ISSUES FOR CIVIL SERVICES REFORMS

WHAT NEEDS TO BE ACHIEVED

1. Putting the right person in the right place – issues of competence, commitment and outcomes: The quality of public servants is the prime determinant of the output and outcomes of administration.  Appropriate recruitment procedures are critical for ensuring competence and delivery of services.

a) What mechanism is required to ensure that the most suitable persons are appointed to key public offices in Government?

b) Would the system of initial recruitment require a change and is the existing age limit appropriate?

c) Should the allotment of services be made at the time of recruitment as now or should it be made after the completion of the common training and based on aptitude and performance?

d) Is a career-based bureaucracy, with public servants ascending up the ladder with time, the best solution for achieving outcomes? Or is a position-based bureaucracy with each key office open to choice and competition with a guaranteed tenure a better option?  How can such competition and choice be fostered/institutionalized?

e) How do we ensure stability of tenure?

f) Is there disharmony between civil servants and political leadership?  If so, do we need to codify a sharper definition of their roles?

2. Resources and time-adequacy, predictability and accountability:
The present system of postings does not clearly spell out expectations of outcomes.  It has, therefore, been suggested that it may be better if an officer is given key targets in a job and this gets institutionalized through “key result agreement”. The officer would be given a clear mandate with adequate authority and resources.   
a. Would it be desirable to have ‘key result agreements’ in senior positions in Government?  Are there alternatives?

b. Would it be possible to link performance targets with certain parameters – tenure, delegated authority and resources?
c. What happens to ‘key result agreements’ in case of change of governments or change in government policies?
3. Matching Authority with Accountability:  It is a basic principle of management that responsibility should not be divested from authority.  However in our public administration it is generally found that there is a mismatch between authority and accountability coupled with over-centralization.

a. How do we effectively decentralize administration – both horizontally and vertically? How can we ensure congruence between authority and responsibility at all levels?

b. A vast majority of civil servants functions at the cutting edge level. How can the performance of these government servants be improved? Can the same principles of civil service reforms (applicable to senior positions) apply at this level also?  What are the incentives we can provide in the system to promote better performance?

c. Is there need to move towards a decision-maker oriented system instead of a hierarchical system? For instance, could we have decision makers with well defined responsibilities leading a team of staff to support him/her instead of files moving vertically?

d. How do we minimise hierarchical tiers in government departments?
e. Is there a case for creating executive agencies for implementing government policies and programmes separate and distinct from policy making? 

PRINCIPLES OF CIVIL SERVICES REFORMS

1. Setting right the asymmetry of power: It has been emphasized that there is an imbalance in the exercise of power in governance. Often systemic rigidities, needless complexities and over centralization make public servants ineffective and helpless in achieving positive outcomes. On the other hand, negative power of abuse of authority through flagrant violation of law, petty tyranny and nuisance value is virtually unchecked. This situation is further aggravated by the asymmetry of power in our society. The ‘privileged’ government position gives even the lowliest of government functionaries enormous power over most of the citizens, given the abject poverty, illiteracy and feudal culture. It has been urged that this needs to be set right in any effort towards public services reforms.

a. How can we make civil servants more service-oriented and citizen centric?

b. What mechanisms are required to make public servants accountable to the public?

c. What is the institutional mechanism to promote informed public discourse and peaceful citizens’ assertion for better delivery of services?
2. Insulating civil servants from undue political interferences: In a democracy, the civil service has to be answerable to the elected government. There is criticism that increasingly partisan intervention and cronyism are undermining Rule of Law and promoting personalized despotism, distorting incentives and condoning corruption. This is adversely affecting the morale of public servants. 
a. How do we demarcate more clearly the boundary between legitimate intervention and undue interference?
b. Can a mechanism be evolved to insulate civil servants from undue political interference?
c. Would the mechanism need statutory backing? How?
3. Professionalisation with stability of tenure and competition: It is repeatedly urged that there is need to recognize the complex challenges of modern administration in critical sectors like policing, justice delivery, education, healthcare, transportation, land management etc. All these are intricate issues which need domain expertise, long experience in the sector and deep insights. There is need to foster excellence in the public system. Existing procedures and practices do not adequately help in developing domain expertise, nor do they help in utilizing the available domain expertise. 

a. How to develop domain expertise in the civil services?
b. At what stage of their career should civil servants be assigned specific areas of expertise? Please specify 5 or 6 such domains under which all government functions could be classified?

c. How can we utilise domain expertise available outside the civil service?

d. What mechanism should be evolved to ensure that a government job goes to a person having the best domain expertise?

e. What mechanism is required to ensure stability of tenure?

f. Should all future positions and vertical mobility be strictly limited to chosen/assigned domains?
g. How do we restructure training programmes to help build domain expertise?

4. Accountability: There is a general feeling that existing mechanisms of accountability are inadequate. On the one hand there are alibis for non performance and on the other competence and integrity are not adequately recognized or rewarded.
a. Is there need to strengthen the existing accountability mechanisms? If so, please outline the changes required.
b. Can we envisage a system of independent regulators and agencies to monitor the performance of public functionaries?
c. Can we involve the stakeholders in enforcing accountability in service delivery?

5. Outcome orientation: Most of the monitoring in government is through measurement of expenditure against outlays and at best through defined outputs. Clearly, we need to move towards measurement of outcomes.  A change in this direction has already started with the ‘initial outcome budgeting’ exercises. In order to engineer this shift to outcomes, major changes in attitudes, monitoring and evaluation systems, incentives and accountability measures are necessary. 
a. How do we link performance of senior functionaries with outcomes?
b. What are the best means of measuring outcomes?

c.  How can we bring about an attitudinal change in the civil services from outputs to outcomes?

d. Would evaluation by stakeholders, peers and junior colleagues promote outcome orientation?
INCENTIVISATION FOR BETTER PERFORMANCE

1. Monopoly of existing civil services over higher positions to go: At present all the civil services in India are cadre-based. i.e. a person joins the service and moves up the ladder. The natural corollary of this is that there are very few lateral entries and the civil services enjoy a virtual monopoly over the all the positions in the government. With rapid expansion of knowledge, increasing complexities in certain fields, rapid expansion of private sector, a large amount of expertise has developed outside government. The question that is raised is whether the senior positions in government can continue to be the exclusive monopoly of the civil services?

a. Are only career-based civil servants always best suited to occupy top government positions?
b. Would lateral entry bring in more professionalism and knowledge in the civil services? Please state the possible negative fallouts of such a move? 
c. At what levels should the lateral entries be allowed? What should be the mechanism for such lateral recruitment?
2. Incentives for better performance: A motivated and willing civil service is the best instrument to achieve the desired outcomes. Motivation comes through incentives. The incentive structure in government is too weak and insufficient to motivate better performance. Even the tool of promotion is not largely used for motivation, as the principle of seniority is generally followed rather than competence and performance. It has also been noted that often civil servants adopt a ‘minimalist’  approach in their functioning, wherein their involvement in governance is minimal and they confine their work to disposing files which are put up to them and attending meetings. 
a. How to institutionalize a performance-oriented civil service? How can we make civil service more pro-active?
b. What changes would be required in the existing performance evaluation systems?

c. What incentives could be given to encourage better performance?
d. Will the existing compensation package suffice if we seek to promote competition, excellence and lateral entry in key positions?

3.  Mechanism for retirement: The natural fallout of a performance-based civil service would be a mechanism to weed out the non-performers. In the existing dispensation everyone has a life time job security irrespective of performance. The Armed Forces have been able to have a time tested weeding out system for their officers.
a. How can we strengthen and make the exit mechanism more effective, objective and transparent?
b. Could a system similar to the one existing in the Armed Forces be adopted for promotion and exit at different levels in the civil services?
4. Revolving door mechanism for easy entry and exit: If lateral entry into the government is allowed it is logical to expect officials of government to seek exposure to industry and academia outside government.  Such exposure will promote expertise and professionalism. Currently civil servants are allowed to work in voluntary organizations, and a few have availed this facility.
a. Should civil servants be allowed to work in private sector and academia for specified periods?  If so, how should we fix/regulate the pay package?

b. Would there be a conflict of interest if civil servants go to private sector and how could it be resolved.

c. What checks and balances are required?
CIVIL SERVICES LAW


Article 309 of the Constitution provides for enactment of law on civil services, but the earlier system of Service Rules and notifications is being followed under the proviso to this Article, even after more than 50 years. It has been urged that a comprehensive civil service law enunciating values and establishing appropriate bodies and systems to deal with all aspects of management of civil services is necessary.
a. Is a civil service law necessary? If so, what should be the main ingredients of such a law?

b. Can the Public Service Commission be given an expanded role or is it necessary to create another body? If latter, please specify its nature and role.
c. How can we reconcile the key requirements for effective functioning of civil services-a sense of security, effectiveness, competition and accountability? Is there a need to revisit Article 311? If so, what should be the changes in the legal framework for effective functioning of civil services?
ALL INDIA SERVICES

1. Retaining true character of AIS-regionalisation of cadres:  The logic of All India Services is two fold: the officers will have a national perspective, promoting unity and integrity; the officers will have the courage of conviction to face the onslaughts of arbitrary politicians, and will be able to protect public interest without fear of victimization. Although the IAS, IPS, and IFS are All India Services, but to a large extent they have been treated as State Services, as an officer spends most of his career in the State that is allotted to him/her. Over the years some cadres have become preferred cadres, and this leads to a sense of dissatisfaction among some officers.  Even more important, there are instances of key public officials failing to safeguard the Constitutional values and imperatives of national unity as they were afraid of victimization in the hands of a recalcitrant State Government. In such cases, we need to evolve mechanisms to protect and strengthen the dissenting public officials from the wrath of their political masters. The challenge is how to retain the All India character of these services?

a.  Do All India Services have relevance today?
b. What needs to be done to reinforce the All India character of these services?
c.  Would regional cadres be a solution? What other options could be considered? Please give outlines of such proposals.
2. Developing professionalism and domain expertise: The functions performed by the All India Services are increasing in complexity day by day. The concept of the generalist administrator is under serious attack. It is necessary that officers develop some specialization and have opportunities to develop expertise in that area.
a. Does the existing system permit specialization? What are the hurdles?

b. What needs to be done to bring about domain expertise among All India Services?

c.  The skill set required for handling State subjects is somewhat different from that necessary for governance at the Union? How should we accommodate the needs of both while encouraging specialization.
3. Specialized training: There is an elaborate mechanism for in-service training of the All India Services officers. But there is no serious effort made to provide specialized training to the officers. If an officer has to develop domain expertise, it is necessary that he/she,  alongwith experience in that domain would have to be imparted skills and knowledge relevant to that domain.

a. Do the existing training programmes help in building domain expertise?

b. What needs to be done to provide specialized training to the officers?
4. District Administration:

a. In the context of Constitutional provisions regarding local Governments and their progressive empowerment, what should be the role of District Collectors in the coming years? Would the office work in its present form?
b. What structure and functional division do you envisage in district administration in the coming decades?
c. With the increasing specialization of police functioning and rapid urbanization posing special challenges to public order and crime control, what should be the role of DM in dealing with public order in future?

d. Is the present disaster management mechanism at district level satisfactory? What should be the arrangement for disaster and crisis management in future?
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