, which would support effective delivery of the national vision and ministerial mandate.  It is the starting point of the reform process. 

3.2
Organization of Government

Re-organization has two elements: The organization of government and the re-structuring of Ministries.  The organization of government is the prerogative of the President.  He decides on the number and mandate of ministries.  This is usually done to address prevailing socio-economic and political exigencies.

3.3
Restructuring of Ministries

The organization of government normally results in transfers of functions from one ministry to another.  It, therefore, becomes necessary to re-structure ministries after the President has issued a decree on the organization of government.  The re-structuring process involves:
i. Redefining the mandate of the ministries.

ii. Re-aligning the structures of the ministries to accommodate the additional functions and to deliver the mandate of the ministry and also address the national vision effectively.

iii. Review the job descriptions to ensure that they are aligned to the mandate of the ministry and also develop new ones where necessary.

iv. Develop strategic and annual performance plans for each ministry.

v. Introduce the performance management system to ensure effective service delivery.

3.4
Development of staffing Norms

Staffing norm determines how many people should be assigned to a particular job.  This is done through workload analysis.  This process is used to determine the staffing requirements for each functional unit and therefore the whole ministry.

3.4
Process Re-engineering

The deliverables for each ministry are achieved through a series of activities which form a process.  To deliver a service requires going through a process which starts from point ‘A’ and ends in point ‘B’ with the delivery of the service.  The efficiency with which the service is delivered depends on the length of the process.  Process re-engineering aims to improve efficiency in service delivery by:

i. Reviewing the process involved in the delivery of a particular service.
ii. Determining the parts of the process that do not add value and eliminating them.
iii. Re-designing the process.
iv. Launching the new process.
v. Testing its effectiveness through customer satisfaction survey.
vi. Operationalising it.

Re-structuring of a ministry must involve all members of the ministry to ensure that the resultant structure is acceptable to all and can effectively deliver the mandate of the ministry.

CHAPTER FOUR

4.0
PERFORMANCE MANAGEMENT SYSTEM

4.1
Introduction

Performance management involves planning for performance, managing performance, reviewing performance and rewarding performance.  These form the performance management process cycle.  Planning for performance is the first phase of performance management process.  It involves developing strategic and annual performance plans.  Development of strategic plans involves:

i. Reviewing the ministerial vision and aligning it to the national vision.
ii. Reviewing the ministerial mission.
iii. Reviewing the Ministerial values to ensure that they are congruent with the desired culture required to deliver the mandate.
iv. Determine the strategic objectives for the ministry.
v. Determine the measures and targets for each strategic objective. 
vi. Determine the strategic activities (initiatives) required to deliver each objective.

4.2
Annual Performance Plans

Annual performance plan is derived from the strategic plan.  It is used to deliver the strategic plan on annual basis.  It is also used to develop operational budget for the year.
4.3
Individual work plan

This is the plan developed by individual staff to deliver their portion of the annual performance plan.  It forms the basis for performance agreement between individual officers and their respective supervisors.

4.4
Training on the Development of Work Plans

Experience indicates that people usually find development of individual work plan challenging.  It is, therefore, important that adequate skills are provided in this area.  Poorly developed individual work plans may undermine the delivery of the annual performance plan and ultimately the strategic plan.  It would undermine the ability of the staff to produce the desired result, which may end up in frustration.
4.5
Development of Job Descriptions

Job descriptions are required for all the jobs.  This is required for recruitment and deployment of staff.  It involves:

i. Reviewing all the existing job descriptions and up-dating them,
ii. Developing job descriptions for the jobs that do not have any.

4.6
Review Performance Appraisal Instrument

Result oriented organizations require performance appraisal that:

i. Provides for objectivity i.e allows for undeterred participation of an employee in his/her appraisal by his/her supervisor and allows him/her to agree or disagree with the decision reached about his/her performance.

ii. Is designed to assess delivery of the set objectives as well as demonstrated achievement in certain skill areas by the employee i.e his/her ability to be a team player, interpersonal skills, managerial supervisory skills, and ability to produce quality work. 
iii. Allows for the determination of skills gap of the employees.

Review of performance appraisal instrument should, therefore, produce an instrument that would facilitate objective appraisal and development of an employee.

4.7
Training on the Management of Performance Appraisal

Performance appraisal instrument is a critical tool in the management of human resource.  It can either demotivate or motivate the workforce depending on the skill with which it is applied.  It is, therefore, imperative that supervisors are skilled in the use of the instrument.  The training should address such issues as:

i. The design of the appraisal instrument.
ii. How to determine scores for all the scoring factors.
iii. How both parties should prepare for the appraisal session.
iv. Agreement on the appraisal agenda. 
v. How to conduct the appraisal from opening to concluding remarks.

4.8
Training on how to Conduct Performance Review

Performance review is the periodic feedback meetings a supervisor holds with the staff he/she supervises (supervisee).  It is meant to determine the progress being made or challenges being faced by the staff in the process of delivering the agreed objectives.  It also requires similar skills as those for performance appraisal.  The training would also address issues such as:

i. Agreement on the review agenda.
ii. Preparation for the review session by both parties.
iii. How to conduct the review meeting. 
iv. How to deal with follow up issues.
The review can be as frequent as monthly, quarterly or half yearly depending on the level at which it is to be done.  For instance, it can be monthly at the Division level, quarterly at the Directorate level and half yearly at the Ministry level.

4.9
Introduce Performance Agreement

Performance agreement is a commitment signed between an employee and his/her supervisor that he/she will satisfactorily deliver the assigned objectives in terms of the stated targets and deliverables and subject to agreed working conditions.

Performance agreement is made for one year and is based on the annual performance plan.  It is the basis for performance review, performance appraisal and performance reward.

Introduction of performance agreement requires awareness training to fully explain it to both the management and the staff and allow staff to ask for clarifications as much as they want.  This will dispel any fear that employees may have.  If they are not properly prepared, employees may resist its introduction.
4.10
Introduce Performance Reviews

Performance reviews facilitates management of performance contract.  Through performance reviews the supervisor and supervisee meet periodically to discuss the progress being made in the delivery of the agreed objectives.  They also discuss the challenges faced and lessons learnt.  During the review the supervisor undertakes to provide the necessary support and overcome the challenges that require his/her support, while the supervisee also undertakes to do his/her bit to overcome the challenges that should be his/her responsibility to handle.  It is meant to facilitate the delivery of the set objective and as a moment to gain new insights on how to improve performance.
4.11
Introduce the Performance Reward

Performance reward is the final phase of the performance management process.  Once the performance appraisal is done and results for individual performance prepared, then individual employees would be rewarded according to their level of performance.  Poor performers would be sanctioned and given notice for improvement.

Introduction of performance reward should be preceded by a clear policy on the reward procedure.  The policy should among other things state:

i. The types of rewards.
ii. The person responsible for presenting the reward: Head of Directorate; Undersecretary; Minister; or President.
iii. Whether the reward is to be given at a ministry or state function,

iv. The form of the reward salary increase, State colours, cash, letter of commendation etc.

4.12
Introduce Public Service Day

This is an annual function where all public institutions assemble at a venue to interact with each other and share notes on the progress they make with the implementation of reforms, the challenges they face and the lessons they have learnt.  Best performing ministries are recognized and rewarded as a way of encouraging them to continue with the good performance.  The preparation and management of the Public Service Day is as follows:

i. Public Service Reforms Secretariat provides the overall management.

ii. Inter-Ministerial Committee is set up by the Public Service Secretariat to organize and run the day.

iii. Ministries submit their performance reports for the year to the Secretariat for compilation and assessment based on agreed criteria.

iv. It normally takes one day.

The function should be officiated by the Minister responsible for Public Service.

4.13
Introduce Radio Programme on Public Service Reforms

The radio programme on Public Service Reforms is supposed to create a channel for dialogue between ministries and the public.

Each ministry is scheduled to come to the radio at the beginning of the year to tell the public about their key programmes for the year and the expected deliverables.  In subsequent programmes the ministry would present its progress to the nation on the key programme they had presented earlier.  They would also explain any setback and the strategy they have to overcome the setback.  These radio presentations are usually made by a minister, Undersecretary and selected Heads of Directorates.

The radio programme should be a call back one where the public are allowed to call back and ask questions and make commends.  The Minister and his/her team would then respond back.  The purpose is to enable the top leadership of a ministry interact with its clients and get their perception of how they rate services provided by the ministry and the kind of improvements they would like to see.

4.14
Introduce E-government

The overriding purpose of Public Service Reforms is to make service delivery by public institutions customer focused.  This means that service delivery should be designed to meet the expectations of the users.

E-government entails creating a government website where each ministry would have space to post information and forms generally sought for by the public.  This would enable the public access, download information and forms they need and also make such returns as income tax returns etc on-line.  This way they would avoid the cost and inconvenience of traveling to government offices just for information and forms. E-government would help ministries serve their clients more efficiently and effectively.
CHAPTER FIVE

5.0
HUMAN RESOURCE MANAGEMENT
5.1
Introduction

The rate of Public Sector Reform depends on the quality of the human resource.  Hence, the greater focus placed on the development and motivation of the human resource in a reform process.  The following are the key areas identified for development during this stage of reform.

5.2
Job Evaluation

Job Evaluation is technique used to determine job worth.  It facilitates the determination of job grading and the appropriate remuneration for the grade.

It will be necessary to undertake a job evaluation exercise for the government of Southern Sudan and the states.  This will:

i. Help to streamline the grading and salary structure for all job at GOSS and the state levels.
ii. Ensure that jobs of the same grade are remunerated equally whether it is at GOSS or state level.
iii. Facilitate transferability of personnel between GOSS and states and help to eliminate the concentration of highly qualified staff at the GOSS level.

5.3
Human Resource Management Policies, Regulations and Legal Framework

Government of Southern Sudan and the states need human resource that is competent, motivated and committed to the national cause of reconstruction and development.  This means developing a set of human resource policies, regulations and legal framework that support and promote effective management of the human resource.  The development of appropriate policies, regulations and legal framework would involve:

i. Reviewing the existing policies, regulations and legal framework to ensure that they support the recruitment and retention of quality and motivated staff.
ii. Developing new policies, regulations and legal framework where they do not exist. 
iii. Creating appropriate processes to facilitate effective application of these policies regulations and legal framework.

5.4
Reconciliation of salaries

Salary structure which is perceived by public officers as unfair would be a key demotivator in the Public Service.  It is difficult to run a Public Service Reform with demotivated staff because their commitment and resourcefulness is required to drive the reform.  It is, therefore, important to start Public Sector Reform by reviewing Public Service salaries to:

i. Streamline the salary structure and remove anomalies.
ii. Set right base for future improvement. 
iii. Assure public officers that their welfare is part of the Public Service Reform.

5.5
Payroll Cleansing

Payroll cleansing means getting rid of ghost workers on the payroll.  Ghost workers are those people whose names are on the payroll and get paid and yet they are physically not in the organization.  Ghost workers get into payrolls when:

i. The names of the retired staff are not deleted from the payroll.
ii. The names of the staff who have retired are not deleted from the payroll.
iii. The names of people who have been transferred from one ministry to another are not deleted from the payroll of the ministry from which they have been transferred.

In each of these cases money is illegally paid out, which robs the government of a lot of money.  The payroll cleansing process, therefore, involves:

i. Conducting regular headcount to ensure that only those people on the nominal roll and budgeted for are on the payroll.
ii. Ensuring that the names of those people who have resigned or retired are deleted from the payroll immediately.
iii. Ensuring that the names of those who have been transferred are deleted from the payroll of the ministries from which they have been transformed.
iv. Introducing computerized payroll system.

5.6
Personnel Records Management

Personnel records include personal profile and employment record.  Personal profile include the following information:

i. Name

ii. Date of birth

iii. Place of birth

iv. Marital status

v. Next of kin

vi. Permanent address

Employment record, on the other hand, includes the following:

i. Date of first appointment

ii. Designation

iii. Grade on first appointment

iv. Salary scale

v. Information on training, promotions, discipline, performance etc.

vi. Personnel number.

These records, particularly the employment record, must be maintained and up-dated as and when they change.  This is because any decision made on an employee regarding promotion, training needs, retirement etc. must be based on latest accurate information.  Personnel records management involves:

i. Assigning an employee a personal number.
ii. Opening a file for the employee and assigning to it the personnel number.
iii. Up-dating the file as and when new information on the employee is generated.

iv. Closing and signing off all the files of the retired staff.

v. Transferring personnel file to the ministry he/she has been transferred to.

5.7
Development of the Human Resource
Human capital (Resource) is the resource required to translate policies and programmes into tangible results.  The capacity of the organization to deliver depends on the quality of its human capital.  The process of developing the human capital involves:

i. Establishing organizations vision.
ii. Establishing the strategic objectives required to deliver the vision.
iii. Determining the human capital required to effectively deliver the strategic objectives.
iv. Determining the skills gap between the skills of the existing human capital and the desired ones.
v. Develop a human capital development programme.
vi. Up-date the programme as and when necessary with new changes.

5.8
Computerize Personnel Management System

Personnel management system includes recruitment, deployment, development and retirement.  The process of computerizing the system involves:

i. Profiling the data on personal and employment records for each employee.
ii. Validating the data.
iii. Capturing the data into a computer.
iv. Up-dating the data as and when necessary.
CHAPTER SIX
6.0
EVALUATION OF REFORMS

6.1
Introduction

This is to be done through customer satisfaction survey; and mid and end-term evaluation.

6.2
Customer Satisfaction Survey

Public Service Reform is a customer focused strategy.  Its impact is, therefore, confirmed by customer perception.  Customer satisfaction survey aims to determine customer rating of the quality of service provided by the Public Service institutions.  This feedback should enable each institution to re-examine its service delivery strategies and re-organize itself to meet the needs of its customers.  The survey is usually done at the beginning of the reform to provide the baseline data on customer perception and after every two years thereafter to track the improvements being made to meet the customers’ needs.

6.3
Evaluation

Evaluation is normally carried out to determine whether the project has met its objectives or not.  It is normally done at the mid and end-term of the project.  Mid-term to allow the project managers adjust their strategies and ensure that the objectives are addressed.  At the end-term to assess the impact the project has created and if it met all its objectives.  The findings of the end-term evaluation may be used to decide whether to extend the project, re-design or conclude it.
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