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Pn EFACE 

This r eport deals with the machinery of Government and Public Service per­
sonnel admini s t ra tion i n Guyana. It was mnde at the reques t of t he Government of 
Guyana by two United Nat i ons adviser s, Geoff rey Burgess and Jack Kent Hunn, who 
visited Georgetown from 2nd Oct ober to 16th November, 1966. 

Each adviser was given separate Terms of Reference as it seemed likely they 
would arrive in tandem, but when, in f act, they arrived together their Terms of 
Reference were unified, as follow s , in the origi nal form drafted by the Government: 

(a) "to make a general survey of the structure, organisation and administra­
tion of the Public Services (excluding the Police, S_ecuri ty and Armed 
Services ); 

(b) to recommend any changes in the structure, organisat ion and administra­
tion of those Public Services it may consider desirable; 

to recommend any changes it may consider necessary in the Government's 
personnel, recruitment, promotion and training policies , including the 
powers, duties and functions of the relevant Service Commissions; 

to recommend any changes it may cons'ider advisable in .the Government's 
relationships with the public corporations and in regard to the means 
of bringing about the proper and efficient discharge of the functi ons 
entrus ted to such corporations; 

to advis e the Government on any other matter it may consider relevant 
to its organisation and functioningo" 

Operating as one mission instead of two, the advisers not only avoided 
covering the same ground twice but also derived the benefit of collaboration. 
These advantages were reinforced by the fact that their Counterpart was 
Mr. E.D. Ford, Permanent Secretary, Office of the Prime Minister, whose excep­
tional knowledge of Government organisation and operations, and whos e access t o 
all in authority, were of inestimable value. The advisers were greatly indebted 
to the Prime Minister for detaching Mr. Ford to serve continuously as Cha irman of 
the teamo 

The Mission paid calls on the Governor-General (Sir Richard Luyt), the 
Prime Minister (Hono Forbes Burnham), all other Minis ters~ the Leader of the 
Opposition (Dr. Cheddi Jagan), the Chairman and Permanent Member of the Public 
Service Commission and the Permanent Secretary of the Ministry of Finance. They 
heard evidence from the other Permanent Secretaries collectively and in some cases 
individually and invited them to submit written statements and suggestions. 
Visits were paid to several Ministries and Departments (Finance, P. S.Co Secretariat, 
Education, Works, Health, Agriculture, Goverruilent Printery) for dis cussions with 
senior officers. Testimony was also taken orally and in writing from the Civil 
Service Association, the Federation of Unions of Government Employees, and repre­
sentatives of senior prof essional >rnd technical officers and of women employees. 
Public Corporations were consulted, among them being the Bank of Guyana, the 
Guyana Development Corporation, the Guyana Marketing Corporation, t he Guya na 
Electricity Corporation and the University of Guyana. The Consulta t ive Associa-
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tion of Guyanese Industries was also invited to of fer its views and tJad.l.y accepted. 

The Mission travelled to Lethem on the Guyana-Brazil border, to Fort 
Wellington in West Berbice and to New Amsterdam and Springlands in East Berbice in 
order to see the District Commissioners and district officers of other Departments 
at those centres and discuss their problems. In the course of these visits oppor­
tunity was taken to see Government activities in the field, notably the 27,000 
acre land development project at Black Buoh Polder. A visit was also made to the 
Demerara Bauxite Company's installations at Mackenzie where discussions were held 
with Personnel Administration and Finance officials. 

From all t hese sources and from its own staff the Mission received the 
most willing and helpful co-operation, for which it was extremely grateful. To 
Mr . Ford himself no acknowledgement of debt would be adequate. Although the task 
was perceived to be a diagnostic survey rather than a remedial undertaking it 
could not have heen carried out in the time except for Mr. Ford's constructive 
advice and guidance. 
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INTRODUCTION 

TB E DEMOGRAPHIC A ND ECONOMIC B,.\CK GROUND 

1. It is of course a truism that Public Services, Public Corporations and the 
like exist in an environment and are largely coloured by that environment. Never­
theless, it is a truism that bears repetition when persons used to one environment 
are required to comment on organisations created for and developed in another. The 
environmental influence operates through economic and demographic factors and per­
haps even more strongly through sociological factors, particularly the community 
values and attitudes which may control the acceptance or rejection of the ba.ses on 
which modifications are suggested. 

2. The statistics at Annex A set out in facts or estimates the G.N.P., the 
population, the urban price index, the non-development budget, the total of per­
sonal emoluments, that is the public service payroll, in the budget and the number 
of public servants (in the sense of those working in the general administration 
on posts regarded as permanent) in 1953, 1959, 1965 and 1966. The six years in­
tervals were accepted partly as it was felt undesirable to burden the report with 
annual figures and partly because the political and economic vicissitudes of the 
last 13 years have made annual figures less directly useful. The years chosen 
have, in any case, individual significance. 1953 saw the introduction of what was 
essentially the first non-colonial Government; 1959 was half-way to independence 
and near the 1961 Constitution which gave internal self-government, and 1965 may 
be regarded as the first really normal year after intervening law and order trou­
bles which had threatened the stability and certainly a·ffected . the d·evelopment of 
the state. The figures provide an overall. picture of the last 13 years of 
Guyana's economic and demographic listing without overburdening this report with 
statistics. 

annum. 
facts -

Population is now believed to be rising at the rate of 3 per cent per 
The G.N.P. is rising faster than the population, but because of the 

(a) that the economy depends heavily on exports and foreign remittances, 

(b) · that the demographic pattern is changing to decrease the proportion 
actually in the working group, 

the per capita income and particularly the average household net income have not 
increased materially and particularly not at a rate comparable with the neigh­
bouring economies. Against this picture of an economy rising only slowly must 
be set the rapidly rising expectations inevitably associated with independence. 

4. The current (non capital) budget was running in 1965 at 25 per cent of 
. the G.N.P., a high proportion.for any but a rich country, and of the budget 40 
per cent is devoted to personal emoluments. The advisers thus operated in an 
atmosphere where there were rising expectations from. Government, where the 
Government hoped to satisfy these expectations through a Development Programme 
which must inevitably involve expansion of activity, but where the cost of 
Government was already disquieting. rising faster than the resources available 
to meet it. and where increases in taxation did not disclose an acceptable path 
out. There is only one possible solution to this type of situation; to take 
strong action to hold down the .rate of increase in costs, and to insist on 

/(s3 
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better value in work done per dollnr i•a i.d uul., i.1.1 o l.Jie r wPnl n to di ucourage 
cal and cost expans ion and to meet added dutief1 by increased producUvi ty. 
the aim that had prominently to be borne in mind. 

nunir1rl­

Thi.s is 

5. This has . been reinforced by the fact that Guyana follows British practice 
in dealing with the effects on salaries of inflation, evidenced in the urban price 
index, not by a process of continuous adjustment, but by periodic Pay Commissions. 
The last Commission under Professor Guillebaud is now some years old, and pressure 
is mounting for a new Commission. Even so the pay increases accepted following 
the Guillebaud Commission were based on a presumed capacity to hold the rate of 
expansion of the Service at an annual 4 per cent which has not been found to exist 
in practice. The advisers, although rates of pay were outside their terms of 
reference, have had to bear in mind both past experience of expansion and the 
probable further rise in rates and costs when considering solutions. 

6. Community values and attitudes (to material rewards, to discipline, to 
politics, to institutions) affect the determination of the administrative pattern 
that would best suit a community. In so brief a visit it is impossible even to 
attempt to have final views, but some aspects of what appear to be community at­
titudes are mentioned later and have materially affected the line of thought 
adopted. Fortunately the time appears to be ripe for securing acceptance of 
change, and the opportunity may not occur again. It is essential that it be 
not missed. 

The Pub lie Administration Background 

7. Public Adminis tration in Guyana has evolved in fairly well defined stages 
in the post-War years. Before 1953 policy and ot her matters were referred by 
functional departments to the Colonial (later Chief) Secretary and by him to the 
Governor, advised by Executive Council as necessary. The central Colonial Secre­
tariat was arranged in the classic colonial pattern of groupings of related 
departments each dealt with by a responsible "charge officer". The Secretariat's 
Establishment Division handled not only Establishment policy but also the greater 
part of personnel administration relating to the public service. 

8. In May 1953 responsible Government was introduced and the Governor was 
thenceforth advised by an Executive Council comprising three Ex Officio members 
(Chief Secretary, Financial Secretary and Attorney General) and six Ministers. 
Corresponding Ministerial Secretariats, set over but apart from the relevant 
groups of .Departments, were created and staffed largely by the officers who had 
previously dealt with the groupings in the Central Secretariat. The principal 
administrative officer in each Ministry was designated "Principal Assistant 
Secretary". The personnel administration functions (appointment, removal and 
discipline) of the Chief Secretary's Office (exercised on the advice of Appoint­
ments and Promotions Boards for the Classified Clerical Service and the Junior 
Professional and Technical Service) were assigned to a newly established Public 
Service Commiss ion which functioned i n an advisor y capacity to the Governor. ·rhe 
Es t a blishment f unctions (fixing staf f complements , classification, grading posts for 
pay scales, fixing or modifying conditi ons of service etc . ) continued to be a part 
of the Chief Secretary' s portfolio. 

9. This Minis try + Departments organisation continued up to 1957 in which 
year the Heads of Ministerial Secretariats were first designated Permanent 
Secretaries. 
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10. In the partially elected government of September 1957 (which succeeded the 
wholly nominated Government appointed after the withdrawal of the May 1953 consti­
tution later that year) the Executive Council included five Ministers and the 
practice was gradually adopted of attaching the Ministerial Secretariats, which had 
thitherto nearly all been grouped together and located away from the Departments 
for which the Ministers were responsible, to the principal Department with which 
they ~ere concerned. This resulted in Ministers and their Permanent Secretaries 
and other lay advisers being in closer contact with the Ministries' heads of de­
partments and principal professional advisers. Establishment functions continued 
to be the responsibility of the Chief Secretary. 

11. The grade of Principal Assistant Secretary, as the Permanent Secretary's 
principal assistant, was restored during 1960 when one such post was created. 
The number of Principal Assistant Secretaries has gradually increased to the 
point where, setting aside the Ministry of External Affairs ·whose eight such posts 
carry peculiar connotations, there are 18 in the 1966 Estimates. 

12. With the 1961 Constitution internal self-c;overnment came into effect , the 
Governor being obliged to act in accordance with the advice of a Council of Min­
isters, except in regard to Defence and External Affairs including certain anpects 
of External Trade. The Chief Secretary and the Financial Secretary were replaced 
by elected Ministers of Home Affairs and Finance respectively, there was an 
elected Attorney General and, includlng these three, the Council consisted of 10 
Ministers, the Premier presiding over its deliberations. The Establishment and 
Personnel functions which the Chief Secretary had up to this point retained passed 
to the Ministry of Finance on the one hand and the Secretary of the Public Ser­
vice Commission on the other. The Public Service Commission continued to be 
advisory to the Governor. 

13. The process of bringing the Ministers' policy-making staffs into closer 
association with their executive departments continued and, facilitated by the 
fact that the Government that took office in December 1964 established 15 Min­
istries, has reached the stage where it may be said that four or five Ministries 
(Works and Hydraulics, Agriculture, Education, Local Government and possibly 
Health) are fully integrated and that their departments have ceased to exist as 
separate entities. This is perhaps as far as this process can go, given the 
present organisation of the flll\ctions of government in Guyana. 

14. Fundamentally the only changes that Independence (May 1966) has intro­
duced have been to make the Public Service Commission constitutionally inde­
pendent in its responsibility for the appointment, removal and discipllne of 
public officers and to transfer responsibility for Defence and External Affairs 
to the elected Government. A new Ministry of External Affairs handles the 
latter subject. 

15. Guyana bas thus inherited a good Public Service system on the British 
pattern. But it would be paradoxical if the replica remained in the same mould 
after the master pattern had changed with the times, as is not unlikely. The 
House of Commons Estimates Committee said only this year of the U.K. Civil 
Service that whilst "its fine tradition is still very much alive today •••• 
both its structure and its public image neeq to be reviewed in the light of 
modern needs". The same could be said i fortiori in Guyana. 

.. 
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I. ORGANISATION 

MACHINERY OF GOVERNMENT 

A. 1he Cabinet and Ministries 

16. Under the Constitution, the executive authority of Guyana , save in so far 
as it is otherwise allotted by the Const itution , is to be exercised by the Governor­
General with the assistance of a Cabinet consisting of the Prime Minister and 
other Ministers, to whom responsibility is jointly ascribed but who are individu­
ally responsible for specific blocks of government business. There are 15 Minis­
ters in all including the Attorney General who is a Minister, by virtue of Arti­
cle 42 of the Constitution, responsible for the affairs of his. Ministry and a 
Minister of State acting to the Prime Minister in the Ministry of Foreign Affairs. · 

17. The bulk of Government business is handled by administrative units, usual­
ly known as Departments, but without complete uniformity of nomenclature. These 
Departments are g;rouped together and placed under Ministers. The remainder of 
Government business is handled by a small number of Public Corporations and , at 
present to a very limited extent, by a much larger number (nearly 100) of Local 
Government units. 

18. The existing number of Ministries is only a few months old. In 1953 when 
some measure of self-government was introduced there were nine Ministries (three 
headed by official Ministers - the Chief Se~retary, the Finance Secretary and the 
Attorney General). Subsequently, numbers have varied before settling down at the 
present fifteen. 

19. In deciding the number of Ministries the best policy is usually described 
as the organisation of Government activities according to ma.ior purposes in a 
minimum number of agencies, and the aim should be to create units, charged with a 
reasonably cohesive group of related function~ capable of being controlled and 
supervised to the appropriate extent by a single Minister, yet not so numerous 
as to create unmanageable problems of inter-Ministerial coordination and of 
utilisation of available staff. This is the ~dministrative criterion. On the 
other hand administrative considerations are not exclusive or necessarily para­
mount. Political considerations have. their part to play; it might well be that 
there is advantage in a greater division of responsibility .than would otherwise 
be appropriate in order to give administrative experience to as many as possible 
in the shortest time. It is not therefore the intention to do more than to draw 
attention to the administrative cr iterion mentioned above as being relevant when­
ever a decision on the number of Ministries is taken, while adding, however, that 
to give it too little weight or to subordinate it completely to other criteria 
can create insuperable obstacles to efficient management. 

RECOMMENDATION' 1. 

THAT the administrative principle that Gove'rnment business should be 
organised by major purposes into the minimum number of units should be borne 



- 7 -

in mind in view -

(a) of the risk of spreading limited trained and experienced personnel too 
thinly among the units, 

(b) of the additional demands on such personnel for consequential co-ordinat­
ing units, 

(c) of the additional demands made on and for district staff. 

20. The Constitution makes the total group of Ministers, the Cabinet, jointly 
responsible for the conduct of business. The allocation of primary responsibility 
for separate blocks to separate Ministries is by executive order. It is necessary 
that that order should specify these separate blocks in sufficient detail -

(a) to leave no room for overlapping jurisdiction~ 

(b) to indicate with sufficient clarity where to go for particular action. 

When there are substantial amendments, the whole should be reissued rather than 
leaving the matter covered by a collection of .original orders and piecemeal 
amendments. Later recommendations will stress the need for using documentation 
more freely and consistently than hitherto as an aid to public servants in their 
work and this is the first example of the need. 

RECOMMENDATION 2, 

THAT the functions of units (ministries and departments) should be speci­
fied with care and precision; excessive compression in the pursuit of tidiness is 
self defeating and does not give the Public Service the knowledge on which to 
base action. 

21. The Organisation Chart attached as Annex B gives an up-to-date .i.ndica­
tion of the position. It includes each individual Public Corporation in the 
Ministry responsible for it. 

22. There are a number of conventions governing the matters which ought to be 
brought before the Cabinet rather than decided by a single Minister. It is usual­
ly clear, by custom or by tradition or by "case law" in the Cabinet Office, what 
cases are inter-Ministerial in nature and what should be done if Ministers dis­
agree . Such conventions and procedures ought to be compiled into a set of rules, 
which might be described as "Rules of Business of the Government of Guyana". 
From a strictly constitutional point of view they might be regarded as the first 
item of the Delegation Code (delegation by the Cabinet from the joint responsi­
bility of the Cabinet) to the need for which throughout the administrative 
structure reference is later made. The Rules would also indicate the scope of 
apy Cabinet Committee (another type of delegate), and the type of case which inay 
not be decided by individual Ministers without reference to and the concurrence 
of others. 

RECOMMENDATION 3, 

THAT Rules of Business of the Government of Guyana including the delega­
tion of powers to ministers, procedures to be followed on differences between 
ministers, requirements of concurrence of control ministers when proposals in­
volve planning, financial or establishment considerations, should be framed. These 



would, in fact, be the first chapters of the Delegation Code separately recommended 
later. 

23. When the creation of Ministries results in some division of a major pur-
pose among a number of Ministries there will inevitably be need for coordination. 
Even when a major purpose as such is not divided, but different purposes are in­
volved as, for example, provision of transport facilities on 'the one hand and the 
industrial utilisation of the facilities on the other, coordination will be re­
quired. For many purposes this can be at official level and it can be ensured 
through inter-Ministerial committees or consultation. In others, coordination is 
required at Ministerial level and must be arranged through Cabinet Committees. 
There is a Cabinet Economic Committee, not, however, restricted to Ministers. It 
may be that others will be needed. In general it is doubtful if the arrangements 
for coordination match the need, especially in the areas of development. 

RECOMMENDATION 4 

THAT when a number of units deal with a major purpose e.g. Transport, 
coordinating arrangements are essential and specification of ·their functions and 
power is as important as of the functions and powers of the units to be coordinated. 

RECOMMENDATION 5 

THAT informal coordination (of the type of the weekly meetings between 
the Permanent Secretaries of Economic Development and Finance) nas a valuable part 
to play and should be extended wherever possible. 

RECOMMENDATION 6 

THAT wherever possible coordinating bodies should be authoritative; that 
is, units should be represented by persons able to commit their units. 

RECOMMENDATION 7 

THAT coordinating bodies seldom function sufficiently well to cure com­
pletely the adverse effects on decision making of too many cooks stirring the same 
broth and. are not a substitute for organisa.tion by major purpose. 

24. It should be added that the number of Ministries has repercussions in the 
district . (decentraiised) administration. The majority of Ministries have decentra­
lised operations to a greater or less degree. The problem of coordinatio~ between 
Ministries in Georgetown thus becomes paralleled by a problem of coordination be­
tween Ministries' representatives. At district level officers work in much more 
direct contact with the people and a suggestion of haphazard organisation or ex­
cessive fragmentation of responsibility and lack of coordination etc. is quickly 
disseminated. It can have a very unfortunate result on the public image of Gov­
ernment which is so important a thing in a democratic system. 

B. Allotment of Functions to Ministers 

25. This, like the number of Ministries, is a matter where purely adminis-
trative considerations must be tempered by political and personal ones. The 
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administrative principle already quoted speaks of organising according to major 
purposes. It may, however, be that a particular Minister has a particular inter­
est in some part of a major purpose and it would be foolish to deny anything which 
might promote interest or contribute to progress in a particular area. As in so 
much of administration, decision depends on a nice balancing of advantage; the 
disadvantage of added need for coordination through involving more units in deci­
sion than necessary, against the loss of personal Ministerial interest in a matter. 
All that can be said is that a considerable degree of departure from the pri nciple 
of organising by major purpose will require a degree of compensation unlike l y to 
be secured, if only for the reason that organisation is more durable than Minis­
ters. It is not proposed, therefore, to make detailed comments on the present 
division of functions or to try to set out a "model" scheme. A later recommenda­
tion provides for the creation of a Ministry of The Public Service, with functions 
partly drawn from existing units but considerably ex:tended in scope and depth. 
This will necessarily require some reallocation of f unctions and advantage may be 
taken of this to introduce changes where existing arrangements suggest it. Fur­
ther opportunities will occur if subs tantial areas of int erest of existing Minis­
tries are hived off by the creation of new Public Corporations, as is understood 
to be contemplated. A continuation of such a process can leave some existing 
Ministries as empty shells, and should lead to reconsideration both of numbers and 
of the division of functions. It should be added, however, that once a satis­
factory balance is reached it should be retained. Frequent transfers of functions 
from one Ministry to another 'add further to vagueness in the location of authority, 
to delay in its exercise, to discontinuity .in policy and to a loss of morale in 
staff. 

26. Th~re are certain functions of Government which are in the nature of con­
trols over the whole field of Government and the Ministries which exercise them 
tend to be Ministries exercising controls over the operations of others . The fact 
of this is usually recorded in t he Rules of Bus iness which require, for example , 
that a Ministry secure the assent of t he Ministry of Finance (unless already dele­
gated) before taking any step which involves a financial commitment. There are 
three main areas of such control 

(a) Finance 

(b) Establishments 

(c) Planning 

Inevitably other Ministries are apt to resent such control and it has widely been 
found advantageous to place the Ministries exercising them in places where they 
can be assured of substantial political authority, in an executive President's 
Secr etariat or in a Prime Minister's Office. This applies particularly and most 
desirably to Establishment s and Planning, less frequently to Finance, because 
the technical operations of that Ministry would impos e too heavy a burden on a 
President or Prime Mi nister already committed to political as well as adminis tra­
tive coordination. It is not, however, without interest that historically the 
official office held by the Prime Minister of Great Britain is First Lor~ of the 
Treasury. 

RECOMMENDATION B. 

THAT the three main contr.ol function.S, Establishments, Finance and 
Planning and Development should be separate, and each should form a separate 
portf9lio. They need to be adequately s taffed as delays in them affect all 
minis tries in a snowballing way~ 
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RECOMMENDATION 9, 

THAT both Establishments and Planning by their nature require the support 
of, and to be located close to, effective political authority, if they are to be 
successful. They frequently are located in the Prime Ministeris (or President's) 
Office. In the existing circumstances of Guyana this is particularly necessary. 

27. There are other functions of Government which fall so naturally into a 
cohesive grouping that there should be more than average reluctance to break them 
up. One such is Communications in its various forms; ahother such is Agriculture 
and Animal Husbandry, covering the use of land for these purposes and including 
research, development and what are usually called "extension services"; a third 
such is Education and Youth; a fourth is what might be called Social Development. 
Such groupings do not eliminate the need for coordination across the groups; the 
point of needing to consider the anticipated uses (commercial and agricultural) of 
roads as well as their location has been mentioned; they do, however, reduce the 
need. 

28. Finally there are a group of subjects which tend to be isolated and which 
can be juggled about much more readily. Clearly if a Prime Minister or executive 
President takes over responsibility for the control functions (Development and 
Public Service) then there is lees room for him to handle miscellaneous subjects. 

290 As in th'e question of the number of units (Ministries and Corporations) 
created, the division of functions among them has repercussions at district level, 
where an illogical division of functions or an overlapping of functions quickly 
becomes apparent and affects the public image of the administration. 

C. Ministers and Permanent Secretaries. 

30. Article 45 of the Constitution provides that in respect of the functions 
entrusted to a Department, the Minister shall exercise .general direction and con­
trol over the Department and subject to such direction and control the Department 
shall be under the supervis.ion of a Permanent Secretary, the senior official or 
civil servant of the Ministry. 

31. This is an attempt, relatively infrequently met in Constitutions, to 
cover a relationship of considerable inherent difficulty. It is almost an in­
built risk of a system of Parliamentary democracy that the Public Service is sub­
ject to pressures to turn it into a "spoils system"; the fact that many of the 
Parliamentary democracies have thought fit to create executive type Public Ser­
vice Commissions. is clear evidence both of awareness of the risk and of a deter­
mination, at some considerable cost , to combat it. It should be added that the 
risk is by no means restricted to the newer countries. It must be faced that 
Ministers, dependent on the popular vote, Iruf-Y be subjected to pressures from 
supporters less appreciative of the constit~tional position in this respect than 
the Ministers themselves, and these may be difficult to resist. The first check 
on any tendency to use the Public Service as a part of a spoils system mus t be 
the good sense of Ministers themseives, who must realise that acceptance of any 
tendency in this connection will diminish the efficiency arxi career attractive­
ness of the Service, and thus deprive themselves of their main assistance. It 
will also create a Frankenstein of increasing demand which will direct their 
attention from their primary function of governing and may eventually monopolise 
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it. The spoils system postulates that there is an ample reservoir of new talent 
available to any incoming administration. The increasing professionalisation of 
Government makes this most unlikely anywhere, and almost certainly inoperative in 
a country like Guyana where trained talent is scarce. 

32. Nevertheless this may be something of a counsel of perfection and, on a 
number of occasions, witnesses expressed disquiet that, with the passage of time, 
tendencies towards intervention by Ministers in the detail, and particularly the 
personnel details, of Departmental administratioP will increase and will be diffi­
cult for Permanent Secretaries to resist. Both the risk and the fear of any such 
development will be increased by the political and racial polarisation that has 
occurred over the last few years. 

33. A major contributory to misunderstanding between Ministers and Permanent 
Secretaries is the former's understandable desire to "get things done" and their 
resentment of what appears to them time consuming "red tape" procedures. It is of 
course not correct that all procedures are time wasting; an organisation as big 
as Government needs control, procedures and rules. In particular, a state like 
Guyana, where expenditure on the Public Service, already heavy, is ris·ing faster 
than the national product from which it must be covered, must have fairly rigid 
establishment and financial cont~ols; and in his finan~ial and accounting duties, 
and in exercising functions delegated by the Public Service Commission and the 
Establishment Division, the Permanent Secretary is the agent, not of his Minis­
ter, but of the delegator. Nevertheless, the feeling of Ministers cannot be 
ignored nor .some basis for it denied. Subsequent recommendations deal with the 
need for a crash programme toexcise ossified rules and regulations and thereafter 
to provide for a policy of continuous review and modernisation, and it is to be 
hoped that a growing efficiency and speed in processing will contribute to dimin­
ishing the impatience which at present Ministers freely express. It must be 
realised, however, from earlier comments that some of the delays proceed from 
political and personal considerations as much as from administrative. 

34. The fear of Permanent Secretaries that impatience with accepted proce­
dures and interventions in personal matters may jeopardise their position is per­
haps excessive but cannot be ignored. Permanent Secretaries may be transferred 
on the advice of the Prime Minister and it is of course necessary that, at times, 
they should be transferred, both to arrange ~or a better utilisation of skills 
and to deal with personality clashes. But the nervousness of the Permanent 
Secretaries might be dimini·shed by the c.cceptance of a tenure convention, that 
postings should not, except in situations of the sort indicated above, normally 
last less than three, ' or more than five years. The acceptance of a convention 
means movements exceptional to it attract attention and need justification. 

35. In many countries Permanent Secretaries meet regularly to discuss prob­
lems of administration. It is under~tood this occurs to some extent in Guyana; 
it permits an attempt to get a wider perspective when dealing with personal re­
lations and personality problems as well as ~ wider view of policies and diffi­
culties as a whole, and is· to be recommended. 

RECOMMENDATION 10. 

THAT Permanent Secretaries .should meet regularly as a Committee to 
discuss problems common to themselves and to the administration, the Convenor 
and Chairman being the Permanent Secretary of the Public Service Ministry. 

/{61 
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36. While it is true that most Ministers are aware of the constitutional rela­
tionship between themselves and their Permanent Secretaries, nevertheless in the 
stress of daily contact it may be that nuances are not fully appreciated. It' might 
be desirable to issue to Ministers and to Permanent Secretaries on appointment s ome 
explanation of the factors without the understanding of which a satisfactory rela­
tionship may be impossible. 

RECOMMENDATION 11. 

THAT there should issue to all Permanent Secretaries and Ministers, on 
first entering office, a brief explanation or development of their respective 
positions, developing the meaning of Article 45 of the Constitution. 

D. Ministries and Departments 

37. The Ministerial system is relatively new in Guyana and its development has 
been affected by changes in the number and functions of Ministries. Complaints 
were heard, though perhaps less than might have been expected, of the delays and 
difficulties that arise from the intervention of the Ministerial Secretariat be­
tween the Department and the Minister. In some cases they have been minimised by 
a process of integration, and such a rolicy has proceeded almost to completion or 
is advanced in the Ministries of Works and Hydraulics (which as will be seen from 
the Organisation Chart has no attached Department), (Labour, Health, Education and 
Agriculture. Nevertheless complaints were made, and clearly the function of a 
Ministry intervening between a technical Department and a Minister is not always 
understood, either in the Ministry or in the Department and can lead to friction 
and to delay. 

38. One complaint was of dilatory action in the lower echelons of the Minis­
try evidenced by tardy referencing and submission of cases, needless referring, 
vertically and laterally, instead of discussion a~d finalisation. A system has 
been evolved in some countries whereby a specific area of a Ministry's activities 
is allotted to a specific officer - Assistant Secretary or Administrative 
Assistant - who is himself responsible for preparing too case, either deciding 
it, if so empowered, or submitting it with a single one-level minute for decision 
by the Permanent Secretary or by an authority lower than the Permanent Secretary 
to whom authority to decide has been delegated. Th:is places responsibility for 
investigation and submission in an identified area and minimises delays, ex­
cessive minuting, the unnecessary movement o~ paper, and therefore the number of 
people involved. Recommendations are made in section II - METHODS. 

39. At present all Permanent SHcretaries but two have been drawn from the 
"generalist" clerical-cum-administrative stream • . The policy should be that 
Permanent Secretaries should be selected on the ~asis of capacity to perform the 
duties of the post irrespective of origin. This m:ight lead, in Ministries with 
a heavy technical content, to a Permanent Secretary technically qualified if he 
has given evidence of administrative capability. The requirement of general 
administrative capability, however, must be :p3.ramount not only because of the 
transferability of Permanent Secretaries among Ministries, but because of the 
need of the Permanent Secretary to take a broad administrative and coordinating 
view of proposals as affecting the whole body of Government policy and practice 
rather than a narrower professional one. In modern administrative thought he is 
desirable as a coordinating generalist. In a Ministry with a large number of 
relatively unrelated residual functions ~oom for any but a generalist head may 
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not exist. The formula above, however, would cover all cases and open the way to a 
freer growth of p!rofessional Permanent Secretaries. One of the difficulties ex­
pressed has been difficulty in recruiting and retaining technical or :professional 
staff, and it is not uncommon to' find P!Ofessional staff resenting what they con­
sider the pretensions of administrative generalists. A possibility of moving on 
to Permanent Secretary might both be a career attraction and a morale builder for 
such staff and help to anchor them in the service. 

RECOMMENDATION 12. 

THAT the posts of Permanent Secretaries should not be restricted to the 
generalist clerical administrative stream but should be open to all possessing the 
requisite qualities. The most important of these is general administrative capac­
ity, in view of the interchangeability of Permanent Secretaries. The necessity of 
utilising scarce technical or professional skills most advantageously should also 
be borne in mind . 

40. As long, however, as the system of a generalist Permanent Secretary in a 
Ministry with mainly professional Departments continues, it 'is vital that the 
system is worked and that the Permanent Secretary is not bypassed. He exists to 
perform necessary functions, and impatience with delay should not be allowed to 
deny him the . opportunity to i:erform them, but should be directed to improving the 
movement of papers and speed of consideration. For examplep joint conferences of 
permanent and professional heads with Ministers would profitably replace a con­
secutive dealing with a subject. The system requires tact and .understanding in 
operation just as much as the Permanent Secretary-Minister relationship requires 
tact and understanding. There is nothing in the quality of the Guyanese Service 
to suggest it cannot be found. 

E. Operating Public Corporations 

41. Over the last twenty years the tendency of Governments to transfer cer­
tain of their functions from the area of operation by the Public Service proper 
to Public Corporations has increased considerably. The main reasons for so doing 
are firstly the extension of the total area of Government activity into fields 
formerly held to fall into the private sector; this may have a number of widely 
varying causes, e.g. war or fear of war, political ideology P lack. of initiative 
or of capital in the private sector; secondly, a feeling that certain of the new 
areas cannot be dealt with efficiently under the financial and administrative 
disciplines of the Public Service system. Other less desirable motivations may 
have their part e.go a desire to confer rewards, in the form of salaries and 
authority, on the politically faithful. But the touchstonP. almost everywhere is 
claimed to be, and certainly should be, demonstrable added efficiency and demon­
strable added managerial capacity. 

42 o The disciplines of the Public Service system were not imposed lightly,; · 
they were thought necessary to secure an orderly and careful process of decision, 
the prevention of patronage and the control of spending. These are essential 
objectives in all areas of the State's activities and if it is found necessary to 
make some sacrifice of the means to ensure them in order to secure added efficiency, 
there should be a clear balance of advantage in doing so. To decide if this exists, 
there ought in each case. before a CorJ?oration is decided on. to be a careful in­
vestigation of where and what the degree of advantage is. This will require~ 

-16.a 
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tailing what its functions are to be, why the corporation will perform them better, 
whether the benefit will accrue in service or in money and so on. If the decision 
then is in favour of creating a Corporation, the scheme should be so devised and 
particularised as to lead to the greatest increment of added efficiency at the cost 
of t he l east sacri:fice of administrative and financial desiderata. In recent years ,. 
some of the undesirable consequences of too liberal an exemption (of Public Corpora­
tions) from financial and Public Service procedures have, in some countries, become 
more apparent than the added efficiency, and this has lead to a reconsideration of 
the degree of exemption and to some reimposition of financial and personnel con­
trols. Countries everywhere are concerned with the problem of reconciling the r e­
quirements of public enterprises for operating and financial flexibility with the 
needs for controls to assure public accountability and consistency with policy. 

43. In Guyana there are nine Public Corporations. The Rice Marketing Board 
was created in 1946, the Credit Corporation in 1954 following a recommendation of 
a World Bank Mission, and the Electricity Corporation in 1957, each by its own 
Ordinance. Most of the remainder were created by Orders made under the Public 
Corporations Ordinance 1962, which empowers such creations, and specifies, in gen­
eral terms, the relationship between the Corporations and the Government . 

44. Each Public. Corporation under the Ordinance is attached to a Ministry. 
The Minister appoints members of the Board (in pra tice the Cabinet is consulted) 
and the Cabinet .may remove members. One such member is an offic~al and is usual­
ly, not invariably, the Permanent Secretary of the responsible Ministry. The 
Board has full powers to appoint and dismiss staff except that appointments of 

· s taff over $7,200 per annum require the approval of the Minister. The Cabinet may 
issue general directives. There are certain restrictions on borrowing etc. The 
Board's accounts are audited by an auditor appointed by the Cabinet, and, with an 
annual report, must be submitted to the Legislature. The Electricity Corporation 
has a financial requirement, taking one year wi~h another, to break even finan­
cially. 

45. This degree of control leaves the Boards of Corporations with a very con­
siderable autonomy in personnel and financial matters. The Board's freedom ex­
t ends in some cases also to the Corporation's functions which are specified in 
wide and imprecise terms. In fact many of the Orders creating Corporations con­
sist only of a line or two, although this is less true of the older Corporations 
whose Ordinances .itemise and circumscribe the objectives of the Corporations in 
more detail. In these circumstances it is understandable that disquiet is ex­
pressed about the activities of some of the Corporations. 

46. It is recommended that no Corporation be set up without a preliminary 
considered and careful investigation into the case for creating the Corporation 
and the objects it is to achieve. When the Corporation is to perform commercial 
or quasi-commercial operations the economics on some sort of cost and benefit 
basis need to be worked out. This may need a proper capitalisation of assets 
made over., provision for working capital (other than an annual budget provision 
f or "housekeeping") and perhaps some provision about profitability similar to 
that of the Electricity Corporation. The extent of sudh operations should be . 
specified in detail in the creating Order. For e~ple the Ordinance creating 
the Rice Marketing Board excludes it from the retail : trade; the Order creating 
the Agricultural Marketing Corporation does not·. A decision of Government to 
intervene in retail trade should be taken positively. 

47. Among the matters to be considered is whether the operations of the 
Corporation are likely· to be improved by giving or denying Public Service status 
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to its staff. As in the case of "open vote" manual workers, employees in other 
areas in which Corporations might operate (retail marketing, harbour work, insur­
ance salesmanship, industrial promotion) may be better disciplined and more ef­
fective as non-Public Servants. In others e.g. a national insurance office the 
position may be less clear. 

48. Only when such an investigation has provided a convincing case for action, 
and a working scheme with a clear and full delineation of purpose, resources and 
controls should the new Corporation be set up. It should .not be simply assumed 
that a Corporation is "a good thing". The position of existing Corporations 
should, as a matter of urgency and in order to limit the drain on public funds, be 
re-examined in the light of the comments above. At least one Corporation hardly 
appears necessary. 

49. In particular the possible overlapping of functions as between Corporation 
and Corporation, and Corporation and Ministry needs careful checking, as also a 
possibly embarrassing division of functions. Where this occurs the remedy is to 
remove the overlapping or division. It is not to retain the overlapping and set 
up yet another body - a coordinating committee or the like - to deal with it. 

50. A serious disadvantage, often overlooked, of creating a large number of 
aut.onomous Public Corporations is that it increases the number of actions which 
require clearance in more than one unit before decision and consequently the de­
lays in clearing them. In essence it adds to the number of administrative units 
which may be involved in the process of decision in any case, a matter mentioned 
in discussing earlier the number of one group of such units, the Ministries. When 
substantial blocks of business are transferred from existing Ministries to new 
Corporations (and it is understood several more are envisaged) it is recommended 
that it be considered whether the same number of Ministries and Departments will 
be required to deal with the remaining functions. 

51. The necessity carefully to stipulate the objectives of Corporations in 
the Order constituting them is· underlined by the case of the Development Corpora­
tion. The Credit Corporation as recommended by the World Bank was intended to 
provide credit for "agriculture, industry, rural and urban housing". It tended 
to concentrate largely on housing. Consequently a Corporation was set up to 
"facilitate, undertake and stimulate industrial development". It had, however, 
no general resources and consequently had to pass on any of its schemes involving 
credit to the Credit Corporation. The "undertake" in its functions became wholly 
minor and these were subsequently changed .to "facilitate and stimulate economic 
development". It has recently, with the blessing of the Development Programme, 
diversified its activities into agric.ul tural development where it runs a risk or 
overlapping with the Ministry of Agriculture. It. is not that it is wrong that 
the Development Corporation should interest itself'. in agricultural development 
but such an intention should have been specified, and that after the risk of 
competing with the Ministry had been considered. In practice, the Corporation 
concerns itself with the development of new products in agriculture and the 
commercial exploitation of agricultural products leaving to the Ministry tradi­
tional crops. It is claimed that there is therefore a clear line of demarcation 
though whether such a line of demarcation is the correct one or whether th~re 
need be a division of responsibility at all is a matter for consideration. 
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F. Relationship of Corporations with Ministries 
l}Jtd Departments 

52. Each Corporation. is attached to a Ministry and the general policy is to 
attach a Corporation to the Ministry which deals with the functions most nearly 

· related to its purposes. This is usually followed by nominating the Permanent 
Secretary of the Ministry on to the Board. A particular difficulty arises in re-
· spect of the Development Corporation which has the Permanent Secretary o:( the Min­
istry of Finance on its Board but not .the Permanent Secretary of the Ministry of 
Economic Development, although the latter is the responsible Ministry. Presumably 
in an effort to emphasize the autonomy of Corporations the Ordinance appears to 
permit only one official memb.er of the Board. If this is the correct reading of 
the Ordinance, there is a case for amendment. A similar position might arise in 
connection with the Marketing Corporation which has both general development as 
well as purely agricultural incidence. 

53. Corporations whose activities touch on the interests of a number of Min­
istries should clear their schemes with those Ministries before they submit them 
for approval, as in the case of the Development Corporation, to the Ministry of 
Economic Development and the Ministry of Finance. In practice it is understood 
the Development Corporation does this and in fact regards one of its main activi­
ties in the field of" "stimulating" development as assisting private entrepreneurs 
through the mazes of "red tape". 

Control over Public Corporations 

54. It is implicit in preceding observations that there is a relaxation of the 
financial and administrative control which would be exercised over Government De­
partments in favour of Public Corporations and the degree of remaining control 
provided by the Public Corporations Ordinance has been described. The control may 
be considered as applied in two areas -

' (a) in respect of the Corporations' "housekeeping" - .its staffing, budget, 
running expenses, and, 

(b) in respect of its functions. 

In respect of the former, complaints have been heard that the controls have been 
too much relaxed; for example, in respect of the fixation of staff pays. The 
recommended requirement of greater particularity in objectives and where possible 
of a condition of profitability based on capitalisation will add to control in 
respect of the latter. These may, however, not be enough. 

55. It is desirable that, in the present difficult staff position in Guyana 
there should not be allowed to grow up competitive bidding (from Corporations and 
Departments) for rare staff. Guyana has grown used, in the last few years. to 
fairly free movement between employment sectors in search of better pay. '.rt is 
desirable that there should be better arrangements than exist at present° for co­
ordination .of -pay scales in Corporations and the Public Service when work i~ of 
a common nature. 

56. The existing control over Corporations through the submission of annual 
accounts and reports does not appear to be· enough. It might be more effective if 
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the reports and accounts were in practice considered by the Public Accounts Commit­
tee of Parliament or even by a Special Committee, but that may not be practicable. 
In some countries there is a separate unit in the Government to advise on the ef­
fectiveness of Corporations. In others, the Public Service Ministry, through its 
managerial fli.nctions, is entrusted with the coordination of staff working condi­
tions in Corporations with those in the Public Service. It is recommended that, 
by amendment of the Public Corporations Ordinance, there should be power in the 
Minister to request the Ministry of the Public Service to investigate and comment 
on salary scales and related conditions in Public Corporations and to issue direc­
tions in the light of such comments. Some such power might indeed be welcome to 
members of Boards in the present somewhat charged atmosphere of comment. Sub ject 
to this, the power of Corporations to engage their own staff should remain •x cept 
that a directive should be issued that there should be advertisement when filling 
senior staff appointments. 

570 Having said this much about increasing control over the Corporations' 
housekeeping, the next requirement is that, in respect of their duties, they should 
be left to do the job they have been created to do. That is to say, in areas for 
which a Corporation has responsibility, it should not be treated as a subordinate 
branch of the Ministry and its wishes as ·merely recommendations to 1:le re-checked 
for accuracy and desirabiiity by the responsible Ministry, and the Ministry of 
Finance. If Corporations have their own funds and are placed under commercial 
discipline, Finance need hardly concern itself with individual actions. It is 
difficult to specify the exact relationship but a duplication and repetition of 
the investigations of a scheme and decision on it of a Corporation by a Ministry 
arising from a Ministry's reluctance to part with .authority, can be a crippling 
thing. 

58. Ideally there ought to be an arrangement for the measurement of perform­
ance in more detail than a mere scrutiny of the annual reports will permit, but 
in the Guya~ese context, any idea af annual and institutionalised efficiency audit 
raises difficulties. Efficiency audits can degenerate into "second guessing" and 
may discourage managerial initiative. Nevertheless, when the Management Services 
Division of the proposed Public Service Ministry has the capacity to carry out 
performance audits, it should do so. After all, the reason for creating a Cor­
poration is presumed greater managerial capacity. The creator is entitled to 
know whether this presumption is being fulfilled. 

590 The financing arrangements of several of the Corporations do not encourage 
the financial discipline referred to above in respect of the functions (not the 
"housekeeping") of the Corporation. The Marketing Corporation is required to buy 
at a price fixed by an authority other than itself but left to sell at the market 
price. When a Corporation is required to carry out "commercial11 transactions (aa 
distinct from promotional or educational efforts) there must be a commercial ap­
proach to its duties, and some sort of capitalisation of assets, recommended 
earlier, and possibly the placing at its disposal of risk capital operated as a 
"revolving fund" will emphasize this. When the Ministry of Agriculture carried 
out certain marketing activities, results were always annexed to the Annual Esti­
mates in the form of accounts in a semi-commercial form in which an interest item 
on the value of the assets employed was shown. It was thus possible for the 
Legislature to see exactly what the activities were costing. The need to enforce 

. a financial discipline, relative to a return on the assets employed is exempli­
fied in the decision in the. United Kingdom that the Post Office (which :is not a 
Corporation but shares some attributes of one) should be required to pay a con­
tribution, or in other words a profit on its working, to the Exchequer. A con­
verse position is seen in the attempts to assess working losses on railway lines 
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kept open for social, rather than commercial purposes and by covering these with a 
grant to emphasize the commercial test elsewhere. The embarrassment that may arise 
from a financial autonomy carried too far was seen with the Rice Marketing Board 
where the Corporation's powers amounted to the State providing, through a guaranteed 
overdraft, an open-ended subsidy to rice producers. A subsidy may be required 
here - and elsewhere - in marketing. But the amount the State is willing to pro­
vide needs to be decided on and the buying and selling policy adjusted accordingly. 
The need to introduce a greater accountability should be considered in the recom­
mended revi ew of existing Corporations. 

RECOMMENDATION 13. 

THAT the creation of new public corporations should only follow a careful 
investigation of the area for such a creation and a finding of positive advantage 
in so doing in terms of increased capacity, weighing all relative factors. The 
factors include:-

(a) a proliferation of such corporations has the same effect as an increase 
in administrative units in spreading available talent thin. 

(b) it also leads to an increase in the proportion of decisions ne~ding in­
t er unit clearance, and hence to an increase in coordinating mechanisms 
and consequent delay in decision. 

(c) it could facilitate the development of areas of patronage, the effect 
of which on the public image of government should not be underestimated. 

RECOMMENDATION 14. 

THAT the investigation should result in detailed and precise decisions on 
the functions of the proposed corporation, on their relationship with functions 
exercised by existing units, and on its capital structure and financial limita­
tions and these should be incorporated in the Order creating it. 

RECDMMENDATIDN tS. 

THAT a review of existing corporations on the abov& lines should be car­
ried out urgently. 

RECOMMENDATION 16, 

THAT the degree of autonomy of corporations in respect of "housekeeping" 
(i .e . scales of pay, staffing) should be reconsidered and arrangements provided 
for avoidance of competitive biddi ng for rare staff through the coordination of 
conditions of service. This might be the responsibility of the Managerial Divi­
sion of the proposed Public Service Ministry. 

RECOMMENDATION 17. 

THAT Corporations should be subject to a greater degree of financial respon­
sibility for their activities than exists at present. Where possible they should 
{except when their activities are not capable of costing) be capitalised, commercial 
type accounts asked for, and some sort of profitability condition attached. 
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RECOMMENDATION 18. 

THAT the limitation of the number of officials on the Boards of Corporations 
to a single member should be removed, if necessary by amendment of the Public Cor­
porations Ordinance. 

RECOMMENDATION 19, 

THAT whenever new corporations are created for the exercise of functions 
presently carried on elsewhere, the possibility of compensating reduction of minis­
tries or their components should be considered. 

RECOMMENDATION 20. 

THAT Public Corporations should not be created except for the performance 
of a substantial block of duties; small staff units cannot supply the amenities 
(proper scales, promotion ladders) which are now essential; are wasteful in opera­
tion and multiply inescapable overheads. 

RECOMMENDATION 21. 

THAT once corporations have been created with adequate control over staff 
and financial matters in the manner suggested above, they should be allowed to get 
on with their job. They should not be treated as subordinate and largely advisory 
branches of ministries with their conclusions being rechecked for accuracy. 

H. Local Government 

60. This is the third area (the others bP.ing the Government Departments and 
the Public Corporations ) where the business of Government is carried on. 

61. In Guyana, local government is still a minor element in the picture. It 
covers geographically only about 50 per cent of the coastal strip which is the 
demographic and economic centre of gravity of the country and hardly exists at all 
in the vast hinterland. Apart from the City Council 'of Georgetown and the Town 
Council of New Amsterdam, its organs are a large number, nearly 100, of what are 
essentially Village Councils. They have limited functions, limited resources and 
apparently limited ambitions. In the few visited evJn the limited resources were 
not collected, arrears running at two to three years~ income. Local government 
has been the subject of a lengthy review .and a plan {the Marshall Report) re­
commends the creation of a small group of financially viable units covering geo­
graphically the greater part of the coastal strip. Legislation to permit this is 
in draft. 

62. It is accordingly usrless to comment either on the existing system or on 
the projected system. It might however be pointed out that the Marshall Report 
was written eleven years ago in circumstances very different from those existing 
now. Most material changes have occurred since then - Independence, a democratic 
Parliamentary system and a Government coillIIlitted to development. The Marshall 
Report envisaged the withering away of the District Commissioner system (described 
subsequently) except in the Interior, partly because it was amateurish and partly 
becaus e the country might not be able to support both a distr ict and a local 
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government system. This needs rethinking in the changed circumstances. Development 
cannot be handled exclusiveLy from the Capital, especially in a country like Guyana. 
Needless to say, since the Government is fully aware of the fact, the people have to 
be associated with development - both as contributors and beneficiaries - to ensure 
local support and local help _for community development and also an association with 
Government's ideas. It will clearly be many years before the whole group of new 
local government organs will exist and, in the meantime, there is room for much to 
be done which will justify or rather require a district administrator. 

63. The Marshall Report envisages a separate Local Government Service eventual­
ly. Initially, as one or two local government units are created, it will probably 
be necessary to appoint Government Officers as executive officers and there may be 
a general case for integrating the executive officers into a common cadre with of­
ficers in the administration in Georgetown and with District Commissioners in the 
manner suggested later. It is not only functions but people that tend to get a 
Georgetown fixation and better work might be done in Ministries by people who have 
worked outside the capital city. 

64. It is, of course, impossible to deal with details of the Marshall Report 
on the strength of a brief visit but the position of existing bodies with respect 
to arrears suggests the need for stronger legal processes or stronger administra­
tion ·of existing processes if the new authorities are to be viable. 

I. Decentralised Government 

65. Decentralised Government operates through a system of nine District Com­
missioners, six in the coastal area under the Ministry of Local Government and 
three in the Interior under the Ministry of Home Affairs. In addition most of the 
executive Ministries and Departments decentralise their operations to some extent 
and frequently, though not invariably, their geographic divisions coincide with 
the districts. 

66. District Commissioners, as they now exist, are pale shadows of what they 
were. They have lost their magisterial functions everywhere. On the coast, about 
half their time is devoted to supervision of petty local authorities and even here 
the Local Government Board. sit heavily over them; they are local agents of the 
Land Ministry, have some · powers over weights and measures, power to register mar­
riages and so on. In the Interior where local government hardly exists, the 
District Commissioners perform general welfare duties and act as "Government agent", 
so to speak, in discharging certain statutory functions for a variety of Depart­
ments. It is a little surprising therefore that .the Marshall Plan envisaged the 
eventual disappearance of the District Commissioner as an institution. 

RECOMMENDATION 22. 

THA.T the intention to create larger local government units, which will take 
much time, should not result in any present reduction in the decentralised structure 
of government. 

67 0 Modern administrative thinking favours decentralisation of functions; it 
believes in taking Government to the people, not forcing the people to come to Gov­
ernment. This, accords, too with the ideals of a democracy. The feeling is that 
the people must be associated with the processes of Government. At present Govern-
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ment is heavily centralised in Georgetown; the process of concentrating power and 
authority in the capital seems to be of long standing. While it is true that the 
new Marshall local government units may counteract this eventually, they are still 
a long time away and, in the meantime, further decentralisation from Georgetown is 
desirable. There is a further point. Development will have to turn its attention 
to the underdeveloped and undeveloped areas. In these areas the activities of 
developing agencies will need some degree of coordination or some degree of "focus­
sing" just as they do at the centre. It seems that the District Commissioner, of 
relatively low value in his present form, could fulfil an essential need of a for­
wardlooking Government in the districts, that is, a coordinator of development 
planning, a "smoother" of local conflicts, an interpreter of Government to the 
local people, and an interpreter of the local people to Government. This is an 
essential, not an amateur function. District Commissioners appear to still retain 
some sort of "primus inter pares" status among the officers of Government and some 
local respect which would contribute to their success. 

68. If District Commissioners are to be given a greater part in the administra­
tion they should not be the isolated group they tend to be now. It would broaden 
experience and avoid "Whitehall" mentality if officers working in the Ministries in 
Georgetown had some knowledge of conditions outside the Ministries and outside 
Georgetown, derived from a stay in the districts. Conversely, it would help Dis­
trict Commissioners to do their job if they knew better than they do the workings 
of the Ministries. At present, District Commissioners and Assistant Secretaries 
are on identical salary scales except that one scale is one increment longer. On 
the basis of this, they are apparently treated as separate cadres. Recommendatione 
are made later that the whole structure of the Service be reviewed to remove some 
of the almost meaningless elaboration that appears to exist. It is impossible, in 
the short time available, to go into this in depth, but the positions of these two 
groups of officers and the existence of the two relevant scales (Al & A2 f seeni 
examples of divisions which are not only unnecessary but undesirable. Is there 
any reason why Assistant Secretaries, District Commissioners and the Executive · 
Officers of the new Marshall units should not form a single cadrep interchangeable 
among posts , sharing a common origin and a common promotion path , progress upon 
which would be decided on meritorious performance in the different classes of posts? 

69. A more problematic development might be to make the District Commissioners 
responsible for common services required by the local officers of executive Minis­
tries with responsibilities too small to justify<separate ·offices (geological sur­
vey, meteorologists, valuers etc.). Indications exist that many professional 
officers are impatient of, and resent the interference with their professional 
duties of, administrative requirements and would accept a common service which 
would, in any case, be cheaper than separate ones. Where the District Commissioner 
did not provide common services, he would be able to assist with advice on admin­
istrative matters (drawn from his experience as an officer in a Ministry suggested 
above),. local officers without such experienceo 

70. If, as appears inevitable, there will be a greater concentration of atten­
tion of development thinking on the Interior~ District Commissioners there will 

! 
have a very important function to perform and efforts ,should be made to overcome 
any feeling of remoteness, or of being cut off as a forgotten and underprivileged 
branch of administration. More visits, not by way of form'al inspection, a free 
flow of information and so on might help plus more frequent meetings of District 
Commissioners to discuss common problems·. These need not be as frequent as meetings 
of Labour Officers (held monthly). 

?lw Linked with the above, it is necessary to turn again to t he old problem of 
delegation. It has been suggested that it needs looking at at the centre, This 



equally wants doing for the districts . Present over-centralisation may be derived 
from over-caution (the perfectionism later mentioned) or distrust of juniors or 
from less savoury causes. Some of the existing arrangements seem at first view 
inexplicable. The test seems to have been "What, at Georgetown, can we not do and 
must therefore leave to the district officers?"; it should be "What must, for 
clear reasons, not be left to the district officers, and therefore be called into 
Georgetown?" For example, a District Commissioner cannot initiate prosecutions in 
land cases; (apparently only the decentralised Senior Labour Officer can initiate 
prosecution in his enforcement area); cannot allow local governme~t units to adjust 
minor items in their often miniscule budgets; has, in some cases, had the chair­
manship of Boards of Guardians removed. He is diminished, not built up. 

72. A review of the position with the change of viewpoint suggested above 
would almost certainly result in a substantial devolution of authority. It might 
be t hat there would ·be even wider advantages than the purely administrative; the 
change might lift from Minister's shoulders the burden of the pilgrims to George­
town asking for Ministerial intervention in administrative matters which distracts 
their attention from their proper functions. The present position reduces Dis­
trict Commissioners, who are in direct contact with the public and who have know­
led~e of local conditions, to mere postal agents. 

73. Despite the length of comments on District Commissioners they are the 
minor part of decentralised administration. Most executive Ministries have decen­
tralised to some extent and some to a large extent. Nevertheless the same comment 
applies to their .district officers as to District Commissioners - they refer a 
great deal to headquarters. Here again there is a necessity for a different ap­
proach; "What cannot (for given reasons) be dealt with at district level'?", in­
stead of "What must we delegate because we cannot centrally handle it?", and the 
answers should fit into a logical system. As an example of lack of logic, a 
district officer dealing with one class of appointments, sent the applications 
to the centre to prepare a short list; he then received the list and carried out 
the interviews on the basis of which the appointments were made. 

74. Reference has been made to the dislike and sometimes ignorance of pro­
fessional officers respecting administrative (finance and personnel) work. At 
present the professional officer tends to be, in respect of these matters, a non­
contributory link in a chain of command from the Finance. or Personnel Officer of 
the Mi nistry to the chief clerk or accountant of the district office. In organ­
isati onal terms such a link can be dispensed with provided a suitable type and 
rank of officer can be found. This is a matter which Establishment authorities 
must decide, preferably without adding another class, grade or description to 
the already ample supply. An added advantage would arise if these posts were 
made interchangeable with comparable accounting/personnel posts at the centre, 
for reasons similar to making Assistant Secretaries, District Commissioners and 
Executive Officers into a common cadre. 

RECOMMENDATION 23, 

THAT in order to restrict rare professional talents to professional pur­
poses, the unnecessary intervention of professional officers in administrative 
chains of command should be avoided. In practice, this might lead, for example, 
in District Engineer ' s Office to an administrative unit, dealing with the appro­
priate Principal Assistant Secretary in the ministry on behalf of the District 
Engineer and headed by a person competent to deal with personnel and financial 
control, of suitable rank. 

-22-



- 23 -

RECOMMENDATION 24, 

THAT the District Commissioner should be developed as the local representa­
tive of government, as the coordinator of development plans at district level, and 
as an interpreter of government to the people. 

RECOMMENDATION 25. 

THAT the cadre of District Commissioner, Assistant Secretaries and Execu­
tive Officers of the future (Marshall-type) local bodies should be a joint one and 
service in the districts should be a qualification for advancement. 

RECOMMENDATION 26. 

THAT District Commissioners should provide common services for decentra­
lised professional officers for whom a separate provision is uneconomic. 

RECOMMENDATION 27. 

THAT all ministries should check their powers (whether. provided by law or 
by administrative instruction) with a view to delegation below the permanent sec­
retary or to district officers as may be appropriate on the basis that all ac~ 
tions which do not . positively need disposal by permanent secretaries or at the 
centre should be delegated, rather than that actions should be delegated only if 
they cannot be performed centrally or at the higher level. If necessary legal 
power to delegate should be taken. 

J. Decision Making 

75. Civil Services are among the most criticised and the most. self critical in­
stitutions in the world, and are apt to be made whipping boys for defects or omis­
sions not strictly theirs, by critics inside and outside the profession. One of 
the most frequently repeated criticisms in Guyana was of an unjustifiable slowness 
in decision making; this was repeated by Ministers, public servants and outside 
observerso Apart from criticism of two specific "control" areas, establishment and 
financial (whi;h will be dealt with separately subsequently), gener~l criticism 
suggested that this slowness could be caused or contributed to by one or more of 
the following:-

(a) defective organisation or over-organisation; too many units involved in 
one area of action, or major purpose, often accompanied by uncertainty 
as to where final authority lies, with. consequent difficulties of co­
ordination or with a need for too many multi-unit clearances; 

(b) defective internal organisation of units; 

(c) defective application of Article 45 of the Constitution; Ministers in­
sisting on themselves deciding matters which under that Article should 
fall to the Permanent Secretary; 

(d) inadequacy or absence of delegation; 

(e) personal psychological reasons; the fact that a number of persons hold 
what should be decision-making posts only in an acting capacity and are 
more concerned with keeping their record free from errors than with do-
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ing the job, leading to an incapacity to see the wood (of administration) 
for the trees (of regulations); 

(f) perfectionism in personal decision; many officers value the absence of an 
occasional wrong and hasty decision more than a proven capacity to dispose 
of cases with reasonable expedition and to maintain a steady flow of deci­
sion; 

(g) perfectionism in the system; a similar preoccupation in rules and regula­
tions with the need to close all roads to wrong decisions rather than to 
keep open roads to rapid decisions; 

(h) inadequate knowledge of procedures (partly due to lack of manuals, partly 
to lack of training) in middle grade officers resulting in decision being 
forced up to Permanent Secretary level even when delegation nominally 
exists ; 

(i) an out-of-date system; a failure to keep a system designed for one set 
of circumstances in line with changed circumstances; a failure to scrap 
institutions and forms where their utility has been outlived; a failure 
to keep .manuals and instruction books up-to-date and in an easily and 
generally ac9essible form; a failure to apply a continuous review to 
the rules and regulations in the spirit of constructive irreverence 
without which modification will be only marginal; 

(j) professionals' dislike of administrative processes; 

(k) shortage of staff . 

76. Many . of these have already been referred to either specifically or by 
implication but it will be convenient to summarise remedies for each in turn. 

77. With reference to item (a) of paragraph 75, the administrative principle 
that Government business should be organised by major purposes into a minimum 
nlimber of uni ts should always be borne in mind when propo.sals arise for increas­
ing the number. Units include Ministries, Departments and Public Corporations. 
The functions of units should be decided with care and stated with legal precision; 
excessive compression in the pursuit of pretended tidiness is an error. Where a 
number of units deal with one major purpose, the creation of special coordinating 
bodies able to coordinate rapidly should be considered; this means through 
representatives of units able to commit their units and may be at official level 
or, when policies are involved, at Ministerial level; the need for authority in 
members of the coordinating body to commit, informally if not formally, _their 
parent body is to ensure speed which is the raison d'etre of the body; there al­
ready exists a cumbersome coordination procedure through the old fa,shioned con­
secutive. movement of paper from one unit to another - the objection to it is that 
it is too slow and too ineffective. An-attempt was made to elicit from Ministries 
an indication of where they thought the alloc~tion or division of functions was a 
handicap in their operations, but this secured' little more than a short scrutiny 
of the Organisation Chart of the Government (Appendix B) would itself suggest. 

78. Almost all units have internal organisation and an organisation chart; in 
some cases the basis of the organisation (e.g. by subject rather than by clientele 
or the reverse) may be questioned as less likely to promote efficiency but this is 
not a common problem. Most of them conformed to classic requirements, reasonable 
lines of command, spans of control and the like. Where difficulty might arise was 

. ' 
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in haziness about who was entitled to do what and also in the ability of the control 
organs inside the unit to match and work with the control organs - Finance, Estab­
lishment and Planning - outside the unit. This will be reverted to 1ater. What 
also seemed at fault is a matter of method - a tendency to accept the delay of file 
movement (and possible retention) for every stage of discussion. A suggestion has 
been made to eliminate hierarchic minuting in Ministries. 

79. The relationship between Ministers and Permanent Secretaries has been dealt 
with earlier. It will always be a difficult one, and improvement will require a 
direct contribution from both sides, as well as the exercise of tact -and under-

. standing. It demands -

(a) from the Public Service a better, more rapid, more positive approach to 
the Ministers' desire to "get things done"; 

(b) from Ministers a realisation that it is in their own personal interests 
to resist cons.ti tuents' or political supporters' pressures to get a slice 
of power or place and to leave Permanent Secretaries to get on with their 
job of p.ersonnel control. 

A corollary of both these is the need for a long hard look from both angles (the 
risk of creating an area of political or personal patronage versus a better eff i­
ciency approach) at proposals to hive off areas of operation to Public Corporations. 

80. A complete delegation scheme in respect of the establishment function of the 
Governor under the old regime exists, and continues till superseded. (Suggestions 
in respect of this will be found in a subsequent part). Fina~cial delegations also 
exist and will be dealt with separately. The need for del~gation, within a unit, of 
power in respect of the unit's functions is no less. The allotment to a Minister of 
responsibility for ~ Department is the first level of delegation (from the jointly 
responsible Cabinet under Article 35 of the Constitution)· and th~ Rules ·of Business, 
the drafting of which was suggested earlier, might logically form the first section 
of a Delegation Code. The question remains then of delegations, below Permanent 
Secretary level, of non-financial and non-establishment matters, i.e., of matters re­
lating to the substance of the Ministry's functions. An effort was made to get 
from Ministries, a statement ·of such delegations to departmental and district head 
levels but with only limited sucess. The powers of district heads as distinct from 
departmental heads have had separate reference in discussing decentralised Govern­
ment but the following comments apply to delegation in operative Ministries and 
Departments generally. Systematic delegations were seldom _found and the tendency 
was to find such statements as "Assistant Secretaries dispose of routine matters". 
This may be delegation, but it is not systematic delegation and it is not adequate 
delegation. Perhaps one of the difficulties is isolating recognisable groups of 
actions power in respect of which can be delegated; another may be a feeling that 
with re1atively small units 'the Permanent Secretary or Departmental Head is capa-
ble of getting by without considerable delegation. Yet Permanent Secretaries are 
said to be overworked and the overwork delays _dec:tsions . The problem is not new; 
nor is the solution. 'The extent of delegatio~ has recently been investigated at 
the request of the Economic Sub-Committee of Caqinet. What is required is that all 
Ministries and Departments should now go through their functions, a ttempt to iso­
late blocks of work capable of delegation (as, for ·example, in the Labour Depart­
ment powers exerciseable by Labour Exchange Officers) and delegate them by a for-
mal instruction. It follows that the Permanent Secretari es and departmental heads 
must enforce the delegation and neither call up, nor allow the delegate to refer 
up. delegated matters other than for good cause, Further room for delegation both 
to and below Permanent Secretaries in personnel matters will be mentioned separate­
ly, but there is a need to be delegation-minded in other matters, which does not 
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appear to be the case at present. The action suggested above includes powers drawn 
from statute, appreciating however the fact that such powers may not legally be 
capable of delegation other than by amendment of the statute. Another area where 
parallel action is required is in respect of the Boards, Committees ~tc., charged 
statutorily with executive or supervisory responsibilities, e.g. the Local Gov­
ernment Board. Some of these were created to associate the public with decisions 
at a time when Government was still non-democratic. Their existence and powers now 
need review. 

Bl. With further reference to i t em (d) of paragraph 75, there were repeated 
critic isms that, below the highly competent group of Permanent Secretaries, ·there 
were second and third lines of lower competence. The correctness of this should 
not be taken for granted and certainly should not be allowed to inhibit delegation 
or to serve as an excuse for non-delegation. It stands to reason that second and 
third liners are less competent than first liners. But they will remain so if 
first liners refuse to trust them, and when eventually they rise to the top they 
will bring their incompetence with them. The philosophy of the Service should 
underline that function itself creates competence to function, and people should 
be allowed to make errors without attempting to centralise the whole process of 
decision, drafting and direction. Accepting this philosophy is another form of 
training for second and third liners and will help the more formal training dis­
cussed under the heading of "Training" later. There is, in present attitudes, 
another example of the perfectionism which is mentioned later as existing both 
in the system and individual decisions. First liners cannot afford to "train" 
all possible successors in the technical sense, i.e. the full second line, but 
each line should be prepared to groom, i.e. train in the personal sense, those 
coming aloni:;. 

HECGMMENOAiiJN 28. 

THAT to permit, through delegation, a greater expedition in decision, Per­
manent Secretaries should exercise reasonable, but not excessive, supervision of 
the quality of delegated work, i.e. must trust their subordinates to carry out du­
ties properly delegated to them and should neither apply supervision to an extent 
that negatives the delegation, nor permit unnecessary references to them of dele­
gated matters. 

82. Regarding item (e) of paragraph 75, the inhibitory effect on persons hold­
ing posts in an acting capacity (over an extended period) while hoping for sub­
stantive promotion has been repeatedly mentioned. Later recommendations will be 
directed towards reducing the period preceding substantive promotion, but it is 
impossible to eliminate the period . At the same time the disadvantages arising 
from anything which extends this period of uncertainty should be borne . in mind. 
Some of the malaise in the Service has been ascribed, with ' the creation of a con­
stitutionally executive Public Service Commission, to the absence of a right of 
appeal such as formerly lay to the Governor. Within the present Constitution, of 
course, no appe~l can lie, but, if it were possible to provide one in the belief 
that it would convince the Service of the integrity of "due process" in a manner 
the present position does not, it would still be necessary to bal~nce the bad effect 
of further delays and periods of uncertainty in promotion matters against such 
added conviction for the unconvinced as would result (and which might not be much). 
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83. Perfectionism in personal decision - the acceptance of delay· and work­
piling rather than of some slight fall in polish and accuracy - is another contri­
butor to delay. It is easy to describe but it is difficult to say much about. No 
commentato.r on a system can. afford to recommend a d-op in the accuracy of work. 
Nevertheless, perhaps the mention of the matter, along with other pe:::-sonal atti­
tudes which may contribute to avoidable delay and indecision, will help. It is 
appropriate to add that in a system like Guyana's with a relatively large number 
of units and a consequent need of considerable inter-Ministerial clearance, .per­
fectionism in one Ministry may cause frustration in a number of others. 

84. A more serious matter is perfectionism in the system. The Guyanese execu­
tive still operates largely under rules, regulations and delegations made for a 
compact limited colonial system where accuracy particularly in financial and es­
tablishment affairs, counted more than speed and where a country uncommitted to 
economic advance could afford to drag over a decision. As an example, the power 
to write off losses was strictly limited; so was the pow3r to obtain material 
or carry out repairs; the power to deal with even casual leave of middle grade 
employees was centralised. The whole represented a frame of mind which is now 
outworn. Steps to cure this are recommended in the subsequent parts; they in­
clude as prime necessities -

(a) a regular revision and continuous scrutiny of rules, regulations, 
forms, etc; 

(b) an approach to framing new ones in a spirit of nconstructive irrever­
ence" to the old. 

A realisation that a procedure which consumes hundreds of man-hours to prevent 
the loss of a few dollars itself loses many dollars is important. It is to be 
hoped, too, that a continuation of bodiesw:nose utility has disappeared and of 
forms and returns serving no clearly valuable purpose, will be avoided. The Public 
Service Ministry proposed later, will contribute to the elimination of these, but 
the initiative should come from an alert Permanent Secretary. 

85. It is realised that mu~h of what i 0 said in this report is already known 
to alert Permanent Secretaries and what is lacking is not so much knowledge of 
what is to be done as ideas of how to do it and a convenient opportunity. There 
is something to be said for unorthodox methods when orthodox approaches fail to 
produce results. 

86. It might well be considered whether a crash programme to survey procedures 
and up-date superannuated Departmental manuals might not be done through the 
simultaneous (say 1/4/67) placing in each Ministry of an officer :m special duty 
for a period of say three months (by detaching Him temporarily from what a.re 
described as "routine duties"). A simultaneous and spectacular Government crash 
programme of such a kind would focus attention and effort on a vital problem in a 
dramatic exercise whose recommendations .could not be ignored. It should be pub­
licised at its commencement, and its :results should be even more publicised. A 
similar Government-wide spectacular exercise on forms and returns and on manuals 
might equally pay off. 

87. A contributory to. delay in decision-making is the attitude of some pro­
fessional officers. Some insist on being allowed to concentrate on professional 
functions; some accept that professional duties have to be performed in an ad-
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ministrative framework but dislike administrative duties and do not bother to learn 
anything about them. The first attitude is seen in some hospital ad.ministrations 
where, in fact, administration (handled by hospital administrators) is entirely 
separated from professional medical duties and doctors are left to do their job. A 
less satisfactory position is seen in connection with engineering where profession­
al duties are much more mixed up with staff relations and financial control. In 
discussing decentralised administration suggestions were made which might help in 
many cases. But '_t!!e_r~ are professional officers who cannot be insulated from ad­
ministration an~ it would help and avoid later frustration if all professional 
officers, on joining the Service, were given a brief course on the administrative 
implications of their job and were told something about the financial and estab­
lishment environment, in which they are to live. A brief booklet on the subject 
might be a possible alternative if courses are too difficult to arrange (A Pro­
fessional Officer's Guide to the Administrative Structure and Financial and ' Estab­
lishment Requirements of Government). 

88. There is a shortage of staff, particularly professional staff. Insofar 
as this proceeds from recruitment delays and from lack of (financial) attractive­
ness jt is dealt with elsewhere. All that need be said here is that rather than 
allow vacancies in professional posts to hold up the work of permanent staff 
generally, it would be an economy to utilise the services of professionals in the 
private sector, of course under adequate financial control. 

K. Planning and Development 

89. Reference has already been made to the three areas of central control 
over Ministries, Planning and Development, Finance and Personnel, of the need for 
them to be supported by substantial authority, of the special position of Finance, : 
and of the general desirability of the other two to be placed as close as possi­
ble to authority (an executive President's Secretariat or a Prime Minister's 
Office). This desirability appears to extend to Guyana. 

90. Guyana already has a Development Programme 1966-72 and the need then. 
arises for a central body to deal with -

(a) progress in the implementation of pDojects; 

(b) the periodic (or continuous if resotµ"ces are tight) review, coordina­
tion and adjustment of t he plan. 

There is an Economic Sub-Committee of the Cab'.ilnet but the executive portion of the 
task is performed by the staff of the Ministr1 of Economic Development and it is 
this body which is resporroible for the duties indicated above, and to which the 
observations in the previous paragraph apply. 

91. Planning; in the preclse technical sense is not in evidence. Permanent 
Secretaries and senior professional officers draw attention to this themselves, 
as a seri_ous weakness they cannot remedy without qualified staff. ,Before works 
are undertaken they would like to have an assessment and planned distribution of 
the labour, material and financial resourceµ .involved in both the capital con­
struction and subsequent maintenance. The Development Programme 1966-72 is a 
broad statement of national objectives akin to a political manifesto, and each 
of the intended projects therein should be properly "planned" technically, eco­
nomically, financially, and administratively before it is undertaken. Since the 
necessary expertise is not yet available in Guyana it can only be acquired from 
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overseas by bringing in consultants or by sending Guyanese away for training or, 
preferably, by both these means. Some project in particular could be selected for 
planning purposes and the actual plan developed in the Opex manner by a local team 
under the guidance of an overseas expert. The expert and his Guyanese counterpart 
should exchange visits to continue their contact on the particular project and to 
enlarge the planning technique and experience. 

92. The execution of the projects of the Programme is carried out by the execu­
tive Ministries alongside their usual functions. To that extent they function in 
two ways -

(a) maintenance of existing services 

(b) provision of new development. 

The Ministries most affected are those dealing with Transport and Communications 
in their various forms, Agriculture and, of course, Works and Hydraulics. Pro­
jects in the Programme are included in the separate capital budget, items for in­
clusion in which pass through the Ministry of Economic Development and the Minis-
try of Finance. · 

93. There is need of providing a continuous dialogue between the central 
organ and a planning, development and statistical unit or cell in all those Min­
istries whose present commitments include an adequate degree of plan implementa­
tion, just as there is of a Personnel and Finance cell (the Finance Officer) for 
dealing with the other control functions. In view of the shortage of qualified 
personnel (economists, etc.) this may not be easy but it will not only maintain 

·contact but add to the utility of the work done in the Ministry and the unlike­
lihood of it turning out to be infructuous. The size of the unit or cell. would 
vary with the Ministries, but it would need to be near the Permanent Secretary 
and the Permanent Secretary should see that it exists and functions. The 
dialogue would amount to a continuous exchange of information about implementa­
tion and statistics between the Ministry of Economic Development and Ministerial 
sources. 

RECOMMENDATION 29. 

THAT in Ministries responsible for a cdnsiderable degree of development 
implementation, there should be an office or section responsible for the super­
vision of implementation and for maintaining contact with the Ministry of Eco­
nomic Development for all purposes connected with the plan. When the amount of 
work does not justify a separate unit, then the duty s~ould be imposed on an 
existing unit as a specific responsibility. 

94. Since the general financial position is tight and development financing 
depends heavily on procurement of special funds, it is jclear that there must be 
a continuous contact between the Ministry of Finance and · that of Economic De­
velopment especially as the aims of the two (monetary stability and development) 
may be frequently conflicting, and also some arrangement for settling differ­
ences. The present weekly meetings between the two Permanent Secretaries and 
their principal advisers is understood to be successful and adequate. The Eco­
nomic Sub-Committee of ~he Cabinet supplements this at a higher leve •. The Rules 
of Business should , of course, contain provision for resolving differences. 

95. Due to the uncertainty of the money flow, there will equally have to be 
continuous contact with the principal executing Ministries (probably Works, 
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Lands, Agriculture and Trade). There needs to be foresight in this, i.e. the Minis­
tries need to be warned of prospective shortages so that they can programme their 
work. Reference has been made earlier to complaints of delays in decision owing to 
old "paper flow" methods of inter-unit coordination, and the planning units in Min­
istries must seek a more d~rect and continuous contact with the Ministry of Economic 
Development than a paper one. 

RECOMMENDATION 30 , 

THAT there should be continuous contact between the Ministry of Economic 
Development on the on.e hand and executive Ministries on the other to permit .by 
early warning and foresight, the latter to accommodate their programming to the 
probable flow of capital funds. 

96. Public Corporations are even now "involved in development, and if some of the 
projected new ones (Telecommunications, Harbours, Water) are created they too will 
be involved. If their involvement is sufficient the idea of having a representative 
on their Board of the Ministry of Economic Development as well.as of the "responsi­
ble" Ministry (if necessary by amendment of the Ordinance) should be considered. It 
should, however, be noticed that a too great proliferation of Corporations will 
lead, in development as in administration generally, to possibly insuperable diffi­
culties of coordination. The temptation to create Public Corporations is , in the 
field of Development, particularly strong. The general observations already made 
on the considerations that should restrain excessive action in this respect apply. 
There is a great necessity to avoid a disorderly creation of Corporations to per­
form functions which are in fact redundant and which may otherwise make organisa­
tion both complex and confusing. 

97. There is something that might be called "development spirit" in public 
servants. It could be developed, as . earlier suggested, by an appeal to patriotism, 
to idealism and to belonging to an efficient, honoured and respected Service. 
Steps suggested elsewhere to overcome the present malaise of the S~rvice will thus 
contribute to development • 

. 98. The Ministry of Economic Development is responsible for suggesting modifi­
cations of the plan not only in accordance with the availability of funds but of 
progress actually secured and will need to know something of the latter. At pre­
sent it has an inspector ("Programme Chaser") who is adequate. It may, if need 
arises, be able to stretch the services of the Public Service Inspectors, sug­
gested in connection with the Public Service Ministry, to cover this. 

99. It has not yet been found necessary to attempt a projection of the needs 
of the Public Service arising from the development plan and apparently it is 
thought there might be enough "slack" in the machine to cope, if methods are im­
proved, with the added work. It is recommended, nevertheless, that some sort of 
projection should be attempted so, that it may marry with the structural survey of 
the Service separately recommended. 

RECOMMENDATION 31. 

THAT a projection of the effect of the Development Plan in terms of addi­
tional personnel required should be undertaken and considered in connection with 
the review of the Public Service structure separately recommended. 
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L. Financial Procedures 

100. The second qf the "control" functions, that of expenditure exercised through 
the Finance Division of the Ministry of Finance, attracted a quantity of criticism, 
second only to the personnel control exercised by the Public Service Commission and 
the·. Establishments Division of the Ministry. Typical was the first remark of a 
witness that "archaic" procedures should be removed. 

101. Although there is no intention to discount the sincerity of the criticism 
it may, to a certain extent, ignore two vital facts -

(a) In financial administration the executive is not its own master. It is 
an agent of the legislature, answerable to the legislature and relying 
on controls provided by the legislature to maintain efficiency. 

(b) There is considerable financial stringency and it is likely to continue. 
Consequently, there has to be a strict. control over ~xpenditure and a 
determination to avoid over-commitment of resources, which may be very 
unwelcome to executive ministries. 

102. No doubt for unavoidable reasons, budgets have been passed late (Article 
111 of the Constitution does not prescribb a time for passing). Although under 
Article 112 of the Constitution read with Section 18 of the Financial Administra­
tion and Audit Ordinance, power exists to authorise expenditure for up to three 
months of the financial (which is also the calendar) year, in anticipation of the 
usual warrant of withdrawal from the appropriate Fund, this power does not extend 
to "new" projects, including development pro,iects, for which a resolution of the 
Legislature is required. Although expenditure is eventually authorised, the gen­
eral effect may be to postpone a ction, and to disorganise programming for the 
year. It is anticipated that budgets will in future be passed earlier and it is 
most desirable that every effort should be made to do this, if necessary by laying 
down a statutory or constitutional limit of time. A matter in which the legisla­
ture tends not ·to assist financial administration as it could is in the matter of 
audit. The Audit Reports have been delayed largely because the annual accounts 
have been closed late. When completed, they have either not been considered at 
all by the Public Accounts Committee or conside~ed s o late as seriously to dimin­
ish the utility of the process. Even after the Committee has reported, a reply t o 
the Committee's observations has not been insi~ted 9n. These omissions may be due 
to the disorganisation that has occurred in Goviernment offices, and an indica­
tion that a realisation of their effects exists is that the law has been amended 
to reduce from six to four months the period wi~hin which the Accountant General 
must transmit his accounts to the Director of Audit and from four to three the 
period covered under Section 18 of the Financial Administration and Audit Ordi­
nance. The two facts that must be emphasized are that:-

(a) with a system of annual budgets, appropriations delayed may mean appro­
priations unused and work undone or ~t least work unsatisfactorily pro­
gram.ll!ied, staff laid off or wasted, and operative departments frustrated 
or discontented; 

(b) audit and review delayed may mean audit and review ineffective. 

RECOMMENDATION 32, 

TH.AT the legislature assist the control of finance by insisting that the 
audit report reach it in time, by ensuring a thorough examination by the Public 
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Accounts Committee, and by insisting on a reasonable reply to the Committee's com­
ments. 

103. The annual estimates are prepared under a system which appears to have 
changed little. Current expenditure is shown under 68 heads, mostly divided into 
a number of sub-heads. Usually the first sub-head provides for personal emolu­
ments, and the staff are shown against this sub-head in detail. Capital expendi­
ture is shown separately for each ministry, divided into sub-heads each of which 
covers a single development scheme or project. There is no arrangement for vire­
ment despite the highly particularised nature of the c~pital estimates, and there 
is the traditional one year budget system throughout (Section 30 of the Financial 
Administration and Audit Ordinance limits the authority conferred by an appropria­
tion for a financial year to the financial year). Any difficulty in development 
matters arising from this is dealt with by informally regarding a sch,eme spreading 
over a number of years., once begun, as a com.mi tment in fact though not in law· in 
subsequent years and with a relatively small programme anything more elaborate 
seems at present unnecessary. 

104. The Ministry of Finance deals with finance, budgetting, accounting, etc. 
through a Finance Division divided into five sections. No reference is made here 
to its Establishment functions which are dealt with in a subsequent part. It is 
believed that difficulties have been found in finding staff of satisfactory 
quality and it may be that there is a shortage of posts. Delays in disposal of a 
control ministry (Finance, Establishments or Planning) have snowballing effects 
in executing ministries. In addition a suggestion in the succeeding paragraph will 
increase staff needs of the Ministry. 

RECOMMENDATION 33\ 

THAT there should be no reluctance to increase staff in control minis­
tries where it is necessary. 

105. The Ministry has its counterpart unit in all ministries, in the form of 
Finance Officers, of Principal Assistant Secretary or Assistant Secretary status. 
The Finance Officer usually deals with all "housekeeping" functions, finance, 
accounts, establishments. There is no guarantee that he has skills in any of these 
or that he has had experience in the Ministry of Finance, a.nd in fact the complaint 
is that many have been brought up in a strictly "secretariat" tradition and have no 
interest in, and little knowledge of, financial administration. This would be 
avoided if the cadre of the Ministry of Finance were expanded at a suitable level 
(Assistant Secretary or Administrative Assistant) so that an increasing proportion 
of officers passed through these posts on their way to outside ministries. There 
is no reason to doubt that adequate work exists giving an insight into financial 
administration. In addition, there is often need, in ,minisi;ries with heavy plan­
ning, development and spending functions, for someone ,with Finance Ministry back­
ground who can advise on the financial implications o~ sohemes, on the likely 
financial reactions and so on at an early stage of consideration, instead of wait­
ing for a later financial judgement which, if unfavourable, 'results in muoh wasted 
effort, and some countries attach Financial Advisers (offio~rs drawn fl'Olll the group 
of officers trained in the Ministry of Finance as part ' of a 1 "Fina.nee Pool") to 
planning and spending ministries if necessary in addi ti'o:i:i tp the existing Finance 
Officer. It may be that such a system is not necessary. ~n 

1
the comparatively small 

uni ts here (al though lack of knowledge of Financial Rul.es and Regulations alllOng 
departmental officers has been mentioned as leading to much infructuous .work and 
to too much reliance on the Ministry of Finance's scrutiny), but thought needs to 
be given to an earlier consideration of financial implications in ministerial activi­
ties. 
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RECOMMENDATION 34, 

THAT consideration be given to a system designed to provide a larger number 
of officers well experienced in the Ministry of Finance to assist other ministries, 
especially those with heavy planning and spending programmes. 

106. There are regulations governing the purchase of stores. These allow local 
purchase of stores without quotations up to $50. Purchases of greater value 
must be handled by quotation or by a hierarchic series of Tender Boards. It has 
been claimed that the level of $50 is unrealistically low: · that it contributes 
to bottlenecks and to waste of re~ources (for example, eq~ipment and staff being un­
used for want of a petty small part replacement) while it contributes little to 
securing the safety of financial control. In this, as in other matters, it is 
necessary to weigh advantages and disadvantages before arriving at a decision. The 
levels at present in effedt were introduced at a time when money values were.higher, 
but more particularly when the flow of government expenditure ran at perhaps one 
third of the present combined budget. Whi~e the necessity for not loosening finan­
cial control too excessively is appreciated, it might well be that a level of $50 
above which an individual is unable to purchase is on the low side. 

RECOMMENDATION 35-

THAT the limits within which the Tender Boards operate be re-examined. 

107. The approve'd procedures for purchase especially where the Crown Agents are 
involved, secure substantial savings compared with local purchase, for example in 
the field of drugs and medical supplies. On the other hand they inevitably involve 
delays, and delays involve expensive local purchase or exceptiona~ transport costs. 
When the resources of Government permit, it would be profitable to lay down a mini­
mum stock level of medical equipment and drugs, and provide for replenishment as 
soon as the stock falls to this ievel. This might require an investment of say 
three months expenditure but it would probably result in lower local purchases and 
less frustration. 

108. The power to write off losses and the power to condemn stores are subject . fa · 
somewhat similar considerations involving higher levels of authority .than is essen­
tial. 

RECOMMENDATION 36, 

THA:T the limit of authority to deal with loss and writ~-off be re-examined. 

109. It may well be that there will be reluctance to incr.ease limits of local 
write offs and of local purchases because of a fear of increasing corruption. 
Many states are faced with the problem of increasing corruption in the public ser­
vice. Some have had to take special measures to combat it, such as special "anti­
corruption" police units or a requirement of a declaration of the assets of public 
servants and their immediate families at entrance to the service. Some have al­
tered their disciplinary codes either to make proof of a general reputation for 
corruption a basis for removal, or to place on public servants the onus of prov­
ing the legality of the resources for the acquisition of substantial assets dur­
ing service. These meet with mixed degrees of success, but they are more likely 
to secure results than keeping the limits of "write off" or local acquisitions 
at a level where delays caused may outweigh advantages in safety gained. 
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M. Delegation 

110. Popular belief to the contrary notwithstanding and subject to the obser~a-
tions in preceding paragraphs, it does not appear that laok of financial delegation 
is a considerable contributory to delay. As has been indicated, once a budget has 
passed, and subject to a degree of reservation dictated in some cases by the "ways 
and means" position, departments have full authority to go ahead with· spending. 
There may, however, be room for delegation in some aspects of control, for example, 
passing of Travelling Allowance Bills, certain advances and so on. The Sub-Cabinet 
Committee on Economic.Affairs had, in July 1966, asked for a review of delegations 
and a number of replies , not as large as might be expected, but highly pertinent, 
have been received. A thorough investigation of this sort is preferable to pick­
ing out and quoting examples in a report such as this. 

RECOMMENDATION 37. 

THAT the general review of delegated power, as ordered by the Cabinet 
Economic Sub-Committee, be expedited. While financial propriety must be assured, the 
benefits arising from restricting delegation should be weighed against procedural 
delays caused. 

111. In general it does not seem that financial control is unnecessarily rigiu 
or disproportionate to the financial needs or to a situation where financial 
discipline is essential. There is perhaps an excessive belief that the only way 
to contain corruption and dishonesty is by centralisation and by denial of authdrity 
to persons who prima facie must be presumed worthy of trust if only because of the 
degree of non-financial. responsibility entrusted to them. Beyond some adjustments 
of procedures which proceed from a perhaps excessive distrust of integrity, the 
financial control does not appear to require substantial change. · It is true .that 
the main interest is to ensure that executive agencies operate within the financial 
limits of sanctions; it is equally true that in some countries emphasis is chang­
ing to elaborate measurements of performance and to attempts to relate benefits to 
costs. But it is far from certain that such action is possible or is, in fact, 
appropriate or desirable in G~yana at the moment. Certainly it is essential that 
Guyana obtain value for money but, for the time being, this will have to be done 
without addit ional elaborate machinery and within the existing system. 
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I.. ORGANISATION (CONTINUED) • 

PERSONNEL ADMINlSTRATION 

A. lbe Public Service 

112. The Public Service means service of the Crown in a.civil capacity in 
respect of the Government of Guyana. It thus includes, besides those working in 
Ministries and Departments, servants of such constitutional authorities as the 
Director of Audit and ·the Service Commissions, but excludes servants of Public 
Corporations. A few constitutional provisions refer to it but there is no Public 
Service statute, and it is regulated by regulations and orders made by the execu­
tive. 

113. A recently carried out man-power survey gives a total of some 22,000 per­
sons in the public sector. This excludes the uniformed services, but includes 
teachers in the denominational schools who are not Government employed and em­
ployees of Public Corporations, though those are a relatively small propQrtion. 
Of the total of 22,000 under 500 are professional staff and professionally quali­
fied, 500 are non-professional with specialised training (nurses , surveyors ), 
1,500 administrative <!'xecutive and 3upervisory, 2,200 clerical, 3,300 craftsmen 
and technical workers , 8,400 serviee workf>.rs whi ch include non- graduate teache rs 
and 5,300 manual workers. 

114. The Public Service formerly had a considerable career attractiveness, 
appealed to a good quality candidate and had high morale. Its relatively small 
intak~ for the non-professional and non-technical area could be met from the out­
turn of the educational system and did, in fact, attract that outturn. The con­
sensus of evidence is that this is no longer the case, and the following among 
others are mentioned as the contributory causes:-

(a) a distrust of official efforts to retain the Service as a merit domi­
nated non-political career service, in view of the political history 
and some present political attitudes in the country; 

(b) a change in community values and a growing insistence on the impor­
tance of immediate material rewards; the existing high levels of Public 
Service expenditure and of taxation having left the Service in a weak 
position to compete in material rewards with developing industry and 
commerce; 

(c) the Guyanese readiness to move at home and abroad in pursuit of better 
jobs, and the pay gap between Guyana and not only advanced countries, 
but also other Commonwealth Caribbean countries. There is no reason 
to expect this to decrease. 

This change in attitudes has contributed (it is. not the sole cause) to a substan­
tial number of vacancies existing in the Service, a.nd to some general loss of 
spirit in its ranks. 

115. What is to be done about this? It is impossible, even if it were likely 
to be useful, to attempt to overcome this malaise by through-the-line salary revi­
sions - by buying a way out. The increases recommended in the Guillebaud Report 
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were postulat ed on the basis that total revenue would rise at an accurately forecast 
rate while expansion of the Service.could be limited to four per cent per annum. 
They were accordingly accepted on a forecast that, in the second instance, has been 
negatived and to some extent mortgaged the future. It is necessary to turn to other 
means; an appeal to patriotism, to idealism, to a sense of belonging to a live , 
progressive, honourable and efficient organisation. These are matters on which 
attention should be concentrated, and subsequent recommendations devote attention 
to this . 

RECOMMENDAT I ON 38 

THAT attention should be devoted to increasing the appeal of the Public Ser­
vice by appeals to a spirit of service, patriotism and also by efforts to make the 
Service a more efficient and honourable organisation. Ther e should be a campaign 
in the secondary schools by lectures and addresses, mounted either by the proposed 
Public Service Ministry or the Government's public relations mechanism, and a book­
let explaining the Public Service as a career should be prepared and made widely 
available. 

116. Nevertheless something may be said of salary differentials. Reference 
has been made above to the Guyanese readiness to move abroad in search of more 
material rewards and to the fact that the per capita income in a number of Caribbean 
countries has been increasing and permitting pay rises faster than in Guyana. A. 
country can spend on its Public Service only what it can afford, and that is a 
matter for internal and political decision. Nevertheless, the manner in which it 
is spent must bear in mind adininistrative facts including the mobility mentioned 
above, and this raises the question of differentials. A Permanent Secretary 
draws $10,320 ; a. second class clerk, fresh from school, draws $1,400 . The mul­
tiple is about seven. Taxation is steeply graded and in the "take home pay" the 
multiple is nearer five. Gu~na's frame of mind, as far as a visitor can judge, 
is generally egalitarian and its society homogeneous (from the economic point of 
view) and the differential between top and bottom in the Public Service possibly 
accords with national values and does not appear to be widely questioned. Never­
theless it mus t be asked whether this low differential is not a prime cause of 
the lack of enthusiasm for the Public Service as a career which undoubtedly exists. 
In the United Kingdom a Permanent Secretary draws nearly twice the salary of a 
University Professor; in Guyana a Professor, often years younger, draws substan­
tially more, and in the University of the West Indies more still. It is no won­
der that the Public Service does not attract. Salaries are adjusted following 
salary commissions and these comments might be borne in mind when the next 
commission is created. The observations on this particular subject of the 
Priestly Commission in . the United Kingdom are not as irrelevant to Guyanese con­
di t ions as might be expected. 

RECOMMENDATION 39 

THAT in the interest of increasing the attractiveness of the Public Service 
to highly qualified generalist and professional officers, the structural effect 
of existing pay differentials should be examined. 

117 . The distinctly generous leave concessions are undoubtedly a career attrac­
tion. Nonetheless, they use money for the advantage of public servants without 
leaving them much choice . They may be rationalised on the basis that overseas 
travel broadens the mind and knowledge, but, they were not created with this object 

.:. 

.. 
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in mind . It might be considered whether their cost should be diverted to increas­
ing differentials. 

118. The Service is organi sed on the basis that it is . to be a "career" 
Service , and contract appointments, except for expatriate staff, are exceptions. 
Although the outturns of the expanded secondary educational system and of the 
University of Guyana seem likely to overtake any earlier shortage and indeed in 
the near future to provide enough to ensure competition for posts (even as suming 
Public Service employment fails to regain its former attractiveness), the shortage 
of technical and professional staff is likely to persist much longer . Steps are 
reco=ended later to attract such staff into the Service by relaxation of " career" 
concepts for those .groups through a gratuity system after a specific period such 
as occurs in the University. This recognises the fact that, in certain profession­
al areas, lifetime service and a distant pension no longer attract . The " career" 
concept was designed to attract people into the Service , not to keep them out and, 
insofar as it does the latter , should be modified. 

RECOMMEND ATION 4 0 

THAT the "career" aspect should not be allowed to dominate admission, 
structuraI pay and pension policies of the Public Service to an extent to inhibit 
:vecruitment . 

119. Some teachers are Government servants, but those in denominational and. 
private schools (these being in the majority) are not. Apparently policy i s to be 
directed to restricting school development to the Government sector and eventually 
perhaps the local government authorities, to be created, will deal with local 
management of educat ion. The Constitution provides that, to such extent as 
Parliament may provide, service as a teacher may not be construed as service in 
the Public Service . It is recommended that Parliament should make provision in 
this respect . The teaching profession is not linked in many of its requirements 
with the Public Service, and it adds to congestion and delay in Public Service 
personnel processes to treat the two identically. Conversely, to unite the present 
Public Service teachers w~th other teachers in a single professional group will 
make the teaching profession more of a united profession. Clearly, teachers who 
are public servants will dislike the change but some means of allaying dissatis­
faction is not impos sible ~ Many of the reg-tllations appropriate to the Public 
Service are quite inappropriate in the teaclfing profession. 

RECOMMENDATION 4 1 

THAT consideration should be given ~o the possibility of action under 
Article 125 (5) of the Constitution to form· a .united teaching profession by 
integrating into a Government Teaching Servtce all the teachers in the Government 
system. 

120. Works staff appointed on "open vote1' provisions may be regarded as temporary 
members of the Public Service, thus acquiring for themselves some degree of Public 
Service status and the protection of the ·Public Service Disciplinary Code . Works 
staff employed by contractors are not so regarded, and industrial discipline is 
said to be better. I t might be desirable that the labouring staff (this would 
exclude clerical and supervisory staff and needs definition) should be specifically 
excluded from the definition of public servant, if in fact they come within .it, 
and left to be covered by labour law. If this requires an amendment of the Con­
stitution it may be considered when revisiqn comes up. Alternatively, the 
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introduction of a National Insurance Scheme may provide an opportunity. The 
personnel control of the Public Service ~s sufficiently cumbersome without adding 
this unnecessary burden to it. 

RECOMMENDATION 42 

THAT the position of non-permanent labouring staff paid from "open vote" 
reserves should be examined, with a view to placing them under the general Labour 
Code rather than the Civil Service Code. If, as is probable, such staff are not 
public servants as defined in the Constitution the position should be drawn to the 
attention of employing officers. 

8, Personnel Agencies 

121. The administration of personnel matters i s shared by the Public Service 
Commission, the Public Service Commission Secretariat, the Treasury (Establishment), 
the Ministry of Education and the several other Ministries. The fairly rapid de­
velopment of this system in recent times should be borne in mind. 

122. Before 1953 the Public Service of British Guiana was administered under the 
traditional colonial system. Constitutional respons ibility for all staff matters 
was assigned to the Chief Secretary and discharged through the Establishment De­
partment. In practice, because of the Financial Secretary's concern with matters 
requiring the provision of funds Treasury advice weighed heavily in regard to 
Establishments, grading etc., but the Constitutional responsibility nevertheless 
remained with the Chief Secretary. The selection of candidates for promotion and · 
appointments was generally referred by the Chief Secretary to two standing . 
Committees for advice and then to the Governor for decision. 

123. When the Ministerial system of Government was recommended by the Constitu­
tion Commission of 1950-51, the usual device was suggested for guaranteeing thP. 
political neutrality of the Public Service, namely, the setting up of an independ­
ent Public Service Commission. The Government accepted these recommendations 
and e stablished the Commission in 1953. Its functions at that s'tage were purely 
advisory, the Governor still having absolute discretion in matters of appointment, 
promotion, transfer, training and disci~line. 

124. The 1960 Conference in London affirmed the importance of ensuring for 
the Public Service an independent status free from p~litical control and decided, 
subject to a certain proviso, that the Public Service Commission would become an 
executive body. In readiness for this change the Peisonnel Section of the 
Establishment Department was converted into the Secretariat of the Commission, and 
the Commission replaced the Chief Secretary on l December, 1960, a s personnel 
adviser to the Governor. At the same time the Governor formally assigned responsi­
bility for the Establishment Section to the Financial Secretary, thereby validating 
the de facto situation. 

125 . The Public Service Commission did not, in fact, become an executive body 
until 26 May, 1966. It is now one of the entrenched organs in the Constitution 
(The Guyana Independence Order 1966). The functions thereby vested in the Com­
mission are "the power to make appointments to public offices and to remove and 
exercise disciplinary control over persons holding or acting in such offices •••• " 
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126. Although the Commission's own functions are circumscribed by law, its 
Secretariat headed by the Secretary deals independently with many other functions 
it inherited from.the former Personnel Section. In this respect the Commission 
and its Secretariat are separate i~$titutions. 

127. The Establishment Section which, as stated, was formally entrusted to the 
Financial Secretary in 1960, is now known as the Establishment Division of the 
Ministry of Finance or simply as Treasury (Establishment). 

128. Subtending the Commission and Treasury are the other Ministries, which 
together form the lower deck of the personnel administrative structure. They 
exercise certain minor powers under delegated authority and refer everything else 
to the Commission or Treasury as the case may require. The delegation to Minis­
tries, however, is neither explicit nor extensive, as will be shown. The actual 
d~stribution of functions among these agencies by delegation from the Governor at 
1 December 1960, was as follows:-

Public Service Commission 

(a) Commission itself: 

(b) Secretariat only: 

Establishment 
Division: 

Appointments and discipline above salary 
scale Cl. 

Confirmation of probationary appointments, 
transfers to and from Guyana, confidential 
reports, certificates of service, retire­
ments (including those on grounds of 
general inefficiency), renewal of contracts, 
extension of contracts, extension of service 
beyond 55, staff records, selection for 
training courses, re-engagement of dismissed 
officers, re-employment of pensioners, com­
petitive examinations for entry to or 
promotion within the Public Service, 
petitions regarding the above matters, ex 
gratia awards, qualifications (prescribing 
and assessing), advertisements and indents 
for vacancies, training (need for pre-entry, 
etc.; and selection for University or 
equivalent), pensions and gratuities (grants 
or reductions), applications for leave not 
delegated to Departments. 

Ministry of Finance 

Establishments, complements, gradings, 
salaries, wages, allowances, conditions of 
service (including leave, passages , in­
validing procedure), Whitley Councils and 
other staff negotiations, wages committees, 
uniforms, rent, examinations, advances and 
allowances, invaliding, administration of 
estates of deceased officers, res ignations, 
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widows' and orphans' pensions, staff proposals 
in annual and supplementary estimates, or­
ganisation and methods, general orders, staff 
lists, petitions regarding above matters. 

Other Ministries 

No powers were delegated to other Ministries at that stage (1 December, 
1960). 

129. By directive dated 3 April, 1962 (P.S.C. Circ. 27/1962) the Governor 
delegated the following powers of appointment and discipline: 

(a) To the Chairman, Public Ser­
vice Commission, acting on 
the advice of the Commission 

(b) To Permanent Secretaries, 
acting on the advice of a 
Ministry Committee 

) 
) 
) 

(a) Appointments 

Power to act within salary scales 
AS - 19, B2, Pl-- 3, P5 - 6. 

(b) Acting Appointments 

$5,280 and above (fixed). Salarv 
scales Al - 7. Scales in (a) above. 

(c) Discipline 

Scales AQa - 19, B2, B8a, Pl - 3, 
P5 - 6. 

(a) Appointments 

Power to act within salary scales Bl, 
B3 - 10, Cl - 8, P7 - 8. 

(b) Acting Appointments 

Scales in (a) above. 

(c) Discipline 

Scales Bl , B3 - 10, Cl - 8, P7 - 8. 

(There were certain qualifications which need not be mentioned here.) 

130. Legally this delegation is continued by Article 12 of the Guyana Independ­
ence Order, 1966, until such time as the Commission may make its own delegation 
order. The Commission has not yet done sb. Consequently the powers of Permanent 
Secretaries (Heads of Ministries) are still iimited to those entrusted to them by 
the Governor four years before Independence. 

131. The 1960 delegation conferred no powers on Permanent Secretaries but 
Circular 68/1960 spoke of "all matters not already delegated to Heads of Depart­
ments", implying that they already possessed some; presumably they originated in 
General Orders. The 1962 delegation covered only appointments and discipline within 
the lower salary scales. 

132. On the evidence of Permanent Secretaries themselves they are in fact dealing 
with a variety of personnel matters but the source of their authority is far from 
clear. The t hread of delegation is a tangleq skein and so tenuous as to be not 
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worth unravelling. It should be discarded in favour of one much more ample and in­
telligible. 

133. Parsimonious ·delegation to Permanent Secretaries is one of the root causes 
of the delays about which so much is heard - from Ministers, Permanent Secretaries, 
staff associations and citizens. Another contributing factor is the confusion between 
the functions of the Public Service Comm~ssion Secre~ariat and Treasury as itemised 
above. Valuable time is lost if Departments happen to guess wrongly which one to 
approach. More time (and patience) is lost if , as Permanen~ Secretaries allege, 
there is a disclaimer of jurisdiction by both the central agencies. Most of the de­
lay and exasperation is attributable to these defects of delegation, that is to say 
to excessive centralisation and to a splitting of the centre itself into two not in­
frequently reluctant parts. 

134. Under the Constitution final authority rests with the Governor-General or 
the Prime Minister in regard to Permanent Secretaries and kindred officials . 

135. The division of responsibility for appointments and disci pline is shown in 
the following table:-

Levels of Authority for Appointments and Dis~ipline 

Authority 
vested in 

Governor-General 

Prime Minister 

Public Service 
Commission 

For Appointments 
(Including . Promotion) 

Permanent Secretaries , _, Director . of 
Public Pros ecuti ons, Solicitor Gen-

' eral, ·Direct or of Audit ~n accord-
ance with advice of 1:-ubl~c Service 
Commission. 

Permanent Secretaries .Q;i transfer 
in accordance with advice of Prime 
Minister. 

Secretary to Cabinet, representa­
tives abroad' in a ccordanc1e with i:i.d­
vi ce of Prime Minister. 

Certain offices (overseas and ex­
ternal affairs)__Q;z, transfer. 

All appointments other than the 
foregoing. 

For 
Discipline 

Power to remove 
and exercise dis­
ciplinary control 
over all persons in 
public offices . 

The above powell's are C'Oll ferred by the Cons ti tu ti on. The following are delegated by the 
Public Service Commission. 



Authority 
vested in 

. For Appointments 
(Including Promotion) 

For 
Discipline 

Public Service 
Commission 

Any two Commissioners may appoint 
to the junior ranks. 

Permanent 
Secretaries 

Offices within scales Bl to 10_.. Cl 
to _8, P7 and 8 on the advice of a 
Ministry Committee. 

Offices within 
scales Bl to _10, 
C_l to 8, P7 and 
8. 

The same levels of 1authority apply in regard to acting appointments. 

Though the number of tiers in this scheme is irreducible, much more of the 
personnel work of the Service should be delegated to the lowest of the four. The 
central controlling bodies should control mainly by laying down policy and rules 

. of procedure, and allowing the Permanent Secretaries to deal with personnel matters 
as a normal part of their managerial function. · A proper scheme of delegation 
should provide for devolution o~ authority within the controlling bodies as well as 

·outside themo A suitable code of delegated powers will be suggested after indicat­
ing the lines on which the central personnel machinery should first be recon- ' 
structed. 

C, Public Service Commission 

136. The Public Service Commission was set up in 1953 to advise the Governor on 
appointments and disciplin~. 

137. At Independence (26 May 1966) it was reconstituted and given executive 
authority in the same field (Articles 95-105 of the Constitution of Guyana). The 
Commission shall consist of five or six members appointed by the Governor-General 
as follows:-

(a) 

{b) 

{c) 

three on the recommendation of the Prime Minister after con­
.sultati~n with the Leader of the Opposition; , 

two on the advice .of the Prime Minister;-aftei" .. consultation with 
bodies representing public officers; 

one at the Prime Minister's op_tion and on his advice. 

From the members a Chairman and a Deputy Chair man shall be appointed on the re­
commendation of the Prime Minister after consultation with the Leader of the 

I . 

Opposition. At the moment there are five members, of whom only the Chairman and 
one other serve full time. 

138. . Conflicting evidence was heard on the subject of the Oommission. The Civil 
Service Association and the Federation were pleased to be more or less ilrepresented" 
on the Commission and com,plained mainly: of delaJ:s; ~_!le Permanent Secreta_ries .of­
fered no comment on the ~rnmposition of the C-6iiunission but w~re more strongly critical 
of inordinat~ .Q...elays and lack of delegation; the Leader of the Opposition {Dr~ 
Cheddi . ~agan) thought the Commission as constituted could har<fly be impartial. 
The alternative he advocated was a Commission of equal representatives of Government 
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and Opposition with a mutually agreed Chairman. This is tantamount to arguing that 
the representative basis of the Commission should be political instead of industrial 
and is something only the Guyanese themselves can debate and decide by the electoral 
process. It is .obviously not a matter on which an expression of opinion would be 
expected in this report. 

139. For the good of the Public Service, however, to say nothing of the good of 
the country, it is essential that the Public Service Commission enjoy public confi­
dence in its integrity. Where political opinions and feelings run deep some suspi­
cion and distrust are inevitable, but they could be minimised by opening up the 
Commission's proceedings for review on appeal if it ever became constitutionally 
possible to do so . 

140. Article 15 of the Constitution prohibits discrimination on grounds of race, 
origin, politics, colour or creed. Naturally the respect shown for this policy will 
be closely watched by all sections of the community and transgressions will be al­
leged and motives imputed all too freely. In this situation it is better to le-t jus­
tice ~ to be done, by creating a right of appeal, than to try and convince people 
ex parte that it has in fact been done. Whenever a citlzen is aggrieved by an act or· 
omission of a public servant he can appeal to the Ombudsman for a review or the- case. 
But a public servant or candidate for the Public Service is expressly debarred from 
access to the Ombudsman by Article 53 (6) of the Constitution. Removal of this ban 
would strengthen public confidence in the integrity of the Public Service Commission 
as a protector of constitutional rights. This is a point to which serious considera­
tion is commended whenever Constitutional amendments are contemplated. 

141. The Commission, properly and conventionally, is an independent body. In 
operation its independence borders on aloofness. This is particularly unfortunate 
in a body whose composition denies it the benefit of a direct and intimate know~ 
ledge of the up-to-date workings and demands of the Public Service, and which for 
the want of any P.S.C. Inspectors on its ,staff, is deprived of the best secondary 
source of that knowledge. In many countries the Public Service Commission is so 
constituted that serving officers may be, and usually are, appointed to the Commis-

/ sion, thus bringing to it a deep insight and \Ulde.rstanding of the environment in _· 
which the vacancies occur.' - These Commissions ,lose nothing in independence t~rough 
the free movement of their members out of, and back into, the Public Service. In­
deed some virtue is s een in a policy of inter~hangeability among Permanent Secre­
taries and Commissioners. The constitution ot the Guyana Public Service Commission 
is heavily biased the other way, being composfd entirely of members drawn from out­
side the Service (though some present members ere in fact past public servants). 
The top echelon of the Public Service itself 1itould have much of value to contribute. 
These aspects merit serious considera.tion in ,the b~st interests of the Public Ser­
vice whenever any Cons ti tu tional amendments. a.J?e being promoted. 

RECOMMENDATION 43 

THAT the points made in paragraphs 139, 140 and 141 be considered if and 
when the Constitution is reviewed. 

142. Grave dissatisfaction was evinced c:ih a ll sides at the prolonged delays in 
disposing of personnel business, particularly the business of appointments and 
discipline. Delay in clearing these matters was said to be a serious source of 
inefficiency throughout the Public Service. People of every rank are affected -
and some disaffected - by it, long gaps open up in the continuity of functions, 
jobs lose momentum and even come to a halt. Once an air of resignation is generated 
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by this it is not easily dissipated. The causes of delay obviously must be eradi­
cated if the Public Service is to rise to the challenge of Independence. 

143. The Commission, as freely acknowledged by all witnesses, was faced with a 
formidable task when it acquired executive power on 26 May 1966. Almost a total 
ban had been imposed for two years (1962-64J on the filling of vacancies and a 
serious back log had accumulated by 31 December 1964. 

144. A quantitative as sessment of the volume of work performed by the Commission 
is difficult to make but the following ~igures give some indication:-

(a) Meetings held 

(b) Candidates 
interviewed 

(c) 

(d) 

Vacancies 
filled 

Acting (in­
cluding 
temporary) 
appointments 

(e) Disciplinary 
cases 

(f) Petitions and 
appeals ' from 
Public Offi­
cers 

(g) Premature re:.... 
tirements 

(h) Matters dealt 
with by cir­
culation of 
pa,pers -
(d), (e), 
(f), {g), 

1962 1963 

176 102 

861 616 

764 554 

200 212 

13 12 

7 3 

10 16 

520 500 

1964 1965 

147 190 

912 866 

830 533 

1966 
(Jan-Oct.) 

122 

709 

631 

• 
240 396 353 

3 31 

4 24 22 

27 27 28 

631 631 629 

Roughly half as much again is believed to be discharged - by the Chairman and 
Secretari at only - on behalf of the Police Staff Commission~ Appraising from 
these figures the actual weight of work entailed at every stage, it is clearly 
desirable that the load should be relieved substantially by delegation and other 
means to ensure prompt attention to the operational needs of Government. 



- 45 -

D. Public Service Commission Secretariat 

145. .Whereas the Public Service Commission is an independent statutory corpora-. 
tion its Secretariat is, in effect, a Government Department staffed with public 
servants and discharging certain personnel functions for the Government under de­
legated authority. The Secretariat is the servant of the Commission in respect of 
the Commission's powers but independent in respect of its own (delegated) powers. 

146 . What might be called the personal Office of the Secretary consists of two 
small secretariats, each of four people, one of them to prepare Commissiqn minutes 
and the other to prepare agenda and make all arrangements for meetings. 

147. The main body of staff form the Secretariat proper, organised as follows :-

Principal Personnel Officer - Senior Service Section 
Clerical Service and Discipline 

Principal Personnel Officer - Junior Service Section 
Woman Secretary 
Leave 
Training, Pensions, Accounts 

An organisation chart of the Commission and Secretariat is included at Annex C. 

148. The Secretariat also services the Police Staff Commission which accounts 
for about a third of the work. 

149. The modus operandi of the Commission and Secretariat will be discussed in 
Part II. For the moment the organisational weakness to be noted is that they have 
no field staff (in some countries called P.S.C. Inspectors) to accumulate direct 
knowledge of Departmental functions and personnel by a constant round of visits 
and discussions. 

150. Responsibilities are not apportioned to the best advantage in the P.S.C. 
Secretariat. Most files· reach the desk of the Secretary for his personal attention 
with the result that he is visibly overloaded. The other senior officers obviously 
have latent capacity for accepting the responsibility of taking decisions for and 
on behalf of the Secretary and thereby cutting off much of the work at their own 
level. (The same principle of devolution holds. good for all other Ministries). 
The two Principal Personnel Officers of P.A.S. rank should op~rate as deputy 
secretaries and dispose of business on the "exception principle", i.e. by transact­
ing the whole of it in the Secretary's name (or their own if preferred) except 
matters expressly .reserved for the Secretary in person. This change alone would 
transform the speed and efficiency of the P.S.C. Secretariat to the certain ·benefit 
of all Ministries. 

151. Two somewhat similar sections of the Secretariat are organised on different 
lines. The Clerical Service section is organised functionally and the Junior Ser­
vice section is organised departmentally. In the one case each man takes .~ of 
the actions for ill of the Departments and in the other case each man takes all of 
the actions for ~ of the Departments. Functional organisation produces work of 
specialist quality but makes it harder .to fill a post when the incumbent is absent. 
Organisation in Departmental groups permits of a greater degree of· interchange­
ability and. enhances the P.S.C. knowledge of Departments . Whether both sections 
should be organised on the same basis is a question deserving of closer examination. 
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E. Establishment Division of Ministry of Finance 

152. The Establishment Division of the Ministry of Finance is the other main 
agency for the central control of personnel administration. It is headed by a 
Principal Establishment Officer and treated as an integral part of the Ministry. 
The Permanent Secretary exercises full control subject to the Minister of Finance. 

153. The Division is sub-divided into two Sections as follows: 

Assistant Secretary 

Assistant Secretary 

Rates of Pay and Complements 
Rates of pay, gradings, classifi­

cation, complements, allowances, 
overtime. 

Conditions of Service 
Superannuation, compensation, 

leave etc., other conditions, staff 
relations, Ministry staffing. 

An organisation chart is included at Annex D. 

154. The Division adminis ters a pay sys tem under which the principal Gov­
ernment posts are allocated to one of 65 salary scales (F and A). For other posts 
there are another 31 scales (Band C)~ The usual run of scales is five or six 
years, though some extend to nine. Grading of posts in such fine distinctions 
calls for a high degree of knowledge of job content and a perceptive subtlety of 
assessment. These requisites would seem difficult to acquire without tools. The 
only staff aid is an 0 & M unit, understaffed. Ideas for developing a Pay Re­
search Unit and an Inspection Unit have not yet materialised. In practice the 
Principal Establishment Officer relies on personal knowledge derived from a small 
staff. . 

155. The apparent duplication of many subjects of interest to both Treasury 
(Establishment) and P.S.C. Secretariat, with no clear lines of demarkation, causes 
a fair amount of confusion in these two agencies themselves as well as in the 
various Ministries. Further reference will be made to this defect shortly. 

F. Ministry of Education 

156. Responsibility for Public Service trai ning falls neither to the Commission 
(or its Secretariat) nor to .Treasury but to the Ministry of Education, aided by 
t wo advisory committees. The fact is recorded here merely to complete the organisa­
tional picture. Discussion is reserved for Part III - Training. 

G. Proposed Ministry of the Public Service 

157. As a managerial r espons ibi lity, personnel administra tion is an entity and 
its parts are inter-related. To respect this coherence and profit by it, the per­
sonnel function should be performed by a single agency. In Guyana, ostensibly on 
the British model, it is divided between the Public Service Commission and the 
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Establishment Division of Treasury . The rationale of this pattern is that, as a 
safeguard against patronage, appointments to the Public Service should be made 
by a Commission that is independent o.f Government whereas staff complements,. 
salaries ·and conditions of service should be under Government control, hence with­
in a Department. 

158;·- Usually the Department is Treasury because so much of the Government 
budget (in Guyana about 40 per cent) is devoted to the payroll. This argument, how­
ever, is by no means unassailable and such control as Govbrrunent must retain over 
personnel administration could well be exercised through a Department other than 
Treasury. In modern practice the personnel agency aims one way or another to inspire 
staff with a- certain" pride and zeal which Treasury by nature is less ab.le to instil. 

159. On the cost argument Treasury should logically administer public works, 
health, education, etc., which spend the other 60 per cent of the budget, but is _ 
content (and effective) with remote control instead. The same remote control would 
be adequate over the personnel function, which is just as specialised as the others. 
Evidence is lack1ng that Treasury in fact saves money on personnel that no other 
agency would save, or that a special agency for administering personnel would show 
more extravagant tendencies than the existing special agencies for other purposes. 

160. The British precedent of Treasury control is rather deceptive. Treasury 
there has two Permanent Secretaries, one over Finance and the other over Establish­
ments - virtually separate Departments - and it is the Permanent Secretary over 
Establishments who is titular head of the .Civil Service. If the internal separa­
tion in U.K. were made absolute, the Finance Department's control over the Estab­
lishment Department would be no less than it is at present. 

161. For Guyana, the complete severance of Establishments from Finance is 
strongly recommended, so that the management of personnel can be expanded to a full 
Ministry, with a Permanent Secretary of it& ow~, and assume all the functions that 
the term connotes in contemporary practice. The new Ministry would be responsible 
for complements, gradings, salaries and conditions, inspection, training, improve­
ment of methods and many other management services. The full range is suggested 
at Annex E - in comparison with the range in two other countries. They could be 
grouped as shown in the organisation chart at Annex F. 

162. Reverting to the original point that personnel administration is one and 
indivisible because it deals with a homogeneous group of single purpose subjects, 
the best result, functionally, could be expected from amalgamating the Public Ser­
vice Commission and the Establishment Division of Treas\.iry . A single authority 
would then deal with the whole personnel field, as in large business firms, and as 
in some Commonweal th countries. In one of these (New Z'ealand), the State Services 
Commission is the sole personnel authority, but in a dual role. It is an independ­
ent Commission in dealing with individuals (ort appointments, discipline, etc.} 
but is responsible to a Minister for its other (i.e. Government) functions. Thus 
it COlllillkJ.nds the legal and physical resources to inspect and improve methods before 
approving complements; to fill vacancies with direct knowledge of the duties and 
methods; to gear staff training to revised methods; td promote staff with 
familiarity of their duties and merit~ and generally to bring the whole battery of 
techniques to bear on the main task of developing an efficient Public Service. As 
more than passing interest was shown in the New Zealand institution and a desire 
expressed for further information, a brief description of it is given at Annex G. 

163. Though this .model cannot be adopted by Guyana in its entirety (because of 
the entrenched status of the Public Service Commission under the Constitution) 
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nevertheless a satisfactory adaptation could be wrought by linking the Commission 
in close association with a .new personnel authority without derogating from the 
Commission's functions or independence. On matters· of domestic administration 
(P.S.C. budget, accommodation, etc.) _the Commission's requirements could be pro­
cessed through the other personnel authority in the manner of the Judiciary through 
the Attorney-General or a public corporation through its associated Ministry. The 
two agencies could also share common services to avoid duplica·tion. 

164. An apt name for the new personnel authority, denoting its functions and pres­
tige, would be Ministry of the Public Service. Its Permanent Secretary would be 
primus inter pares among the Permanent Secretaries and, ~s earlier recommended, re­
sponsible, ideally, to the Prime Minister. 

165. Most undertakings, public or private, involve labour, finance and supply, 
sometimes expressed as the three M's - manpower, money g,nd mgte:r:i.al. In an undertak­
ing as large as the Public Service of Guyana each of tll,ese ingredients is of such 
size and importance as to warrant central directi on and control, and is so special­
ised as to be handled best by three separate agencies. For these reasons Public 
Service personnel management should be the concern of one ag~ncy (the suggested new 
Ministry), finance, naturally, the concern of Treasury, and supply Qr material the 
conc.ern of someone else (perhaps the Ministry of Works ;;i.§ eole agent). 

166. The proposed Ministry of the Public Ser.vice would, of CO\ll'~e, be an addition­
al one numerically bl.Lt not entirely additional in s1ibstance. Two· of its intended 
components (Establishments and Training) already exist elsewhere and would be taken 
over. Even the third main component (Management Services) is pEQBent already in 
embryonic form. The idea is to bring these three elemeqta together as interacting 
parts of a single perso!_l.D.el agency and develop them to the point where they exert a 
truly significant influence on the efficiency ~nd economy of the Government machine. 
To achieve this purpose it is imperative that they be concentrated and intensified. 

167. Since it is not possibl e to unify personnel administration compietely by 
integrating the Public Service Commission with any other body, the next best alter­
native is to confine the Commission strictly to its cgn.~·htutional functions (ap­
pointments and discipline) and vest all other personnel matters in the associated 
new body - the Public Service Ministry. 

168. The Ministry would then be responsible for the following activities: 

Personnel 
Division 

Departmental 
inspection 

Establishments 
Gradings 
Salary Scales 
Conditions 
Personnel reports 

Training 
Division 

1 

Education 
External training 
Inter-Departmental 
training 

Management,Services 
Division 

O&M 
Work study 
Clerical work 

measurement 
Forms design 
Suggestions 
Incentives 
Appliances 
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Departmental training 
O. & M. training 
Manuals 
Desk files 
Procedure lists 
Correspondence 

schep_ules 
Publications 

Machinery of Government 
Public Corporations 
Comparative studies 
Costing techniques 
Operational research 
Computers 
Punched cards 
Network analysis 

In addition it would have a Division of Common Services ("housekeeping" functions) 
including: 

Finance 
Accounts 
Legal 
.Library 
Registry 
Mail 

Accommodation 
Typing 
Telephones 
Geheral Orders 
Official Circulars 
Public Relations 

These domestic services could be shared with the P.S.C. Secretariat, if housed to­
gether, thus avoiding unnecessary duplication. 

169. The Ministry could be organised as indicated in the chart at Annex F. 

170. The true intent and purpose of this concept must be stressed. The proposal 
is designed to bring together all the non-P.S.C. personnel fuhctions - Personnel 
(including Establishments), Training, Management Services - .and concentrate them in 
a single agency· as reciprocating parts of a very specialised art - personnel 
administration. The concept is not academic· but practical: it is the most funda­
mental, far reaching and necessary mechanism that can be suggested for raising the 
Public Service to the highest, or even an acceptable, pitch of efficiency. It is 
the key recommendation in this report. 

171. This solution with local variations is well tried in many other countries, 
among them being New Zealand, Australia, Belgium, Netherlands, Sweden, India, Ceylon 
and Ghana. 

172. The Ministry, 'however, must have the reality as well as the appearance or 
authority or it will fail in its object. It must have the power, indeed the duty, 
to enter every other Department of its own volition and not merely by invitation. 
By direct and continuous contact of this kind the Ministry must ' keep itself informed 
of the nature, quality and quantity of both the work · and the staff throughout the 
Public Service and take positive action on its otm initiative as and when it thinks 
fit. It must indisputably have this overall authority, and use it, with due ' discre­
tion, to improve the organisation of work, modernise the facilities, simplify pro­
cedures, raise output standards, amalgamate or abolish .posts as well as establish 
new ones, revise gradings, devise incentives,. organise training of all trainable 
groups or individuals, . strengthen the merit system of promotion and, notwithstanding 
that the real remedy for loss of morale is a .political one, do all it can to instil 
pride, discipline and a sense of responsibility in each and every public servant. 
Clearly such a Ministry must have executive power and not be emasculated by being 
restricted to a purely advisory role. Need it be said that a dictatorial attitude 
in exercising its authority would obstruct the new Ministry just as surely as lack 
of executive power. It must try to effect reforms by consultation and persuasion 
rather than by wielding a big stick. The Permanent Secretary, therefore, . must enjoy 
the confidence of his confreres that. he will reinforce, certainly not undermine, 
their own authority. 
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RECOMMENDAT i ON 44 

THAT a new personnel agency, called Ministry of the Public .Service or Public 
Service Ministry, be established to centralise and expand all the personnel control 
functions at present divided among the P.S.C. Secretariat, the Establishments 
Division of Treasury and the Training Division of the Ministry of Education and Race 
Relations. 

RECOMMENDATION 45 

1. 

2. 

3. 

4. 

THAT the Public Service Ministry consist of the following Divisions: 

PROPOSED REPLACING 

PERSONNEL DIVISION ~P.S . C . Secretariat* 
Es tablishment Division 

TRAINING DIVISION Training Division of 
Ministry of Education 

MANAGEMENT SERVICES O. & M. Section 
DIVISION 

DIVISION OF COMMON 11Housekeeping" units of 
SERVICES P . S.C. Secretariat. 

* (A small Secretariat servicing the Public Service 
Commission with agenda, minutes and arrangements 
for meetings would remain with the Commission). 

RECOMMENDAT, I ON 46 

THAT the funutions of the DIVISIONS be allocated as suggested in paragraph 
168. 

RECOMMEN DAT ION 47 

THAT the Public Service Ministry be ri~sponsible to the . Prime Minister. 

RECOMMENDATION 48 

THAT the Permanent Secretary of the Public Service Ministry, as primus 
inter pares, be the Convenor and Chairman of the Permanent Secretaries Committee. 

RECOMMENDATION 49 

THAT the new Public Service Ministry call into being a standing Permanent 
Secretaries Committee to discuss and implement ways and means of improving effi­
c·iency and ·eco11nmy. 
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RECOMMENDATION 50 

THAT the Permanent Secretaries Committee begin with an "ideas session" at 
which they pool their knowledge of deficiencies for the Public Service Ministry to 
draw up an agenda for action in order of priority. 

RECOMMENDATION 51 

THAT a sub-committee of the Permanent Secretaries Committee meet represent­
atives of banking, commerce, industr,y and the University once or twice a year, under 
the chairmanship of the head of · the Public Service Ministry to discuss efficieney and 
economy in the Public Service. 

H, Public Service Legislation 

173. The necessarily narrow confines of the Constitution in its references to the 
Public Service Commission might well be amplified by a Public Service law in which 
governing principles are laid down. The basic tenets would be embodied in.a Public 
Service Act and the more numerous ancillary rules would be set out in Public Service 
Regulations wherein they could be altered more easily, but not too easily, as and 
when necessary. A law of this kind to regulate the Public Service i s generally re­
garded as a fundamental requirement. A sample Table of Contents for such legislation 
is offer-ed at Annex G as a guide. Some adaptation would, of course, be required. to 
!'it it to the needs of Guyana. 

174. ~he Act should, inter alia, pres cribe the responsibilities of the new Public 
Service Ministry on the following lines: 

(1) The Ministry shall be respons ible for: 

(a) Reviewing and advising Government on the Machinery of Goverrunent, 
including such matters as allocation of functions, creation, 
ama l gamation or abolition of Departments, co-ordination of activi­
ties of Departments , extent and nature of controls by one Depart­
ment over others; 

(b) Reviewing the efficiency and economy of each Department, including 
Permanent Secretary's responsibilities; 

(c) Provision of suitable office accommodation, including prescription 
and supervision of physical working conditions; 

(d) Approving and reviewing es tablishments of s taff and grading of 
posts; 

(e) Acting as the central pers onnel authority for the Public Service 
in all matters except the Constitutional functions of the Public 
Service Commission; 

(f) Prescribing basic training programmes, including furnishing advice 
on and a s sis t i ng wi th traini ng , making recommenda tions to Minis ter 
on facilities; 

(g) Providing management consultation services, including advice as to 
efficient work and control methods , techniques, data processing 
equipment, and problems of organisation. 
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The Minis try shall conduct inspections and investigations and be 
entitled to such reports as it considers necessary to advise the 
Permanent·Secretary or report to the Minister. 

Pending the enactment of a Public Service law, this paragraph, at least, could be the 
subject of a Cabinet direct ive . 

RECOMMENDATION 52 

THAT a Public Service Act be passed, constituting the Public Service 
Ministry, prescribing its powers and duties, and laying down broad principles over 
the entire field of personnel ad.ministration outside the Constitutional jurisdiction 
of the Public Service Commission. 

175. The acute problem of expediting personnel ad.ministration can be resolved in 
several ways, viz : 

(a) by unifying personnel work (other than the strictly limited functions 
of the P.S.c.) in a single Ministry of the kind suggested, charged with 
t he dut y of promoting efficiency in the Public Service; 

(b) by delegation to the optimum degree within the new Ministry and the 
P.S.C. and from them to Permanent Secretaries; 

(c) by improving disciplinary measures; 

(d) by revising personnel policies to harmonise with ttte real needs of 
Guyana tod ay; ·. 

(e) by improving methods and procedures; 

(f) by syst ematic training. 

The first of these reforms has already been discussed, work methods will be covered 
in Part II and training in Part III. Delegation of personnel functions, discipline 
and personnel policy remain to be considered at this point. 

I. Delegation 

176. Beyond all doubt, further delegation on a generous scale would be one of the 
best remedies for the chronic congestion of work in the central personnel agencies. 
Where administrat i ons function mainly by delegation they usually find that work done 
.at the seat of operations is .not only faster and less elaborate but also more 
realistic. Certai n safeguards , however, are necessaryo 

177. Existing del ega tion is hard to ascertain because it has to be traced through 
a series of General Orders dealing with various subjects ad hoc. While it is 
appropriate to indicate the degree of delegat 'ion under each subject in this way, all 
these scattered definitions should, in addition, be consolidated in a single Code 
of Delegated Authority for ready reference. 

178. The Code should lay down different levels of delegation as one of the safe­
guards. Powers at level A would be exercisable only by Permanent Secretaries, at 
level B by either the Permanent Secretary or other specified officers, and at level 
C by either the B group or by district controlling officers of sufficient grading • 

• 
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179. Officers below Permanent Secretary who are empowered under the Code should 
enter in a' personal register the briefest of details, enough for identification, of 
the cases they deal with. The registers .should be scanned periodically by the 
Permanent Secretary or a P.A.S. and be open at all times to inspection by the Public 
Service Commission or the Public Service Ministry. 

180. If undue influence intrudes in any instance where the Code allows the de­
cision to be taken within the Department, the Permanent Secretary should have the 
right to elect. whether to make the decision himself or to have it made by a panel 
of three Permanent Secretaries (including himself) or to refer the case to the Com­
mission or Public Service Ministry, as appropriate, for decision. 

181. Any officer aggrieved by a decision under delegated authority should be 
permitted tq request that it be reviewed by the controlling authority which granted 
the delegation. This, of course, is an inherent right but should be regarded as the 
proper method of seeking redress. In effect it becomes "an appeal to Caesar." 

182. Among the matters to be de~egated to Ministries the following should be 
included: 

Allowances: Bicycle, duty, local, field, station, hard-lying, accommodation. 

Appointments: Open-Vote tem~orary appointments, acting appointments (except to 
P.A.S.), substantive appointments below A Scales - the last two to be exercised 
with the advice of a Ministry Commi_ttee. 

Discipline: Suspension or interdiction, disciplinary dec±sions in all cases 
other than major offences above _Scale .. A.l. 

Leave: All annual leave, and vacation leave spent inside or outside Guyana. 

Increments: All scale increments, postponement of increments for cause, 
application of efficiency bars, acceleration of increments within prescribed 
rules. 

Stores: Wr~te-offs up to $500 except losses by fraud or negligence, without 
Treasury consent. 

Unpaid Accounts: Payment of claims outst~nding at 31 December, without Account­
ant General's consent. 

These suggestions are illustrative, not ~~dlaustive. 

183. A precedent for a comprehensive Code pf Delegation of personnel matters is 
being left behind for further reference. 

184. Penditig· establishmen.t of the Ministry of the Public Service, the Code of 
Delegation should be issued by the existing oontroiling authorities, viz; Public 
Service Commission, Treasury (Establishments), and Accountant General. 

RECOMMENDATION 53 

THAT a Code of Delegation be compiled as follows a nd issued urgently: 

Cabinet Ministers 
Perman&nt Secretaries 
Others 

17 °-1 
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To 

Public Service Members (PSC) 
Commission Permanent Secretaries 

Others 

Public Service 
Ministry 

Own staff 
Permanent Secretaries 
Others 

sections of the Code to be released progress ively when ready. 

RECOMMENDATION 54 

THAT each Permanent . Secretary issue a Memorandum of Delegation of both the 
Ministry's functions and personnel administration to successive levels of staff. 

J. Discipline 

185. Public Service offences and penalties are not prescribed by law. Conse­
quently the allegation of an offence has to be referred to a Law Officer to see 
if there is a .·prima facie case. The offender is then asked to answer the charge. 
His answer is referred to the Commission by the Permanent Secretary with comments. 
The P.S.C. Secretariat decides upon a committee to hear the case, working on the 
principle of "trial by peers" except that a legal chairman is chosen if the 
offender's salary exceeds $2880. The Commission itself authorises the committee to 
proceed, and the Secretary issues the necessary instructions to the committee and 
the offender. The commi tt.ee hears the charge (the offender being represented by 
counsel if he so desires) and reports its verdict, not penalty, to the P.S.C. 
Secretary. He refers it to the Commiss ion with suggested arternatives. .The Com­
mission then decides what penalty should be imposed and the decision is conveyed by 
the Secretary through the Permanent Secretary. 

186. The procedure does not vary in relation to the gravity of the offence but 
in relation to salary, and is said to take, on the average, about nine months. By 
common consent it is too cumbersome and protracted:, and .is ripe for reform. The 
Permanent Secretary may deal with the matter if the salary of the offender is less 
than $2784, but he must be advised by a Departmental Committee. 

187. Several changes for the better can be suggested. 

188. First, offences could be defined by law as in the 
everyone would know what acts or omissions are forbidden. 
except in the wording of a prescribed offence, namel,Y one 

criminal code, so that 
No charge would be laid 

of the following: 

(a) failure to comply with a Public Service Act, regulation or instruction; 

(b) disobedience, default or insubordination; 

(c) negligence, indolence, incompetence; 

(d) behaviour causing distr.ess or adverse performance; 

(e) using intoxicating liquors or drugs to excess; 

(f) improper use of property or stores; 
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(g) disclQsure or use of information; 

(h) absence or habitual irregitlarity; 

(i) any improper conduct. 

(Obviously these tabloid "definitions" would have to be expanded,) 

18~. Secondly, a distinction could be made between "major" and "minor" offences, 
at the discretion of the Permanent Secretary. The principle of distinguishing cases 
on the basis of salary is probably unsound in jurisprudence. All but a few offences 
would be "minor" and suitable to be dealt with summarily by the Permanent Secretary 
or lower delegate close to the time and scene of the occurrence. 

190. Thirdly, the Public Service law could prescribe the following penaltie~ : 

(a) caution and reprimand; 

(b) a fine not exceeding $X, deductible from salary; 

(c) transfer to other duties; 

(d) reduction in sal ary; 

(e) dismissal. 

(Again, the prescription of penalties should be precise.) 
No other penalty would be permissible. 

191. Fourthly, the offender could be allowed a right of appeal to the Commission 
from the decision of a Permanent Secretary or other delegate. 

192. In any event, the Permanent Secretary should send a copy of the charge and 
the offender's answer to the Commission, with advice of the decision, at the end of 
the proceedings. The Commission should keep a register of all cases. 

193. In dealing with "major" offences, the Commission should instruct the 
Permanent Secretary what charge to lay and what committee to use (if guilt is de­
nied); and not see the pape·rs again until the Permanent Secretary reports the ver­
dict for Commission attention. 

RECOMMENDATION 55 

THAT special attention be paid in the proposed Public Service Act and Code 
of Delegation to defining offences an~ penalties and to decentralising the exercise 
of disciplinary powers. 

K. Personnel Policies 

I 194. Ailing administration is often traceable to outdated policy. If policy is 
!lO longer relevant to the times it c'annot give satisfaction however it is ad­
ministered. This seems to be the case in Guyana. Personnel policies which origi-
nated in the special conditions of the old order should be reviewed .to see if they 
are still validly ministering to the new order. Those briefly examined in the 
following paragraphs fail this test·and should be revised. As they are a random 
sample, probably some of the others are obsolete too. 

195 • . 11Personnel 11 , not 11Establishments" 

In the course of the proposed re-organisation the abolition of +.he word 

I 
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"Establishments" as a divisional title and the substitution of "Personnel" would have 
a symbolic and tonic effect. The supjects actually dealt with by "Establishments" 
range far .wider thB.n the true meaning of the word, and all of them,.including 
"establishment" itself in its strict sense, fall within the modern connotation of 
"Personnel" as a managerial function. Throughout this report, unless the context 
suggests otherwise , "personnel administration" is used comprehensively to include 
"establishments". 

196. Decentralisation 

Decentralisation of personnel work is anotner desirable change of policy. 
Decisions will be made promptly if there is devolution of authority to fifteen 
Ministries but dilatorily if reserved to one central authority . In the nature of 
things decisions taken at the seat of operations are also more likely to be sound. 
By delegating, the Commission would not abrogate its responsibilities but merely dis~ 
charge them by remote control. And it would, of course, retain direct control of 
appointments above a given level . 

197. Undue Regard For 11Poste 11 

Tradition has perhaps settled into a greater respect for inanimate "posts" 
than for the vital purpose they· serve and for the imperative need to fill them quickly. 
Personnel administration should be concerned with people rather than posts, and less 
preoccupied with satisfying the rules than with contributing to the achievement of 
national objectives. Government should be assisted to carry out its election manifesto 
by relevant personnel policies; otherwise Parkinson's latest law of."denial by delay" 
comes into operation. The paramount change in personnel policy demanded by the 
entirely new situation of 26 May 1966 is a corresponding attitude of mind iin the per­
sonnel agencies and in all State employees. Rules must be regarded as simply an 
orderly way of attaining ends rather than as ends in themselves 9 which means they must 
be flexible, not rigid, and at times bent if not broken. More flexible procedures 
will be suggested in Part II (METHODS). 

198. Lists of Duties 

Little point is seen in debating the Job specification with the Permanent 
Secretary, sometimes for several months, to try and mould it to the Commission's (or 
Treasury's) ideas before advertising. It does not alter the grading or the field of 
applicants; it merely delays the appointment and . prevents the Department from getting 
on with the job. Unless it is obviously incorrect, the Permanent Secretary's statement 
of the job content should be accepted, even if he adds or Rubtracts some of the pre­
vious duties of the post. 

199. Entrance Ouall ficat Ions 

A more pliant policy is needed in regard t o prerequisites for entry. Suitable 
candid{ites ought not to be rejected by insisting on a literal interpretation of the 
entry requirements when their qualifications are actually as good if not better. The 
problem of determining equivalence is admittedly difficult but too much importance 
shoul d not be attached to it, bearing in mind that such assessments are not an exact 
science but a matter of opinion and differ gre~tly from one country to another. The 
P.S.C. could be a dvised on these cas~s by a committee consisting of one Commissioner, 
the Chief Education Officer and the Permanent Secretary concerned. 

200. Aga Lim! h 

The age limit of 23 seems anachronistic. Indeed it is doubtful whether any 
age res triction at all is relevant today, except perhaps an upper limit of 45 to 



- 57 -

allow the candidate time to qualify for minimum pension. Up to 45, a new entrant 
could be started on a salary step (not exceeding the top step of his scale) based on 
his educational qualifications and his years of relevant experience. Many good 
mature people coul~ be recruited on this basis and, hopefully, set an example in 
attitude and industry to those younger people whose outlook may call for correction . 

201. Promotion Criteria 

The criteria for promotion should be reviewed and defined by law. The 
principle of promotion on merit is said to need strengthening, as against promotion 
by seniority. Whether this· is true is a question that cannot be answered off-hand 
but is deserving of proper study. 

202. Promotion Posts 

By agreement with the Civil Service Association certain posts are regarded 
as "Promotion Posts", meaning that they are reserved for staff in those particular 
occupations, e.g. clerks Class I, auditors, information officers, technical 
assistants, firemen and literally a hundred others. These posts are filled from 
suitably qualified candidates in the· grades immediately below_, but if there are 
no such candidates the posts are advertised in the normal way. Candidates for 
"promotion" vacancies are not interviewed. They are simply promoted on seniority 
as there is no change of duties. Promotion of clerks from Class rr · to Class I is 
a cas~ in point. ' Two comments are relevant. If promotion is automatic (as it 
is when seniority is the criterion), why not coalesce the two grades into one? 
On the other hand, if two grades are retained they would serve a better purpose 
l.f used as screening points at which to select the best, not the senior, candi­
dates for prior advancement. In other words, such promotions, by rewarding merit, 
could become one of the most effective items in a system of incentives and 
sanctions. 

203. Lateral Recruitment 

The points of entry into the Clerical Service are as follows : 

Age 
Education Limit Class Salary Seale 

GCE - 5 0 Levels 23 Class 2 Clerk A32 minimum 

GCE - 3 A Levels 23 " II " A32 minimum + 2 increments 

Univ. degree (ord.) 25 " " " A32 minimum + 6 increments 

Univ~ degree (Hons.) 27 Senior Clerk AI9 .minimum 

Thus lateral entry is permissible within strict limits. If these limitations were 
relaxed in two ways the door wouild be open to other recruits who could1 be expected 
to become good public servants. Firs~ the age limits could be abolished as already 
suggested; then candidates could be credited, for purposes of starting salary, 
with their years of relevant experience in previous employment. If .a ma~ with 
GCE (3A Levels) had -five years comparable experience as a clerk elsewhere he would 
be giJren credit for it and appointed at a starting salary of A 32 minimum plus 2 
plus' 5 increments, and not turned away because he. is over 23 ~ 

204. Contract F.mp I oymen t 

Progress under the Government's Development Programme is impeded by a dearth 
of professional and technical officers. The "brain drain" affects Guyana as it does 
all other nations save one. The problem of enticing Guyanese doctors, enginee~s, 
architects, economists, etc. back home may be eased by devising a system of contract 
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appointments for t erms of 2 to 7 years, with terminal gratuities as an inducement. 
The concept of a Public Ser.vice as solely a career service is outmoded. Many people 
today have no desire to make a career in Government service but would willingly 
accept contract employment for a few years if only to gain experience . Consequently 
two types of enlistment are called for . 

205. Acting Appo In tmen ta 

The practice of making acting appointments could be loosened considerably. 
Many complaints are heard about it. The process of selection for acting appointments 
absorbs too much valuable time that would be better devoted to making substantive 
appointments. The need for acting appointments stems from the long leave entitlement 
and it confers "acting" pay that is naturally prized. The attention bestowed on it 
is understood to be aimed at finding t he officer, i n whatever Department he may be, 
to whom the extra pay should be· allotted. In fact, however, only the posts of 
Permanent Secretaries, Principal Assistant Secretaries and Chief Accountants are 
said to be supplied from another Department; all other posts are fill ~d pro tern from 
within the Department concerned. Permanent Secretaries should therefoJ:e be allowed 
to make these acting appointments themselves, especially as the "acting" tenure 
carries no right to the substantive appointment. If the long-leave privilege is to 
be retained it should be on the understanding that its unfortunate side effect 
(inefficiency through the "acting appointment" procedure) cannot be permitted to 
continue. 

206. Impending Vacancies 

The occasional practice of advertising "impending" vacancies should become 
the general rule. When notice of a retirement or resignation is received, weeks or 
months before it takes effect, the impending vacancy should be advertised immediate­
ly so that an appointment can be made before the post is vacated. 

207. Interviews: Exclusion of Permanent Sacretarias 

The policy of exciuding Permanent Secretaries from Commission interviews is 
not conducive to making the best selection. In virtually every case the Permanent 
Secretary should be present or represented by a senior officer , especially for 
professional or technical appointments. Indeed the interviews should be conducted 
by the Ministry representative more than by the Commission, to direct the questions 
more closely to the duties of the post. After the interviews the Ministry 
representative should remain for discussion with the Commission and then withdraw to 
allow the Commiss ion to reach a decision in private. The present practice is slight­
ly unreal. 

208 • lntarv laws: De cant re 11 sat I on 

The preceding paragraph relates, of course, to cases where the interviews 
must, for good reason, be taken by the Commission itself. These cases should, how­
ever, be in the minority. In most cases candidates on the short-list (to be drawn 
up by the Permanent Secretary instead of by the Commission) _should be interviewed 
by a Committee within the Ministry including the Permanent S"ecretary, if necessary, 
and the chief Technical Off icer, if appropriate. · The Permanent Secretary should 
then make the appointment himself if within his delegated authority; otherwise 
submit his report an~ recommendation to the Commission. The Commission should only 
re-interview in exceptional cases, and then prefer ably i n t he presence of the 
Permanent Secretary. 

209. Incant Ives and Sanctions 

The tendency is strong in most Public Services t o treat everyone alike. 
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Sometimes it is overstrong. The intention is to do justice to all, but the ends of 
justice can only be served by distinguishing between cases (as in f act is done in 
the Law Courts everyday). Although some distinctions are made in Guyana - in 
confidential reports and in promotion by merit - they are not a pronounced feature 
of personnel policy. Greater selectivity would r enefit the Service as a whole. 
The · merit principle, already applied to promotions, should also apply to other terms 
~nd conditions of service. Incentives would include double increments, gradings 
"personal to officer", rewards for sugeestions, s pecial dutius allowances, etc. 
Sanctions would include a withholding of increments, enforcement of efficiency bars 
(at present almost a dead letter). The situat:io1, calls for treatment on merit Jus t 
a s much a s promotion on merit. To prevent t he incentive purpose from being 
neutralised by weakly granting the benefits to everybody without distinction, and to 
contain the cost, the number rewarded should be restricted to a proportion of their 
group, s ay 10 per cent. A 10 per cent quota would probably cover the outs tanding 
r1eo ple worthy of merit recognition. (In France extra increments may be granted to 
t he best officers to the extent that they are withheld from others . In Yugo-Slavia 
10 per cent of the total payroll is reserved for distr.;bution at the end of the 
year to all public servants on a nerit scale). 

210. Ret i remant and Recruitment 

The retirement rules allow a public servant on "fixed" establishment to re­
tire on pension optionally at 50 or compulsorily at 55. A section of public opinion 
holds that these age qualifications should be raised to 55 and 60 as the country is 
annecessarily los ing five years of valuable experience. Closer study would be re­
quired before a correct judgment could be formed on this subject. Obviously the 
State would r etain a man's experience five years longer and pay out his pension five 
years less, but might lose in other ways. Would the man's executive drive be s us -­
tained till 60, or even 55, in the climate of Guyana? . If not, he would be bet t ('r t o 
yield"to a younger man still in his prirnP. The development programme calls for 
dynamic leadership which cannot be provided if a man is past his peak. Furthermore 
a career service means a promotion service a~d the men coming up lose morale if 
their promotion prospects are pos tponed, perhaps lost. A falling off of efficiency 
and some loss of staff at those levels is likely to occur and recruitment at the 
bottom may shrink too. Finally, all . present public servants have a "contract of 
service" entitling them to the benefits of the rules under which they joined the 
Service. All these factors have to be wei ghed against the supposed advantage, often 
illusory, of retaining older men. If on balance, after careful study, the retire­
ment age is to be raised it should be done only by degrees, _ say by one year every 
three years, and on a compensation or inducement formula. 

211. Recruitment, of course, is closely linked with the rate of loss from retire­
ments and other causes. Just now the signs a~e bright for the future of the 
Service and retirement policy should not be de-liberalised in haste or this future 
might be jeopardised. 

212. So far this year recruitment of basic grade clerical staff has exceeded re­
quirements as shown in the following table: 
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Provided in }g66 E~timates 

Appointed Class II Clerks 

Appointed Clerical Assts . 

Appointed Temporary Cl . II 
Clerks pending confirmation 

Appointed Temporary Cler . 
Assts. pending confirmation 

Employ.ed temppraril y as Clerks 
pending interview 

Employed temporarily as Cler. 
Assts. pending interview 

Total recruited 

Excess recruits (employed 
against vacancies· in 
higher grades) 

- 60 -

Class II Clerks 
(A32) 

469 

322 

155 

78 

555 

86 

Clerical 
Assistants 

(A34) 

380 

223 

129 

33 

385 

5 

With such an ample intake of qualified recruits at the ,bottom and the prospect of 
steady graduate r ecruitment from the University of Guyana, stability and steady 
advancement in the Service seem assured. It may well be that the present retire­
ment policy is the best in these circumstances. 

213. Employment of Women 

The women's group in t he Public Service tendered evidence of discrimination 
against them. Several criticisms can be made against continued discriminatiorr be­
tween the sexes: it is a breach of the Constitution, a breach of promise (1957) 
and an outmoded attitude. The corrective measures suggested in writing by the 
women's represent atives are commended for most favourable consideration. Their 
main complaint - th1it they are classified as "Clerical Assistants" with lower than 
the Class 2 Clerks' 9laximur.i for 'men, and therefore unable to compete for promotion 
to Class I Clerk' - would be overcome by amalgamating the Class 2 and Class I 
scales with an e f ficiency bar . This would legitimate what is the de facto practice 
with men and extend it to women. 

214. These are but examples of the scope and need for change in personnel policy. 
The entire field should be reviewed with the object of redefining policy before 
producing an up- t o-date edition of the Public Service Handbook of General Orders. 

RECOMMENDATION 56 

THAT personnel policies, particularly those mentioned in paragraphs 195 to 
213 and itemised hereunder be reviewed and changed if they are outmoded or impede 
the national effort. 



I 
I 
I 
I 
1 

I 

- 61 -

"Personnel", not "Establishments" 
Decentralisation 
Undue Regard For "Posts" 
Lists of Duties 
Entrance Qualifications 
Age Limits 
Promotion Criteria 
Promotion Posts 

. Lateral Recruitment 
Contract Employment 
Acting Appointments 
Impending Vacancies 
Interviews : Exclusion of Permanent 

Secretaries 
Interviews: Decentralisation 
Incentives and Sanctions 
Retirement and Recruitment 
Employment of Women 

RECOMMENDATION 57 

THAT a 1-yea.1: moratorium extendable to 2-years be declared on the policy 
of requiring all vacant posts to be re-justified and the duties to be redefined 
before the posts are advertised and filled. 

RECDMMENDATIDN 58 

THAT, during the moratorium the continued need for the posts and the 
correctness of the duties be accepted on the ipse dixit of the Permanent Secretary. 

L. Salary Structure 

15 The Public Service contains five readily distinguishable groups, viz., 

(a) Clerical Service: including accounting posts and 
ascending to Administrative posts; 

(b) Professional: all the recognised professions 9 

separately; 

(c) Technical: all the numerous sub-professional 
occupations Qr techniques, separately. 

(d) Steno-t7ping and 
Typing : including Secretaries 

(e) Messengeri~ l, etc. messengers and kindred posts above. 

The first, fourth and fifth groups represent separate streams of promotion. The 
Professional and Technical groups are not promotion streams in the same sense 
as they comprise unrelated skills that are not interchangeable. 

216. The entire service can also be divided anothe~ way into two categories 

1711 
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called Fixed Posts and Unfixed Posts. Fixed Posts are full-time permanent posts 
on scales with a salary maximum over $1877. These are all pensionable and subject 
to standard recruitment procedures. Unfixed posts are all others except those paid 
out of Open Votes. They are permanent but normally attract gratuity, not pension 
unless service therein exceeds 20 years. 

217. Posts are also referred to as either Classified or Unclassified which is 
not. exactly synonymous with Fixed or Unfixed. Among the Unfixed posts are quite a 
number of people whose qualifications do not meet the standard for entry to the 
Classified Service, so they are taken on (and often employed indefinitely) as 
Unclassified. 

218. The Public Service is thus made up of "posts" or, to use the constitutional 
description, "offices". Each post is allotted a parcel of duties held to require a 
certain level of skill for their performance, and the post is "graded" i.e. fitted 
into a pay scal e with other posts held to inv0lve an equivalent level of skill. 
The pay does not vary with the calibre of the person who occupies the post. These 
two factors, posts requiring similar levels of competence to carry similar pay, 
and posts to carry pay independent of any special competence in the holder, are 
bases of the system, well understood and highly valued by the staff. The task of 
f i tting posts i nto the salary structure is carried out by the periodic Pay Com­
mission or Pay Review bodies and, between times . by the Establishment Division of 
the Ministry of Finance. 

219. The pay rates or scales into which posts are fitted include 26 fixed 'F' 
rates, 39 'A' scales, 17 'B' scales and 14 'C' scales. This high degree of 
elaboration has been increased by the creation of new scales since the last Pay 
Commission. In some cases the difference between scales is merely that one scale 
is an increment longer (scales Al, A2 and A6, A7), and in the current Estimates 
two scales (A2, A3) are identical. 

220. Any pay structure, to work well, must earn acceptance by the workers for 
its patent fairness. Scales that are refined beyond the .accuracy attainable in 
grading the duties of the posts tend to offend this principle. There is a con­
tinual stream qf applications from Ministries and Departments to regrade posts up­
ward (no downward regrading apparently ever occurs) and the Establishment Division 
tries to deal with these on a basis that will seem to the staff to be rational. 
Because this is scarcely possible, the result is a steady stream of upgradings, 
each with its own snowballing effect , each decided ad hoc on an individual review 
a nd each contributory to a steady upward drift in Public Service costs. 

221. Earlier recommendations for Btrengthening the machinery for dealing with 
such matters include inspection of, and inter~hange with, M~nistries to ensure a 
better knowledge of working conditions; but that .is not likely to be enough, and 
a m~~e ~adical cure must be considered. The existing scales should be re­
organised in a deliberate effort to simplify the structure of the Service by 
reducing the excessive multiplicity of grades. Since this will involve the 
salaries of incumbent public servants the implementation of such changes may have 
to await a general salary revision, but there is no reason why the structural in­
vest~gatiQn should not go ahead in anticipation of such a revision. The recommen­
dation carpiea the corollary, in day-to~day administration, that the present 
elaboration should be reduced at every opportunity, certainly never increased. 

222. The Guyanl:!se structure leaves no doubt it is intended for a "career" 
Service. A promotion ladder, designed to satisfy legitimate aspirations to 

" 
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advancement, exists in many areas. A promotion ladder may, however, be difficult 
to provide where groups are small or not hierarchically organised. Such cases, 
other than those on fixed pay, may be met by providing extended incremental scales, 
restricting the lengthened scales to posts for which genuine scale-to-scale pro­
motion is not available. A scrutiny of the exist~ng allotment of posts to scales 
does not disclose any such guiding practice. This too is a matter to which the 
recommended review should devote attention. One of the common objections to lengthy 
incremental scales is that, by providing automatic salary adv&ncement over a long 
period, they are basically disincentive. This objection can be met by inserting one 
or more efficiency bars on a consistent pattern a11d particularly by making them 
effective. 

223. A satisfactory pay system must take into account the educational system and 
the labour position. Hitherto recruitment for the clerical-administrative stream 
has be en mainly at one ·level (Class II Clerks) and almost all senior members of the 
Guyanese generalist Public Service have risen to their present positions from the 
bottom. The development of a Unicrersity in Georgetown, in addition to the 
generously provided facilities for attending universities overseas, means that 
graduates in increasing numbers will become available in the next few years. 
There is advantage to be gained from · direct recruitment of graduates, and the new 
Ministry should consider allotting a quota of Administrative Assistant vacancies 
for direct intake, leaving the balance for promotion. A quota system is desirable 
as in practice seeking to determine "merit" between a graduate with higher educa­
tion but no work experience and a promotee without higher education but much work 
experience is a somewhat unrealistic exercise. 

224. "Classified" and "Unclassified" staff have been mentioned. Unclassified 
staff were recruited to posts originally regarded as temporary, without the 
educational qualifications exacted for permanent posts. Many of the posts have 
acquired a semi-permanent status but their holders cannot be made permanent be­
cause of their original educational inadequacy. It is undesirable to have a "per­
manent-temporary" underprivileged group, and !'egulations should be made for the 
Service and not the Service for regulations. Possession of a prescribed educa­
tional qualification is held to be evidence of a desired degree of competence, but 
it is not the only possible evidence. Ccmyetence may dlso be acquired by ex­
perience on the job. In any structural revision some relaxation of educational 
qualifications and age limits should be considered in favour of those who can 
claim that a period of satisfactory service gives proof of an equivalent compe­
tence. 

225. Structural review should lead to the preparation of "Schemes of Service" 
for the recognisable streams mentioned earlier. These should indicate for each 
stream the admission requirements, the promoti0n avenues and the sources of 
promotees. Such schemes, not only make career possibilities known to members of 
the stream but by specifying, for example, the areas from which promotees can be 
drawn might shorten the duration of selection and promotion procedures in the 
Public Service Commission. The rudiments of such a system exist in the "Pro­
motion Posts" of the P.S.C. It is not intended, however, that there should be 
mutually exclusive promotion streams. On the contrary, the philosophy is that 
every private carried the field marshal's baton in his knapsack. The idea is 
simplyto indicate, for information, the normal, not exceptional, lines of 
promotion for each stream. 

/if~ 
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RECOMMENDATION 59 

THAT the new PEHSONNEL DIVISION review and simplify the multiplicity of 
salary scales. 

M. Industrial Relations 

226. Any disabilities of the Guyana Public Service appear to be more psycho­
logical than organisa t .ional, and due to trauma tic experiences that are now history. 
Concentration on improving organisation and methods, though i.t oannet help ·but do a 
lot .of good, is by no means enough on its own to restore ttte Service to full health 
and vigour. A good deal of attention must also be P~i~ to the even more important 
task of reviving a corporate and individual spirit Of confidence and public service. 

227. Apart from any steps that might be taken at Ministerial level to inspire and 
galvanise the Public Service, a positive programme should be developed by the cen­
tral personnel authorities, mainly by the n~w Ministry of the Public Service sup­
ported by the Public Service Commission and the unions. 

228. The Civil Service Association and the Federation of Unions of Government 
Employees advocate the appointment of Industrial Relations Officers. This is a 
commendable idea but can be introduced without creating additional posts of this 
kind. Industrial relations, human relations, staff welfare, joint consultation, etc. 
are now recognised as parts of the normal personnel function of manageillent; so the 
proper course is to, re-orient the thinking of all. Personnel Officers and other 
engaged in controlling personnel. These are the people who already are supposed to 
be the industrial officers of the Service. They should be acti.vated accordingly by 
retraining through short courses, instructional literature, seminars, and periodical 
returns by them of their efforts in this area. 

229 . In formulating personnel policy the controlling authorities should consider 
the angle of human relations as well as institutional requirements. This does not 
mean pandering to employees in a soft manner: indeed it could mean applying a little 
more strictness by raising standards, and by treating the worthy and unworthy on 
their merits instead of with a dull sameness which is actually inequable. It means 
making a reality of joint consultation (the present Whitley system is merely a dis­
couraging token) and studying the most effective ways and means of getting new 
policy and attitudes to be known and accepted. It means taking deliberate steps 
within Ministries to involve all personnel by communicating to them the Departmental 
functions, targets and progress (in relation to national .aims) at intervals and 
demonstrat ing to each one how his work contributes to the grand design. If that 
sounds a trifle pretentious it is nevertheless ihe kind of presentation that needs 
to be made by high level talks, by films, by radio, by illustrated leaflets, by 
graphs, by conducted tours of field operations, by explanatory sessions with 
technical officers, and every other way of getting the message across. Admittedly 
this is not done elsewhere to the extent that it should be; but it is an important 
direction in which Guyana could show the way. 

230. If the Whitley Council system is to be retained - and no reason is seen to 
denigrate it in principle - it should be operated conscientiously and not left to 
undergo a trophy through disus.e. If experience has proved it to be unworJr..able it 
should be wound up and replaced by genuine joint consultation with the employee 
organisations on an ad hoc basis. 
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231. The industrial relations duties should be grafted on to the Personnel 
Officer posts in all Ministries as a point of contract for staff representatives 
and negotiators. The Personnel Division of the new Ministry of the Public Ser­
vice should handle industrial relations for the Service as a whole ·and stimulate 
and control this activity in the other Ministries. 

RECOMMENDATION SD 

THAT in the interests of better industrial relations the processes of joint 
consultation be reviewed and changed to more practicable forms if not working 
satisfactorily in their present (Whitley Council) form. 

RECOMMENDATION 61 

THAT a constructive policy of staff relations in general be developed on 
modern lines to minimise frustration and enhance the spirit of public service. 

I I. METHODS 

232. It is an occupational hazard for public servants to be taxed with chronic 
delay, attributed to a ·bureaucratic addiction to "red tape". In Guyana this 
criticism is very pronounced. The treatment, paradoxically, should be a little 
more of the same so-called "red tape" on the principle of homeopathy. When ana­
lysed, the undue delays are seen to be due not to too much system but to too little. 
The full potential of the well educated people in the Public Service is not being 
realised because their efforts tend to be dissipated for lack of an orderly 
methodology. 

233. A problem arises as to what matters should be taken up in this discussion 
of Methods as some items, such as the documentation of organisation (charts, in­
structions, etc,), could be, and in fact have been, just as well linked with 
Organisation in Part I. However, these borderline items are included here, at the 
cost of mild repetition, for the sake of cohesion and completeness. 

234. Different Departments have different ways of handling similar matters, some 
better than others. If the best of these methods could be standardised throughout 
the Service the flow of work would be improved and staff on transfer from other 
Departments would adapt themselves more readily . This is a matter for the Manage­
ment Services Division. 

RECDMMINDATIDN 62 

THAT common procedures be standardised throughout the Public Service by 
the Management Service Division . 

235 . Foremost among the definitive requirements is some Public Service legie~ 
lation as explained earlier. The Constitution establishes the Public Service 
Commission and confers its powers . Outside the limited jurisdiction of the P.S.C. 
there is the full range of personnel administration which would be the province of 
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the proposed Ministry of the Public Ser vice. The new Ministry itself would be best 
constituted by a Public Service Act on the lines already mentioned. The Act would 
lay down fundamental principles for the development of a career service on a basis 
of efficiency and economy. 

236. Subordinate legislation would follow in the form of Public Service Regula­
tions setting out the more important administrative requirements for complying with 
the Act itself. 

RECOMMENDATION B3 

THAT the Public Service Act be followed by subordinate Regulations on 
administrative procedure and requirements. 

237 . Once the Public Service legislation is created, a complete revision of the 
General Orders should be undertaken joi ntly by the Public Service Commission and the 
Public Service Ministry. "Public Servi ce Manual" m;ight be a more appropriate name 
in the altered circumstances, especiall y . if it covers both Commission and Minis.try 
requirements. But if it is thought necessary for each of the two authorities to 
publish its own directives the title "Public Service Manual" could be used by the 
Ministry and General Orders retained by the Commission. (One of the directives in 
both manuals would require up-to-date annotation of distributed copies). The 
Financial Regulations; Stores Regulations and Tender Boards Regulations should also 
be revised and re-issued. 

RECOMMENDATION B4 

THAT personnel policies and practices be published in a Public Service 
Manual to be issued jointly or severally by the Public Service Commission and the 
Public Service Ministry. 

RECOMMENDATION BS 

THAT the Financial Regulations, Stores Regulations, and Tender Boards 
Regulations also be revised. 

238. Each Ministry should also produce a manual of its own, describing its func­
tions, how it is organised, what policies apply, what procedures are to be followed 
and what are the lines and levels of authority. In some Ministries an all-embracing 
compendium would probably be too big and too costly to issue to everybody if most of 
the staff were concerned with only a email part of it. In those cases, a series of 
sectional manuals would be more relevant and economical. 

RECOMMENDATION BB 

THAT all Ministries write or rewrite Departmental Manuals or Handbooks 
explaining the policy and procedure for administering their functions. 

239. The imperative need of a formal Code of Delegation has been stressed in 
Part I, or rather the need for two separate Codes. One of them would codify the 
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delegation of financial authority from Cabinet to Ministries and Permanent 
Secretaries; the other would .formalise and enlarge considerably the delegation 
of personnel administration from the Public Service Commission and the Public 
Service Ministry (jointly) to Permanent Secretaries and below. 

/240. Permanent Secretaries, in turnp would find it advantageous to compose a 
Memorandum of Delegation down the line. Evidence has come from several sources 
that Permanent Secretaries are not receiving the support they are entitled to ex­
pect and that a reluctance to take responsibility is all .too prevalent. This may 
be because it is less troublesome to "pass the buck" if the Permanent Secretary 
~ill accept it, or simply because the staff do not appreciate what discretion they 
are expected to exercise. In either case, formal delegation along with e'xplana­
tory guidance would put the matter beyond doubt. The Permanent Secretary should, 
of co~rse, insist that decisions be made at the level of delegated authority 
except for good reason. Since people usually rise to the occasion, no decline in 
quality of work need be apprehended as a result of delegation. On the contrary 
the standard is more likely to improve, especially in promptitude. 

241. Registers to record decisions made under delegation would be a desirable 
adjunct. Not only would they give the Permanent Secretary a necessary form of 
f ontrol but also provide the delegates with a ready reference to precedents. 

RECOMMENDATION 67 

I THAT delegation in terms of Recommendations 53 and 54 be subject to 
r easonable controls and safeguards. 

242. Unless there is some. policy objection, every Ministry should be obliged 
by law to submit annual reports through its Minister to Parliament, to give public 
.account of its stewardship in the interests of good administration. Presumably no 
such obligation can be imposed on the Public Service Commission but voluntary com­
pliance by the Commission would add much value to the system. 

RECOMMENDATION 88 

THAT every Ministry be required by law to make an Annual Report to its 
Minister for presentation to Parliament, and the Public Service Commission be 
invited to produce one also. 

243. The Public Service Ministry should produce an Annual Public Service Staff 
List as a valuable tool in day-to-day personnel administration and as an historic 
record of the Service. All staff should _be included in their Departments, occu­
pations and grades. The mechanics of production could be farmed out among all 
Ministries. Using the same type-face they would each supply the copy for the 
composite list to be printed by photolitho ,;process. 

RECOMMENDATION 89 

THAT an Annual Staff List be printed. 

244. The problem of overlap and confusion between the functions of the P.S.C. 
Secretariat and Treasury (Establishment).would be solved by transferring both sets 
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of functions to the new Public Service Ministry and sorting them out there. In tlle 
meantime there is not much point in trying to draw a clear line of demarcation be­
tween the two existing agencies. 

245. Contributory causes of delay are inadequate supervision and control. Senior 
people including harassed Permanent Secretaries despair of getting acceptable work 
from their subordinates and find it easier to do the job themselves, much. as they 
would like to concentrate on management and training. But, hard as it may be, they 
should make renewed efforts to delegate and train because a chief whose personal 
contribution is merely to coax a 75 percent effort from his staff gets many more 
work units out of them than one who lets them run down to 50 per cent while he does 
much too much hi mself. Some helpful techniques can, in fact, be recalled to mind. 

246. Dilatoriness begins with the arrival of mail in the office. It is sorted 
into folders, perused by the Permanent Secretary, sent to the Registry for 
attaching to the files, then delivered to the action section. That should happen 
tne same morning or afternoon but may take a few days. Thereafter it passes 
somewhat leisurely from desk to desk with nobody tracking it along or feeling re­
sponsible for it. Each man is clear of the matter as soon as he minutes the file 
to someone else. Understandably minuting is the practice, to excess. Several 
innovations are suggested to expedite the handling of business. 

247. A Correspondence Schedule should be introduced for each section leader. 
All letter.a and t.elegrams for his section · should be entered on the Schedule 
immediately they are received. As action on each letter is completed it is marked 
off the Schedule with initials and date. As far as .possible correspondence should 
be cleared within a week, i.e. Monday - Saturday, Tuesday - Monday, etc. 
Correspondence not cleared in that period_ should be struck off and transferred to 
a Delayed Correspondence Schedule. Delays in excess of a fortnight should be 
brought to the notice of the supervisor. Section leaders would control and ex­
pedite clearance of correspondence by daily reference to the Schedules. 

RECOMMENDATION 70 

THAT a system of scheduling inward correspondence, etc. be introduced to 
expedite attention to the subject matter. 

248. This system depends on someone in particular being named as "Action Officer" 
on each letter and thereby becoming responsible to see that it is fully and finally 
dealt with. He becomes, as it were, the "owner" of the' file, not a part owner with 
a negligible interest. Avoidance of delay is hie personal responsibility. 

RBCOMMBNDATIDN 71 

THAT an "Action Officer" be named to carry persono.l reeponsibilit:Y" for 
completion of each transaction. 

249. Perhaps the Action Officer is not sure what is the correct action to take 
on a letter. An Action Sheet or Procedure Sheet wi~l tell him. An Action Sheet 
is a "check list" of' the routine steps to be taken, b:y whom and in what sequence, 
for a particular t:ype of transaction. Printed or cyolcstyled stooka of these 
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sheets are kept in the unit and one of them is attached on top of the individual 
case file until all action on that case has been completed, initialled and dated. 
It serves as a transit guide in cases where the routine lends itself to this 
treatment. 

RECOMMENDATION 72 

THAT Action Sheets be used to expedite business by indicating the sequence 
of action. 

250. Minuting files should cease if it merely gets rid of them or contribut es 
nothing to the solution of the problem. If the Action Officer has a question to 
ask he should ask it in person and act on the answer; if he needs some further in­
formation he should phone for it or go and get it. Section leaders and supervisors 
should, by .example and injunction, disco~age needless, minuting. Any officer in 
the line who refers a matter to higher authority should be requir ed to sta te what 
course he recommends. 

RECOMMENDATION 73 

THAT no minuting be countenanced unless it contributes to the necessary 
elucidation or the solution of a problem. 

RECOMMENDATION 74 

THAT officers referring matters for decision should state what course t hey 
recommend. 

251·. Every Department should have an effective Follow-up system. Indeed such a 
system should be standardised throughout the Service. At present, if a letter or 
file is referred out of the possession of the "owner" (the Action Officer) it is 
likely to be lost sight of, and forgotten. In short-te:i;:m cases, the Correspondence 
Schedule will be adequate as a follow-up device. In longer term cases a "Bring Up" 
slip or desk diary should be used in additi on. Bring-up sli ps themselves should be 
entered on the Correspondence Schedule on the day they come up, otherwise they too 
may vanish without trace. 

RECOMMENDATION 75 

THAT effective follow-up systems be standardised for use by all Departments. 

252~ The Desk File is another aid to efficiency~ It is a file, kept a t the desk 
of each officer, which sets out his duties and . the action involved in each duty -
rather like a collection of Action Sheets. A newcomer to the desk can quickly 
settle in and perform the duties because t he steps are recorded for him in 
telegraphic form in the Desk File. 

RECOMMENDATION 78 

THAT a Desk File of duties and actions be prepared for ready reference. at 
each post. 
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253, Some criterion by which to judge whether the quantum of production is reason­
able would be helpful to supervisors in managing their staffs, and to officers con­
cerned with fixing complements. The usual technique is to work out by calculation 
from experience or by work study a set of "output standards" or "norms". This is not 
a pressing need, least of all in small uni ts, but is nevertheless a re.finement that 
serves a useful purpose. Some Public Services have incentive payment schemes for 
.certain repetitive work and use the "norl'\11 as the zero line in the scale of bonus 
rates. 

RECOMMENDATION 77 

THAT output standards or norms be compiled as yardsticks. 

254. The Public Service Ministry, on ~aking over the 0 & M unit, should expand it, 
Pll.t the members through a proper course of training, and set them a construotive pro­
gramme of assignments, preferably of service-wide application. Registry systems are 
a good example. Departmental systems are far from uniform and others vary a lot in 
their efficiency. The best system should be identified and standardised. It may be 
a synthesis of best elements from several Departments. 0 & M can tackle this kind of 
exercise and produce a Public Service Handbook on Records Management. · Other studies 
and other handbooks would follow in due course and the Public Service Ministry would 
thus exert its influence in raising the general standard of Departments to the level 
of the best. 

RECOMMENDATION 78 

THAT the 0 and M Section be expanded and assigned a constructive programme 
of service-wide ' work studies and similar tasks. 

255. The 0 & M experts are not the only potential source of ideas for improvement 
of methods. The staff on the job often have ideas too, and are certainly more 
numerous. But staff in general are inclined to .·disbelieve that their ideas are 
really welcome, so they refrain from offering them. If this scepticism is dispelled 
a flow of new thinking on work methods ca'.n be stimulated. This would be a good thing 
not only for the value of the ideas themselves but also for the sense of partici­
~ation engendered in staff at the operational level~ ' The desire to participate can 
be satisfied by introducing a well-conceived Sugge~tions Scheme. It is not enough 
to issue a bald notice that suggestions are invited. A-formal Scheme should be de­
vised in consultation with the staff organisations, inaugurated with convincing 
publicity and promoted assiduously thereafter. An ·9ffective Scheme can be based on 
a few simple principles, viz: 

(a) it will be centrally administered (by the Public Service Ministry); 

(b) all suggestions will be promptly transmitted to the central point; 

(c) they will be registered and numbered there; 

(d) they wi ll be acknowledged immediately; 
r . 

(e) they will then be evaluated by the right experts; 

(f) on the basis of the evaluation the central agency will adjudicate on 
them and, if adopted, make an award ranging from commendation to a 
cash payment. 

. 
• ·. 



- 71 -

An overseas scheme of this na t ure had the effect of increasing the number of sugges­
tions from 6 the year before to 5767 in the sixth year after, and corresponding 
awards from nil to G $12,500. 

RECOMMENDATION 79 

TRAT a convincing Suggestions Scheme be devised and promoted continuously 
throughout the Service . 

256. To impress staff that the Scheme is genuine, all sugge stions can be pub­
lished concisely in classified groups, (Accepted, Not Accepted, etc . ) toget her with 
the awards, at quarterly intervals in the Public Service Official Circular mentioned 
later. If the originator of a suggestion prefers his name not to be published , 
"Anon" can be substituted. 

257. Innovations in one setting are often valid in other settings . To ensure 
that they are applied wherever relevant throughout the Service it is wor thwhile 
publishing an annual Catalogue of Accepted 0 & M Ideas And Suggestions . 

RECOMMENDATION BO 

THAT innovations from accepted ideas in one Department be applied by the 
Public Service Ministry to other Departments, anl be publicised throughout the 
service to stimulate fre sh ideas. 

258. It has been said that "that which is not inspected deteriorates" , and it is 
as true of the Public Service as of other industries. In Guyana the Public Service 
has grown in a few short years from an elementary Colonial administration to a 
Service of such size and complexity that it can only be supervised by remote control. 
Delegation, as explained, is imperative; and where there is substantial delegation 
it must be supervised and controlled by inspection and other methods .' The time has 
therefore arrived for the ins titution of an inspection system. 

259. Both external and internal inspection$ are envisaged. Departments would be 
"inspected1' by the Public Service Ministry's lnspectors both sectionally in the 
course of everyday contact and comprehensively in full-dress reviews every year or 
two. They would also be "inspected" (again fG>r want of a better word) by their own 
supervisory staff pursuant t--o an officially p:rescribed internal check routine. As 
regards accounting work, the internal check w0uld need to be sys tematic and regular , 
and meet with the approval of the Accountant-General and Auditor-General. Within 
agreed limits these officials might accept internal check in lieu of their own 
checks, subject to proper certificates . In reigard to clerical-cum-administrative 
work, the internal check would be of a more informal and random kind . The "account­
ing" aheck would be in the _ nature of an audit and -~he "administra tion11 check more of 
a supervisor's way of satisfying himself as to the true state of affairs. 

260. For full-dress inspections it is useful to have a standard Inspection Check-
11ist so that all the significant aspects of efficiency and economy are examined. 
The Check-List would have to be drawn up and introduced by the Public Service Minis­
try. 

261. The Public Service Ministry should arrange for all Mini s tries to a llot in­
spection duties officially to selected personnel so that at least one person in each 
of them is charged with the responsibilit~ to carry out internal checks or 
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inspections to the extent laid down. Likewise the Public Service Ministry should 
decide what full-dress external inspections its own Inspectors are to make each 
year. 

262. In days gone by, inspection reports were notoriously censorious ano 
destructive. Inspection of this sort should be avoided in Guyana. It has no place 
in the concept of inspection today. On the contrary an inspector should be 
£.Q!!Structive and instructive, correcting faults and making adjustments on the spot 
with a minimum of paper work. His reports should be a record of things put right 
in this way, or still to be put right, rather than a categorical "run down" on 
every item in the Check~List. Consequently the reports would serve as agendas for 
requisite action, and as a means of verifying the action later. 

263. A copy of every full-dress report, internal or external, should be sent to 
the Public Service Ministry. 

RECOMMENDATION 81 

THAT both external and internal inspection of personnel and performance 
(i. e . efficiency audits) be instituted throughout the Public Service on lines to 
be laid down by the Public Service Ministry. 

264. Scope for improvement is usually to be found in the method of preparing 
reports and replies to correspondence. Draf ting by hand is still a favoured method 
and has the advantage that the draft can be corrected before it is typed. On the 
other hand it is a s low process, perpetuates "officialese" and does not develop 
the writer's confidence. Dictation cultivates a more natural free-flowing style • 
.However this is not a subject on which to be too insistent. Suffice it to say 
that where dictation is the practice, regularity is to be commended. If an officer 
habi tually dictates fir'st thing every morning he will find it much easier t o "keep 
on top" of his work. The typed letters, etc. will come to him before the end of 
the day for signature and despatch, and a sense of urgency thus develops in him. 

265. The value of tape recorders for dictation has not been overlooked but, 
like the value of mechanisation in general, is not so relevant as in countries 
where the Public Service is much larger , and the unemployment problem less acute. 

RECOMMENDATION 82 

THAT dictation be encouraged by deliberate means and practised at regular 
times each day. 

266. Incidentally, letters. still begin with the abrupt salutation "Sir", con­
tinue in the worn out (and . untrue) phraseology "I am directed to refer to your 
letter •••• " and end with the insincere assurance "I have the honour to be, Sir 9 

your obedient servant", This ritualistic style seems out of tune with the world 
of reality and it would be more appropriate, and establish better rapport, if it 
we~e discarded in favour of something more natural and human, such as "Dear Mr. 
Brown, Thank you for your letter. etc. Yours sincerely, •••• " 

RECOMMENDATION 83 

THAT a modern friendl.y s.tyle pf correspondence be used in place of 
archaic elegance. 



- 73 -

267. Among the miscellany of matters which usually repay critical examination 
by 0 & M are transcription, design of forms, and degree of checking. Hours can be 
spent on transcription where one clerk copies details from an application form to 
an index card and passes it to another to enter in a register, and to yet another 
to make out a certificate or grant or receipt. Not only are time and money wasted 
in the process but also the risk of error is multiplied by the number of times the 
original is re-copied. Transcription is largely avoidable by designing forms in a 
no-carbon set that "register" with one another and thus serve all purposes from 
beginning to end of the transaction. The one writing or typing on the top form 
penetrates to the other forms in the set and completes the job at one strike. 
Ingenuity in the design of forms can achieve other economies as well, and should 
therefore be one of the special tools of the Public Service Ministry in its quest 
for efficiency. 

268. Checking, often but not exclusively associated with transcription, can also 
be carried to excess . Checking of every single item is not always necessary and 
costs more than it is ' worth, for several reasons: the average incidence of errors 
may be too small to warrant it; machines (even if no more than typewriters using 
"registering" forms) may perhaps do original and counterpart work, and obviate 
checking almost entirely. An analysis of items often points the way to a selec­
tive system of checking. High value items, usually few, should still be checked 
individually, medium value items at random, and low value items, usually the 
majority, could be given the most perfunctory scrutiny if not ignored altogether 
since errors .in that sector may be inconsequential. In any case the overs and 
tillders will tend to cancel each other out. 0 & M should look for opportunities 
to apply graded checking of this kind. 

RECOMMENDATION 84 

THAT transcription, checking and design of forms be listed among the 
subjects for 0 and M attention. 

269. A few specific procedures that have come under notice are worth mentioning. 

270. Apparently rent demands are not issued to tenants of leasehold land and in 
one district the arrears were twice the annual dues. Tenants call and pay at the 
office whatever and whenever they can. If each tenancy were recorded on punched: 
cards it would be a simple matter to produce individual rent demands for mailing 

!before due date, together with a tabulation of all cases for control purposes. At 
present the method of ascertaining what a tenant has paid and how much he still 
owes i.s to search iaborlously through. his file. 

IRECOMMENDATJON 85 

THAT rent demands be produced (from punched cards) and issued to all 
lessees. 

271. Most public servants are on a long ealary scale of annual increments. But 
the increments are not paid until affirmatively and individually authorised by the 
P.S.C. Secretariat or in the lower grades by Departmental Head. Increment certifi­
cates (two copies typed separately, not simultaneously by carbon) are prepared in 
the Department for every officer and ~ent to the P.S.C. along with the Confidential 
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Report. Both copies are signed - one to tne Department and the other to the Ac­
countant General - as authorities for payment. (As it happens, the authorising 
officer in the P.S.C. is on Scale Al4, well below the grading of even Assistant 
Secretaries - A2, in the employing De~artments.) No cogent reason is known why incre­
ment certificates should not be abolished altogether and annual increments paid 
automatically unless deliberately stopped by the Permanen~ Secretary in particular 
cases; in other words why the "exception principle" should not be applied. 

RECOMMENDATION 86 

THAT salary increments be paid automatically unless specifically stopped in 
particular cases. 

272. Confidential Reports are made on almost every officer every year. The time 
involved can well be "imagined. Moreover reporting systems have anything but a 
tonic effect on s taff morale as they crea te suspense, apprehension and disappoint­
ment. The reports are viewed by the controlling authorities as a necessary evil and 
by the staff as an unnecessary judgment . The question is whether, on balance, per­
sonal reports are really necessary so often. If they we~:e spaced at intervals of 
18 months or even two years, would anything of significance be lost? Undoubtedly 
something would be gained - in time and cost, and in relief from emotional strain on 
both Permanent Secretaries and ~heir staffs. The frequency of reporting is deserv-
ing of reconsi deration. 

RECOMMENDATION 87 

THAT Confidential Reports be made biennially inst.ead of annually. 

273. The practice of advertising "impending'' vacanciel;l is occasional rather than 
general. In most cases vacancies are not advertis ed until they occur, with the 
inevitable result that they remain vacant t'or an .appreciable time. Arrangements 
should be made for the adverti s ing of impending vacancies to be the universal 
procedure. As soon as notice of resignation OJl' retirement is received, the Per­
manent Secretary should initiate action to advertise the post, thereby reducing the 
vacancy gap by at least a month . 

RECOMMENDATION BB 

TBAT impending vacancies be advertised immediately they become known. 

274. The question of filling "consequential" vacancie.s at the same time as 
"prime" vacancies is raised for consid.eration. In Guyana there would be diffi­
culties but the advantages might outweigh the ~bjections. When n vacancy in Minis­
try X is advertised there is a fairly s t rong presumption (how strong is ascertain­
able from a study of the records) that it will be filled from within the same 
Ministry. Generally speaking, the only posts that are inter-Departmental are those 
of Permanent Secretary, Principal Assistant Secretary and Chief Accountant. On the 

I 
assumption, then, that someone in Ministry X, in,the rank below t ne vacant post, will 
succeed to it, candidates could be invited to apply for the advertised vacancy with 
the real motive of being considered for the consequential vacancy. In Services ' 
where this procedure is the rule it is well understood and operates satisfactorily. 
Vacancy No. 1 and consequential vacancy No . 2 are filled simultaneously, with 
obvious advantages. The impediments in Guyana would seem to be the convention that 

'. 
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the full duties of a post must always be advertised and the impossibility, not to 
say impropriety, of predicting what consequential vacancy will occur (so that its 
duties may be advertised in the same Notice); also that more applicants, further 
down the scale, will be drawn into the field and the number of interviews will 
probably be doubled. · Nevertheless, if some modification could be entertained of the 
system of advertising duty lists and relying heavily on short-list interviews, then 
a policy of filling consequential vacancies along with origina l vacancies would be­
eQme feasible . 

RECOMMENDAT I ON 89 

THAT consequential vacancies be filled at the same t i me as the prime 
vacancies as often as possible. 

/ 275. Va~ancies are advertised inside the Public Service by individual Vacancy 
Notices and publicly, if necessary, in abbreviated newspapers advertisements and the 
Official Gazette. Each Vacancy Not i ce is lengthy and has to be stencilled and run 
off in quantity for issue to Departments . This year 59 such notices have been 
issued up to 26th October. An alternative is suggested; that a Public Service 
Official Circular be published on a fixed day each week. The · P.S.O.C. would promul­
gate Vacancies, Appointments and Notices (e. g . instructions, announcements, exhorta­
tions, etc.). It would replace the steady stream of individual vacancy notices, 
would give official notice of appointmen~s and obviate . the need for separate advice 
to each unsuccessful applicant, and would widely publicise the various other notices. 
The same type-setting could be r5)-used in the Gazette whenever public advertisement 
was desired. Again, howev~r, such an innovation would depend on a willingness and a 
vay to cut out the duty lists from the advertisement. The P. S.O.C. would simply be 
arranged as follows:-

VACANCIES 

Vacancy Ministry · Vacant Post Grading 
Number 

. ---· - . 

49 Labour Personnel Officer . Al3 

50 Health Nursing Supervisor Al6 

In a constant preamble, i.e. reprinted every week, the P.S.O.C. would s et out the 

/
standard conditions to be observed, e.g. closing date, availability of duty lists 
for inspection, obligation t .o use official application form, applicants . to be not 
more than two grades below, immediate consequ~ntial vacancy (if in same Depart-

/ 
ment) to be filled unless indicated othel'Wise ~; all .:appointments to be notified in a 
later P.S.O.C., etc. In exceptional cases some .description of the job will need to 
be given. It should be sufficient to indicate i :t, in tabloid form, in a numbered 
footnote. As there is an approved list of dut:ies on record for every post, intend-
i.fig applicants should be informed in the P.S.0.C. preamble that they may inspect 
the list at either the Department or the OffiCe of ' the Commissi6n. 

RECOMMENDATION 90 

THAT a weekly "Public Service Official Circular" be published to notify 
vacancies, appointments .aµd instructions; and that individual advertisements 
·and r~piies· to 'B.:P:Pu~ants -b.e abolished. 



- 76 -

I I I. TRAINING 

A. Training Organisation 

276. The Ministry of Education and Race Relations is responsible for all aspects 
of training in and for the Public Service. The Minister of Education is assisted 
by two Committees , viz: 

A. Training Advisory Committee: to advise on training policy• and 
nominations for training cotirses. Ministries represent ed are: 

B. 
ship awards. 

Education (Chairman), 

Finance (Establishments), 

Economic Development, 

Office of the Prime Minister, 

Public Service Commission Secretariat, and 

the Training Officer is Secretary. 

Scholarship Selection Committee: 
Ministries represented are: 

Education (Chairman), 

Finance (Establishments), 

Office of the Prime Minister., and 

the Training Officer is Secretary. 

to make recommendations for scho1lar-

277, Within the Ministry of Education is a Training Division headed by an officer 
at . present just below Principal Assistant Secretary designated Training Officer who 
is responsible for training matters. The Division is organised to handle internal 
training through its own Treining Centre, run by an Assistant Secretary as Training 
Officer, and external training through universities and institutions outside the 
Publ:l-o Service (see organisatio;n chart at Annex I). 

278. The Training Division administers the Public Service Training Rules drawn up 
in 1965. Rule 3 runs as follows:-

"Without prejudice to the duty of Permanent Secretaries to organioe 
training for the staff of Ministries, tli.e responsibility for ad­
vising the Government and the Public Service Commission shall rest 
with the Training Division." 

The reputed duty of' Permanent Secretaries (not defined elsewhere) is "to organise 
training", which is an execu:tive function. But the .Rule goes on to imply that 
execut~ve decisions lie with the Government and the Public Service Commission , as 
it says the Training Division shall be their adviser, This Rule needs clarification. 
Indeed it would best be rewritten because training is ~ot , in fact, a constitutional 
responsibility of the Public Service Commission at all. The re-writing, however , 
should await the creation of the Public Service Ministry as that should properly be 
the source of training policy, direction and control . 

279. The Mills Report (1953) said the Public Service Commission should be 
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responsible for t raining. The Linsell Report (1966) points out that "in most Ser­
vi ces it is the Public Service Commission which conducts training courses" and that a 
(1965 ) · United Nations Mission to Jamaica recommended that training be placed there. 
I n Guyana the Public Service Commission itself advocates the same principle on the 
grounds tha t t raining is a qua:lification for promotion in, or appointment to, the 
Public Service , and therefore whoever selects people for training i .s, in effect , pre· 
s electing them fo r promotion or appointment. This, the Commission believes, should 
be i ts sole prerogative. While this argument is persuasive it cannot be carried too 
far or it would precl ude a Permanent Secretary from imparting training to any of hi8 
officer s l es t he precommit the Public Service Commission to promote them ahead of 
others ; or prevent one Ministry from training its staff until all Ministries were 
ready to do likewise , s o tha t all Administrative Assistants, for example, could com­
pete for pro.motion on equal terms. However , the point appears to be purely. academic 
as the Commission's functions are defined by the Constitution and training is not one 
of them. The trai ning function could, of course, be transferred to the P.S.C. 
Secretariat by order of Cabinet but that would still not confer jurisdiction on the 
Commission itsel f. In regard to matters that are ultra vires the Commission , its 
Secretari at is a s eparate organ and not subject to Commission direction. So the 
Secr etariat would t ake the training responsibility and discharge it independentl y of 
the Commission , j us t as it does (or is supposed to do) in regard to all its other 
responsib~lities a par t from appointments , removals and discipline . Training would 
s imply become an additional item among the personnel administration functions of the 
Secretariat, a l l of which seem more.fittingly to belong to the proposed Public Ser­
vice Minis t ry. To avoid disruption, training should remain the province of - the 
Ministry of Education unt il the new Ministry is established and rea dy to t .r:1ke over . 
Even then the Prime Minister could, if he thought fit, leave Public Service· training 
t o be carried out under hi s general guidance by some other Minister, as in the case 
of defence and external affair s. 

RECDMME NDATiDN 91 

THAT t he Public Service Training Rules be revised when the Training Division 
is transferred to the new Public Service Ministry . 

280 . The Training Division of the Ministry of Education has two main concerns: 

(a) internal training; 

(b) external training; 

and t he work r atio of the former to the latter is about 1 : 3. 

281 . Internal t raining conducted by the Training Division (as distinct from 
B\ermanent Secretar ies ) has so far been focussed on induction courses for 20 or so 
c ler i cal entrants each time . These run for four or five weeks (mornings only) at the 
Publi c Service Training Centre. In these Courses the Centre, with a capacity of 250 
a year , has worked through a three year back: log. Against this, the clerical intake 
J ight be only 50 a year. Even with present understaffing there seems to be latent 
apacity at the Centre , but it will diminish i f courses are started for supervisors, 

accountant s and other Service-wide categories. 

8 . In ter nal Traini n g 

282. Internal t r aining·is sub-divided into inter-Departmental training and 
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Departmental training. A successful beginning, but only a beginning, has been made 
with inter-Depar tmental training. In the majority of Departments the surface of 
their own in-service training is virtually unscratched. Hence much remains to be 
done. 

283. In the inter-Department al area, the Training Division hM drawn up a list 
of central training courses, as follows:-

r; 

Administration, Management 
and Supervision. 

Central Training Courses: 
Programme of Staff 
Training . 

Administrative Cadets. 

Depar t mental Instructors. 

Personnel Officers. 

Statist ica l Clerks. 

Office Procedure (Registry, 
Files etc.) 

Public Service Training Forum. 

Work St udy . 

National Training Schemes out­
side t he Public Service. 

Inducti on courses for New 
Entrants. 

Course for Diplomatic 
Personnel. 

Account ing Officers. 

Local Training for the 
Public Service. 

Introduction of New Form of 
Annual Confidential Reports and 
Related Staff Reporting Instructions . 

Young Officers in Berbice. 

Indust~1al Relations . 

Secretari es. 

Superintendents of Typists . 

Ci vil Service St aff Relations -
Trai ni:rJ.ts Offic~:r§. 

Pala.ntype Oper~tors. 

Private Secretary's Certificate. 

Organisation and Methods . 

Steno-Reporting Work. 

Government Supervisory Personnel. 

Per §on.nel. Man.aeement. 

Vocat i onal Training in Hotels and 
Catering Industries by German 
Expert. 

284 . Some difficulty is being experienced in getting any of these courses under 
way, sorely.needed though they are. This unfortunate stalemate will continue 
until the Training Officer's staff (one Administrative Assistant on internal tr~in­
ing) is strengthened-by the addition of an Assistant Secretary. Making this 
recommendation the Linsell Report mentions a 1965 estimate that 12 officers (ex­
cluding clerks) were required in a similar situation in Jamaica. One more post is 
not likely to be the answer to 'the local staffing problem; nevertheless, it will 
help to get things ~oving, and the final staffing requirement can be ascertained 
empirically, by degrees. The important thing is to equip the Division to plan and 
inaugurate its programme of central courses in the shortest time possible. All of 
them are urgently needed to instil proper attitudes and increase productivity. 
Probably nothi ng in the administrative sphere will do so much to revitalise the 
Public Service in spirit and efficiency. 

285 . The Li nsell recommendation that the Training Officer ' s designation be changed­
to Direct or of Training with the status of a Head of Department is also supportedo 
It ~ould fi t quit e well into the organisational pattern of a Public Service MinistriJ 
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and indicate the significance attached to training for the new era. 

RECOMMENDAT I ON 92 

THAT the Training Officer's designation be changed to that of Director of 
Training and his Division be equipped with staff and resources to discharge its full 
responsibilities. 

286. The second type of internal training is Departmental training, i.e. training 
within each Department , on or off the job, to perform the everyday tasks. Training 
of this kind is too often skimped or neglected though the value of it is universally 
acknowledged . Public Servants should be taught their " trade" whether they be ac­
counts clerks , cashiers, correspondence clerks, registry clerks, or whatever. But 
they are usually left. to learn on the job as best they can. Learning by experience 
is only part of the learning process and , on its ovm, is extremely wasteful. Sound 
tuition can supplement and accelera te it dramatically. Probably everyone concedes 
this quite cheerfully. Yet very little is done. about it. Apart from the systematic 
Departmental training carried out in Audit , Customs , and Post Office there is 
scarcely any Departmental training worth the name anywhere in the Public Service. 
This is a pi_ty, because brisk formal "trade" training in every Department would be 
the quickest and best corrective of any apathy , slackness or incompetence that may 
be in evidence. 

287. The reasons given for official neglect of the training obligation are that 
everyone is too busy to give tuition and there are too few people to be trained any­
way. These are mitigating circumstances but not admissible excuses. Training~ 

be done with the right attitude and organisation. The "attitude" should be to 
regard training as an investment of time and not a was te of time. The "organisation" 
should be to spread the task in terms of trainers and intervals of time so that it 
does not bear too heavily oh anyone in particular. 

288. The Director of Audit, for one, finds it possible to run a well-planned in­
ternal training programme. About lt hours are devoted to it every Saturday, the 
lectures being given by selected members of the staff in turn. He himself takes some 
of the t~aining sessions. Other Ministries could be recommended to study his scheme. 

289. Training is a supervisor's duty, a part of supervision, and any supe~visor 
doing his job does in fact impart it in some fashion or other. But it is desultory 
and unplanned. If only the same time that the supervisor spends correcting mistakes 
were devoted to formal training, both he and his staff would be better off and none 
of them taking time out . 

290. A resolute effort, therefore , should be made in every Department to identify 
"trainable groups" or even individuals, and then asc_ertain their _ "training needs". 
The most expert person in each "trade11 :Could fairly quickly draw up a curriculum 
and plan a series of instructional sessions either in class or at the desk. The 
sessions could be short, sharp bursts of training and probably all the better for 
that. If there are several sections engaged iri the same "trade", all the section 
leaders could be used in rotation to give these. short talks . They would be surprised 
how much they themselves would learn from theit own teaching. The innovation of 
really serious Departmental training should be ~introduced by an inspirational pep 
talk by the Permanent Secretary to get everybody involved and in the mood. 

291. The ideal ~rould be to appoint a Training Officer in every Ministry to plan, 
organise and direct the internal training; but the scale is probably not large 

l)Yj 
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enough to justify it. Nevertheless, this co-ordinating role 
· time to some senior official as one of his specific duties. 
pensating reduction of his responsibilitie~ could be made by 

should be assigned part 
If necessary, a com­
re-allocation of duties. 

292. Needless to say the training to be carried out by Ministries in this way 
should be stimulated, guided and assisted by the Training Division (of the Public 
Service Ministry). The Division should be responsible to see that adequate Depart­
mental training is provided in whatever way is most appropriate for each "trade". 

293. The usual control device is a training card that follows each trainee through 
his courses and records the formal instruction he receives. 

294. Internal training appears to be the Cinderella comJared with external train­
ing notwithstanding that internal training is the type most likely to help the Ser­
vice regain its esprit de corps. On the other hand experience elsewhere suggests 
that training schemes often depend for their success on carrots or sticks because the 
number of people who will submit to training out of sheer love of efficiency is not 
great. Training is therefore an area where incentives and sanctions could be applied 
as advocated earlier. 

RECOMMENDATION 93 

THAT the proposed Public Service law place a duty on Permanent Secretaries, 
in consultation with the Training Division of the Public Service Ministry, to arrange 
courses (if warranted) or .other suitable training to improve the efficiency of the 

·• staff in the execution of their current duties and to fit them for promotion. 

RECOMMENDAT I ON 94 

THAT (if not unconstitutional) the Public Service Regulations require a 
statement of satisfactory training to be supplied before the appointment of a 
probationer is confirmed. 

RECOMMENDATION 95 

THAT the inter-Departmental courses mentioned in paragraph 283 be planned 
for commencement early in 1967. 

RECOMMENDATION 96 

THAT "trainable categories" nnd "training needs" be identified and "trade" 
training be instituted forthwith in all Departments. 

·C. External Training 

295. At any given date the Guyanese Public Service has a large number of its 
officers in training overseas • . According to the : Linsell Report, during the year to 
last June, 118 senior Government Officials were sent on various courses averaging 
four months, mainly to Britain, America, Canada and the Caribbean. In regard to 
external training, Guyana must have one of the most highly trained Services in the 
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world. The fact is not revealed solely by the statistics: it is self evident to 
observer on short acquaintance. The intellectual and academic level of Guyanese 
public servants ensures that the end-product of their work is first class; . but 
somehow it emerges all too slowly. This could be ascribed perhaps to a certain 
lack of confidence in making decisions~ as already surmised, but undoubtedly also 
to the almost total default of Departments and the Service as a whole in providing 
internal training. , The point to be taken is not that external training should be 
replaced by internal training but that, unless balanced by internal training, it 
tends to be wasted. In the passing phase of the moment, the internal training 
should, of course, be exhortatory and inspirational as much as vocational. 

296 . In October the Training Division invites Permanent Secretaries to submit 

'

proposals for external training for the ensuing calendar year. A distinction is 
made between "esseni;ial" training and "desirable" training and "permitted" ·training. 
Essential training must be "fully justified" an9, endorsed by the Departmental 
Minister. The Training Advisory Committee considers the proposals and makes re­
commendations to the Minister of Education. If the nominee is a public servant 
(some are not) his nomination is referred to the Public Service Commission for 
approval. The Commission's qualms over this procedure have been men.tioned in para­
graph 279 with a suggestion that the jurisdiction be transferred from the Ministry 
of Education to the Public Service Ministry. Full pay leave is granted for essen­
tial training, half pay for desirable training and no pay for permitted training. 

297. The Training Division should, wh;_le continuing meanwhile to operate the 
overseas training programfile in association with the leave privilege, embark on a 
study of the real training needs of Departments (i.e. divorced from the leave 
privilege) so that the best utilisation might be made of special (University) 
schools which seem likely to emerge throughout the Caribbean in medicine, l aw, 
agriculture, mining, business management, engineeringp etco 

RECOMMENDATION 97 

THAT the Training Division survey the external training needs of Depart­
ments on the basis of "public interest" (i.e. divorced from the long leave 

!privilege) and endeavoilr, as opportunity offers, to make that the criterion for 
/selecting personnel for external training. 

296. Now that a Public Administration faculty exists at the University of Guyana 
the liaison already established between the Professor and the Training Division 
should be formalised for the mutual benefit of both institutions. Their .tentative 
discussions on what kind of forum should be provided for public servants to meet 
and discuss public administration should be brought to fruition. An Institute of 

!Public Administration has been mooted and wouia serve the purpose admirablyo 

RECOMME NDATION 98 

THAT the Training Division formalise its association with the University of 
Guyana for their mutual benefit and 9 as an early topic, consider what forum (such 
as an Institute of Public Administration) should be crea ted to enable public ser­
vants to study and discuss public administration. 

1/31 
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IV. CONCLU S IO N 

299. This survey, as intended, is no more than a reconnaissance to isolate areas 
where improvements could be made. It is implicit in the report that the recommenda­
tions, if approved in principle, will need to be implemented, after more detailed 
examination, in a planned and controlled way by a " follow up" team . If advice and 
help is desired in specifying the kind of expertise bes t suited to the task and in 
recruiting overseas expert s to serve with Guyanese counterparts it will be readily 
forthcoming. 

300 . Guyana is fortunate in the intrinsic qua lity of its Public Service, notably 
in the senior administrative and professional echelons . Ministries are headed by 
'tble and dedicated Permanent Secretaries and s t affed by people of good education and 
~o tential. In general the structure of organi sation is sound and quite defensible 
on t he reasoning whicli brought it into being. What the Public Service appears to 
lack at the 'moment is an air of elan and confident techni que . This is understandable 
in the light of recent events and is doubtless a passing phase. It is accentuated 
by the serious los s a few years a go of middle grade staff who s e accumulated ex­
perience will take quite some t ime to replace . The recommendations in this report 
are designed to accelerate the day as far as administra tive measures can do so • 

. . 
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SUMMARY OF RECOMMENDATIONS 

I. ORGANISATION 

RECOMMENDATION t (fol lowing para . 19) 

THAT the administrative principle that Government business should be 
organised by major purposes into the minimum number of units should be borne in 
mind in view -

(a) of the risk of spreading limited trained and experienced personnel 
too thinly among the units, 

(b) of the additional demands on such personnel for consequential co­
ordinating units, 

(c) of the additional demands made on and for district staff. 

RECOMMENDATION 2 (following para. 20) 

TH.AT the functions of units (ministries and departments) should be specified 
with care and precision; excessive compression in the pursuit of tidiness is self 
defeating and does not give the Public Service the knowledge on which to base action. 

RECOMMENDATION 3(followlng para. 22) 

THAT Rules of Business of the Government of Guyana including the delegation 
of powers to ministers, procedures to be followed on differences between ministers, 
requirements of concurrence of control ministers when proposals involve planning, 
financial or establishment considerations should be frmned. These would, in fact, 
be the first chapters of the Delegation Code separately recommended later . 

RECOMMENDATIONS 4 to 7 (following para. 23) 

RECOMMENDATION 4 

THAT when a number of units deal with a major purpose e.g. Transport, 
coordinating arrangements are essential and specification , of their functions and 
power is as important as of the functions and powers of the units to be co­
ordinated. 

RECOMMENDATION 5 

THAT informal coordination (of the type Qf the weekly meetings between 
the Permanent Secretaries of Economic Development and Finance) has a valuable 
part to play and should be extended wherever possible. 
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RECOMMENDATION 6 

THAT wherever possible coordinating bodies should be authoritative; that 
is, units should be represented by persons able to commit their units. 

RECOMMENDATION 7 
\ ' 

THAT coordinating bodies seldom function sufficiently well to cur_e com­
pletely the adverse effects on decision making of too many cooks stirring the same 
broth and are not a substitute for organisation by .major purpose. 

RECOMMENDATIONS Band 9 (foll owing para. 26) 

RECOMMENDATION B 

THAT the three main control functions, Establishments, Finance and Planning 
and Development should be separate, and each should form a separate portfolio. They 
need to be adeq,uately staffed as delays in them affect all ministries in a snowball­
ing way. 

RECOMMENDATION 9 

. THAT both Establishments and Planning, by their nature require the support 
of, and t o be located close to, effective political authority, if they are' to be 
successful. They frequently are located in the Prime Minister's (or President's) 
Office. In the existing circumstances of Guyana this is particularly necessary. 

RECOMMENDAT I ON 10 ( following para. 35) 

THAT Permanent Secretaries should meet regularly as a Committee to discuss 
problems common to themselves and to the administration, the Convenor and Chairman 
being the Permanent Secretary of the Public Service Ministry. 

RECOMMENDATION lt (following para. 36) 

THAT there should issue to all Permanent Secretaries and Ministers, on first 
entering office, a brief explanation or development of their respective positions, 
developing the meaning of Article 45 of the Constitution. 

RECOMMENDATION 12 ( following para. 39) 

THAT the posts of Permanent Secretaries should not be restricted to the 
generalist clerical administrative stream but should be open to all possessing the 
requisite qualities. The most important of these is general administrative 
capacity, in view of the interchangeability of Permanent Secretaries. The neces­
sity of utilising scarce technical or professional skills most advantageously shoul~ 
also be borne in mind. 
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RECDMMENDATIDN 5t3ta 21 (following para. 59) 

RECOMMENDATION 13 

THAT the creation of new public corporations should only follow a careful 
investigation of the area for such a creation and a finding of positive advantage 
~n so doing in terms of increased capacity, weighing all relative factors. The 
!actors include:-

(a) a proliferation of such corporations has the same effect as an increase 
in administrative units in spreading available talent thin. 

(b) it also leads to an increase in the proportion of decisions needing 
inter unit clearance, and hence to an increase in coordinating 
mechanlsms and consequent delay in decision. 

(c) it could facilitate the development of areas of patronage, the effect 
of which on the public image of government should not be underesti­
mated. 

RECOMMENDATION 14 

THAT the investigation should result in detailed and precise decisions on 
f Re functions of the proposed corporation, on its relationship with functions 
exercised by existing units, and on its capita l structure and financia l l~mitations 

and these should be incorporated in the Order creating it. 

r ECOMMENDATIDN ~S 

THAT a review of existing corp,orations on the above lines should be carried 
out urgently. 

RECOMMENDATION 16 

THAT the degree of autonomy of corporations ·in respect of "housekeeping" 
(i.e. scales of pay, staffing) should be reconsidered and ar~angements provided for 
avoidance of competitive bidding for rare staff through the coordination of condi­
tions of service. This might be the responsibility of the Managerial Division of 
the proposed Public Service Ministry. 

RECOMMENDATION 17 

THAT Corporations should be subject to a greater degree of financial 
responsibility for .their activities tha n exists at present. Where possible they 
should (except when their activities are not ca}lable of costing) be capitalised, 
commercial t ype accounts a sked for, and some sort of profitability condition 
attached. 

RECOMMENDATION 18 

THAT the limitation of the number of officials on the Boards of Corporations 
to a single member should be removed, if necessary by amendment of the Public Cor­
porations Ordinance. 



r1~ 
- 86 -

RECOMMENDATION 19 

THAT whenever new corporations are created for the exercise of functions 
presently carried on elsewhere, the possibility of compensating reduction of 
ministers or their components should be considered. 

RECOMMENDATION 20 

THAT Public Corporations 
of a substantial block of duties; 
(proper scales, promotion ladders) 
operation and multiply inescapable 

RECOMMENDATION 21 

should not be created except for the performance 
small staff units cannot supply the amenities 
which are now essential; are wasteful in 
overheads. 

THAT once corporations have been created with adequate control over staff and 
financial matters in the manner suggested above, they should be allowed to get on 
with their job. They should not be treated as subordinate and largely advisory 
branches of ministries with their conclusions being rechec,ked for accuracy. 

RE C 0 MME ND ft T I 0 N 2 2 ( I o 1 1 ow I n g p a r a , 6 6 ) 

THAT the intention to create larger local government units, which will take 
much time, should not result in any present reduction in the decentralised struc­
ture of gover nment. 

RECOMMENDATIONS 23 to 27 (following para, 74) 

RECOMMENDATION 23 

Tll~T in order to restrict rare professional talents to professional 
purposes, the unnecessary intervention of professional officers in administrative 
chains of coinmand should be avoided. In practice, this might lead, for example, in 
District Engineer ' s Office to an administrative unit, dealing with the appropriate 
Principal Assistant Secretary in the ministry on behalf of the District .Engineer 
and.headed by a person competent to deal with personnel and financial control, of 
suitable rank. 

RECOMMENDATION 24 

THAT the District Commissioner should be developed as the local representa­
tive of government, as the coordinator of development plans at district level, and 
as an interpreter of government to the people. 

RECOMMENDATION 25 

THAT the cadre of District Commissioners, Assistant Secretaries and Executive 
Officers of the future (Marshall-type) local bodies should be a joint one and ser­
vice in the districts should be a qualification for advancement. 
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RECOMMENDATION 26 

THAT District Commissioners should provide common services for decentralised 
professional officers for whom a separate provision is uneconomic. 

I 
RECOMMENDATION 27 

THAT all ministries should check their powers, (whether provided by law or 
by administrative instruction) with a view to delegation below the Permanent Secre­
tary or to district , officers as may be appropriate on the basis that all actions 
which do not positively need disposal by Permanent Secretaries or at the centre 
should be delegated~ rather than that actions should be delegated only if they can­
not be performed centrally or at the higher level. If necessary legal power to 
delegate should be taken. 

RECOMMENDATION 28 (following para. 81) 

THAT to permit through delegation, a greater expedition in decision, Per­
manent Secretaries should exercise reasonable, but not excessive supervision of the 
quality of delegated work i.e. must trust their subordinates to carry out duties 
properly ielegated to them and should neither apply supervision to an extent that 
negatives the delegation, nor permit unnecessary . references to them of delegated. 
matters. 

RECOMMENDATION 29 (following para. 93) 

THAT in Ministries responsible for a considerable degree of development 
implementation, there should be an office or section responsible for the supervision 
of implementation and for maintaining contact with the Ministry of Economic Develop­
ment for all purposes connected with the plan. When the amount of work does not 
justify a separate unit, then the duty should be imposed on an existing unit as a 
s pecific responsibility. 

RE C 0 MME ND AT I 0 N 3 0 ( f o 1 1 ow i n g p a r a • 9 5 ) 

THAT there should be continuous contact between the Ministry of Economic 
Development on the one hand and executive Ministries on the other to permit by early 
warning and foresight, the latter to accommodate their programming to the probable 
flow of capital funds. 

RECOMMENDATION 31 (following para. 99) 

THAT a projection of the effect of the Development Plan in terms of 
additional personnel required should be undertaken and considered in connection 
with the review of the Public Service structure separately recommended. 

RECOMMENDATION 32 (following para. 102) 

THAT the legislature assist the control of finance by insisting that the 
a._udit report reach it in time, by, ensuring a thorough examination by the Public 
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Accounts Committee, and by insisting on a reasonable reply t o the Committee's 
comments. 

RECOMMENDATION 33 (fallowing para. 104) 

THAT there should be no reluctance to increase staff in control. ministries 
where it is necessary . 

RECOMMENDATION 34 {fallowing para. 105) 

THAT consideration be given to a system designed to provide a larger number 
of officers well experienced in the :Ministry of Finance to assist other ministries, 
especially those witn heavy plannin~ and spending program.mes. 

RECOMMENDATION 35 (following para. 106) 

THAT the limits within which the Tender Boards operate be 

RECOMMENDATION 36 (f allowing para. 108) 

THAT the approved procedures for purchas e and the power to write off losses 
and to condemn stores be re-examined. 

RECOMMENDAT ION 37 (f ollowing para. 110) 

TEAT the general review of delegated power, a s ordered by the Cabinet 
Economic Sub-Committee, be expedited. While financial propriety must be assured, 
the benefits arising from restricting delegation should be weighed against pro­
cedural delays caused. 

RECOMMENDATION 38 (fallowing para, 115) 

THAT attention should be devoted to increasing the appeal of the Public 
Service by a ppeals to a spirit of service, patriotism and a lso by efforts to make 
the Service a more efficient and honourabl.e organisation. There should be a cam­
paign in the secondary schools by lectures and addresses, mounted either by the 
proposed Public Service Ministry or the Government's public relations mechanism, and 
a booklet explaining the Public Service as a career should be prepared and made 
widely available. 

RECOMMENDATION 39 (f allowing para. 116) 

THAT in the interest of increasing the attractiveness of the Public Service 
to highly qualified generalist and professional officers, the structural effect of 
existing pay differentials s.hould 'be examined . 
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RECOMMENDATION 40 ( foll owing para. 118) 

THAT the "career" aspect should na•t be allowed to dominate admission, 
structural , pay and· pension policies of the Public Service to an extent to inhibit 
r ecr ui tment . 

RECOMMENDATI ON 41 («all owing para , 1 19 ) 

THAT considerat ion should be given to the p~ssibility of action under 
Artic l e 125 (5) of the Constitution to form a united teaching profession by 
int egrating into a Government Teaching Service all the teacher8 in the Government 
system. 

RECOMMENDATI ON 4 2 (f o ll owing para , 120) 

THAT the position of non-permanent labouring staff paid from "open vote" 
reserves should be examined, with a view to placing them .under the general Labour 
Code rather than the. Civil Service Code. If, as is probable, such staff are not 
public servants as defined in the ~onstitution the posit:on should be drawn to the 
a t tention of employing officers. 

RECOMMENDAT IO N 43 (fo l lowing para. 141) 

THAT the points made in paragraphs 139, 140 and 141 be considered if and 
when t he Constitution is reviewed. 

RE COMM ENDATIONS 44 t o 51 (follow i ng para. 172) 

REC OMMENDA TI ON 44 

THAT a new personnel agency, called Ministry of the Public Service or 
Public Service Ministry, be established to centralise and expand all the personnel 
control functions at present divided among the ;P.S.C. Secretariat, the Establish­
ments Division of Treasury and the Training Division of the Ministry of Education 
and Race Relations. 

RECOMMEN DAT IO N 45 

THAT the Public Service Ministry consist of the following Divisions : 

Proposed 

1. PERSONNEL DIVISION 

2. TRAINING DIVISION 

3. MANAGEMENT SERVICES 
DIVISION 

Replacing 

P.S.C. Secretariat* 
Establishment Division 

Training Division of 
Ministry of Education. 

O. & M. Section 
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4. DIVISION OF COHMON 
SERVICES 
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Replacing 

"Housekeeping" units of 
P~s.c. Secretariat. 

*(A small Secretariat servicing the Public Service Com­
mission with agenda, minutes and arrangements for 
meetings would remain with the Commission.) 

RECOMMENDATION 46 

THAT the functions of the DIVISIONS be allocated as suggested in paragraph 
168. 

RECOMMENDATION 47 

THAT the Public Service Ministry be responsible to the Prime Minister. 

RECOMMENDATION 48 

THAT the Permanent Secretary of the Public Service Ministry, .as primus 
inter pares, be the Convenor and Chairman of the Permanent Secretaries' Committee. 

RECOMMENDATION 49 

Tll~T the new Public Service Ministry call into being a standing Permanent 
Secretaries' Committee to discuss and implement ways and means of improving 
efficiency and economy. 

RECOMMENDATION 50 

THAT the Permanent Secretaries Committee begin with an "ideas session" at 
which they pool their knowledge of deficiencies for the Public Service Ministry to 
draw up an a genda for action in order of priority. 

RECOMMENDATION 51 

THAT a sub-committee of the Permanent Secretaries' Committee meet represen­
tatives of banking, commerce, industry and the University once or twice a year, und~r 
the chairmanship of the head of the Public Service Ministry to discuss efficiency 
and economy in the Public Service. 

RECOMMENDATION 52 (following para. 174) 

THAT a Public Service Act be passed, constituting the Public Service Minis­
t r y , prescribing its powers and duties, and l aying dbwn broad principles over the 
entire field of personnel administration outside the Constitutional jurisdiction of 
the Public Service Commission. 
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RECOMMENDATIONS 53 and 54 (fallowing para. 1 84 ) 

RECOMMENDATION 53 

THAT a Code of Delegation be compiled as follows and issued urgently: 

Cabinet 

Public Service 
Comilission 

Public Service 
Ministry 

~·1inisters 

Permanent Secretaries 
Others 

~iembers ( PSC) 
Permanent Secretaries 
Others 

Own staff 
Permanent Secretaries 
Others 

sections of the Code to be released progressively when ready. 

RE c a MM-E-ND AT I a N 5 4 

THAT· each Permanent Secretary issue a Memorandum of Delecation of both the 
Ministry's functions and personnel adm:Lnistration to successive levels of staff, 

RECOMMENDATION 55 (following para, 193) 

THAT special attention be paid in the proposed Public Service Act and Code 
of Delegation to defining offences and penalties and to decentralising the exercise 
of disciplinary powers. 

RE'COMMENDATIONS 56 to SB (following p.ara, 214) 

RECOMMENDATION 56 

THAT personnel policies, particularly those mentioned in paragraphs 195 to 
213 and itemised hereunder be reviewed and changed if they are outmoded or impede 
the national effort: 

"Personnel", not "Establishment" 

Decentralisation 

Undue Regard For 11 Posts" 

Lists of Duties 

Entrance Qualifications 

Age Limits 

Promotion Criteria 

Promotion Posts 

Lateral Recruitment 

Contract Employment 

/7 
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RECOMMENDATION S S6 ta SB (fallowing para. 214) (CONT'D) • . ~.' ;;,~;:1~''~--: 

Acting Appointments 

Impending Vacancies 

Interviews: Exclusion of Permunen-t 
Secretaries 

Interviews: Decentralisation 

Incentives and Sanctions 

Retirement and Recruitment 

Employment of Women 

RECOMMENDATION S7 

' 
; < 

THAT a 1-year moratorium extendable to 2-years be declared on the policy 
of requiring ~11 vacant posts to be re-justified and the duties to be redefined 
before the po~ts· are advertised and filled. 

RECOMMENDATION SB 

TH.A.'J', during the moratorium the continued need for the posts and the 
correctness of the duties be accepted ~n the ipse dixit of the Permanent Secretary. 

RECOMMENDATION SS (following p~ra. 225) 

THAT the new PERSONNEL DIVISION review and simplify the multiplicity of 
salary scales. 

RECOMMENDATIONS 60 and 61 (following para. 231) 

RECOMMENDATION 60 

THAT in the interests of better industrial relations the processes of 
joint consul tat ion be revim·red and chanced to more practicable forms if not working 
satisfactorily in their pres•:> nt (Whitl ey Council) form. 

RECOMMENDATION 61 

THAT a constructive policy of staff rela tions in general be developed on 
modern lines to minimise frustration a nd enhance the spirit of public service. 

I I.. METHODS 

RECOMMENDATION 62 (following para, 234) 

THAT common procedures be standardised throughout the Public Service by the 
Management Services Division. 
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RECOMMENDATION 63 (following para. 236) 

THAT the Public Service Act be followed by subordinate Regulations on 
administrative procedure and requirements. 

RECOMMENDATIONS 64 and 65 (following para. 237) 

RECOMMENDATION 64 

THAT personnel policies and practices be publ~shed fa, a Public Service 
Manual to be issued jointly or severally by the Public Service Commission and the 
Public Service Ministry. 

RECOMMENDATION 65 

THAT the Finnncial Ret,'1llations , Stores Regulations and Tender Boards Regu­
lations also be revised. 

RECOMMENDATION 66 (following para. 2"38) 

THAT all Ministries write or rewrite Departmental Manuals or Handbooks 
expl aining the policy and procedure for administering their functions. 

RECOMMENDATION 67 (following para, 241) 

THA'l' delegation in terms of Recommendations 53 and 54 be subject to reason­
able controls and safeguards. 

RECOMMENDATION 68 (following para. 242) 

THAT every Ministry be_required by law t .o make an Annual Report to its 
Minister for presenta tion to Parliament, and the Public Service Commission be in­
vited to produce one also. 

RECOMMENDATION 69 (following para, 243) 

THAT an Annual Staff List be printed. 

RECOMMENDATION 70 (following para. 247) 

THAT a system of scheduling inwnrd correspondence, etct., be introduced to 
expedite attention to the subject matter. 

RECOMMENDATION 71 (following para, 248) 

THAT an "Action Officer" be named to carry personal responsibility for 
completion of each transaction. 
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RECOMMENDATION 72 (f~llowing para. 249) 

THAT Action Sheets be used to expedite business by indicating the sequence 
of action. 

RECOMMENDATIONS 73 and 74 (following para. 250) 

RECOMMENDATION 73 

THAT no minuting be countenanced unless it contributes to the necessary 
elucidation or the solution of a problem. 

RECOMMENDATION 74 

THAT officers refer~ing matters for decision should state what course they 
recommend. 

RECOMMENDATION 75 (fotlowlng para. 251) 

THAT effective follow-up systems be standardised for use by all Depart-
ments. 

RECOMMENDATION 76 (following para. 252) 

THAT a Desk File of duties and actions be prepared for ready reference at 
each post. 

RECOMMENDATION 77 (following para. 253) 

THAT output standards or norms be compiled as yardsticks. 

78 (following para. 254) 

THAT the 0 and M Section be expanded and assigned a constructive programme 
of Service-wide work studies and similar tasks. 

RECOMMENDATION 79 (following para. 255) 

.THAT a convincing Suggestions Scheme be devised and promoted continuously 
throughout the Service. 

RECOMMENDATION 80 ( following para. 257) 

THAT innovations from accepted ideas in one Department be applied by the 
Public Service Ministry to other Departments, and ·be publicised throughout the 
service to stimulate fresh ideas. 
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RECOMMENDATION Bl (following para, 263) 

THAT both external and internal inspection of personnel and performance 
(i.e. efficiency audits) be instituted throughout the Public Service on lines to 
be laid down by the Public Service Ministry. 

RECOMMENDATION 82 (iollow!Qg para. 265) 

~HAT dictation be encouraged by deliberate means and practised at regular 
, times ' each day .. 

RECOMMENDATION 83 ' (following para, 266) 

THAT a modern friendly style of correspondence be used in place of archaic 
el~gance. 

RECOMMENDATION 84 (foll.owing para, 268) 

THAT transcription, checking and design of forms be listed among the sub­
jects for 0 and M attention. 

RECOMMENDATION 85 (following para. 270) 

THAT rent demands be produced (from punched cards) and issued to all 
lessees. 

RECOMMENDATION 86 (following para. 271) 

THAT salary increments be paid. automatically unless specifically stopped 
in particular cases. 

RECOMMENDATION 87 (following para, 272) 

THAT Confidential Reports be made biennially instead of annually. 

RECOMMENDATION 88 (following pkra. 273) 

THAT impending vacancies be advertised immediately they bec_ome known. 

RECOMMENDATION 89 (following para. 274) 

THAT consequential vacancies be filled at the same time as the prime 
vacancies. as often as possible. 

RECOMMENDATION 90 (following para. 275) 

THAT a weekly "Public Service Official Circular" be published to notify 
vacancies, appointments and instructions; and that individual advertisements and 

. replies to applicants be abolished. 
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I I J,, TRAINING 

RECOMMENDATION 91 (following para, 279) 

THAT the Public Service Training Rules be revised when the Training Divi­
sion. is transferred to the new Public Service Ministry. 

RECOMMENDATION 92 (following para. 285) 

THAT the Training Officer's designation be changed to that of Director of 
Training and his Division be equipped with staff ·and resources to discharge its 
full responsibilities. 

RECOMMENDATION 93 to 96 (following para. 294) 

RECOMMENDATION 93 

THAT the proposed Public Service law place a duty on Permanent Secretaries, 
in consultation with the Training Division of the Public Service Ministry, to 
arrange courses (if warranted) or other suitable tre.ining tb improve the efficiency 
of the. sta ff in the execution of their current duties and to fit them for promotion. 

RECOMMENDATION 94 

~HAT · (if not unconstitutional) the Public Service Regulations require a 
statement of satisfactory training to b~ supplied before the appointment of a 
proba tioner is confirmed. 

RECOMMENDATION 95 

THAT the inter-Departmental courses mentioned in ~aragraph 283 be planned 
for commencement early in 1967. 

RECOMMENDATION 96 

THAT "trainable categories" and "training needs" be identified and "trade" 
tra ining be instituted forthwith in all .Departments. 

RECOMMENDATION 97 (following para. 297) 

THAT t he Tra i ning Division sur vey the e xterna l t r aining needs of Depart­
ments on the basis of "public interest" (i.e. divorced from the long leave .. 
privilege) and endeavour, as opportunity offers, ·to make that the criterion for 
s electi ng personnel f or external training . 

RECOMMENDATION 98 (following pa r a. 298) 

THAT t he Traini ng Division formalise its association with t he University of 
Guyana for their mutual benefit and, as an early topic, consider what forum (such 
as an Institute of Public Administration) should be created to enable public 
servants to study and discuss public administration •. 
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GUYANA PUBLIC SERVICE COMMISSION AND SECRETARIAT ;. ? .. ~ 
:..>..,;;;$..;'-. .... ,. ,, 
~ 

, '.·I 

MINUTES SECRETARIAT 

Minutes of PSC meetings 

Assistance to Secretary 

- Asst. Secretary 
- Admin. Asst. 
- Clerical Assis". (2) 

I 

SECRETARY 

SECRETARIAT 

. 

COHFIDEHTIAL SECRETARIAT 

Arrangements for meetings 
Preparation of agenda 

Inviting candidates for interwiew, 
etc. 

- Admin Asst. 
- Sen. Clerical Asst. 
- Cler. Assts. (2) 

PRINCIPAL PFRSOHHEL OFFICER PRINCIPAL PERSONNEL OFFICER 

SENIOR SERVICE SECTION 

Recruitments. appts., 
promotions, etc. $5, 136 
and over, also Admin. 

Asst•~. Asst. D.Cs. 
Cadets. 

• Ass to Secretary 

- Admin. Asst. 

- Senior Cl erk 

• Cl ass I Cl erk. 

CLER I CAL SERVI CE ~MD WOMAN SECRETARY JUKIOR SERVICE LEAVE TRAINING, PENSIONS AHO 

DISCIPLINE TYPIST POOL REGISTRIES SECTION (all grades) ' ACCOUNTS 

Recruitments, appts., promo- Cler . Assts. 
tions, etc. in the Clerical (S) 
Service and discipline in 
al 1 grades. 

- Admin. Asst. 
- Sen i or C 1 e rk 

- Class I Clerk 

-. 
,, 

~ ~ 

t 

Confidential 

Sen. Cler. Asst. 
Cler. Asst. 

Personnel 

Cler. Assts. (3) 

Recruitment., appts, 
promotions,etc. below 
iS.136 except AAs, ADCs, 
& Cade ts. 

- Asst. Secty. 
Senior Clerk 

- Class I Clerk 
- Class 11 Clerk 

- Senior Clerk 

- Class II Clerk 

+ 

Training, all grades, 

Pensions, all grades, 
Accts. and Office. 

- .Admin. Asst 

Senior Clerk 

- Class I Clerk 
- Class I I Clerks (2) 
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ESTABLISHMENTS DIVISIO~ MINISTRY OF FINANCE 
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RATES OF 

btes of pay, gradings, classification, in<:ome 
allowances , overtime, establishment complements, 

- Assistant 

• 

MINISTER OF FINANCE 

PERMANENT SECRETARY 

I 
PRINCIPAL ESTABLISHMENT OFFICER 

I 

·rf 

-· 

SERVICE 

Superannuations, compensations, leave etc., 
other conditions of service, overseas ser­
vice aid scheme, staff relations, Ministry 
staff matters. 

Assistant Secretary 
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ANNEX E 

MAN AGE MEN T SE.RV ICES ( INCLUDING TRAINING ) .· 

Function Britain New Zeal and 
Suggested for 

Guyana P.S.M. 

1. Machinery of Government * * •· 
2 . Comparative studies * * * 
3 . Costing techniques * * * 
4. Computer projects * * * 
5. Punched card equipment * • * 
6 . Operational research * * * 
7 e o. & M. *" * * 
8. Work study * * * 
9 . Small Office machines * * * 

lOo Clerical work measurement ~ * * 
11. Network analysis * * * 
12 . Information (publications) * * * 
13. Training in o. a nd M. * * * 

14. Layout Planning * * 
15 . Office Manuals * * 
16 . Desk Files * * 
17. Forms design * * 
18. Incentives * * 
19. Suggestions Scheme * * 

20 0 Establishments * 
21. Gradings *• 

22. Sa lary scales * 
23 . Pay research * 
240 Terms and conditions * 
25. Office inspections * 
26. Staff reports * 
27. Office Accommodation * 

... 



28. 

29. 
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ANNEXE (cont'd , ) 

MANAGEMENT SERVICES (INCLUDING TRAININGJ 

Function Britain New Zealand 
Suggested for 

Guyana P.S.M. 

Education * 
Staff training *" 

N.B. Nos. 14-29 are also performed in Britain and Nos. 
20-29 in New Zealand, but not in the Management 
Service Division of the personnel agency. 
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SECRETARY 
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Punched cards reports 
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ANNEX G 

MAIN PRINCIPLES OF THE 
NEW ZEALAND STATE SERVICES ACT 1962 

1. From 1912 to 1962 the Public Service Commission was completely independent 
of Ministerial control though empowered to deal with the entire range of personnel, 
establishment and efficiency functions for the "Public Service", that is to say for 
all Departments except Post Office, Railways, Police, Armed Services and a few 
others. 

2. In 1962, on the advice of the (McCarthy) Royal Commission, the Public Ser .. 
vice Act was rewritten as the State Services Act 1962 and the Commission was renamed 
State Services Commission because it was given certain efficiency audit functions in 
relation to the previously exempt Services and other bodies dependent on Government . ( 

funds. In effect, and in varying degrees, it became a Commission for .@.11. Services 
of the State. 

3. The Act introduced some , new principles and was more definitive. The Com­
mission was distinguished for the first time from "a Department of State to be 
known as the Office of the State Services Commission". The Commission itself was 
cast in two separate roles: it was made responsible to a Minister, again for the 
first time, "for the . administration of the Act" but in matters relating to indi­
vidual employees (e.g. appointment, promotion, demotion, transfer, discipline, dis­
missal) it remained independent of any Minister. "Minister" means the one for the 
time being charged with the administration of the Act. 

4. The Commission consists of not more than four persons appointed by the 
Governor-General in Council on the recommendation of the Prime Minister. One of 

' them is Chairman and "permanent head of the Office" of the f).S.C • . and another is 
Deputy Chairman. The term of appointment is not more than five years but members 
are eligible for reappointment. 

5. Although private citizens are eligible, not one in fact ·has been appointed 
in the whole history of the P.S.C. since 1912. (This, however, may change at any 
time by an infusion from,out~ide~)I Only senior public servants have been appointed 
so far~ They serve full-time and their term of office is· "deemed to be continuous 
service" in the State services for purposes of superannuation rights, reappointment 
in the State services and entitlement to leave privileges. 

6. In respect of "the Public Service" as defined (see para. 1), the Commission 
is responsible for: 

(a) Reviewing the following: machinery of government; allocation of 
functions; creation, abolition, amalgamation of Departments; co­
ordination and controls; 

(b) Reviewing efficiency and economy of each Department, and permanent 
heads' discharge of·responsibilities; 

(c) Provision of office accommodation and prescription of physical work-
ing conditions; 

(d) Approving and· reviewing establishments (without reference to Treasury); 

(e) Acting as central personnel authority; 

(f) Prescribing basic training programmes, advising and assisting with 
training and recommending facilities; 
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(g) Providing management consultant services (e.g. efficient work and contro..l 
methods, data processing, problems or organisation); 

(h) .Conducting inspections and investigations, and calling for reports, as 
necessary. 

7. In respect of other State services or bodies financed mainly by Government, 
the Commission has the functions in (f) and (g) above on request or, in the case of 
dependent bodies, by direction of the Prime Minister. Also it may join the head 
of any such service or body in investigating its organisation or methods. 

8. The Commission must submit an annual report to the Minister for tabling in 
Parliament. 

9. 
son". 

The Commission is empowered to delegate to its members or "any·other per­
It has heavily delegated its powers on a multi-level basis. 

'10. The Commission has the authority of a "Commission of Inquiry" to "summon 
witnesses and receive evidence". 

11. All appointments to "the Public Se:rvice" are made by the Commission, always 
1'to maintain and develop an efficient career. service" but never unless the .Q,Qm­
mission is "satisfied that the appointment is necessary and that the person ap- _1 

pointed has clearly more merit for the position to be filled thaI). any officer who is l 
qualifi ed and avai l able for the position". 

_12. Lik~wise a l l appointments of officers to vacancies are made by the Com­
mission after advertisement in the "Public Service Off:i,cial Circular", printed 
weekly (formerly a supplement to the "Gazette"). The Commission may, however, fill 
any vacancy (except those of Permanent Heads and their first deputies) without 
advertising. 

_13_.' The Act requires that "the merit of an officer for promotion shall be 
determined by -

(a) Work experience and. competence shown in performance of duties previously 
carried out by him; and 

(b) Personal qualities, characteristics, and attributes relevant to the 
position to be filled; and 

(c) Relevant educational or other qualifications". 

Where two applicants are adjudged equal in merit, "regard shal~ be given to the 
leingth--of continuous permanent service of each officer". Seniority, as such, thus 
has no direct bearing on the appointment unless the candidates are inseparable on 
merit, but i t does, of course exert an indirect influence as an ingredient ·or 
"work experience" - see (a) above. 

14. The Act contains a "Code of Conduct" dealing with private employment' · con­
viction for offences and what might be termed "Public Ser;vice offences". Nine 
such offences are defined and any charge not couched in the wording of these 
offences is usually held to be invalid. There is a statutory distinction made 
between "major" and "minor" offences. If the Permanent Heacf:regards an offence 
as "minor" he may , after acquainting the officer of the allegation and requiring 
him to furnish an explanation, and on being satisfied that the offence is proved, 
caution or reprimand or order a sum not exceeding ten' pounds to be deducted from 
salary. In effect, offences deserving of more severe penalties such as transfer, 
down-grading or dismissal, are the ones that are treated as "major" offences to be 
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dealt with by the Commission . The Commission directs the Permanent Head to l ay a 
formal charge and allow a reasonable time (e.g. 14 days) for the offender to ad­
mit or deny, and give a written explanation. If the Commission then considers 
the charge should be investigated it deputes a member of the Commission or one of 
its staff or some outsider (often a retired Magistrate ) to conduct an inquiry and 
submit a report together with the evidence. The Commission then adjudicates and , 
in appropriate cases, imposes a penalty. Five types of penalty are prescribed by 
the Act and cannot be varied or exceeded. 

15. Public servants have a right of appeal against non-promotion and non-
appointment, against classification and grading, and age.inst any decision or 
penalty on a disciplinary charge, also against transfer out of New Zealand and, 
in some circumstances, against transfer from one locality to another . 

16 . An independent Public Service Appeal Board is este.blished by the Act , con-
sisting of a Stipendiary Magistrate " or other person" as Chairman, an officer or 
retired officer as "official member" nominated by. the Commission and two of f i cers 
or retired officers as "service member s " nominated by the Public Service Associ a ­
tion. Only one of the two service members may sit at the same time . 

17. Because the appointments of Permanent Heads and their first deputies a r e 
exempt from appeal, a special procedure is prescribed. The Commission has a 
different composition when making these appointments, viz: the Chairman of the 
"normal" Commission and one other of its Members together with two Permanent Heads 
appointed by the Minister from a panel of eight elected every two years at a meet­
ing of all Permanent Heads. One of the two " shall be so appointed after consulta­
tion" with the Association. 

18. Under a separate statute there is created a Government Service Tribunal 
of three members - one being the Government member, one the service member and t he 
other the Chairman (a Judge of the Arbitration Court or a Magistrate) . The 
principal function of the Tribunal is to adjudicate on appeals by a "service 
organisation" against "determinations" of the Commission in prescribing salary 
scales and conditions for "occupational classes". 

19. This note is included by special r equest to facilitate further study if 
that is desired. 



3. 

4. 

5. 
6. 

7. 

8. 

9. 

- 108 -

STATE SERVICES ACT, 1962 (New Zealand) 

PART I 

THE STATE SERVICES COMMISSION 

State Services Commission 

Removal from office 

Vacation of office 

Superannuation rights of Commissioners 

Meetings of the Commission 

Quorum 

Procedure of Commission 

Powers, Duties, and Functions of the Commission 

10. Functions and powers of the Commission 

ANNEX H 

; 

11. Functions of Commission in respect of branches of the State Services 
and other bodies. 

12. Functions of the Commission in respect of the Public Service 

13. Annual report 

l~. Delegation of powers 

15. Power to summon witnesses 

16. Fees and expenses in connection with investigation or inquiry 

PART II (irrelevant) 

PART III 

THE ' PUBLIC SERVICE 

22. The Public Service 

23. Revocations 

24 . Conditions of service of exempted employees 

25. Functions of permanent head 

Appointments and Promotions 

26. Appointments to Public Service 

27. Appointments to be on probation 

28. Appointments of officers to vacancies 

29. Higher appointments 

30. Business taken over 
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~NNEX H cont'd. 

31 . Appointment of officers of other branches of State Services to 
Public Servic.p 

32. Effective date of appointment 

33. Acting appointments 

34. Evidence of appointments 

Transfers and Terminations 

36. Redundancy 

37. Employees may be transferred 

38. Security transfers 

39. Failure to comply with a direction to transfer 

40. Notice of termination of employment 

Remuneration, Classification, and Grading 

43. Classification, grading, and salaries of permanent staff 

44. Continuous review of classification and grading 

48. Temporary salaried employees 

49. Wage workers 

50. Salary increments 

51. Allowances for adult and married employees 

52. Allowances and grants 

Code of Conduct 

53. Private employme.nt 

54. Fees for official services 

55 . Conviction for offences 

56. Offences with which employees may be charged 

57. Minor offences 

58. Major offences 

59. Offences by permanent head 

60. Unauthorised absence 

PART V 

MISCELLANEOUS PROVISIONS RELATING TO THE PUBLIC SERVICE 

67. Medical Examinations 

68. Educational qualifications 

69. Employee may be charged rent 

70. Public Service apprentices 

71. Bonds 
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ANNEX H cont'd. 

72. Regulations 

73. Instructions 

74. Notices to employees 

75. No compensation for loss of salary ·~ 

, .. 
76. Offence to attempt to influence Commission ' ... 
77. Repeals, amendment, and saving Scnedules 

.. . .. t.• ~.' 
."'''' . . 

•, 

•'• 
.of. 

.. ' 

' 

.... 
• .. .., + ,,. . 

• 
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THE PUBLIC SERVICES REGULATIONS, 1964 
(New Zeal and) 

PART I 

PRELIMINARY 

1. Title and commencement 

2. Interpretation 

3. Application of regulations 

5. General instructions 

6. Acquaintance with regulations and instructions 

7. Departmental instructions 

8 . Communications with Commission 

9. Permanent Head's powers 

PART II 

APPLICATIONS FOR EMPLOYMENT 

10. Form of application 

11 . Failure to reply 

12. Certificates and testimonials 

PART II I 

LEAVE: ANNUAL, SPECIAL AND SICK 

13. Annual leave 

14. Special leave 

15. Sick leave 

PART IV 

LEAVE: RETIRING 

16. Eligibility 

17. Special cases of female eligibility 

18. Eligibility for retiring leave on medical grounds 

19. Cash grant 

20. Leave in anticipation of r etiring leave 

21. Cash grant equivalent to retiring leave due on death 

ANNEX H cont'd . 

22. Retiring leave for employees whose services are dispensed with through 
no fault of their own before reaching retiring age 
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- ANNfX H (cont'd.) 

PART V 

LEAVE: RESIGNING 

23. Eligibility 

24 . Women resigning to be married or after having married while 
in the Public Service 

PART VI 

REPORTS 

25 . Personal reports 

26. Probation reports 

27. Reports to be seen by the employee 

PART Vil 

CODE OF CONDUCT 

28. Hours of work 

29. Additional hours of duty 

30. Time books or other attendance record 

31. Absence from place of employment 

32. Penalty for unauthorised absence 

33. Care of stores 

34. Care of property 

35. Accounts and public money 

36 . Lia bi.li ty not to be incurred 

37. Form of specifications and contracts to be adhered to 

38 . Activities on public bodies and voluntary associations 

39. Subscription lists or donation boxes 

40. Borrowing and lending 

41. Incriminating questions 

42. Official information not to be given 

43. Use of official documents 

44. Obedience to lawful instructions 

45. Unsatisfactory performance of duties 

46. Conviction for offences 

47. Solicitation or acceptance of gifts, rewards, and gratuities 

48. Near relatives employed in same Department 

49. Insobriety 

50. Medical exainination for inefficiency 



51. 

52. 

53. 

54. 

55. 

56. 

57. 

58. 

59. 

60. 

61. 

62. 

63. 
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PART VIII 

ALLOWANCES, GRANTS, AND EXPENSES 
(OTHER THAN THOSE FIXED BY DETER­
MINATION OR ORDER OF THE TRIBUNAL) 

Higher duties allowance 

Expenses and allowances for study 

Rewards for study 

Conveyance expenses on appointment 

Mode of travel 

Transfer expenses 

Other allowances and expenses 

PART IX 
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PART XII 

RETIREMENT 

71. Retirement policy 

72. Retirement of medically unfit officers 

73. Retirement pol~cy 
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SPECIAL RETIREMENT PROVI­
SIONS FOR PRISONS SERVICE 
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MISCELLANEOUS PROVISIONS 
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