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' PREFACE

This paper has been developed as part of the Project to Prepare the Public Administration
for State Reforms (PREPARE) of the Ministry of General Administration of the Government
of Nepal. Funded by the UNDP, it aims to contribute to the Ministry’s work in preparing
the civil service and public administration more generally to meet the challenges which
flow from the constitutional and political commitment to federalise Nepal.

We are very grateful to many colleagues in the Ministry and at PREPARE/UNDP who
supported the work in many ways, and who provided an important and valuable
contribution to our thinking at every stage.

This has been a focussed and concentrated piece of work, and we have been pleased
to be able to adopt many of the foundations of analysis already carried out by the
Administrative Restructuring Commission and the Constituent Assembly. That work has
its own limitations, inevitably, but where we can we have built on it. As will be seen, we
have been able to go on to stake out potential paths forward for the Nepal civil service
well beyond what has been done already.

Professor Pushkar Bajracharya and Dr Clive Grace

(Professor Bajracharya is Professor of Management at Central Department of Management, Tribhuvan University
(pushkarb2000@gmail.com) and Dr Grace is an International Public Services specialist and a Senior Advisor to the Forum
of Federations (clivegrace@hotmail.com)

/.



THE NEPAL CIVIL SERVICE AND RE-STRUCTURING OF THE STATE
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'Executive Summary

Section I: Introduction: Nepal faces a huge challenge in moving to a federal, secular
and democratic state. A federal approach should make government more efficient and
receptive to the demands of the Nepalese people. Access to quality public services
depends in large measure on the skills and motivation of the public employees who
provide these services or oversee their delivery. An efficient civil service management
system is needed for improved motivation and effectiveness, and hence, better services
to private businesses, the public, and to the poor in particular.

This paper explores structures and models for restructuring the civil service in Nepal,
taking into account the existing context of public administration and civil service
management. It reviews existing arrangements and explores the principles which should
inform the process of federalising the civil service, as well as possible models of civil
service structure and management, and the transition and assumptions thereof.

Section Il: The Nepal Civil Service: The role of the Nepal civil service is to serve the
state in promoting public welfare by maintaining peace and order in society, making
arrangements for the just distribution of economic resources available in the country,
and running the development activities for overall socio-economic development.
The government’s major role is to deliver the services to the people according to their
demands and needs in a speedy, efficient and effective manner. Changes in approaches
to government and developments in public service over several decades have prompted
efforts to improve both structures and governance, and also the quality of services
through the involvement of the people and by fostering partnerships between the
private sector, civil society and the government.

Efforts at reform have addressed the role and function of the civil service, its
organisational structure and working modalities, its human resource system, and its
governance arrangements. But despite many repeated efforts the civil service still has
many weaknesses, including:

e Thelow level of motivation of civil servants;

e The administrative machinery becoming too much bloated due to the government
assuming the whole range of functions affecting people’s lives;

o Unnecessary expansion in the number of government agencies and its employees;
o Too many layers in the decision-making process;
o  Weak mechanism to make individual officials responsible;

o Adopting new technology effectively remains a challenge;

ﬁ



THE NEPAL CIVIL SERVICE AND RE-STRUCTURING OF THE STATE

Lack of responsiveness towards citizens; and a lack of decentralization of necessary
authority to the officials down to the field offices.

Significant structural, managerial and behavioural challenges remain to be addressed,
but some positive lessons have already been learned, including:

Decentralisation brings governance closer to the people and helps service delivery
and also empowers the people;

Strengthening local governance has brought many positive changes;
Local hiring helps to retain the personnel locally and improve a sense of ownership;
Many local level agencies feel more empowered; and

Limiting rights to transfer has helped to retain people at decentralised sites.

However, negative lessons include:

Civil servants prefer to work at convenient places and at the centre;

Civil servants stay at the centre, making service delivery at the local level more
difficult;

Local level personnel tend to be located at the district headquarters only, seriously
affecting service delivery and other development initiatives in the field;

The pace of decentralisation is slow and Local Self Governance Act (LSGA) has not
been implemented;

The administrative culture is not performance oriented;
Incentives are limited and not fully linked to performance; and

Accountability is avoided rather than shouldered.

Sections lll and IV: Lessons and Choices: There are lessons to learn (and to avoid) from
elsewhere about the process of federalising a civil service, including those learned from
reform experiences in Nepal. Twelve lessons are identified, and these are summarised
together with indications of their relevance for Nepal, but always bearing in mind that
they must be viewed from a Nepali context, which is in many ways unique. These lessons
giverise to choices which Nepal can make as it embarks on the process of federalising the

civil service. These include choices about:

Leadership,

Timescales and decision making,
The framework for the civil service,
Merit and inclusion, and

Performance, technology, and ways of working.

N



EXECUTIVE SUMMARY

In addition there are areas where what is needed is a national conversation between
politicians and civil service leaders about the conditions for successful transition including
the role and function of the trade unions within the civil service and the relationship
between politicians and civil service leaders, addressing both the issues of potential/actual
politicization and also the issue of responsiveness and competence of the civil service.

Sections V and VI: Options: The choices available give rise to a range of options in the
approach that might be taken in Nepal. There is a‘hard and fast; a‘cautious; and a ‘step-by-
step’approach. These can each be linked to the options which exist for the structure of the
Nepal civil service (which depends significantly on the finalisation of the constitution and on
political and policy decisions by the National Assembly). A unitary civil service, completely
separate civil services for each province, and a combined structure, are all possible.

Section VII: Preferred Models: In the light of the election results of November 2013,
and the emergence of an apparent national preference for multi-identity federalism, it is
possible also to draw out concrete models for the way forward. There are two preferred
models for decentralising the Nepal civil service which include both possible structures
and the process for achieving them. They are the Federal model and the Provincial
model. Both models provide for some common aspects across both central and state
levels of government such as a common set of public service values, and both provide
for a considerable degree of autonomy at the state level in key aspects of civil service
organisation and management. However, while the Federal model provides for a civil
service which is decentralised to the provincial level but nonetheless remains unified in
certain respects, the Provincial model would provide for effectively completely separate
civil services at that level.

Section VllI: Further Preparatory Work: There are a number of areas of further study
which should be undertaken. These include:
o Adetailed functional analysis,

e Human resource assessment and data,
e Training in decentralisation,
e Service delivery studies, and

e Benchmarking the civil service.

Section IX: Transition and Conclusion: The issues associated with transition are
reviewed, and there is a brief conclusion.

ﬁ






SECTION

Background

Nepal is a federal, democratic, republican State on the path to completing its constitution
to create a federal structure. But there is still some way to go. The transformational
change that Nepal has embarked upon is massive. The foundations of the society are
profoundly being altered as the country transitions from a constitutional monarchy to a
democratic republic, from unitary to a federal state, and from a Hindu state to a secular
state. It is generally agreed that federalisation is one of the solutions at this stage to
guarantee the conclusion of the peace process. Peace building and state building in the
Nepal context are thus intertwined and mutually re-enforcing. Mistrust is also reported
between the bureaucracy and the political circle. Public administration is a mechanism
for progressively deepening, broadening and institutionalising the political settlement.
That cannot be rushed or driven by a bureaucracy that is considered by many to be one
of the institutions that requires transformational change in itself.

The basic premises of federalisation include making government more efficient and
receptive to the demands of the Nepalese people, and one of the main pillars of the new
Federal State will be public administration in the form of the institutions and functions
of the executive arm of government. These deliver basic services to citizens, maintain
law and order, manage the economy, and create an enabling environment for business.
Access to quality public services depends in large measure on the skills and motivation
of the public employees who provide these services or oversee their delivery. An efficient
civil service management system is needed to improve motivation and effectiveness, and
hence better services to private businesses, the public, and to the poor in particular.

TheInterim Constitution included a clause on the establishment of the State Restructuring
Commission and thereby acknowledged the importance of restructuring the state and
public administration as a foundation for the

The basic premises of federalisation
new federal state. A number of actions gave include making government more

effect to this constitutional provision, including efficient and receptive to the demands
the establishment of the State Restructuring ©f the Nepalese people, and one of the
Commission which debated the issues main pillars of the new Federal State

will be public administration in the
and issued key reports, the Administrative P

form of the institutions and functions
Restructuring Commission (ARC), the creation of the executive arm of government.
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of a high-level inter-ministerial body (the Public Administration Restructuring Steering
Committee - PARSC) under the leadership of the Prime Minister, and the establishment
of Technical Restructuring Committees (TRCs). Some of the observations made in the
debates, discussions and reports reveal reluctance on the part of some sections of the
civil service to engage in the process with enthusiasm.

Various strategy papers have been prepared to assist the federalization process of the
civil service, including a White Paper and a key report by ARC. It defines the principles of
federal publicadministration as provision of services to the citizens based on the principles
of equity, public value, professionalism, integrity and accountability, and inclusion and
merit. It also envisages three tiers of government - central, provincial and local. It spells
out strategies for legislation, systems and procedures, financial management, and human
resource management. It also provides the framework for transition. A roadmap has also
been prepared that includes defining the functions, processes and timeline for defined
activities in the areas of transfer of functions, public financial management, human
resources management, legislation and interim administrative units.

Against this background the Ministry of General Administration (MoGA) is currently
implementing a Project to Prepare the Public Administration for State Reforms (PREPARE)
with the technical and financial support of UNDP. Launched in March 2013, the project
aims to contribute towards building the capacity of the civil service to meet the needs
of an inclusive federal constitution and government structure. One of the key outputs of
the project is to have a government-led public

service reform strategy for shifting toward an In the context of civil service reform,

inclusive federal structure and further capacity- itis particularly necessary to explore
building of government institutions and future options for the future structure and
parliamentarians. modalities of th.e.cml service, as well
as the transitional arrangements
needed to facilitate its federalisation
as part of the wider process envisaged
in the Interim Constitution.

In the context of civil service reform, it is
particularly necessary to explore options for
the future structure and modalities of the civil
service, as well as the transitional arrangements needed to facilitate its federalisation as
part of the wider process envisaged in the Interim Constitution. The GoN should be ready
to suggest viable options to inform meaningful discussion, leading to the development
of a civil service able to act as a catalyst for ensuring that the federalisation process goes
forward in an efficient manner, and that service delivery is protected and improved.

The purpose of this paper is to explore viable civil service structures and management
models in the context of restructuring the civil service in Nepal, taking into account the

N



BACKGROUND

existing context of public administration and civil service management in Nepal, and in
the light of the wider Nepalese context. The scope and coverage of the task includes
reviewing existing arrangements for public administration, and particularly the structure
and management of civil service in Nepal. It explores the principles which should inform
the process of federalising the civil service, as well as possible models of civil service
structure and management, and the transition and assumptions thereof.

The following methodology has been adopted:

a) Allrelevantstudiesand reports were identified. On the basis of these reportsincluding
the reports of the commissions, some preliminary reports that were defined ‘not for
circulation’ or defined ‘confidential’ were also studied and in view of the enormity
of the task, maximum possible information was deemed able to provide the most
useful recommendations. Reviews of the existing civil service in Nepal, including the
proposals of the administrative reform commissions, were also assessed.

b) Review of the best practices and lessons learnt from countries with similar experience
(federalisation) were carried out from some twenty nations, keeping the lessons as
compatible to the Nepal context as possible. Of course no two countries are similar
and hence it was not easy to draw lessons that will suit exactly the present scenario
and challenges of Nepal.

¢) Discussions and interactions with pertinent stakeholders were extensively held to
identify needs, understand the situation, and draw up viable options for structuring
and managing civil service reform in the context of federalisation. With the help
of checklists as per the terms of reference of the study, discussions were held with
various government agencies, development partners and the representatives of
the civil society. A number of workshops were also organised to get the benefit of
wider discussion and exchange, including workshops which considered earlier drafts
of this paper. Among the main workshops / interaction programmes organised,
besides the discussions and meetings at individual and organisational levels, were:
workshop with heads of departments and joint secretaries (Sept 3, 2013); stakeholder
workshop with experts-cum-former civil servants (Sept 27, 2013); interactions with
joint secretaries and DGs (Dec 8, 2013); interactions with secretaries (Dec 9, 2013),
stakeholder workshops in Hetauda and Pokhara (11 and 13 Dec 2013); interactions
with representatives of professional organisations (22 Dec 2013); interaction with
MoGA (22 Dec 2013); interaction with select development partners (23 Dec 2013); and
interaction programme with representatives of civil society and the rights groups.

d) On the basis of the analysis, review and deductions, the report was finalised and

options and strategies recommended for consideration.
/



THE NEPAL CIVIL SERVICE AND RE-STRUCTURING OF THE STATE

The structure of the remainder of this paper is as follows:

We begin (Section 1) with an introduction to the Nepal civil service - its role and
function, its organisational structure and working modalities, its human resource
system, its governance arrangements, the efforts at reform, and the lessons which
have been learned about the Nepal civil service.

We then (Section Ill) review lessons learned from Nepal’s reform experiences and
those gained elsewhere, with particular reference to the lessons which can be
learned about the process of federalising a civil service, and especially in the context
of developing countries in a post-conflict era. Twelve lessons are identified, and these
are summarised together with indications of their relevance for Nepal.

In Section IV we translate these lessons into choices that can be made by Nepal as it
embarks on the process of federalising the civil service.

In Section V we show how these choices in turn give rise to a range of options in the
approach that might be taken.

Section VI looks at the options for structures, and also assesses how these relate to
the options described in Section V for the process of moving towards new structures.

Section VIl presents preferred models for federalisation of civil service in Nepal
Section VIl suggests preparatory work for the process of federalisation of civil service

Section IX suggests inputs for transition management with action plan highlighting
the challenges of transition of civil service from unitary to federal structure.

The study had to be conducted with following limitations:

Some of the documents, labeled confidential, could be availed with great delay.
The scope of the study is limited to providing options.

Methodologically, the study is limited to review of national and international
documents and interactions and discussions with various stakeholders (details in
Annex 1).



SECTION

The Nepalese Civil Service:
An Introduction

The civil service is an institutional mechanism to support the government in executing its
tasks and realising the goals of the nation state that have been defined under the Directive
Principles and Policies of the State in the Interim Constitution of Nepal, 2007. Creation
of a public welfare state is the main political objective, and a public service is to be set
up and operated for fulfilling this objective. It specifies that the state shall be oriented
towards promoting public welfare by maintaining peace and order in society, making
arrangements for the just distribution of economic resources available in the country,
and running the development activities for overall socio-economic development in
collaboration with the governmental, cooperative and private sectors. The government’s
major role is to deliver the services to the people according to their demands and needs
in a speedy, efficient and effective manner (Interim Constitution of Nepal, 2007).

Over time, the roles of the government have been changing. To this end, various efforts
have been initiated on behalf the government towards changing its traditional role from
the concept of ‘feeding people’to‘enabling the people’ Accordingly, during the past several
decades, efforts have been made to improve both structures and governance. There have
also been efforts to improve the quality of services through the involvement of the people
and by fostering partnerships between the private sector, civil society and the government.

Organisational Structure: The institutional arrangements in Nepal provide for 5 regions,
14 zones, 75 districts and 58 municipalities, and 3915 Village Development Committees
(VDCGs) in order to try and ensure that governance is near to the people (ARC, 2011).
Districts have political units called District

Development Committees (DDCs), but  Over time, the roles of the government
have been changing. To this end, various

efforts have been initiated on behalf

] ) the government towards changing its
as the primary level of governance to provide traditional role from the concept of

services and address the problems of citizens. ‘feeding people’ to‘enabling the people’
Municipalities and VDCs are also political
units, and these are further sub-divided into Wards. Areas (llakas) are administrative

divisions of districts which facilitate service delivery.
/

elections have not taken place since 2002,
seriously affecting its base and functioning



THE NEPAL CIVIL SERVICE AND RE-STRUCTURING OF THE STATE

At the central level, there is the Parliament, the Executive and the Judiciary as provisioned
by the Interim Constitution, 2007. There are also constitutional bodies, viz. Public Service
Commission, Election Commission, National Human Rights Commission, Commission for
the Investigation of Abuse of Authority, and the Office of the Auditor General .

The government has also designed institutional and organisational structures for carrying
out tasks such as running the public administration, initiating development programmes
and delivering services. These are specified in the Work Allocation Regulations.
Organisations are structured from the centre down to the local level for delivery of public
servicesand forthe regulation,implementation, operation and monitoring and evaluation
ofthe development programmes. The ministries carry out the tasks of formulating policies,
determining the level and standard of performance, and conducting monitoring and
evaluation, while the departments are responsible for coordination. There are regional
directorates and divisional offices under different sectors such as infrastructure, road
and irrigation, social service delivery, education, health, drinking water and sanitation,
economic services such as agriculture and industry, and also running the day-to-day
administration. They also carry out monitoring and evaluation activities besides fostering
coordination in the respective sectors at the regional level.

At present there are 27 different ministries, including the Office of the Prime Minister
and Council of Ministers, six constitutional bodies, 60 departments or allied agencies, 149
regional level offices, 306 zonal offices (including the division offices), 1,622 district-level
and 5,317 area-level offices. Likewise, there are 136 autonomous bodies and 36 public
corporations under different legal arrangements (ARC, 2012).

The Figure 1 highlights the structure of governance in Nepal from the centre to the
grassroots level that includes both the political and the administrative units. At the
central level, there are the parliament, the executive, and the judiciary. Besides the
President, the Vice President, the cabinet and the ministries, all the constitutional bodies,
departments and major development committees exist at the centre. At the regional
level, besides the five regional offices, there are 149 regional directorates/divisions and /
or offices to deliver services and regulate and supervise development and public service
delivery activities. Below the region, there are zonal/sub-regional offices totalling 910
offices. The prominence and roles of zonal offices, which had a prominent place in the
governance hierarchy during the panchayat regime, appears to have declined after the
restoration of democracy in 1990. The district, that has also district level political units
in the form of DDCs, has emerged as the important hierarchy in both the administration
and development/service delivery perspectives. There are 1622 thematic offices at the

N
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FIGURE. 1 Different Levels of Organisations Under the Government of Nepal

Government of Nepal

Office of the President - 1

Office of the Vice President — 1

Ministries (incl. Office of the Prime Minister
and the Council of Ministers) -27
Constitutional Bodies - 6

Departments — 60

Academy, Development Committee - 136

Central Level

Regional Administration Offices - 5

Regional Level Regional Directorates/Offices - 149

@ D
Zonal/Sub- Zonal Offices (Incl. Divisional Offices) -306 y
regional Level Other Offices - 604
N ) District Development
Committee
District Level Thematic Offices at District - 1622 )

[N

Area Level Offices - 5317 )

[ Municipalities - 58 } [ VDCs 3915 }
Local Level ¢ ¢

Y

Source: Report of Administrative Restructuring Committee, 2011

district level. In order to overcome the problems of the citizens requiring coming to the
district headquarters for even trivial activities, the government has positioned area level
offices enabling the governance to be much nearer the people. Such offices are in the
areas of agriculture, forestry, education, health and small infrastructure. At the local level
are the local agencies like VDCs, municipalities and the wards.
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Working System and Operational Modalities: The basic functions of the government
can be categorised as core and non-core functions. They mainly include maintaining law
and order; regulating and implementing laws; ensuring the supply of essential goods
and services; and providing social security and undertaking development activities and
capacity building activities in non-core functions. The public services include functions
such as social and economic services, infrastructure development, and administration
services, as well as activities related to poverty alleviation and promoting social
mobilisation, inclusiveness, the empowerment of people particularly the down-trodden
and disadvantaged, and capacity building. There have been efforts to deliver services
which are responsive to the needs of the people. Despite constraints in the capacity, and
the resource limitations that need to be properly and adequately addressed in any public
administration reform efforts, the government has been making efforts in terms of policy
and delivery to try and enhance the level and the quality of public services.

The government formulates periodic plans to guide the activities for a period towards
desired results. Annual policy programmes and budgets are designed to achieve the
objectives set by the long-term development strategy and periodic plans of the country.
Work proceduresand guidelines have also been defined for standardisingimplementation
procedures and inculcating uniformity in the implementation of the programmes after
their approval.

Works are carried out under the auspices of the Finance Act and Regulations and the Public
Procurement Act and Regulations. Efforts are made to ensure participation, collaboration
and partnership between different governmental bodies, public corporations, the private
sector, civil organisations/societies, cooperative bodies and other social organisations
during the delivery of public service and for implementing and operating development
activities. Works related to forestry, drinking water, small irrigation projects and such other
services are implemented and managed by the consumers’ committees. This represents
an effort to empower as well as involve the people directly in activities close to them in
order to generate ownership and a sense of belongingness, and improve effectiveness.
School management committees have also been formed for managing community-run
schools. Various other models of public-private partnership have also been adopted
for the delivery and distribution of public services including for small infrastructure
development at the local level. Efforts to promote public-private partnership on a larger
scale have however so far been fraught with problems and complexities.

One important initiative has been the display of the Citizen’s Charter at all public service
offices to facilitate awareness about the procedures and time and resources needed

N
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in order to promote transparency and generate awareness among the people and to
mitigate the opportunities for malpractices. Additional mechanisms of public hearings
and public/social auditing are carried out for ensuring efficiency and propriety in service
delivery. A Management Information System (MIS) has been developed in many bodies
for disseminating proper information and facilitating proper decision making. These
information systems include the Personnel Information System (PIS) related to civil servants,
the Financial Management Information System (FMIS) related to the budget and financial
aspects of the Ministry of Finance, the Health Management Information System (HMIS), and
the Education Management Information System (EMIS). They have been instrumental in
promoting systems and empowering stakeholders enabling them to access information as
and when required, as well as supporting managers in their tasks and facilitating oversight
by those elected to represent the people’s interests.

Roles and Functions of Civil Service: The roles and the functions of the government may
be categorised into four categories, viz. governance, economic, social and infrastructural.
The governance activities include all activities pertaining to administrative support
services, logistics management, internal security
and peace, foreign affairs and defence, management The roles and the functions
of human and other resources and ensuring and of the government may be
promoting coordination and control. The economic categorised into four categories,
) ) i ) viz. governance, economic,
roles include creating an environment conducive for social and infrastructural.
investment and growth, promoting macro-economic
stability and undertaking macro-economic management including resource mobilisation
and prudent utilisation thereof, and promoting viable, pertinent and necessary economic
activities in the country viz. agriculture, industry, trade, tourism and other productive and

service activities.

In the social sector, most of the activities relate to delivering service to enhance the
quality of life of the people that, among others, include providing health, education
and other basic services like drinking water, sanitation, and promoting social welfare
and social security. The role of the government in providing infrastructure facilities
also is prominent particularly in developing countries devoid of requisite infrastructure
support, and needing a base for faster and sustainable economic and social development.
These include developing and enhancing the availability of transport linkage and
services, enhancing supply of and access to energy, promoting and improving access
to information and communications services, urban development and promoting
environment sensitive development.

s
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These tasks of the government may be grouped into four categories for simplicity as
exhibited in the table below. Understanding these roles and functions is also important
in the context of federalisation as these roles and functions have to be allocated to
different layers of the federal structure to ensure efficient and effective service delivery.
The activities and roles below are set out more fully in Annexes 2 to 3, showing a possible
division of powers and roles between various levels of government.

The current role division by hierarchy includes basic policy, macro level planning and
monitoring and evaluation activities at the centre while the task of implementation is
accorded to departments, regional, district level and field level agencies. Service delivery
activities are carried out by district/field level offices, which are being increasingly
empowered and given greater roles commensurate to the Local Self Governance Act,
1998 and its rules, 1999. Area level offices are the lowest level public administration system
while as political units, the VDCs and particularly municipalities, have also important roles
in extending various services to the people.

One of the key observations of the ARC report was that structures should follow
functions. But the CA committee recommendations on the allocation of responsibilities
across tiers do not lend themselves to the reorganisation of the public sector. A detailed
functional analysis across sectors and levels is needed alongside further work on civil
service reorganisation.

TABLE 1: Roles and Functions of Civil Service

Economic sector Social sector Infrastructure sector Governance sector
+  Macro economic « Education « Energy (electricity, -+ Secretarial services to
Management . alternative energy and the Council of Ministers,
« Health, nutrition and . L.
. o others) and drinking supervision and
+ Agriculture, food sanitation L
) water coordination
security and Social ity and
irrigation, ° JdE s'ecun el - Transportation (road, . Civil administration
protection . . .
air, water and railways) selection management
- land reform and . :
- Inclusiveness (gender, construction and .
management ; o « Peace and security
ethnic, religious, management
+ Industry regional) . Information and - Defence
» Commerce and - Mobilization of communication - Foreign affairs and
supply management youth force, capacity economic diplomacy

- Science and
development, labour

«  Tourism and culture technology » Law, justice and
and employment, - ! .
. sports (Information parliamentary affairs
+ Forest and soil- P technology)
conservation o « Peace, reconstruction
« Decentralisation, local . e
- + Environment and and rehabilitation
. Auditing self-rule and local .
climate change
development + Corruption control

» Urban development

and rural infrastructure  *  Statistics and planning
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Human resource management: Human Resource Management (HRM) in the Civil Service
covers all key elements of the personnel management system viz. human resource (HR)
planning and establishment control, recruitment and classification, career management
- including wage policies, performance management, HR development - and exit
strategies. It also needs to focus on the organisational capacities to implement the system,
i.e. the different institutions and agencies in charge of HRM in the civil service. While each
civil service system is different because it is tailored to different cultural, political and
administrative environments, the civil service HRM should encompass characteristics like
efficiency, effectiveness, transparency, accountability, inclusiveness, and nurturing and
promoting integrity. In light of the above, governments need to make the civil service
sufficiently attractive to enable the recruitment of qualified people, in particular for the
professional and senior managerial positions, and for retaining and motivating them and
making sure that they carry out their duties with devotion, commitment and integrity
and to constantly improve the quality and productivity of their work. The capacity to
implement an HRM management system includes skills, systems, processes, attitudes
and behaviour. It involves people and organisations. It usually involves a policy agency,
an oversight agency to ensure fair and meritorious practices and a financial control and
monitoring unit.

The recruitment system of the civil service is conducted by the Public Service Commission
(PSC) including its regional offices, a constitutional body enshrined in the Interim
Constitution of Nepal, 2007.The basic principles that the PSC upholds include meritocracy,
inclusiveness as is mandated by the constitution of Nepal, and accountability. Other
personnel and human resource management functions are conducted by the Ministry of
General Administration (MoGA) that includes placement, development (entrusted mainly
to the Nepal Administrative Staff College (NASC)), promotion, transfer, retirement/post
retirement services, and recording/information system.

The present civil service comprises of nearly 100 service groups and sub-groups.
Inclusive provisions have been made after the enactment of the Civil Service Act (Second
Amendment), 2064. The Act sets aside 45 percent of the total posts in the civil service to
be filled through open competition and out of that 33 percent of these seats are reserved
for women, 27 percent for the indigenous communities, 22 percent for the people of
Madhesi communities, nine percent for the Dalits, five percent for the disabled and the
remaining four percent for the backward areas. The existing level of civil service strength
in terms of positions is as followings:
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TABLE 2: Existing Positions by Level and Sex

A B C D E F G H
Level Male Percentage Female Percentage Total(F) Percentage Percentage
of Col. (F) of Col. (F) of Figure in

corresponding

row of total

inF)

Gazetted 15,983 89.0 1,971 11.0 17,954 100 224
Non Gazetted 32,687 788 8,774 21.2 41,461 100 51.8
Classless 19,175 927 1,518 7.3 20,693 100 25.8
Total 67,845 84.7 12,263 15.3 80,108 100 100

Source: MoGA (Jan, 2014)

Note: The total figures for civil service are different across table 2, 3,4 and 5 as data might have been collected
at different points of time by different classifications being generated for particular classification purpose
only. Hence data in each table will have to be used exclusively for the specific purpose without looking at
their consistency.

The current positions are estimated to number 80,108 as shown by the records of the
Department of Civil Personnel Records. The structure is heavily subordinate-dominated
with only 22.4% officer level employees. Females constitute only 15.3% of the total
employees with a relatively higher proportion in non-gazetted level. It should however
be noted that this is a significant improvement with the introduction of the second
amendment in the Civil Service Act before which the proportion of females in civil service
is estimated to have been around 7-8 percent only. The total positions of civil service
appear to be declining as earlier reports estimated the size of civil service at 102,000. The
reasons for the decline in the total size may be due to the advocacy of the Administrative
Reform Commission of 1991 that spelled out the need for reducing the civil service to
77,000 (ARCR, 1991). The structure is dominated by non-gazetted personnel meaning
that the officer level personnel are limited. The officer level personnel numbered 17,954
(22.4%) in comparison to the non-gazetted positions that stand at 41,461 (51.8%)
and classless personnel at 20,693 (25.8%). This bottom heavy structure has not been
considered as efficient and capable by many administrative scientists.



TABLE 3: Civil Service by Category
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S.N Category Number Percentage
1 General Administration 37,044 46.30
2 Agriculture 4,925 6.16
3 Auditing 327 0.41
4 Economic planning and statistics 369 0.46
5 Education 1,644 2.05
6 Engineering 7,961 9.95
7 Forestry 4,829 6.04
8 Health 16,418 20.52
9  Justice 3,028 3.78
10 Parliament 221 0.28
11 Constitutional 52 0.06
12 Foreign Affairs 210 0.26
13 Miscellaneous 2,973 1.53

Total Positions 80,001 100

Source: Department of Civil Personnel Records, MoGA, Mid-July, 2013

Note: All parliament services have been grouped in one category. There may be some discrepancy in the

totals of various tables as stated by the Department.

There are 12 major civil service categories including Health and Parliamentary Services

but excluding the miscellaneous category, which still persists, comprising personnel not
belonging to any of the 13 categories. Of the 13, the general administration category
has just under half of the personnel with 46.07% followed by health services (20.47%),
engineering (10.01%), agriculture (6.14%), forestry (6.05%) and justice (3.78%). Others
like economic planning and statistics, education, parliament and auditors general have a
smaller proportion. Itindicates the relative strength and structure of publicadministration
in the country that it is characterised by the dominant pool of general administration.
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TABLE: 4 Number of Civil Servants by Location

Level Number Percentage
Central 25,781 32.31
Regional 2,589 3.24
Zonal 770 0.96
District 32,825 41.13
Area 15,996 20.04
Municipalities 60 0.08
Sub-Total 78,021 97.77
Temporary 1,782 2.23
Total 79,803 100

Source: Department of Civil Personnel Records, MoGA, Jan, 2014

Note: Due to absence of categorisation of temporary human resources on location basis, it has been shown

separately.

The government has opted for the policy for increasing decentralisation and placing
services closer to the people, with the result that more field offices have been established.
The above table no. 4 shows that more personnel are
placed at the field level. This does not include the . . .

. for the policy for increasing
personnel employed by the local agencies. The total 4o centralisation and placing
central level personnel number 32.31%. Among the  services closer to the people,
rest, 420% are in the regional/zonal level, 41.13% with the result that more field
in district level and 20.04% in the area level offices. ©ffices have been established.
A continued increment in the placement of personnel at the district and the area level
offices means that the government is trying to reach out to the people and that activities

The government has opted

are being decentralised.

TABLE: 5 Number of Civil Servants by Region

Region Number Percentage Percentage share. of

total population
Eastern 13039 16.34 21.92
Western 12331 15.45 18.58
Far Western 6602 8.27 9.55
Central 37987 47.50 36.49
Mid western 9775 12.25 13.46
Total 79734 100.00 100.00

Source: Department of Civil Personnel Records, MoGA, Jan, 2014
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However the distribution of personnel (despite notable improvement in recent times with
the impetus for establishing field offices) is still skewed with 47.50% located at the central
region while in other regions it ranged from 16.34% in the Eastern Region to 8.27% in the
Far Western Region. This means that the district and other level personnel are still more at
the central region districts including the Kathmandu valley. Of course, comparison with
the total population size in the respective regions that mostly explain the service delivery
requirement, the degree of disparity is significantly less. Concurrently, the real central level
positions have declined significantly and the impetus is to have more people at the level of
service delivery. A higher level of concentration of technical human resources at the district
and the area level further indicate the effort to decentralise and devolve in the country.

Governance System: The government formulates the annual policy and programmes
and the budget for achieving the objectives set by the long-term development strategy
and periodic plans of the country, and it has devised a system of distributing the public
services and implementing and running the development programmes on the basis of
that. Work procedures and guidelines have also been implemented in some agencies for
maintaining simplicity and uniformity in the implementation of the annual programmes
after they are approved. Arrangements have been made for displaying the Citizen’s
Charter, addressing the public’s complaints and holding public hearings and having
social auditing carried out for making service delivery more effective and accountable.

The emphasis on decentralisation as envisaged by the LSGA, 1998 is gradually taking
place. Further, area (ilaka) level offices were created, dividing the districts into sub-
districts or areas depending on the size of population and geographical location to
enable the government to reach out to the people in as close proximity as is feasible. The
increasing efforts to empower local government have yielded these results. Currently,
Nepal has emerged as a nation with strong local governance despite various challenges
and limitations.

Efforts to Reform Civil Service: Globalisation, technology innovations, the quest for
more efficient resource management, and alternative, cost-effective service delivery as
well as new perceptions on work-life policies oblige governments to seek more flexible
systems to manage their personnel. The focus is now more on mobility, employability
and skill acquisition and development. There is however no single solution - more than
any other reform process, political, economic, social and cultural conditions shape the
way civil service reform is implemented in any country.

Civil service reform not only emanates from country specific reasons but also from an
ongoing process that suits the specific conditions of the nation state. The emergence
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of new public management (NPM) is one small example in this regard. NPM differs from
traditional approaches in that it is client-focused, gives a priority role to management
and emphasises empowerment, entrepreneurship, effectiveness and a dynamic
organizational culture modelled on the private sector. This constitutes a major change
since public administrations have traditionally
emphasized values such as stability, hierarchy, Civil service reform not only
compliance and risk avoidance. NPM reforms thus emanates from country specific
require a thorough change in culture which cannot ~feasons butalso fr°.m an ongoing

. . . process that suits the specific
come by simply changing regulations. There have " .

. ] conditions of the nation state.

been efforts to gradually incorporate NPM in the
governance process albeit in limited sectors and dimensions. The characteristics of a
sound civil service is provided by Kueleers (Kueleers, 2001:4) as specified in the Table 6
below, and deserves proper consideration in any civil service reform.

Nepalese civil service reform started with the dawn of democracy in the country. Nepal,
after the proclamation of democracy in 1950, made efforts to transform the country
as a modern state that included reorienting and restructuring a civil service that then
existed only on a rudimentary basis along feudal lines. The first important contribution
was provided by Govinda Narayan (1951), an Indian Administration Expert. The Buch
Commission is the first administration reform commission which reported in 1952.
Some of the major recommendations included the establishment of the public service
commission, adoption of meritocracy, limiting ministriesto 11, rationalising categorisation

and emphasising decentralisation.

TABLE 6: Characteristics of Sound Civil Service

. Adjusted to the level of social and economic development in the country;
. Efficient and effective in the delivery of services;

. Highly professional and capable of offering the best technical advice to the democratically elected
government;

. Operated according to merit-based principles, combined with culturally sensitive management practices;

. Loyal in the execution of the policies of the acting government, while operating in accordance with the
Constitution and the laws;

. Strongly committed to the public interest;
. Disciplined and intolerant of unproductive or unethical behavior;

Honest and devoted to serving the population in an unbiased and impartial manner;
. Broadly representative of society;

. Upholding fair administrative practices, transparent in its operations and accountable to the citizens and
their representatives;

. Willing to hire the best people available at each level, based on a fair and transparent recruitment process and
to maintain competitive pay practices that will foster a motivational climate for state employees;

Strongly in support of proper training and development at all levels;

. Capable and willing to develop partnerships with various groups and organizations in civil society.

Source: Kueleers, 2001
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The Administrative Restructuring Commission headed by Tanka Prasad Acharya (1956)
also made some significant contribution in modernising public administration in the
country. Some of the major recommendations included organising Nepal into seven
regions, 32 districts, 78 sub-districts, 165 blocks and village panchayats, and categorising
the civil service in nine categories viz. Nepal Education Service, Nepal Administration
Service, Nepal Health Service, Nepal Judicial Service, Nepal Engineering Service, Nepal
Forestry Service, Nepal Agriculture Service, Nepal Foreign Affairs Service, and Nepal
Palace Service. It also established an Organisation and Method unit to review and
improve administration, establish national planning commission, and promote district
development planning.

The Administration Reform Commission headed by Vedananda Jha (1968) made
recommendations in the areas of personnel management, programme budgeting,
internal resource mobilisation, and reducing political role in personnel management.
The Administration Reform Commission headed by Bhekh Bahadur Thapa (1975)
recommended promoting regional services establishing regional offices, defining
criteria for creating positions, increasing the levels of civil service, making civil service
officer oriented, and improving personnel management. The Administration Reform
Commission headed by Girija Prasad Koirala (1991) recommended the involvement
of non-government sector in service delivery, increasing the levels of the civil service,
opening lateral entry at higher levels, and reducing the overall number of positions, and
also dealt with some personnel management issues. Administration Reform Commission
constituted in 2007 has also made various recommendations, including some relating to
the civil service in the federal context.

The Administrative Reform Commission (2008) in its report on “Public Administration
in Federal System” (2012) has made some useful recommendations on structure, the
allocation of responsibilities, and on the personnel management system, based on the
functional analysis of roles and responsibilities as proposed by the thematic committees of
the Constituent Assembly (CA). The premises and principles it has adopted are as follows:

e Work volume, roles and responsibilities should be taken as the main basis while
setting up the organization;
e  Work of similar nature should be done by a single organisation.

e Define the minimum standard and maintain uniformity while establishing an
organisation which is of an autonomous nature.

e Every ministry at the centre will not require a parallel entity at the province and local
level also. (ARC, 2011).
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The premises regarding service delivery by ARC, 2011 for the sake of improving overall
efficiency have been spelled out as:

e Adopt a one-door system;
e Carry out the works by making the decision process quick and prompt;
e Make the services people-friendly by bringing behavioral changes in the employees;

e Clearly provide information to the service-recipients regarding the service delivery
by means of the citizen’s charter;

e Protect the rights and interests of the consumers and make provisions for providing
compensation if the given quality of service could not be provided in the given time; and

e Make all the works in the office transparent (ARC, 2011).

The roles, responsibilities and powers of the different tiers of government (details
Annex 2 and 3) have been proposed by the thematic committees of the Constituent
Assembly. The responsibilities defined for the federal level mainly include: protection
and promotion of the constitution and federalism, giving policy guidelines to the
provincial and local bodies, formulating the national policies and their implementation,
facilitation, coordination, monitoring and evaluation, and conflict and dispute resolution.
The roles and functions of the provincial government should be running the day-to-day
administration and maintaining law and order, and protecting the life and property of
the citizens within the territory under its control, as well as undertaking development
works like operating small and medium scale projects and emergency works like disaster
management. Its responsibilities should include the formulation, implementation, and
monitoring and evaluation of plans for the entire province; giving policy guidelines
and directives to local government, and carrying out monitoring and evaluation. Local
government should have the objective of providing services and goods as per the needs of
the people, and especially to settlements scattered in the remote geographical region of
the country. Local government should run the day-to-day administration by maintaining
law and order at the local level, collect various taxes under its jurisdiction, and deliver
services related to the daily needs of the people like education, health services, irrigation,
drinking water and sanitation, transport and electricity, promotion of tourism, protection
of religious and cultural traditions, management of local markets, provision of sports and
various other activities. It should also initiate development works and carry out rescue
and relief works in the event of natural disasters and epidemics.

ARG, 2011 has proposed the following civil service structure,

a) National civil service: Constitute a national civil service to execute the national
principles, policies and standards, to forge partnership, coordination, interrelations
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and understanding and exchange information, to develop leadership and capacity
and to maintain coordination and check and balance between the civil service of the
province and centre by keeping intact the national unity and integrity.

b) Federal civil service: Constitute the federal civil services for conducting the regular
administration of the federal government in necessary functional categories.

¢) Provincial civil service: Constitute the provincial civil service comprising various sub
segments as required

d) Local civil service: Constitute the local civil service to develop the local civil service
based on such functional areas as administrative and law, security and inspection,
planning and development, revenue collection and provision of services to the citizens.

In addition, the report makes suggestions to make the civil services more merit oriented,
enable transfers with mutual consent, provide for promotion on the basis of defined
criteria, and be more inclusive. It also provides some dispute resolution mechanisms and
transitional management approaches. However, Nepal being a small country, the four
tiers of civil service envisaged by ARC may not be affordable and also difficult to manage.
Further, the functional analysis it relies on - though important and useful - may differ from
the functional allocation by the constitution. ARC does not provide an action plan, albeit,
it has laid down clearly the path forward for federalising the civil service. This current
study attempts to take their work further.

A study on’Administrative Restructuring in Federal Nepal and Local Government; Nepal et.al
(2009) envisions central, provincial and local government tiers with central and provincial
level regulations and service commissions, and positions being created autonomously but
requiring consent of higher levels in the case of financial dependence. Nepal et.al (2009)
also defined personnel management aspects including promotion, service transfer, code
of conduct, trade unions, human resource development and management of retirement
and other funds.

An attempt was made by a number of experts to allocate tasks to federal, provincial
and local levels in a study commissioned by Asia Foundation. These were Deependra
BickramThapa (2012) on social sector, Bimal Koirala (2012) on economic sector, Jagadish
Pokharel on infrastructure sector (2012) and Bal Krishna Prasai (2012) in the general
administration and other sectors. They have followed the standard format of classifying
functions in five categories viz. policies, regulations and benchmarking, planning, asset
creation, implementation and monitoring and evaluation.
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There have been many efforts to reform the civil service in Nepal. The clamour for good
governance has also been increasing both at home and abroad as the necessary condition
for the advancement of the country. But the scenario is far from satisfactory as observed
by the ARCR (1991), which also explained the reasons for non-implementation of many
administrative reform measures due to want of government commitment (Shrestha,
2000: 4). They were:

e The low level of motivation of civil servants;

e The administrative machinery becoming too much bloated due to the government
assuming the whole range of functions affecting people’s lives;

e Unnecessary expansion in the number of government agencies and its employees;

e Too many layers in the decision-making process;

e Failure to make individual officials responsible; and

e A lack of decentralisation of necessary authority to the officials down to the field
offices.

One major challenge in implementing decentralisation to date appears to be the
unwillingness to implement the LSGA fully, as is evidenced by only gradual empowering
of DDCs unlike the extent envisioned in the Act, a lack of willingness on the part of
politicians/civil service to decentralise power, and a lack of access to resources or the
power to raise them on the part of local government. These challenges have hindered the
pace of change anticipated by the Act.

ARC (2011) spelled out the problems and challenges in civil service into six categories
viz. policy related, structural, organisational, managerial, working procedure related and

attitudinal. These problems basically capture —

ina o There have been many efforts to
the problems being faced by the Nepalese civil reform the civil service in Nepal. The

service adequately. Despite the many reform clamour for good governance has also
efforts the position does not seem to have been increasing both at home and

changed notably. The challenges of civil service ~ abroad as the necessary condition for
management may be listed as: the advancement of the country.
m  Structural: The weak capacity in terms of resources, processes and institutions
(including institution building) is recognised as a big challenge because substantive
reforms in the absence of capacity is clearly going to be an arduous task. There is
also a lack of competence of the state administration vis a vis the requirements
they face in terms of resources, ability, orientation and attitude/aptitude. Planning
and implementation capacities are limited. The challenges and responsibilities are
increasing but the size of the civil service is declining. Vacancies are lying unfulfilled,
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hindering the capacity of service delivery further exacerbating the lack of capacity.
Decentralisation processes have been particularly weak as also manifested by the
inability to implement LSGA 1998 and LSGA Rules 1999 properly and adequately. It is
not helped by highly centralized institutional and human resources emanating from
weak position fulfilment in remote areas, human resources tending to be absent
from their allocated positions with one or the other pretext, and concentration at
headquarter levels even in the districts/regions and zones. Weak coordination and
other structural problems lead to lack of clarity and poor service delivery including
institution building. The tenure of top leadership is highly volatile and uncertain.
Trade unions that cover all employees up to Gazetted class three officers are seen
as institutions for bargaining rather than as institutions to strengthen the civil
service. The multiplicity of trade unions in the same work place is a problem rather
than strength. Despite adhering to the merit principle, it is reported that the civil
service is attracting lesser talents and hence true meritocracy has not been able to be
established, a situation not contributed to by various interferences.

Managerial: There is a delay in service delivery particularly in offices with high levels
of engagement with the public despite efforts to continually improve the situation
and define completion time lines. The productivity of human and capital resources
is poor, and is not helped by indifferent motivational measures and systems. The
process of administrative reforms will take time as is experienced with the five
reform commission reports and their implementation (Buch, 1952; Acharya, 1956;
Jha, 2025BS; Thapa, 2032BS; Koirala, 2048BS and ARC, 2008). The norms governing
the civil service are process oriented and not results oriented, and this is reported as
a cause for the poor attainment of planned targets. In the absence of clarity of rules
or transparency, transfers and placements and in some cases promotion have been
reported to be contentious issues.

Behavioural: Changing the bureaucratic culture will be a major challenge to transfer
it from the status quo and from process orientation to result orientation, with a
willingness to shoulder responsibilities and accountability.
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SECTION

Lessons Learned

3.1 Lessons Learned in Nepal
Some of the major lessons learnt from the past including efforts to implement various
reform measures may be deduced as following:

e Decentralisation aids in bringing governance closer to the people that not only helps
in easier service delivery but also empowers the people. The decentralised model
increases the decisional autonomy of the line m—

Decentralisation aids in
bringing governance closer to

the people that not only helps
guidelines and monitor their implementation. The i easier service delivery but

managers on most personnel matters, leaving the
centre only with the responsibility to define broad

majority of the personnel management functions also empowers the people.
(recruitment, promotion, grading, manpower planning and control, as well as training
and development management) are handled by personnel management units in the
ministries or agencies.

e Strengthening local governance has brought many positive changes in planning,
resource allocation, service delivery, small infrastructure development and improving
the social sectors like education and health facilities.

e Local hiring both by PSC and the local agencies of personnel has helped to retain the
personnel at the site and also aided to improve ownership.

e Many local level agencies feel that they can be sustainable and can initiate
developmental and social welfare activities on s . ocal —
. _ . trengthening local governance

their own, which is a result of their empowerment, 9 ing gov

. . . has brought many positive
particularly in terms of raising resources. changes in planning, resource

e The limitation defined that personnel cannot be allocation, service delivery, small
transferred without completing the minimum infrastructure development and

h helped . | improving the social sectors like
tenure has to some extent helped to retain people education and health facilities.
at decentralised sites.

However, there are some negative lessons or weaknesses also noted in the public
management area, some of which are listed below:
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e Civil servantsstill prefer to work at convenient places and at the centre which probably
explains the relatively large share of civil servants at the central development region.

e Civil servants tend to concentrate at the centre by relying on one or other excuse,
making service delivery at the local level more difficult. Even the grassroots level
personnel due to the prevailing conflict type scenario in parts of the country tend to
be located at the district headquarters only, seriously affecting service delivery and
other development initiatives in the field.

e The pace of decentralisation is slow and for a long time a number of provisions
of LSGA could not be implemented, as they allegedly contradicted a number of
existing laws. The inability to change laws to give real effect to national policies and
constitutional dictums are a serious challenge in the country which tells us that laws
should be quickly amended to avoid blocking national and constitutional provisions.

e The administrative culture at best is not results oriented, and this makes it harder to
realize goals and targets efficiently. Risk avoidance behavior further leads to non-
decision making, which is also not at all conducive to development.

e Incentives are limited and not tied up to performance except in certain cases like
mobilizing resources, which has promoted some kind of dichotomous system that
does not help to motivate civil servants.

e There have been many amendments in the civil service law but most have
concentrated on promotion systems rather than addressing other equally pertinent
issues.

e There is no culture of shouldering accountability, a further result of risk avoidance
behavior.

These are some of the positive and negative lessons from Nepal’s own experiences that
need to be carefully considered in any civil service reform and restructuring processes.
But there are also lessons from elsewhere to be drawn upon.

3.2 Lessons Learned from Elsewhere

What are those lessons and learning, and how do they relate to Nepal? The lessons below
are drawn from many countries in all parts of the world, and they concentrate on those
societies which have experienced conflict and which are developing. Reform of the civil

service will form only part of the major change process —
Reform of the civil service

will form only part of the major
change process which will be
of government and administration which are critical needed to transform Nepal’s

in creating the conditions for successful development. government and administration.

/23

which will be needed to transform Nepal’s government
and administration. There are four major dimensions



THE NEPAL CIVIL SERVICE AND RE-STRUCTURING OF THE STATE

These are, first, organisational design and management, secondly the political system
design, thirdly the basis of legitimisation, and fourthly cultural and structural factors. The
bulk of transferable knowledge from one country to another lies in public administration
and the design and management of individual organisations (and to a lesser extent in
the second and third). But even within this limited domain, there is no optimal form of
organisation and no globally valid rules for organisational design. Most good solutions
will not be clear cut best practices because they will have to incorporate a great deal of
context specific information. The lessons below are drawn from established international
lessons, and evidenced particularly by the countries indicated. They are set out more fully
in Section 10. Each lesson is also related to the situation in Nepal, drawing on the first
part of this paper, on the consultation with stakeholders, and on key materials including
the report‘Public Administration in a Federal System’ of April 2011 by the Administrative
Restructuring Commission.

Lesson One - Time: Fundamental civil service reform takes along time — longer than many
people hope and anticipate. Consequently, it is necessary to plan for this accordingly and
view reform as an ongoing process rather than an —
event. It also is possible that some fundamental ~Fundamental civil service reform takes

along time - longer than many people
civil service reform goals could take decades J N9 ¥ Peop
hope and anticipate. Consequently, it

require a change in the culture of the civil service and view reform as an ongoing process

itself. Donors in particular must be aware that rather than an event.
achieving results may take a long time, and should not abandon projects hastily because
they do not see immediate results. (Yemen, Zambia, Indonesia, Vietnam).

m Lesson One and Nepal: The ARC has recognized that the reform and transition period
is likely to take 10 years or more to be fully complete. This has considerable implications
for ensuring that service delivery issues in the civil service are addressed directly during
the period of the Nepal transition, because they clearly should not be delayed for such a
long period.

The ARC has recognized that
the reform and transition
into account in civil service management/reform efforts.  period is likely to take 10 years

(Nigeria, Tanzania, Russia). or more to be fully complete.

Lesson Two - Context: Individual contextual factors of
public administration in each country must be taken

m  Lesson Two and Nepal: The work of the CA and ARC set out the key aspects of
context for civil service reform and decentralisation. However one major part of the
context is currently unresolved, and that is the political and constitutional situation,
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including in particular the need to finalise the constitution and settle the number of
Provinces. The number of Provinces is not simply a question of how many there are, and
therefore the number of additional governmental units there will be at that level. There
are also questions about the type of Province that is decided on, including their powers
and boundaries. These have direct implications for issues of inclusion and capacity, and
the degree of autonomy at Provincial level, as well as forming a key part of the future
political landscape in which civil service decentralisation will take place, and which will
shape that process.

Lesson Three - Leadership: Political and bureaucratic leadership that is truly committed
to reform is a prerequisite for the successful implementation of changes to civil services.
As between these it is probably political commitment and leadership at all levels of
government and public administration which is required for civil service reform to be
successful. In order to make fundamental changes to the operation of the civil service
(e.g. through decentralisation) all stakeholders must be dedicated to the initiative, both
in terms of the end goal and the process of achieving that goal. The government should
act as the ultimate leader and guiding force for the initiative, but civil servants themselves
are crucial to the implementation of change and their views on the reforms should be
considered. Alackof political will has been identified as the cause of the failure of previous
reform efforts in Nepal. When implementing civil service reforms it is better for leadership
ofthe process to be established within the governmentand bureaucracy, rather than being
directed externally (through external partners, aid agencies etc.), because it generates a
greater sense of ownership of the process. Continuation of administrative leadership is
essential for civil service reform to be facilitated and effective, particularly in those bodies
that are providing leadership on implementation. The creation/development of a new
body designed to lead implementation of new civil service procedures/reforms to the
civil service may be useful in changing public administration processes. (India, Russia,
Nepal, Sierra Leone, Liberia, Zambia, Malaysia, Bosnia/Herzegovina).

m Lesson Three and Nepal: The position in Nepal in relation to problems of leadership
in civil service reform is already part of the wider international lesson in how not to do it.
The frequent changes of civil service leadership in the top bureaucracy and the failure to
implement earlier decentralisation reforms suggest that leadership is a critical issue. This
was reinforced during the stakeholder consultations for this paper, and is reflected in the
very substantial problems which ARC and others have identified in the civil service.

Lesson Four - Planning: Successful reform to public administration requires clearly
defined planning and management procedures that address a holistic process of
decentralisation of the civil service. Without a clear strategic and operational plan for the
initiation, implementation, and ongoing improvement of reform processes, efforts are
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likely to be inconsistent, piecemeal, and have little impact in the long term. Reformers
must ensure that they do not mandate reform that is unrealistic in its demands. It is
important to emphasise the need to include a variety of stakeholders in the planning
design of public administration reform — including the government and civil service staff.
In the planning phase, civil service reform project should define its objectives from short
to long term, describe the project activities to achieve intermediate goals, give precise
estimates of necessary human and financial resources,and ———————————— =
outline the long term goals and the processes by which Successfu! refo!-m to pu!olic
they will be achieved. This plan should also take account of administration D

clearly defined planning and
the specific national context of the reform plan. Defining management procedures
the management process should determine standard that address a holistic
operating procedures and the key management bodies/  process of decentralisation
figures involved in the project, as well as the mechanisms of the civil service.
by which these two elements can be changed. Maintaining a degree of flexibility in the
planning and management processes is important in order to address emergent issues,
or to change reform priorities. (Somalia, Kenya, Ghana, Afghanistan).

m Lesson Four and Nepal: Nepal has a good record of detailed planning in matters of
civil service reform but a much less good record of implementation. Planning has taken
place as part of a need to strengthen public administration and governance in almost all
past periodic national development plans. Moreover, it has been a part of other reform
initiatives often taken after changes in government, or where there has been dynamic
administrative leadership. It is a critical area in the process which lies ahead.

Lesson Five - Resources: Sufficient and appropriate resources, in terms of knowledge,
skills, experience, funding, and facilities are required for civil service reforms and
decentralisation to be successful. This is particularly important in decentralisation
initiatives, because without sufficient resources, newly decentralised civil service units
may be unable to perform their new duties properly. Not only does this mean providing
the resources required to carry out the work of the civil service, it also means providing
the resources required to attract and retain the skilled individuals that have the ability
to operate in the civil service and to implement new programmes. It is also important,
therefore, to ensure that resources are dedicated to ensuring that there are employee
incentives and attractive (or at least appropriate) pay. (Liberia, Indonesia, Somalia, Russia).

m  Lesson Five and Nepal: There do not yet appear to be any substantial available
estimates of the costs of transition, let alone where the resources are going to come from
to pay for them. This is a major problem area and one which needs urgent discussion with
the donor community and the Ministry of Finance, which has done some background work.
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Lesson Six - A Clear Framework: It is imperative to ensure that there is a clear legal,
institutional and constitutional definition and framework of the role of the civil service
and civil servants, the concomitant duties and responsibilities distributed within the
system of public administration, and that the relationship with central government is
established on democratic principles for the country as a whole. In order to implement
changes and reforms to the civil service, an institutional and legal framework must be
put in place which enshrines fundamental civil service principles in law, and within
which the new civil service procedures for a decentralised state can be developed. This
framework may include provisions on the position of civil servants within the overall
governance structure, issues rights, duties, and conflicts of interest, and matters relating
to recruitment, evaluation, promotion and general management of the civil service.
(Bosnia/Herzegovina, Somalia).

m Lesson Six and Nepal: There is a clear framework of law and detailed regulation for
the existing civil service. However, there will need to be a new framework which not
only creates the civil service at provincial and perhaps also local level, but also which
regulates relations between them. Ideally the new framework would also reflect the
need for changed functions at the centre — see lessons eleven and twelve.

Lesson Seven-Merit: Aninstitutionalised merit-based and inclusive recruitment, training,
progression, and promotion procedures are required at all levels of the civil service. In
order to foster greater transparency and professionalism within the civil service, and thus
improve public service provision, civil servants must be recruited on the basis of their
ability and suitability for job roles. In terms of training and progression, it is necessary to
identify competent individuals that are able to accept greater responsibility and more
demanding roles (especially if decentralisation allows civil servants some flexibility in
policy implementation in particular regions/geographical areas), and make appropriate
training programmes available (either through internal capacity or by seeking assistance
from external partners). Furthermore, particularly in the case of moving from a centralised
system to a decentralised one, there is the need for a clear categorisation of job categories
and job roles. (Liberia, Vietnam, Russia).

m Lesson Seven and Nepal: The civil service in Nepal is familiar with the merit principle
but there are various ways in which it is weaker than it should be. Political interference
weakens the merit principle because it introduces considerations which may not be
related to merit but to political patronage and advantage.

e The principle of inclusiveness also moderates the merit principle by introducing
broader considerations beyond technical competence and ability. Inclusiveness is very
important in Nepal, and there are already legal requirements in that regard. These may
be intensified during or after federalisation. If it is not to weaken the competence of the
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civil service at a moment when it will need all of its capacity to support the federalisation
and state building process, inclusiveness will need to be associated with training and
development and clear performance criteria.

e There is also a need to see ‘merit’ as extending beyond the existing civil service and
to look at how far recruitment at senior levels should occur from outside, rather than
by time serving internally, in order to get fresh and new talent, and to help develop a
stronger performance culture.

Lesson Eight - Trust: It is necessary to provide for the development of trust in the civil
service at every level, particularly if the civil service is to be decentralised from a strong
central system. In nations which have experienced conflict or oppression, the civil service
may be viewed as a tool of state authority that is marshalled against them. It is therefore
necessary to build trust and confidence of citizens in the civil service through enacting
measures such as merit-based recruitment, anti-corruption measures, and greater sharing
of information on civil service operations, practices and performance. If the people do
not trust in the civil service, then it is difficult for the service to have an effective impact
on public administration. Trust is inherently connected with politicisation - the greater

the length of time and degree of politicisation of a civil p—
service, the less likely it is that citizens will trust in it. This  Itis necessary to provide for
is particularly the case with corruption in the civil service. the development of trust in

Not only does this mutual trust have to be fostered the c.|V|Iserv‘|ce at e.v?ry Iev.el,
particularly if the civil service

between the public and the bureaucracy, but also is to be decentralised from a
between the government and the civil service. The civil strong central system.
service must trust that the government is not attempting

to gain political influence over the neutral organ of the state, and the government must
trust the civil service to implement policies on their behalf without the need for greater
control. (India, Somalia).

m  Lesson Eight and Nepal: The ARC recognizes the challenge of corruption and its
implications for trust in Nepal, and the same is true of the poor levels of service delivery
which are experienced by the peoplein many services. Theissues of trust and politicisation,
and between government and the civil service, are also major issues for Nepal.

Lesson Nine - Neutrality and Avoiding Politicisation: While political will is necessary
for successful civil service reform, the civil service (whether decentralised or not) must not
become politicised. When civil servants begin to see their function as acting as agents of
particular political groups or parties, their position as a neutral public servant is negated
and issues of party political meddling and venality emerge and the public service suffers.
The ability of political parties to interfere in the work of the civil service outside of the
established parameters must be limited as much as possible. (India, Pakistan, Vietnam).
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m  Lesson Nine and Nepal: This is a critical area for Nepal. Everyone is aware of the
problem. Linked also to the role of trade unions in the civil service, it appears to be
making a difficult situation much worse. The issue needs to be the subject of some honest
national dialogue. It is difficult to achieve that inside those relationships.

Lesson Ten - Performance: A failure to set goals, implement effective accountability
mechanisms, and measure the performance of the civil service and civil service reform
programmes will seriously weaken the reform and decentralisation process. In order to
ensure transparency and accountability in civil service reform programmes, and assess
the progress of reform and the performance of the civil service, goals must be established
alongside accountability and performance measurement instruments. This is particularly
important when moving from a centralised civil service system to a decentralised system,
as this process can be quite an impact-bearing change and policymakers must be
able to evaluate its effectiveness, and identify areas for improvement. They also assist
in combatting corruption and identifying areas of weakness for improvement, (India,
Pakistan).

m Lesson Ten and Nepal: This is another critical area for Nepal. There is not a sufficient
culture of performance, achievement, and results. This does not only affect the people
but also the relationship with politicians, especially those politicians who represent
communities who have suffered disadvantage and exclusion, because it encourages
politicians to believe that they must have their ‘own’ people running things in order to
get results. Nepal has practiced performance management in the form of managing
for development results, performance incentives, performance contracting and so on
covering certain development sectors and organisational functions or system. But these
are considered by many to have been executed in a half-hearted way, lacking consistency
and continuity, and failing to demonstrate real impact and prove itself to have the real
value it ought to have in the Nepalese context.

Lesson Eleven - Technology: The impact of technology on both administrative processes
and service delivery is widely recognised. But such developments have yet to give rise to
significant transferable knowledge, and especially in respect of civil service decentralisation
processes in post-conflict and developing societies. Moreover, the introduction of
technology into the civil service can cause problems when it is perceived to be replacing
employees. This is particularly the case in developing countries which historically have a
large bureaucracy, such as India, and becomes even more pronounced in times of increasing
unemployment and economic depression. In the past, computerisation of office work,
procedures, and records has been opposed by unions and employee organisations. Also,
many government employees deliberately avoided the adoption of ICT systems because it

prevents them from adopting corrupt practices. (UK, Uganda, Pakistan).
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m Lesson Eleven and Nepal: The ARC has recognized the importance of e-governance
but it remains unclear whether the civil service has learned and is able to apply the
lessons. There are isolated examples of service modernisation using new technology.
In the public sector, these are offices concerned with public utilities, registration and
record management. In contrast the private sector (e.g. banking and airlines services) are
already well advanced. But there has been no general or widespread implementation in
the public sector. This is important not only because the use of technology could reduce
cost, improve efficiency, and create a better service delivery experience for the people.
Further, the people will increasingly use their mobile devices for services such as banking
and private travel, and the gap between these experiences and the long queues and
repeated demands for information from the public sector will become ever more stark.
This will reinforce a lack of trust and respect for the public service and may damage it
fundamentally.

e The related problem is that the Nepal civil service currently has a large unskilled
workforce supporting a more senior group which is itself not keyed into the possibilities
which digital technology can offer. The degree and character of skills and culture change
required of the senior staff (gazetted and non-gazetted) will be considerable. The impact
on the unskilled workforce will be very considerable indeed, including potentially large
job losses.

Lesson Twelve - Changing the Way the Central Civil Service Works: In the process
of undertaking decentralisation of the civil service, it may be necessary for the federal
(central) civil service to re-evaluate its organisation and functions. For example, during or
following a decentralisation process the federal civil service may realise that it may need
to restructure and/or rationalise these agencies. (Pakistan).

m LessonTwelveand Nepal: Inthe Nepal context thisisfundamental. The ARC recognises
the need for the civil service which remains at the central/federal level to develop new
capabilities in a federal system, and they are right to do so. It is not just a question of
transferring some staff to the Provinces and for those that remain at the centre to focus
on the ‘bigger’ questions and the policy level. New kinds of relationships will need to
be fostered and managed between the federal and the provincial levels. If these are
conducted in a ham-fisted way they have the potential to weaken the essential function
of the civil service in contributing to national unity based on diversified government and
relations of mutual inter-dependence between the different governmental units.
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SECTION

From Lessons to Choices

The lessons learned from the experience of other countries provide a framework
within which to explore choices, and then develop Options and test them. Many of
the lessons create real choices, but some simply need to be applied to any option.
First of these is planning, which is critical. A clear strategic and operational plan for the
initiation, implementation, and ongoing improvement of reform processes, is essential.
Reforms must not mandate unrealistic demands. It is important to include a variety
of stakeholders in the planning and design of public administration reform, including
the government and civil service staff. Secondly, there is no option but to resource the
changes and transition properly. Choices may however arise in relation to the relative
priorities accorded to the many different areas of expenditure. These include the cost of
new/altered buildings and equipment and the cost of staff, including:

Pay incentives to staff to move to the new Provinces;

Associated expenses to staff moving to the Provinces;

Additional costs of staff not willing to move or not needed/wanted in the Provinces;

Redundancy/retirement costs of staff not willing to move or not needed/wanted in

the new Provinces;

e Cost of new staff in the Provinces, including cost of recruitment, training and
development; and

e Cost of affirmative action and inclusiveness policies in the new Provinces.

Where there are real choices are:

1. Leadership: Whilst there is no choice about whether strong and effective leadership is
needed from both politicians and civil servants, and more generally. The main choice
is whether:

A - to create a separate Commission to oversee the transition of the civil service to a
federal arrangement; or',

B- to invest heavily in the learning and development and capabilities of the senior
politicians and administrators: or,

C- to extend the powers and capabilities of the existing Public Services Commission,
and to enshrine its independence and freedom of action.

" Thereis overwhelming response favouring this modality in various interactions and discussion programmes held in course of this study.
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2. Time and Decision Making: There is no doubt that the changes in civil service
functioning will take a long time to embed and mature (minimum 5-7 years). The main
choice is whether:

A - try and settle the long term arrangements for the functioning of the civil service from
the outset and implement those changes over a lengthy period; or,

B - put in place initial arrangements, and also identify key decision points 3-5 years out
when next steps will be determined; or

C - only take initial steps including the distribution of civil servants across the various
levels of government within a single civil service, and leave outstanding issues to be
dealt with in due course.

3. Framework: It is imperative to have a clear legal, institutional and constitutional
definition and framework of the role of the civil service and civil servants. An institutional
and legal framework must be put in place which enshrines fundamental civil service
principles in law, and within which the new civil service procedures for a decentralised
state can be developed. Key choices include the overall governance arrangements,
and issues relating to HR and general management, and will impact directly on issues
of trust but also confidence in relation to issues such as the possible capture of the
public administration by provincial elites, potential corruption, and excessive political
interference. They include:

A? - a civil service structure which provides for separate civil services at the Federal level
and in each of the new Provinces, possibly with some transferability between these
different services; or,

B - an arrangement which begins with being essentially unitary and creates a ‘decision
point’ after (say) 3-5 years around essentially separate civil services; or

C- a civil service structure which is essentially unitary in character, with certain rights
and duties delegated to the Governments of the new Provinces;

D - variations on both A and B and C such that the framework would also cover matters
relating to recruitment, evaluation, promotion and general management. This would
include considerations of the place and structure of the Public Service Commission
and of the Nepal Administrative Staff College.

4. Merit and Inclusion: The merit principle is fundamental in relation to recruitment,
training and promotion. It is consistent with a strongly inclusive approach, although if
there are separate civil services in each new Province there would need to be separate
inclusiveness categories in each of them as well, perhaps under an‘umbrella’principle that
the civil service in each Province should reflect the ethnic composition of that Province.

2 Responses in the interactions identified it as relatively more suitable option. However, there is notable response favouring option B as well.
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This is very important, but perhaps not appreciated by many. Generally, inclusion is
thought of only from a national perspective. The principal choice is likely to be around
how radically the civil service at provincial level is changed to reflect the Provincial ethnic
composition, the speed at which the change is attempted, and the costs of securing the
change. The likely options are:

A - radical change, attempted quickly, and at high cost; or,

B - radical change but over longer timescales and at more reasonable cost or limited
change, attempted quickly, and at more reasonable cost; or,

C - limited change, over longer timescales, and at relatively low cost.

5. Performance, Technology, and Ways of Working: These are three dimensions of
possible transformation of the civil service in Nepal. The broad options are:

A - take the opportunity to change ways of working in the central and provincial civil
service at the same time; or

B — retain the existing ways of working and approach to performance in the centre, but
take the opportunity to develop new ways of working in the Provinces; or,

C- reproduce the existing civil service in the Provinces as far as possible, whether they
remain part of an essentially unitary civil service or constitute separate civil services
in each province; or,

D - adopt either B or C but identify a decision point at 3 years capable of triggering
transformation across both the central and provincial civil service.

6. National Conversation and Consensus: There are a number of areas where there is
no real option if civil service change is to support the transition to a federal Nepal and
underpin better service delivery, but they are also areas where it appears that Nepal is not
currently on the right track. What is needed is a national conversation between politicians
and civil service leaders about the conditions for successful transition. They include:

e Therole and function of the trade unions within the civil service

e The relationship between politicians and civil service leaders, addressing both the
issues of potential/actual politicisation and also the issue of responsiveness and
competence of the civil service.

Potentially such a national conversation could be extended to matters such as designing
and practicing performance-based or results based management (including performance
incentives), diversity management with an increased national focus on inclusiveness,
service delivery in relation to decentralisation, the role of the civil service in relation to
inter-governmental relations, and other difficult issues which face the future civil service.
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From Choices to Options

The framework above can be restated in a Table and projected into Options. Each Option
represents a combination of the choices set out above, together with those which really
permit no choice at all. They are:

A-the’Hard and Fast’ option: This would aim for extensive change and maximum speed.

e On leadership it would involve creating a new and separate Commission charged
with driving the process of federalising the civil service, and with the powers to
allocate staff and to hear and determine appeals, to create model frameworks, laws
and regulations for adoption at the centre and in the provinces, to advise on the
structures, recruitment and training of staff at both central and provincial levels, and
to judge whether provincial arrangements comply with national requirements on
key practices such as recruitment on merit and inclusiveness.

e On decision making it would involve setting out a detailed plan for all the changes
required, and then supervising their implementation over a considerable period.

e Onthe framework it would mean a civil service structure which provides for separate
civil services at the Federal level and in each of the new Provinces, possibly with some
transferability between these different services.

e On merit and inclusion it would mean radical change, attempted quickly, and at
inevitably relative high cost.

e On performance and ways of working it would mean taking the opportunity to
change ways of working in the central and provincial civil service at the same time.

B - the‘Measured’ option: This would represent a middle path.
e On leadership it would involve investing heavily in the learning and development
and capabilities of the senior politicians and administrators.

e On decision making it would mean putting in place initial arrangements, and also
identifying key decision points 3-5 years out when next steps would be determined.

e Ontheframeworkit would mean an arrangement which began with being essentially
unitary and created a ‘decision point’ after (say) 3-5 years around whether to create
essentially separate civil services
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e On merit and inclusion it would mean radical change but over longer timescales or
limited change attempted quickly, both at more reasonable cost.

e On performance and ways of working it would mean retaining the existing ways of
working and approach to performance in the centre, but take the opportunity to
develop new ways of working in the Provinces.

C - the‘Cautious’ option: This would take change forward at a much slower pace and
on a’‘minimalist’ basis.

e On leadership it would involve extending the powers and capabilities of the existing
Public Services Commission, and to enshrine its independence and freedom of
action.

e Ondecision making it would mean taking only initial steps including the distribution
of civil servants across the various levels of government within a single civil service,
and leave outstanding issues to be dealt with in due course.

e On the framework it would mean a civil service structure which is essentially unitary
in character, with certain rights and duties delegated to the Governments of the new
Provinces.

e  On merit and inclusion it would mean limited change, over longer timescales, and at
relatively low cost.

e On performance and ways of working it would mean reproducing the existing civil
service in the Provinces as far as possible, whether they remain part of an essentially
unitary civil service or constitute separate civil services in each province.

Variants on these options are possible which draw on the D options which are available
on some issues, or combine some of the A,B, C elements. These can be represented in a
Table and new combinations created. (Table 7 on Page 36)
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TABLE 7: Choices and Options

Choices Option A | Option B OptionC | Comments
‘Fastand | ‘Measured’ | ‘Cautious’
Hard’

Leadership A B @ D could be added but

is not a best practice. It
would also be possible to
combine B with each of A

and C.

Time and Decision Making A B

Framework A B @ D can also be attached
to any or all of the other
options.

Merit and Inclusion A B

Ways of Working A B @ D is optional in association
with other options

Planning Essential Essential Essential

Resources Essential Essential Essential

National Conversation on olitical/ | Necessary Necessary Necessary

civil service relationships, and on
the role of trade unions

The selection of one of these options (or some other combination) is not so much a
question of one being better than the other. It depends rather on context and on policy
and political views, and the judgement as to how different dimensions of choice will
affect one another - for example, a ‘cautious’ or a ‘measured’ approach/combination
might seem obviously the best, but may create major issues in terms of trust and overall
political and social stability.



SECTION

Options for Structures

The choices and options identified above cover the whole process of civil service
decentralisation at a high level, grounded in lessons and best practices drawn from
numerous international examples. It is necessary to focus at this point on the different

options for civil service structures in a federalised Nepal,
and for the management models that will underpin their
operation. There are essentially three options. The first
would retain the unity of the civil service between the
federal and the provincial level, with various managerial
freedoms delegated or allocated to the provincial level.
The second would provide for entirely separate civil
services at federal/central level and in the provinces,
operating according to separate laws enacted within
the provinces and centrally. The third would provide
for a combination of an all-Nepal civil service operating
at both federal and provincial level in respect of certain
functions and levels of seniority, together with separate
provincial civil services in respect of services and
functions within provincial prerogatives. Examples of
all three approaches can be found in other countries,
but none represent ‘best practices’as such because in all
cases they are context-specific to a degree which would
make theiradoption on that basis flawed and dangerous.
Often they have arrived at a particular civil service
structure from a completely different starting point
from that which is found in Nepal, let alone a different
context. Even in those countries where examples of

There are essentially three
options. The first would
retain the unity of the civil
service between the federal
and the provincial level, with
various managerial freedoms
delegated or allocated to the
provincial level. The second
would provide for entirely
separate civil services at
federal/central level and in
the provinces, operating
according to separate

laws enacted within the
provinces and centrally. The
third would provide for a
combination of an all-Nepal
civil service operating at both
federal and provincial level in
respect of certain functions
and levels of seniority,
together with separate
provincial civil services

in respect of services and
functions within provincial
prerogatives.

these models are to be found, it is perfectly possible that if they had the opportunity to
start again they would do it differently. Moreover, most countries continue to struggle
to change and reform their civil service over and over again, as indeed Nepal has done.

The three options are set out below, with their associated assumptions and risks. All three
must observe the requirement that ‘form and structure follows function, so for present
purposes they are based on the functional distribution of responsibilities and powers set out
in the ARC Report of 2067/2011 which draws upon various CA reports (see Annex 2 and 3).
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However, before describing the three optionsin more detail itis necessary to set out briefly
what are best seen as certain universal principles for civil service management. These
are a combination of principles which developed in civil service of ancient societies, and
which were refined and developed and applied to the modern world in the 19th and 20th
centuries, together with modern management principles which have become effectively

PEE———

universalin their acceptance and application in the 20th
and 21st centuries. Many of them have already been These universal principles
must either be enshrined in
the constitution or a subordi-
nate constitutional instrument,
official proposals for change and reform since that time. or through a national law
These universal principles must either be enshrined made under the constitution
which would have applicability
to the civil and public service
throughout Nepal.

enshrined in the Nepal civil service through the reforms
dating back to 1956, or have been identified in various

in the constitution or a subordinate constitutional
instrument, or through a national law made under the
constitution which would have applicability to the civil
and public service throughout Nepal. They are:

6.1 Principles

a) Values: The civil and public service should be guided by appropriate values. One
formulation is that a member of the civil service in discharge of his/her functions is to be
guided by maintaining absolute integrity, allegiance to the constitution and the law of the
nation, patriotism, national pride, devotion to duty, honesty, impartiality and transparency.
There are of course many variants of this, but the core proposition is the same.

b) Management Practices and Code of Ethics: Civil servants are required to operate to
standards of conduct. One formulation is:

e To discharge official duty with responsibility, honesty, accountability and without
discrimination.

e To ensure effective management, leadership development and personal growth.
e To avoid misuse of official position or information.

e To serve as instruments of good governance and foster social economic
development.

c) Political Neutrality: Civil servants serve the Government of the day, whatever its political
complexion, and they must conduct themselves to deserve and retain the confidence of
Government Ministers. Decisions on policy are the responsibility of the Minister and it is
the duty of the civil servant to give the Minister all relevant information and experience,
and honest and impartial advice without fear or favour, and whether the advice accords
with the Minister’s views.
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d) Merit and Skills: All civil service appointments should be made on merit, as should
matters of promotion and advancement. There is a need to deploy both generalist and
specialist skills, and to allow lateral entry at senior levels to ensure that civil service skills
are relevant and sufficient to meet constantly changing demands and expectations.

e) Inclusiveness: The civil service should follow not only requirements on non-
discrimination but also inclusiveness. This takes different forms according to context,
such as the Nepal requirements in relation to 45% of appointments being within six
designated groups

f) Service Delivery: In the modern world there is a requirement that the civil and public
service should deliver services which are efficient, effective, and responsive to the needs
of the people. This includes direct delivery by the public service but also by ‘agents’ of the
public service including the private sector and civil society.

g) Implications of a Federal Approach: Federalism is the distribution of powers and
responsibilities between the federal government and its constituent units both vertically
and horizontally. There are only limited number of services/functions that are exclusively
exercised by the federal government and hardly any functions that solely practiced by
the sub-national governments only. This is because what happens at the sub-national
level (e.g., educational attainment, condition of the roads, etc.) is important to the higher
levels of government as well - each will have its own democratic mandate for educational
attainment, for example, and will need some involvement. Often the character of that
involvement will be that the federal level sets the legal framework, while the provincial
level has some flexibility within that framework, and with delivery shared between
federal, provincial and local levels (for example, universities at federal level, secondary at
provincial, and primary at local level.)This suggests that all levels of government have to
be involved in many of the services. This has a direct bearing on the restructuring of the
civil service.
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6.2 The Structural Options:
The structural options use the functional analysis of the ARC/CA as their assumptions

Table 8: Summary of the Proposed Level-wise List of Responsibilities and Powers

Work area of only the
federal government

Common powers of governments at different levels

Federal, province and Federal and Province and Federal and
local provincial local local
+ National security +  Planning, social + Police + Alternative  « Family
development, energy planning

Foreign trade,
intellectual property
Telecommunications

environment

Irrigation, drinking

Investigation

Organizations

(management, water, agriculture,
regulation), postal watershed areas - Airport
services

« Education, health, - Railway

+ Money, monetary policy,
banking, insurance

Sports, electricity

- Biodiversity

+ Industry and mines,
tourism, protected

areas, heritage sites

-+ Immigration, foreign
relations, international
treaties and agreements,
international border o
security

« Land
management

and use policy
Promotion of

language and
culture
- Statistics, population

- Standard, quality
«+ Civil aviation

» Labour protection and
relations, trade union

Source: ARC, 2011

There are two types of powers — exclusive jurisdiction of the federal government and the
concurrent jurisdiction of government at different levels. The ARC goes on to analyse
government functions according to four‘results’sectors — social, economic, infrastructure,
and governance. The ARC also assesses the bodies which will continue to be required
at central/federal level as shown Table 9.The ARC proposes four levels of civil service -
national, federal, provincial, and local. It also addresses the issues of recruitment, transfer,
promotion and inclusiveness.

It is on the basis of all of these assumptions that the three options are scoped below.



OPTIONS FOR STRUCTURES

Option One: A Unitary Approach: The first option retains the unity of the civil service
between the federal and the provincial level, with appropriate managerial freedoms
delegated or allocated to the provincial level. Under this option there would be
fundamentally one Nepal civil service delivering all functions at both federal and

provincial level. The civil service could still be divided
into different services, but not into the current 10

The first option retains the unity
of the civil service between the

services. A smaller number would be desirable than  federal and the provincial level,
at present. There is a need for further detailed analysis with appropriate managerial
in terms of the distribution of staff at different levels. ~freedoms delegated or allocated

This is important because some services (e.g. foreign)

to the provincial level.

will not be affected at all, but others will be affected a lot.

Table No 9: Different Bodies that are to Remain at the Centre

Bodies

Description

« Ministries

- Departments

. Offices of the
constitutional bodies

» Regulatory bodies

- Autonomous bodies

Ministries to remain for policy formulation, facilitation, and monitoring and
evaluation.

Adopt the policy of significantly reducing the existing number and size of the
ministries.

Adopt the policy of not keeping departments at the centre.

A few departments might be necessary as an exception to carry out some
residual executive functions.

Gradually closing down some of the existing departments that number
60 in the transition and handing over works carried out by a few of these
departments to the federal ministries and many to the provinces.

Eleven offices of the constitutional bodies to remain in the centre as proposed
by the thematic committees of the Constituent Assembly.

Some regulatory bodies to remain in the federal level to regulate sectors like
telecommunications, water and energy etc.

A few autonomous bodies to work in sectors like science, technology, academic
sector, literature, culture, art, capacity building, inclusiveness and poverty
alleviation and to be established by separate Act to remain in the centre.

There are more than 100 bodies like commissions, development committees,
centers, academy and council in the name of autonomous agencies the works
of which the ministries could carry out or should have carried out. The technical
committees of the ministries concerned should make an extensive review of
this and reduce the number by more than half.

With the civil service distributed between the federal level and the provinces there is a
strong case for creating continuity between federal and provincial level within service
areas, but on the basis of considerable flexibility between them. So, fewer separate
services would be desirable.

Provinces would have the right to make appointments to an agreed level of seniority,
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and to manage related human resource functions. At the most senior levels within the
provinces staff would be jointly exercised by the federal and provincial governments.
Provincial governments could create their own staff and organisational structures, but
within guidelines promulgated by the Federalising Commission.

The strengths of this approach would be to strengthen links between federal and
provincial levels, and to retain a clear line of sight between policy and delivery within
each functional area. It would, in effect, mean a continuation, in terms of structure, of the
current arrangements. This has obvious advantages in terms of continuity and the role
which the civil service plays as part of the national fabric of institutions. The principal
risks would be a sense in the provinces that they were being deprived of appropriate
control of ‘their’ own staff, but also that the many current weaknesses in the Nepal civil
service would continue and not be tackled. Making a change to another structure is
likely to carry more risk, but also more opportunity.

At local level under this option there would be a choice as to whether the local public
service also formed part of the Nepal civil service or remained separate, and under the
jurisdiction of the provinces. If there were to be an all-province service for those serving in
local government in each province, to be formed and administered by each province with
coverage for each area of each local government, this would help to ensure cooperation
and coordination among local governments as well, and potentially an easier sharing of
administrative resources between them.

Option Two: Separate Civil Services: The second option provides for entirely separate
civil services at federal/central level and in the provinces, operating according to separate
laws enacted within the provinces and centrally. The federal level would clearly deal with
all the functions in the Table above which were those of the federal level only, although of
course this would still involve some of these civil servants —_
delivering federal services in the provinces or, in effect,  The second option provides

‘contracting’ them to the provincial level for delivery for entirely separate civil
purposes. Those which are to be shared would need to be services at federal/central
determined with regards to civil service responsibilities level and in the provinces,

operating according to
separate laws enacted within
the provinces and centrally.

as between federal and provincial levels. The best
arrangement would probably be for the provincial civil
services to operate the shared functions at provincial
level on an agency basis. However the arrangements could also be different in different
provinces.

At the local level under this option it would be desirable to make the local civil service
part of the provincial civil service in order to optimise the use of scarce human resources
and to minimise the overhead of supervisory management and oversight.

N
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This option would give the provinces greater scope and self-determination in respect of
their civil service. It risks creating harder boundaries in the civil service between federal
and provincial levels than may be desirable.

Option Three: A Combined Option: The third option provides for a combination of an
all-Nepal civil service operating at both federal and provincial level in respect of certain
functions and high levels of seniority, together with a central service, and separate
provincial civil services in respect of services and functions within provincial prerogatives.

The All Nepal Services would be small in number and m—
would comprise persons recruited centrally onanall- ~ The third option provides for a
Nepal basis and whose induction training would be ~ combination of an all-Nepal civil
centrally arranged, before allotment to one provincial ~ service operating at both federal

cadre and whose cadre management (regarding and provincial level in respect
promotions, transfer and postings, etc.) would be of certain functions and high
jointly managed by the Federal and by the concerned  levels of seniority, together with
Provincial Government. Such officers would serve a central service, and separate
either in the province of their all otment or in the provincial civil services in

Federal Government where they go for fixed tenures  respect of services and functions
before returning to their province. When they go to within provincial prerogatives.
the federal level they carry the experience of working

at provincial and lower levels which then becomes available to the Federal Government,
and when they return to the Provincial Government they take back experience of working
on All Nepal issues and dealing with all the various Provincial Governments in the country.

All Nepal Service officers could staff senior posts in the Federal Government and in the
Provincial Governments, as well as at the sub-state level since they could also staff the top
district level posts.

Central service civil servants would also be recruited centrally, and could staff key service
areas including the Foreign Service, Central Secretariat Services, Customs and Excise
Services, Income Tax Services, Audit and Accounts Services, Statistical Services, and so
on. Provincial civil servants would be recruited and managed at provincial level, and staff
the functions allocated to the provincial level.

At local level, civil and public servants would form part of the provincial civil service.

The advantage of these arrangements is that they would use the scarce senior human
resource talent of the Nepal civil service in a way which enables it to be deployed to best
effect where it was most needed in tackling issues of national significance wherever in the
country they arose. It would also be a major force in helping to bind the country together,
and bridging what might otherwise be difficult boundaries between the federal and the
provincial levels. On the other hand, the risk would be that the provinces would feel that
they were having an elite foisted on them. However, even at the All Nepal level it would
be possible to construct recruitment and promotion arrangements which would help to
ensure inclusiveness and local representation.

Structures and Processes: Three broad options have been outlined for the future of the
Nepal civil service, along with three broad options for the process of ‘federalising’ the civil

service. The relationship between them is best seen in Table 10.
ﬁ



SECTION

Preferred Models

There are two preferred models for the future of the civil service in a federalised Nepal. The
first is the ‘Federal’ model and the second is the ‘Provincial’model. As their names suggest,
the first envisages a greater federal focus and the second —

There are two preferred
models for the future of the

civil service in a federalised
the civil service. The first retains more common elements Nepal. The first is the ‘Federal’

a greater provincial focus, but both of them provide for
considerable autonomy for the provinces in relation to

across Nepal, and as between the central state and the  model and the second is the
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provinces, whilst the second provides for maximum

‘Provincial’ model.

differences between the provinces and the central state, as well as between the provinces.

Table 10: Three Broad Options

Process/ Unitary Separate Combined

Structure

Hardand - Relatively easy to - Difficult to accomplish but if there - Very difficult to accomplish.

Fast accomplish given is clear and strong political will for Almost more difficult than the
continued unity separate civil services then this ‘Separate’ option, because in
of the chain of may be the best way to do it. Great that case much more will be
command care will need to be taken in the left to the provinces to settle.

detailed design of the structure. It
will almost certainly be necessary
to leave some issues open for later
decision. A real concern about

the capacity and capability of the
provinces to do this without real
damage to service delivery.

Great care will need to be
taken in the detailed design
of the structure. It will almost
certainly be necessary to leave
some issues open for later
decision.

Cautious » Easy to accomplish, « A move to separate civil services « A move to the combined
but not much may be cannot be a cautious option on any structural option would not be
gained against the basis. a cautious option.
current weaknesses

and failings of the
Nepal civil service.

Measured - Easytoaccomplish. « This combination of process and - Relatively easy to accomplish.
It holds the civil structure only really works by It makes some changes in
service broadly stable phasing changes over a lengthy the civil service while the
while the political period, with continuing risks of political and constitutional
and constitutional uncertainty. An immediate move arrangements change, with
arrangements to separate civil services cannot subsequent change being
change, leaving sensibly be done in this way. lodged against a defined

open options for
subsequent change
against a defined
decision point.

future decision point.




PREFERRED MODELS

Both models as described here assume that a federal Nepal will adopt multi-identity
provinces — both would be possible single-identity provincial arrangements, but that
would introduce additional and different considerations and costs and benefits. Both
models are possible under a variety of fiscal and taxation arrangements as between
the central state and the provinces, although the Provincial model would sit more
naturally under arrangements where the provinces had greater autonomy in respect of

tax raising as well as spending powers. Both —
Both models as described here assume
that a federal Nepal will adopt multi-
identity provinces - both would be
service both in the centre and the provinces possible single-identity provincial
in terms of common requirements regarding arrangements, but that would introduce

key behaviours and values such as neutrality,  additional and different considerations
and costs and benefits.

models assume that there will be explicit
constitutional provisions governing the civil

objectivity, integrity and honesty. Both
models also assume that there will be a Public Service Decentralisation Commission (or
similar) to oversee transition which would have representation from the new Provinces
as well as the National Government, and that resources will be made available to fund
the transition.

The models are concerned principally with what will be the central and provincial
civil services - that is, those public servants currently part of the Nepal Civil Service as
described earlier in this paper. Public servants in local government could be included in
either model, and in a variety of ways, either fully incorporated or partly connected. Local
government is touched in within the models as set out below, but is necessarily treated
superficially because local government is not part of our brief and we have not analysed
it in detail.

The models are described after transition — many of the transitional activities would be
common to both models, and are reviewed later in Section IX. Where they will differ will
be in areas in which the provinces would have complete freedom of action, and those
aspects are obviously therefore impossible to describe.

The two models represent distinct choices. It would be possible to select some
intermediate or mixed approach between them but those possibilities are not explored
here. When a model is chosen and put in place it would be possible to convert it into
the other model at some point in the future. This will be easier to do in the direction of
going from the Federal to the Provincial model, although there is at least one example of
a country which has gone in the other direction. Neither of them would need to be for
ever, but in no sense is either of the models intended as an interim solution, especially

given the costs and disruption associated with changes such as these.
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The two models are described below under the following headings:

e Pen picture of each model

e Constitutional and legal arrangements

e Structures and size

e Recruitment and human resource management, including merit and inclusion, and
pay and grading

e Systems and procedures, including performance management and service delivery

e Local government

e Relations with civil society

7.1 Models with Different Features

a) Pen Pictures

Federal Model: There will be acommon civil service across Nepal covering both the central
and provincial levels of government, but with considerable freedoms and autonomy for
the Provinces in respect of recruitment, selection, promotion, and inclusion of staff at all
levels, and with freedoms also in terms of the structure of the civil service at provincial
level.

Provincial Model: Apart from broad constitutional provisions to ensure the integrity and
impartiality of the civil service at all levels of government, each Province would have a
completely separate civil service which it would design, establish and change as it chose
to do. There would be a completely separate National Civil Service which would support
the central government.

b) Constitutional and Legal Arrangements

Federal Model: The constitution would provide for there to be a civil service to support
both the central and provincial governments, and would enshrine the principle of relative
autonomy for the Provinces in matters of recruitment, selection, inclusion, and so on, in
respect of those functions allocated to the Provinces by the constitution and in respect
of those parts of the functions shared with the National Government to be performed by
the Provinces. It would also provide for a legal framework to be established to govern
the way in which public administration is conducted and civil servants are organised and
managed. It would re-construct the Public Services Commission so that its composition
fully reflected the identities and able to engage the interests and needs of the provinces
as well as that of the central government, whilst remaining wholly independent and of
impeccable standing.

N
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Provincial Model: The constitution would provide for a National Civil Service to support
the central government, and also for the Provinces to create their own legal frameworks
for their own civil services. The National Civil Service would deal with those functions
(e.g. defence) reserved entirely to the National Government, and with the ‘national’
component of those functions shared between the National and Provincial Governments.
‘Model’ drafts of legislation could be provided to the provinces to assist them to establish
their own legal frameworks. The constitution could also lay down additional principles
that would have to be followed by each Province in establishing their own civil services,
but subject to the requirement that constitutions are intended to operate at relatively
high level. If Provinces failed to observe the relevant constitutional principles they could
be held to account either by the courts or through a standing Commission.

c) Structures and Size

Federal Model: The structure and size of the civil service would be determined partly by
the National Government and partly by the Provinces. The Public Service Decentralisation
Commission would give guidance, but the Provinces would have a considerable degree
of autonomy in directing civil service resources to the particular needs and concerns of
their communities and territories through the structure and size of the civil service in their
Province. The constraint would be resources, because the Province would pay for the cost
of the civil service in their Provincial government from the overall resources afforded to
them through taxation or funds provided from the National Government.

Provincial Model: The structure and size of each province’s civil service would be entirely
a matter for them to decide.

d) Recruitment and Human Resource Management

Federal Model: The principles of merit and of inclusion would apply across the civil
service, but it could be made open for the provinces to apply the principle of inclusion
in the context of the ethnic and linguistic identities of their communities. This could be
provided by specific constitutional provisions and freedoms, or according to the principle
that each Province should ensure that the civil service in the Provincial Government
should broadly be representative of its population according to key criteria of ethnicity,
language, gender, and disability. Pay and grading would be standardised across the civil
service, but the Provinces would have the freedom to vary grades and pay in order to
attract and retain the skills necessary to deliver services.

Provincial Model: The principles of merit and inclusion would apply to the provinces
through constitutional provisions, and would be enforced through the courts or through
a Standing Commission. Issues of pay and grading would be entirely a matter for each
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e) Systems and Procedures:

Federal Model: The Nepal civil service already has in place extensive systems and
procedures, but thatis both a strength and a weakness, because current performance and
service delivery is very poor, and performance management is not effective. The Federal
model would make it easier to transfer systems and procedures throughout Nepal, and to
implement agreed changes, and it would be less costly in these respects. But if the result
was a poorly performing civil service at provincial as well as central levels, that would be
a negative result.

Provincial Model: The Provincial Model offers more opportunities for change, and for
the provinces to organise civil services systems and procedures as they wish. It could
also involve considerable duplication and waste of effort, and greater difficulties in
coordination, both vertically and horizontally. It could be a significant diversion of
administrative energy and resources.

f) Local Government:

Federal Model: In principleitis possible to envisage one civil/public service which includes
local government as well as the central and provincial levels. In practice, and even with
significant human resource management powers devolved to the provincial and local
level, it would create a very complex and extended bureaucracy to organise it in that way.
It would therefore be better to have separate arrangements for local government, and to
give the provinces the power to make arrangements at the local level. This would not
prevent transfers between the local public service and the Federal civil service (either at
provincial or central level) under certain conditions.

Provincial Model: Under the Provincial Model it would be a matter for the provinces to
decide what to do about the local government public service in their area. A province
could decide to have one public service for the province at both province and local level.
Or it could create a local government public service for that province and put in place
transfer and common training arrangements, and so on, between the provincial and the
local government public service. Or it could leave it up to the local government level to
make its own arrangements. The first two of these three possibilities would appear to be
more sensible, but it is important to recognise that under a Provincial Model it is for the
Province to decide, unless the Nepal constitution in some ways constrains the choices for
the provinces.

N



PREFERRED MODELS

g) Relations with Civil Society

Federal Model: There should be little difference between the models in terms of
relationships with civil society, but that depends on sensitivity at central level to the
importance of civil society, and a recognition that within the provinces there will need
to be close relationships between the provincial government and civil society, properly
supported by the civil service.

Provincial Level: Under the Provincial Model there could be close relationships with civil
society. The risk would be the ‘capture’ through relationships which were too strong and
too close. This is part of the more general potential problem of capture at provincial level
by local elites or particular ethnic groups. The emerging preference for larger and fewer
multi-identity provinces will help limit this problem.

7.2 Choosing Between the Models: Risks and Opportunities

The choice between the Models (or some variation between the two) is largely a matter
of policy preference. Both are credible and possible, and both reflect models which
operate elsewhere. They operate elsewhere successfully in some cases, and with real
difficulties in other cases. This highlights the fact that creating a civil service for a federal
Nepal is only partly a matter of choosing the ‘best’model. Just as important is the issue
of how the chosen model is implemented. This is why this paper has provided material
and lessons about the process of change, as well as the various structural options, and
the two models presented in this Section.

Federal Model: The major opportunity of the Federal Model is the continuity it provides,
and the ability to balance the national ‘glue’ which a civil service can provide with rights
and privileges for the provinces so that they can recruit and manage the civil service at
their level with a reasonable degree of autonomy. It would be less costly overall, and
it should result in a better use of scarce administrative resources. The major risk is that
there will not be the degree of change that is needed both in terms of performance and
of service delivery, and that the ‘centre’ will try and continue to dominate arrangements.
This risk could be mitigated through the oversight of the Public Service Decentralisation
Commission during the transition, and by a re-constituted Public Services Commission
going forward, but it remains a real risk.

Provincial Model: The major opportunity of the Provincial Model is that each province
could design its civil service entirely to meet its own needs, and in the process of doing
that it could tackle many of the current weaknesses in the civil service in terms of
performance and service delivery. The risk is that a lot of time and resources would be
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invested in ‘reinventing the wheel, with associated disruption and waste. There would
also be a risk of more problems in terms of vertical and horizontal coordination between
the different provincial and the central governments. To a degree the risk could be
mitigated by constitutional provisions which constrained the provinces to be guided
in the development and operation of their civil services by (say) the Public Services
Decentralisation Commission - although this takes the Provincial Model more closely
towards the Federal Model in any event.

7.3 The Best of Both Worlds?

There is one approach which might be thought potentially to give the best of both worlds.
That would be to start with the Federal Model, and take advantage of the continuity and
more efficient use of scarce resources that it would entail, but specifically leave open the
possibility of moving to a Provincial Model at a decision point of the year of transition
plus seven or plus 10 years. The decision would be made against agreed criteria signalled
in the constitution and judged by the Public Services Decentralisation Commission or its
successor body — the Civil Service Benchmark referred to in Section VIlI, below, could be
the framework for the judgement.

If the civil service failed to change, failed to become more performance oriented and
better at service delivery, and failed to ensure that the Provinces were able to exercise
reasonable autonomy in selection, recruitment, management and so on of the civil
service in their territory, then that would be a strong basis to move on from the Federal
Model to the Provincial Model.
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SECTION

Further Preparatory Work

Whist a great deal of work has already been done, it is necessary now for PREPARE and
MoGA to undertake additional preparatory studies. These should be got underway in
parallel with the renewed constitutional and political processes triggered by the elections
of November 2013, because the outputs of this work will have value whatever the precise
form of federal structure is finally agreed, and whatever model for decentralising the civil
service is eventually arrived at.

The following studies (some of which are already underway) would have real value:

a) Detailed Functional Analysis: A high level functional analysis has already been
conducted which identifies which governmental functions should provisionally be
allocated to the different levels of government, including which functions should be
shared between them. This is a useful start, but it does not go far enough. Unsurprisingly,
it proposes that many functions would be shared but it does not sufficiently clarify what
the respective roles of the different levels of government should or could be in respect
of the same functions. It is tempting to assume that the policy role for all functions
would remain with the federal government, with strategies for implementation being
determined at province level, and with operational delivery being at either province or
local level. However, whether that is the case for any given function of government will
depend partly on the federal model which will be adopted in the final constitution, and
on the degree of authority and power which is allocated to the provinces. Experience
from elsewhere suggests that in many functional areas there is likely to be a policy role
at the level of the province as well as at federal level, and especially in matters of public
services. So a more detailed analysis is needed which is able to draw up the roles of
the federal, provincial and local levels of government within each function. This would
provide a much sounder base from which to assess the numbers, seniority, and skills
needed of the civil servants to be allocated to each level of government.

b) Human Resource Assessment and Data: There is a need for much fuller and better
information about the human resource position of the civil service. At the present time
it is not straightforward even to establish with precision the numbers and grades of civil
servants. The following areas of human resource information is needed:
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- Core data including grades, pay, functions, locations and job descriptions;

- Anaudit of skills and capabilities, including skill gaps, to be undertaken against
what is already known about current weaknesses in the civil service;

- Anassessment of the linguistic capabilities of the current civil service, its capacity
to conduct and deliver public service to diverse ethnic and linguistic groups, and its
receptivity to training in languages and diversity;

- Survey and focus group data about attitudes and preferences in relation to
federalisation, including willingness to work in the provinces and the incentives and
changes needed to encourage civil servants to move.

¢) Training in Decentralisation: There is a major need for training civil servants and others
(for example from the professions and civil society) in decentralisation and federalisation,
so that they better understand the new issues and problems that will arise, and the new
skills they will need to bring to bear. Major topics would include inter-governmental
relations (both horizontal and vertical) and policy coordination, as well as the issues
of fiscal federalism, service delivery, and economic and social development in federal
contexts. Gender and other equalities considerations will also be very important.

d) Service Delivery: Federalising Nepal will clearly have profound effects on public
service delivery. When the federal constitution is implemented there will obviously need
to be detailed and very comprehensive planning across all areas of service in order to
minimise the inevitable disruption associated with the change, and to put in place the
new decentralised arrangements. However, it is also clear that current levels and styles
of service delivery in Nepal are very poor, and do not serve the citizens well. So the
emphasis should not be just to have a smooth transition to equally poor services, but to
make changes happen so that services are:

- Better managed, and using third party delivery where appropriate;

- Operated according to LEAN principles (eliminating wasteful effort);

- Performance focussed;

- Partnership focussed and joined up with related service areas;

- Citizen responsive; and,

- Digitally enabled.

There should be two or three studies of specific service areas in order to assess how they
would work in a federalised Nepal, looking at how they would change from the present

so that they meet these criteria. They would provide examples of what might be possible
in order to inspire and inform wider change.
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e) Benchmarking the Civil Service: One of the major problems of the Nepal civil service is
that it has not changed sufficiently in response to repeated analysis and policy. Its current
condition should be benchmarked against international standards and principles in
order to establish a baseline and against which to set targets for change and measures of
progress. This need not and should not wait until federalisation has taken place - indeed,
the process of federalising the civil service should be a major opportunity to make
progress against these standards. The framework provided by Keuleers cited earlier is a
basis for developing a viable benchmark. The civil service should be:

- Appropriate to social and economic development;

- Efficient, effective and thoroughly modern in the delivery of services;

- Strongly committed to the public interest;

- Merit-based, combined with commitment to diversity;

- Broadly representative of society;

- Operating in accordance with the Constitution and the laws;

- Professional and capable of offering the best technical advice;

- Loyal to the policies of the government;

- Disciplined and intolerant of unproductive or unethical behaviour;

- Honest and devoted to service in an unbiased and impartial manner;

- Upholding fair administrative practices and transparent in its operations;

- Capable and willing to develop partnerships with civil society; and,

- Accountable to the citizens and their representatives.

f) Costing Study: All these models and options will have varying imperatives on
investments and operational costs. These would have important implication on the
choice as the decision makers would like to understand all the pros and cons of selecting
various models and approaches. Hence, costing studies will have to be undertaken to
understand cost imperatives of federal and provincial models. These should encompass
costing elements at disaggregated levels in order to ensure that even if mixed model is
adopted, the cost implications could be assessed. It should be noted that costs alone
should not be the basis for selecting the appropriate modality particularly while making
epoch making decisions, but costs and investments required cannot be ignored and the
implications should be clearly understood whatever the choice may be.

g) Overall: Between them these further studies and projects would help make significant
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SECTION

Transition, Action Plan and
Conclusion

9.1 The Challenges of Transition

The attempts in the past to reform the public administration and its civil service were
reported to yield very limited results. The poor record was mainly due to limited political
interest or resistance from within the bureaucracy. Reform plans emerged and got
archived, without much change to the existing patterns of bureaucratic behavior. There
is now at least a powerful driver of change that should steer the reform process in a
different direction. That also means that future reforms of the public administration will
need to take into account the demand side of the equation. While differences are to be
expected in the way the public administration and civil service will be organized and
public services are delivered, a minimum set of principles, norms and standards on state
organisation will be needed.

a) The state restructuring process will require a massive re-distribution of civil servants
currently employed in the central administrations in the Kathmandu Valley to the new
provincial and local administrations. Today, it is estimated that over 50% of the civil
service is located in the Kathmandu valley, with the rest essentially located at the district

The state restructuring process will
require a massive re-distribution of

level. Transfers will be even more complicated if
they would take place without there being clarity

on the kind of statutory system these staff will be civil servants currently employed
managed from: i.e. a unitary civil service statute in the central administrations in
that applies to all staff in the federal, provincial the Kathmandu Valley to the new

and municipal administration, or a unitary system provincial and local administrations.

for the federal and provincial administrations with a special statute for the staff working in
the municipal and village administrations, or a statute for the federal civil service, a statute
for the provincial state employees and a statute for the staff of the local governments or
a combination of either of these.

b) Motivating the existing civil servants to provinces or other levels will be an arduous
task and may require special measures.

c) Defining the size, structure and functions will be another issue.

d) Revenue sharing is likely to be another topic that could be included in the transitional
matters.
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e) Financing the transition will be another issue.

f) Changing the bureaucratic culture will be a major challenge. The civil service culture
may not yet be attuned to the more transparent and interactive relationship between
state and society that is badly needed. New rules of engagement will be needed to
guide the interaction between the public service and the government of the day, the
Parliament and non-state actors at federal and provincial/state level.

g) The process of administrative reforms will take time.

h) A rapid and significant increase in the productivity of the public administration is
therefore also not to be expected in the short term. On the contrary, it may well
be that the quality and quantity of service delivery will initially suffer during the
transition period to only take up again when the new institutions are consolidated
and new staff are trained and socialised in their new jobs.

In the backdrop of these challenges, Nepalese civil service, despite improvement efforts
and capacity development periodically, does not seem to have been able to deliver as is
expected as evidenced by slower than targeted growth, poor service delivery, inadequate
social service and less than desirable security and safety situation. These are, of course,
issues that need to be tackled by broader civil service reform. The immediate issue is
how to shape and structure civil service in the context of federalisation and in view of
conflicting expectations and demands. Besides, the broad task of state restructuring and
functional division lies with political decisions and until and unless there is clear political
decision, it may not be easy to consider civil service structuring.

The issues for consideration for federalisation of civil service include the structure of
civil service, unified or independent national, provincial, or local level civil service, the
viable criteria for restructuring, role division S—

- L Changing the bureaucratic culture
among central, provincial, local, coverage of civil

i ) ) will be a major challenge. The civil
services management at different tiers of the service culture may not yet be

state (i.e. centre, provincial and local) etc. the  attuned to the more transparent and
basic issue will be independent Vs collaborative interactive relationship between state
civil service at the central and the provincial and society that is badly needed.
levels. Similarly, the issue of position creation will continue to be a thorny issue and will
require a robust strategy or formula to do so. The fundamental requirements will be to
come up with viable structures and models.

In view of the enormity of the task and limited resources given current capacity levels
— human, financial, infrastructure - reforms will be hard to do, and especially in a short
period. A phased approach may be needed to avoid any disruption in the quality and
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coverage of service delivery, especially to the most vulnerable, and to avoid further
compromising integrity and respect for the rule of law in public management. Hence,
transitional measures should be designed to ensure smooth transition.

As seen above, there are a plenty of lessons from various countries to draw on. But each
country needs to decide on the degree of centralisation/decentralisation of its civil service
personnel management. Successful centralised systems display a high degree of control
over most personnel functions but micromanagement is a constant danger. Successful
decentralisation systems usually operate within an appropriate and robust accountability
framework with strong oversight and monitoring from the centre. Developing countries
need to cultivate well-functioning and accountable centralised recruitment systems
before they consider giving their line ministries total discretion in recruitment (ADB,
436). Once a certain level of administrative discipline is achieved, the country can move
towards a more decentralised system.

Improving public administration and civil service personnel management systems is one
of the most difficult challenges in developing countries, because of the complexity of
the process and the political, social and economic implications. One possible conclusion
is thus to be cautious when implementing civil service reforms in developing countries
and to avoid imitating the human resource management practices of some developed
countries. Many of these innovations presuppose a robust personnel system and some
even have high inequity and corruption risks that can be particularly high in developing
countries (ADB, 462).

The tasks of transition and activities may be listed as:

e Defining the functional distribution of the different tiers of the government
commensurate to the political decisions. The Constitutional Committee has defined
the allocation of functions as specified in Annexes 1 to 5, and Bhatta proposes
that functions like social development, infrastructure development, economic
development, agriculture and rural development and governance system should
be allotted to the provinces. But he nonetheless suggests that a proper distribution
of human resources should be made on the basis of a detailed Organisation and
Management study (O&M Study).

e Once the activities are delineated, the necessary human resources should be
identified and positioned providing encouragement measures to go to different
layers or opt for voluntary retirement schemes (VRS).

e Agencies identified including constitutional, operational and monitoring agencies
should be created gradually to take over the total tasks from the transitional
management system.

N



TRANSITION, ACTION PLAN AND CONCLUSION

Personnel management including the division of task for hiring, recruiting, developing,
positioning, transferring and post retirement management will be other pertinent issues.
The issue of flexibility or exactness in central and provincial and local level civil services
will be another issue.

Particular attention will also be required to manage transition in terms of managing
provincial functions during transitional period, disposing surplus human resources at
the centre and coaxing central level personnel to go to provinces even if the transitional
management is to be handled by the central level human resources.

A brief roadmap and considerations for transitional management is presented hereunder
based on the aforementioned theoretical and practical propositions.

9.2 Transitional Management Plan

The transition should be gradually managed, of course by selecting the appropriate
option given viz. hard and fast, measured or cautious, in conformity to the spirit of the
new constitution. The most important tasks during the transition will be conducting
functional analysis based on the allocated functions, creating appropriate structure, rules
and procedures as envisioned and managing human resources. Suitable organisational
structure or agencies should be created to carry out the transitional plan.

a) Creating suitable organisations for transitional management

It is essential to make laws or appropriate framework in respect to creating agencies and
empowering them to carry out the tasks of transition efficiently and effectively. It will be
necessary to make the following organisational provisions for transitional management
of civil service:

m  Creating a Transition Unit to Manage Transition: 1t is necessary to constitute
a transition unit in the form of an independent commission or Public Service
Commission or the prime ministers’office (PMO) or Ministry of General Administration
(MoGA) or any other designated unit as per the selected alternative from among
given alternatives for the transformation of civil service in the federal perspective
and for coordinating and managing it during the transition period. This agency
should prepare an outline and the roadmap for structuring, allocating, transforming
and ensuring operations of civil service at the federal and the provincial/local level.
Close cooperation should be promoted among the stakeholders including obtaining
assistance and support, if needed, from the stakeholders including our development
partners.
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m  Technical and Coordination Committees: Technical and coordination committees
may be constituted at the ministries and the central level bodies as is suggested by
ARC (2011) in the restructuring works of the related sectors.

The process is going to be successful only with the strong ownership and participation
of the people as the issue of federalisation is related to the people at large and the
participation of the government bodies as well as other stakeholders, and adequate
forums and platforms should be created to take the issue further enabling to greater
understanding and ownership in order to ensure sound discussion. A forum of the kind,
therefore, should be held among the service-recipients, the members of the civil society,
professional groups, journalists and other stakeholders.

9.3 Transitional Roadmap

Considering the experience of different countries it can be seen that it takes nearly 10
years to manage the transition. In the context of Nepal too it would be appropriate to
manage the transition period generally under the following three stages -

a) Initial phase: The period since the writing of the new constitution or the promulgation
of the new constitution until the first federal elections are held could be taken as the initial
phase and mainly works such as functional capacity development and expansion, policy
formulation and preparing the outline and the policy arrangements (ARC, 2011) and
laying down detailed plan of action and steps to be followed for the future administration
for the transitional management should be carried out in this phase.

b) Federalisation phase: The period until the first elections of the provincial and local
governments may be taken as the second phase. In this phase, as the shape of federal
structure and the number, functional distribution, and roles would have already been
defined, basic civil service support should be established/ allocated. Secondly, suitable
structure as is envisaged in the constitution should be created and tasks of furnishing
human resources to structures, establishing procedures as per the basic legal framework
and establishing and testing the rationale and appropriateness of the policies, and the
functional mechanisms should be carried out.

¢) Operational phase: In this phase, civil service at the provincial and local level should
be created as per the constitutional provision including the provincial laws and the
framework as envisaged and the transitional mechanism should hand over to the civil
service, thus, created.
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9.4 Transitional Activities

(i) Designing and Placing the Structure

e Design and develop the policies and legal framework/guidelines including for
position creation and federal/provincial/local relations and coordination

e Design the civil structure as per the constitutional provisions and the allocated
division of tasks.

e Give final shape to the functional analysis and assignment.

e Place the structure.

(ii) Designing and Placing the Rules and Procedures

e Review the government’s present work procedures and rules, and prepare a proposal
along with an extensive outline on how the administrative bodies and mechanisms
in different levels of the government are going to function.

e Incaseitis provisioned for the provinces to design the rules and procedures, support
the provincial government to do so and accordingly design and place the civil service
rules and procedures.

(iii) Planning and Financial Management

e Design and place the transitory planning and financial system.

e Provision, allocate and manage the necessary finances fromto carry out the envisaged
functions until the time the first provincial budget is brought out or mechanism
placed for planning and financial management at the provincial/local level.

(iv) Human Resource Management

e Prepare the policy and regulations for transitional management specifying how to
allocate the existing civil service or make fresh recruitments, if defined so.

e Identify the needed human resources based on functional and structural analysis
including the number, level and expertise/skills needed.

e The strategy should be to place the local level current employees to provinces/local
levels on proximity basis.

e General preferences of the employees should be asked in relation to working at
various hierarchies.

e In case of discrepancy in the needed employees (size, skills and levels), a motivating
plan to go to provincial/local levels should be devised that includes offering one level
promotion; however, within basic hierarchies like within gazetted or non-gazetted
class or only with arduous procedures and scrutiny across the classes or providing
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financial incentives or retiring from the present central system and enabling to opt for
provincial/local levels with flexible retirement age (adding 2 to 4 years or as agreed
upon) ensuring full benefits irrespective of the retirement benefits at the centre viz.
pension.

e Thesurplus human resources not opting for such options should be retired providing
voluntary retirement schemes (VRS). The need appears more for non-gazetted and
the classless group in view of their existing size.

e The possibility of outsourcing support staff including of various skills and logistics
should be explored and a policy designed accordingly.

e The surplus number that may not agree to move or accept VRS should be managed
separately including abolishing their positions after their retirements.

e Local level employees directly hired by local agencies may be positioned at the
discretion of the provincial government or the local agencies as is suited or agreed
upon.

e Establish and develop the necessary mechanism for the selection, appointment,
posting, transfer and promotion of employees at each designated level as per the
constitution/federal regulations/provincial regulations.

(v) Physical Infrastructure

e Assess the need of the physical infrastructure needed for the provincial and the local
government as per the allocated function and provisioned structure as envisioned
and provided in the constitution.

e Assesstheexisting physicalinfrastructure and identify their possibility of transforming
to provincial/local governments and identify the gaps including new infrastructure
to be developed.

e Develop the transitional and development plans for physical infrastructure.

(vi) Capacity Development

e Make an assessment of the status of present human resources available at local levels,
human resources agreeing to move to provincial/local levels.

e Developaplan fordeveloping such human resources as well as new human resources
that may be hired under various given alternatives.

e Assign the task for capacity development to National Administration Staff College
(NASC) unless otherwise provisioned differently for human resources to be
provisioned at the provincial or local levels or other agreed agencies.

An action plan covering major transitional activities is suggested in Table 11.
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9.5 Conclusion

The options in relation to the process of federalising the civil service and of the structures
to be adopted can be informed by good (and bad) practice from elsewhere. However,
the selection of one of these options (or some other combination) is not so much a
question of one being better than the other. It depends on context and on policy and
political views, and also on the leadership which the civil service itself demonstrates in
helping to shape its own future so it can best support the huge national challenge which
federalisation will give to Nepal and all its people.

Table 11: Action Plan

Activity Responsible agency Time frame

Benchmarking civil service, costing MoGA, PREPARE 2014-2015
study, human resource and data,
service delivery and functional analysi

Training MoGA, PREPARE, NASC 2014-2016 and continued
Promulgation of the constitution, Constituent Assembly 2015 or as it is declared
functional allocation, defining federal

structure

Creating agency for transitional Parliament, GoN 2015-16

management

Defining human resource requirement  MoGA, GoN 2014-16

and developing strategies based on
proposed approaches

Designing and placing the structure MoGA, GoN 2015-16

Designing and placing the rules and MoGA, GoN 2015-16

procedures

Planning and financial management MoGA, GoN 2015-16

Human and physical resource MoGA, GoN 2014-16

management

Capacity development GoN, MoGA, NASC 2014 and continued
Creating federal structure GoN After the promulgation of

the constitution

Placing the civil service at provinces GoN, MoGA After the promulgation of
the constitution

Allocating functions and resources GoN, MoGA, MoF After the promulgation of
the constitution
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SECTION

Best Practices and Lessons Learned

for Civil Service Decentralisation:*
Ten + Two Possible Lessons for Nepal

Introduction

This document brings together lessons learned in the decentralisation of the civil service in
many different countries. Its purpose is to inform the process of decentralisation of the civil
service in Nepal. The lessons are drawn from many countries in all parts of the world, and they
concentrate on those societies which have experienced conflict and which are developing.
Necessarily, many of the lessons relate to civil service reform more generally than to the specific
situation where a civil service is being reformed as part of a process of decentralisation in a
post-conflict and developing society. They are nonetheless highly relevant to the situation
in Nepal. Conversely, it will soon be apparent from the list of lessons that some have already
been applied to Nepal, and so represent best practice building blocks which are in place and
which can be built on further — and which should be protected.

In identifying lessons from other places and in seeking to apply these to Nepal it is
imperative to keep in mind the fact that reform of the civil service will form only part of
the major change process which will be needed to transform Nepal’s government and
administration. Francis Fukuyama identifies four major dimensions of government and
administration which are critical in creating the conditions for successful development.
These are, first, organisational design and management, secondly the political system
design, thirdly the basis of legitimisation, and fourthly cultural and structural factors.
In his book, State Building, he says that the bulk of transferable knowledge from one
country to another lies in the first component, that is, in public administration and the
design and management of individual organisations. But he also says that even within
this limited domain, there is no optimal form of organisation and no globally valid
rules for organisational design. Most good solutions will not be clear cut best practices
because they will have to incorporate a great deal of context specific information. This
has direct implications in how best to help strengthen states in developing countries and
how practitioners should be trained in this field.
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Lessons Learned

The lessons which can be learned from experience in other countries are set out below.
Some of them are positive lessons, that is best practices, and some are lessons to avoid.
All of them are directly relevant to the situation in Nepal. They can neither substitute
for the decisions which Nepal will itself be making about these matters, nor provide a
sure roadmap of how to proceed towards Nepal’s objectives once they are defined and
agreed. Above all, they are powerful warnings about what can happen and what can go
wrong.

Lesson One: Time

Fundamental civil service reform takes a long time — longer than many people hope and
anticipate. Consequently, it is necessary to plan for this accordingly and view reform as
an ongoing process

While the length of time that civil service reform such as decentralisation will take to be
effective depends upon the specific circumstances of arespective country (some countries
may be able to implement successful changes more quickly than others), generally it is
not helpful to expect large-scale fundamental changes to be achieved in a short period
of time. Reform programmes that aim to achieve significant civil service reform quickly
with a definitive timescale containing a start and end date are likely to achieve only some
of their goals. This especially seems to be the case with external-donor funded projects
in countries such as Yemen. Rather than adopting a ‘Big Bang’ approach, it is better to
view civil service reform as an ongoing incremental process. Incremental programmes
may also have more success in countries in which there are entrenched problems of
politicisation, because they will not attempt to change the whole system dramatically
in one go, but address different aspects over time to make gradual improvements to the
system.

Reform can take on a momentum of its own if deepened by successive political and
administrative leadership teams over time, assuming that the desire for reform is
maintained over time. Gradual changes to the internal culture of the civil service may also
result in an internal desire to implement reform policies which could further the process.
It is generally helpful to see civil service reform as a long term and continuous process,
as there may be many unforeseen events and circumstances that can lead to delays. The
plan for civil service reforms must also take this into account.

In Zambia, for example, a World Bank funded civil service reform initiative suffered several
unexpected delays due to the need to form a team within the bureaucracy to oversee the
initiative, and to wait for government approval processes for acquisition of goods and
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services (such as training). Approval for a new pay policy for civil servants, for example,
took several months. The launching of a new public-servant anti-corruption drive caused
further delays due to turnover among ministers and permanent secretaries. Ultimately,
however this reform was successful due to continuity in the technical reform staff.

It also is possible that some fundamental civil service reform goals could take decades
to achieve in their entirety, especially if they require a change in the culture of the civil
service itself (e.g. from politicisation to neutral public servants). Civil service reform can
mean shifting the fundamental basis on which civil servants perform their everyday job,
or instigating a cultural change across the civil service as a whole (e.g. to merit-based
system), change activities must be supported by long term follow-up actions such as
training or monitoring. An incremental process of change is also generally preferable,
because it does not place too much of a burden on the civil service, and it may be the
case that it is preferable if certain aspects of civil service reform are enacted before others
(e.g. necessary lay-offs should occur before civil service pay rises). This may make the
whole process take longer, but it is more likely to yield long term results.

Donors in particular must be aware that achieving results may take a long time, and
should not abandon projects hastily because they do not see immediate results. In
Zambia, the World Bank initially suggested that an external expert should lead a civil
service reform programme, in order to provide consistency over time. However, it was
determined that this would not generate the required ownership within Zambia, and so
a team was formed to lead the programme within the Zambian bureaucracy. This was
significantly less efficient in terms of time, and further delays were caused by the necessity
to participate in lengthy government approval processes. Nevertheless, despite these
and other unforeseen delays, the continuity in technical reform staff was maintained and
this allowed Zambia to successfully implement incremental civil service reforms over a
number of years.

The Aceh Governance Transformation Programme (AGTP) is a good example of how
some civil service reform programmes have unrealistic expectations of what can be
achieved in a relatively short period of time. Although, as mentioned above, the AGTP
was well resourced in terms of financial funding, other aspects hindered its effectiveness,
including an expectation for quick results. It is particularly important in post-conflict
countries to allow a long period of time for civil service reforms to take effect, because
in many cases sweeping institutional changes must be made, and distrustful former
adversaries brought together in the civil service. In the AGTP these kinds of factors were
not taken into account by international donors to the project - initially donors committed
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to the project for a period of four years, and later extended this by a further two. This
failed to anticipate that meaningful civil service reform could take a generation - the
modernisation of Malaysia’s civil service took fifteen years. Donors often do not have the
patience or resources to commit to long term institutional transformation projects that
may be required. AGTP’s timeframe was far too short to have a meaningful impact.

Due to the entrenched one party system in Vietnam, and the years of ‘serving the party
not the people’ culture that exists within the Vietnamese civil service system, expecting
‘big-bang’ reforms in a short period of time is unrealistic. In situations such as this a long
period of incremental reform must be anticipated in order to achieve significant results,
and in order to identify starting and sequencing issues. These are the basic reforms that
are needed to address initial situations and will provide a foundation on which long term
reform can be based. It is also important to realise that modest and partial successes
can provide the basis for later progress or gradually add up to a tipping point of change.
Reform is needed but it must be incremental and implemented at an acceptable pace
that does not create instability.

Lesson Two: Context

Individual contextual factors of public administration in each country must be taken into
account in civil service management/reform efforts. While it is possible to draw some
general lessons on how civil service reforms should be undertaken and managed within
countries, the particular context of civil service reforms, the environment in which they
are being implemented, and the goals they are attempting to achieve must be taken into
accountin their design. For example, reforms designed to decentralise the civil service may
be constructed very differently from those designed to facilitate greater centralisation.
Another example of how context can have an impact is that civil service reforms in a
post-conflict country may have to take account of the fact that former enemy groups
will be working alongside one another in the same public administration. Policymakers
must develop a civil service model which recognises the particular developmental needs
for their country while accounting for those specific contextual factors which may be
impediments or opportunities.‘Good fit’ should be the guiding principle.

This principle is particularly relevant to the African context, where the civil service
systems are often a legacy of the colonial era, and were designed in a centralised fashion
to facilitate the control of colonial systems. It has been suggested that some African
countries have attempted to apply civil service reforms from other parts of the world to
produce performance improvement, but without adapting them to the specific context.
In Nigeria at various times foreign models of reform have been applied to the central
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system to improve performance but have largely failed to solve systemic problems
because these solutions did not take account of the specific Nigerian socio-cultural
values. In the Nigerian case, the civil service may operate more effectively with a tailored
solution that maintains some central control, but allows for decentralisation so that the
civil service can deal with local emergencies in service provision in a more effective way.

Furthermore, civil service reform strategy should differ depending on the political context.
For example, Tanzania launched a comprehensive public sector reform programme in
1999 as it had strong political and donor support with limited opposition, skilled managers
who could implement such a programme, and the backing of domestic constituencies. In
countries such as Russia, however, where there was significant opposition to reform, civil
service reform efforts tended to be more incremental rather than sweeping. The choice
for reform strategy can influence the outcomes of the reform and whether it is more or
less successful.

Lesson Three: Leadership

Political and bureaucratic leadership that is truly committed to reform is a prerequisite
for the successful implementation of changes to civil services. As between these it is
probably political commitment and leadership at all levels of government and public
administration which is required for civil service reform to be successful.

In order to make fundamental changes to the operation of the civil service (e.g. through
decentralisation) all stakeholders must be dedicated to the initiative, both in terms of
the end goal and the process of achieving that goal. The government should act as
the ultimate leader and guiding force for the initiative, but civil servants themselves
are crucial to the implementation of change and their views on the reforms should be
considered. The reform programme must have a high priority within the government,
and must not be neglected in favour of other concerns (as has happened in the past
in countries such as Pakistan). Moreover, if a reform programme is begun it must be
supported consistently. Liberia represents a good example of how political commitment
and leadership is necessary for fundamental reform processes to be successful.

In India political leadership has been central to triggering reforms in service delivery.
In the Indian federal system, at both state and national level in India, politicians have
implemented governance reforms depending on their particular interests and what they
determinedto be necessaryfortheir citizens, including e-governance and decentralisation
initiatives. Therefore, politicians do have an important impact on the reforms pursued and
their design. Furthermore, the Indian case suggests that when bipartisan consensus can
be reached on public administration issues across party lines this facilitates the process of
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reform. Even if parties do not reach an active agreement with one another, they may take
similar positions on reform and attempt to outdo each other on this issue, and therefore
that reform is more likely to succeed. The political context is also important here: the
fact that Chief Ministers in the Andhra Pradesh, Karnataka, and Madhya Pradesh regions
enjoyed stable majorities in their assemblies made it far easier to carry out reforms.

In Russia civil service reform was not deemed a priority for a decade after the collapse
of the Soviet Union, but political will at the very top level, from the President, was an
important contributory factor to the initiation of civil service reform between 2004 and
2005.The political leadership also showed dedication to the reform progress by adopting
a number of programmes and normative acts that were crucial for the success of the
policy implementation process. In this case, however, civil service reform was constrained
by other factors (such as a lack of transformative capacity), once again demonstrating the
number of inter-connected elements which come into play in civil service reform.

A lack of political will has been identified as the cause of the failure of previous reform
efforts in Nepal. Both political leaders and senior members of the civil service have been
accused of not showing the strong ‘will’ required to develop a system which will enable
the civil service to assuming its responsibilities as per the norms of the democratic
governance. The suggestion is that in the past that politicians and bureaucrats have not
wished to implement reform because the civil service system serves their own interests
(either party political or personal).

Although related to the rebuilding of public administration after conflict more broadly
rather than civil service reform per se, strong, trusted political leadership has been
identified as required to even initiate civil service reform in country ravaged by conflict like
Sierra Leone. The provision of effective public services is often a function of the capacities
of those in authority, political will, and the instruments and mechanisms available for
exercising such leadership.

Similarly, the vast improvements made to the Liberian civil service and to public
service provision in Liberia between 2006 and 2011 suggest that installing committed
and capable leaders is essential to implementing changes and building capacity. The
Liberian president made it a priority to attract talented, capable individuals to take
up senior positions in public service institutions, who then directed and managed the
implementation of further reform/capacity building programmes. A strong foundation
of leadership was installed to oversee rebuilding/reform efforts.
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When implementing civil service reforms it is better for leadership of the process to be
established within the government and bureaucracy, rather than being directed externally
(through external partners, aid agencies etc.), because it generates a greater sense of
ownership of the process. In Zambia, the option of an external agency leading civil service
reform was rejected, and instead a team from within the government led the design of
the reform strategy that was subsequently endorsed by the leadership of the public
administration. The World Bank, the UK Department for International Development, the
UNDP, and Irish Aid acted in an advisory capacity. Although this was less efficient (more
negotiation, consultation, decision making etc.) it did lead to successful implementation
of reform.

Continuation of the administrative leadership is essential for civil service reform
to be facilitated effectively, particularly in those bodies that provide leadership
on implementation. In Nepal, the permanent secretary of the Ministry of General
Administration was changed fourteen times between 1992 and 2008 resulting in an
adverse effect on policy formulation and the enactment of necessary laws and other
activities necessary for timely implementation of the reform agenda.

Political leadership can be crucial to the process of initiating reform in the first place. In
environments in which there is little motivation or incentive to reform within the civil
service itself, as was the case in Russia in the decade following the collapse of the Soviet
Union, the highest level government leaders play an important role in pushing a reform
agenda. In the 2004-2005 Russian civil service reforms, the presidential administration
was the main actor of policy making and adopted a number of programmes that were
crucial for the successful implementation of reform (in this particular case, however, other
factors diminished the effectiveness of the civil service reforms).

The creation/development of a new body designed to lead implementation of new
civil service procedures/reforms to the civil service may be useful in changing public
administration processes. In Bosnia and Herzegovina, new legislation on the status, rights,
duties etc. of civil servants also established the ‘Agency for Civil Service, a new body
tasked with: realising the recruitment process for civil servants; assisting institutions in the
realisation of human resources policy and organisational development; and training and
development of the civil service. The Civil Service Agency that was established in Bosnia was
designed as a mechanism through which significant and required civil service reform could
be enabled. Its main goal was to facilitate radical changes in human resources management
in the state-level civil service. One of its responsibilities was the development of a Personnel
Central Registry in order to assemble all relevant data which could be useful to the Civil
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Service Agency and the institutions of Bosnia in examining trends, needs, and attitudes in
the state agency. The main goal is to ensure development and better functioning of the
Agency, proper human resources management and its standardisation, and to guarantee
respect and improvement of constitutional and legal principles. The comprehensive, exact,
and up-to-date data on structure of the civil service and civil servants that work within it
(e.g. by age, sex or nationality), on their educational background, training courses and other
form of professional improvement or frequency of promotions, is essential for the creation
of personnel policies. Above all, this data register is considered to be an irreplaceable tool
enabling the Agency to plan, operate and advise.

Similarly the Malaysian government, reacting to emerging public administration needs
and the need for greater planning in this area, particularly in relation to human resources,
established the Malaysian Administrative Modernisation and Manpower Planning Unit. This
organisation was designed to drive reform by providing consultancy services, strengthening
administrative capacity, and coordinating human resource planning and development.

In 2002 the Independent Administrative Reform and Civil Service Commission was
established in Afghanistan, with a mission of transforming and developing the Afghan
civil service into an effective, public service oriented body via reforms and continuous
change management based on a participatory organisational culture. It is designed
to facilitate the development of an effective, apolitical civil service that is accountable
to the leadership, and facilitate reform and civil service capacity building for effective
public service delivery. Its goals for Afghan public administration/civil service
include: comprehensive administrative reform; merit based recruitment; monitoring
implementation of reforms; and promoting the role of women.

Lesson Four: Planning

Successful reform to public administration requires clearly defined planning and
management procedures that address a holistic process of decentralisation of the civil
service. Without a clear strategic and operational plan for the initiation, implementation,
and ongoing improvement of reform processes, efforts are likely to be inconsistent,
piecemeal, and have little impact in the long term. Directly related to the need for
leadership and political commitment for reform, the bodies responsible for management
must be established or defined, alongside the procedures for enacting the reform.
Milestones and deadlines can be useful tools, but reformers must ensure that they do
not mandate reform that is unrealistic in its demands. It is important to emphasise the
need to include a variety of stakeholders in the planning design of public administration

reform - including the government and civil service staff.
Vs
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In the planning phase, civil service reform project should define its objectives from short
to long term, describe the project activities to achieve intermediate goals, give precise
estimates of necessary human and financial resources, and outline the long term goals
and the processes by which they will be achieved. This plan should also take account
of the specific national context of the reform plan. Defining the management process
should determine standard operating procedures and the key management bodies/
figures involved in the project, as well as the mechanisms by which these two elements
can be changed. Maintaining a degree of flexibility in the planning and management
processes is important in order to address emergent issues, or to change reform priorities.

Poor planning and management processes have negatively affected projects designed
to increase capacity in the public sector. The Somali Institutional Development Project
(under the direction of UNDP) operated for over two years in the absence of a clear logical
framework where activities are linked to specific and measurable project objectives. A
similar governance building programme for Afghanistan, known as UTV-SSPA, was
implemented without first undertaking a scientific needs assessment of the targeted
institutions and individuals.

Poor planning and a consequent lack of allocated resources have been identified as the
cause of disappointing outcomes for civil service reforms in Kenya. Furthermore, poor
planning and management in Ghana resulted in the implementation of multiple civil
service reform activities at the same time, overburdening staff and resulting in little
meaningful reform.

There are however limits to planning. Public administration reform probably contains
too many variables to enable absolute planning, due to the complexity of systems and
the large number of actors. Moreover, reform practitioners may operate under changing
governments and economic circumstances. New developments or opportunities may
emerge which could improve the reform process, or make it more difficult, and so some
flexibility must be allowed for so that reform programmes can adapt if necessary. This
includes allowing flexibility to target the use of resources in different areas depending
on reform priorities. This is particularly important when an external party is directing the
design/implementation of a civil service reform programme, as donor-led initiatives tend
to be more rigid and prescriptive.

Afghanistan and Somalia are examples where the failure of two externally led governance
capacity building initiatives to achieve the level of success intended by the project
partners was caused in part by poor or fragmented planning. The Somali Institutional
Development Project (under the direction of the UNDP) operated for over two years in
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the absence of a clear logical framework in which activities were linked to specific and
measurable project objectives. This led to disjointed action, massive overspending, and
the frustration of project partners. Similarly, the University of Rome Tor Vergata (UTV)
and Italian National School of Public Administration (SSPA) Afghan governance capacity
building programme began in the absence of a scientific needs assessment of the
targeted institutions and individuals. This led to fragmented planning, a lack of project
ownership, and a weak follow up and change management process. This demonstrates
the importance of clear, coherent strategic planning before beginning any reform,
particularly in term of target groups, objectives, and the process by which these goals
will be achieved.

Similarly in Kenya poor planning has been identified as one of the reasons for the
failure of civil service reform efforts in the past. Specifically, the reform agenda was not
carefully and explicitly outlined and was not made a priority, and the problems were
further exacerbated in that inadequate time and resources were allocated to the process,
indicating poor budgeting processes.

Lesson Five: Resources

Sufficient and appropriate resources, in terms of knowledge, skills, experience, funding,
and facilities are required for civil service reforms and decentralisation to be successful.
This is particularly important in decentralisation initiatives, because without sufficient
resources, newly decentralised civil service units may be unable to perform their new
duties properly. Not only does this mean providing the resources required to conduct
the work of the civil service, it also means providing the resources required to attract
and retain the skilled individuals that have the ability to operate in the civil service and
to implement new programmes. It is also important, therefore, to ensure that resources
are dedicated to ensuring that there are employee incentives and attractive (or at least
appropriate) pay.

In the reconstruction of its civil service the Liberian government sought international
grants and external sources of funding in order to raise the minimum civil service wage
from US$15 a month to US$100 per month over a five year period. Furthermore, funding
was provided for civil service equipment such as computers and buses to transport civil
service staff to work.

Indeed, the lack of sufficient resources is a severe impediment to effective civil service
operation, and many post-conflict countries often lack the skilled workers and/or financial
resources to operate a civil service function effectively. This is a particular problem in
Somalia, where there are number of different, and fairly ineffective, revenue collection
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procedures in the various regions, resulting in an unbalanced distribution of funding and
some areas of public administration receiving very few financial resources.

In the Aceh region of Indonesia, following the cessation of hostilities between the
separatist Free Aceh Movement and the Indonesian armed forces in 2005, there was
recognition that resources were required to strengthen public administration in the
province. In Aceh the international community was confident that the resources were
in place to strengthen public administration in the region. The peace agreement signed
between the government and Aceh rebels guaranteed that the province would receive a
greater share of profits from oil and gas, and that the central government would provide
additional funds to the province as a part of a‘peace dividend’. Moreover, billions of dollars
of international aid money was also flowing into the province at the time, primarily for
post-tsunami reconstruction. Despite this, however, meaningful public administration
reform failed to materialise in Aceh for three main reasons. Firstly, there was a failure
to anticipate that changes to personnel management would be controversial and have
political implications. Secondly, the length of time needed to implement meaningful
reform was underestimated. Thirdly, and most importantly in the context of resources,
while there was a large amount of money available for public administration reform,
resources in terms of staff with the expertise required to implement meaningful change
in such a challenging environment were severely lacking. International aid money was
provided alongside greater central government funding that was a condition of the peace
process. While the provision of sufficient financial resources is important to successfully
implement public administration reform, having the financial resources necessary to
implement reform does not guarantee its success, particularly in post-conflict countries.
Other factors impeded reform measures in Aceh.

In Liberia the political leadership realised the necessity for significant resources in
rebuilding and reforming their civil service, but as a post-conflict country emerging from
a civil war financial resources were scare. The political and administrative leadership
developed a civil service registry programme which allowed for the identification of
8,000 ‘ghost workers’ (workers who abandon their jobs but continue to take a salary). This
saved the government roughly $4 million per year, and these resources were used to raise
the civil service wage incrementally over time, making the civil service a more attractive
form of employment and attracting more highly qualified personnel. Moreover, realising
the importance of resources, the Liberian political leadership sought grants and external
sources of funding.

The allocation of financial resources in the development of civil service reform in Russia
raises some interesting issues about how resources are to be used effectively. In Russia at
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least half of the money allocated to civil service reform has been distributed to research
projects, while the rest is used in policy formulation and implementation. Some have
argued that the money given to scholarly research could be used more effectively if it
were provided for policy development and implementation, not because the research is
poor, but because the scholarly findings and suggestions tend to become irrelevant in
subsequent stages of the policymaking process (particularly in a highly politicised system
like Russia’s). This raises the questions about how to best use the resources needed for
civil service reform, and how to ensure that they are not wasted.

Lesson Six: A Clear Framework

It is imperative to ensure that there is a clear legal, institutional and constitutional
definition and framework of the role of the civil service and civil servants, the concomitant
duties and responsibilities distributed within the system of public administration, and
that the relationship with central government is established on democratic principles for
the country as a whole. In order to implement changes and reforms to the civil service,
an institutional and legal framework must be put in place which enshrines fundamental
civil service principles in law, and within which the new civil service procedures for a
decentralised state can be developed. This framework may include provisions on the
position of civil servants within the overall governance structure, issues rights, duties,
and conflicts of interest, and matters relating to recruitment, evaluation, promotion and
general management of the civil service.

In Bosnia and Herzegovina, both the international community and Bosnians regarded
this kind of legislation as necessary in order to enable the nation to achieve functioning
public administration following years of conflict. In the Bosnian Law on Civil Service,
which was enacted in June 2002, the impartiality of civil servants, the requirement that
they be guided by the public interest in the performance of their duties, and the need
to operate in a transparent and accountable manner was enshrined into law. Moreover,
this law established the Agency for the Civil Service, an independent body competent for
recruiting and dismissing civil servants, deciding upon disciplinary sentences, training
civil servants and preparing all necessary legislation.

In Somalia, a weak legal framework that governs the provision of public services by
public institutions, and a lack of clarity about the specific responsibilities of each level
of government, led to inconsistent standards and gaps in the provision of services.
Moreover, as Somalia is decentralised by default due to conflict, different regions have
different legislation on public administration resulting in different levels of service
provision. This is why developing a single framework is important - there can be still be
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flexibility in a decentralised system, but the fundamental principles of the civil service
must be established on a national level. Clarification of what constitutes a civil servant,
as opposed to other public servants, can also be useful as it enables a more specified
definition of roles and responsibilities, as was the case with the Kosovan Law on Civil
Service which was enacted in June 2010.

Ideally, the establishment of the legal framework for the civil service also contains
provisions that ensure that there are institutionalised communication procedures
between the government and civil service at all levels, to enable the civil service to have
some input on policymaking (in a purely consultative role). Furthermore, when making
fundamental changes and moving from one civil service structure to another (e.g.
centralised system to a decentralised system), procedures and roles during the transition
period must be made clear.

Lesson Seven: Merit

An institutionalised merit-based and inclusive recruitment, training, progression, and
promotion procedures are required at all levels of the civil service. In order to foster
greater transparency and professionalism within the civil service, and thus improve
public service provision, civil servants must be recruited on the basis of their ability
and suitability for job roles. In terms of training and progression, it is necessary to
identify competent individuals that are able to accept greater responsibility and more
demanding roles (especially if decentralisation allows civil servants some flexibility in
policy implementation in particular regions/geographical areas), and make appropriate
training programmes available (either through internal capacity or by seeking assistance
from external partners). Furthermore, particularly in the case of moving from a centralised
system to a decentralised one, there is the need for a clear categorisation of job categories
and job roles.

Liberia’s civil service and public administration was devastated by the 14 year civil
war experienced by the country, but after the cessation of hostilities the government
recognised the need to develop a capable and professional civil service as a fundamental
state building tool. Over a period of five years the government recruited highly skilled
professionals from the Liberian diaspora, revitalised the public administration training
programme, and provided more resources to attract young skilled professionals to public
service roles. This resulted in a great improvement in public administration, stability, and
service provision (particularly in health and education) in the country.

The importance of job classification is demonstrated by the case of Vietham, which is
slowly moving towards a more transparent and meritocratic system, but still experiences
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problems because specific requirements for a civil service job are not established. Staff
appraisal and the identification of training needs are problematic, and the content of
recruitment examinations is not related to specific jobs, so there is no way of identifying
the best candidates for certain roles.

In relation to the importance of merit-based systems, Russia provides an interesting
example of how civil service reform can be undertaken to alter an entrenched system of
governance (in this case the highly centrist communist system). The Russian government
recognised the problem that personal loyalty, rather than competence in job roles, was
still the primary criteria for career advancement within the civil service in the decade
following the collapse of the Soviet Union. The Russian government adopted civil service
reform measures from 2003-2005 to introduce a number of new initiatives, including
merit-based recruitment, performance related pay, and anti-corruption measures.

Lesson Eight: Trust

It is necessary to provide for the development of trust in the civil service at every level,
particularly if the civil service is to be decentralised from a strong central system. In nations
which have experienced conflict or oppression, the civil service may be viewed as a tool
of state authority that is marshalled against them. In post-colonial nations whose civil
service is based on the old colonial system, citizens may perceive the civil service as the
last vestige of the colonial era. It is therefore necessary to build trust and confidence of
citizens in the civil service through enacting measures such as merit-based recruitment,
anti-corruption measures, and greater sharing of information on civil service operations,
practices and performance. If the people do not trust in the civil service, then it is difficult
for the service have an effective impact on public administration.

The civil service of India had a strong foundation in the British legacy, and the
entrenched view of the Indian people was that the Indian civil services were a symbol
of authoritarianism, corruption, and favouritism rather than a beacon of public service
and meritocracy. As India’s economy developed, this problem was exacerbated by the
new wealth flowing into the country. In Somalia there is perhaps an even greater level of
mistrust of the civil service (and a general mistrust of government in general) amongst
large sections of the population, who perceive it as an oppressive instrument that benefits
the minority, rather than a critical organ of the state that provides public services.

Trust is inherently connected with politicisation — the greater the length of time and
degree of politicisation of a civil service, the less likely it is that citizens will trust in it.
This is particularly the case with corruption in the civil service. Not only does this mutual
trust have to be fostered between the public and the bureaucracy, but also between
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the government and the civil service. The civil service must trust that the government
is not attempting to gain political influence over the neutral organ of the state, and the
government must trust the civil service to implement policies on their behalf without the
need for greater control.

Lesson Nine: Neutrality and Avoiding Politicisation

While political will is necessary for successful civil service reform, the civil service (whether
decentralised or not) must not become politicised. When civil servants begin to see their
function as acting as agents of particular political groups or parties, their position as a
neutral public servant is negated and issues of party political meddling and venality
emerge and the public service suffers. The ability of political parties to interfere in the
work of the civil service outside of the established parameters must be limited as much
as possible.

One good example of the problems of political interference in the civil service has
been found historically in India. In the decentralised federal system a change of State
government would result in a reshuffling of civil service officers (as the new government
brought in their preferred people). This resulted in very short tenures for civil service
officers (less than one year), resulting in delays in the implementation of projects, a
decline in the delivery and quality of services in the area, and a diminished capacity of
officers to stand up to undesirable local pressures.

In Pakistan, a historical legacy of politicisation and of militarisation of the civil service
(installing military figure in civil service positions) resulted in a concentration of power
and authority at the central level. This also results in the process of patronage, as civilian
political and military leaders desire to have the ability to provide jobs to their supporters
and ensure that the policies they favour are promoted/implemented. Pakistan, like other
nations that have (or have had in the past) a politicised bureaucracy, also experiences
difficulties in reconciling different ethnic groups within a national civil service. Often a
single ethnic group, (in the case of Pakistan the Punjabis) dominates the civil service and is
unwilling to share public administration, causing resentment from smaller ethnic groups
within a country. Political corruption within the civil service can also be found in Nigeria
and Nepal, and tribal rivalries in the civil service can be seen in countries such as Somalia
and South Sudan. Unsurprisingly, in this situation the civilian and military authorities,
and the bureaucrats themselves, are unlikely to enact reform that will take away source
of their power. In a decentralised system, there is the risk that regional or local civil service
institutions become beholden to the wishes of powerful local political figures.
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Vietnam, a country that remains a single party socialist state, experiences a different
problem of politicisation: almost every civil servant is a member of the party and the
concept of a neutral civil service has almost never been applied. Therefore, rather than
viewing their role as one of public service, many civil servants see themselves as serving
the party. Communication between politicians and civil servants is important, but the
civil service must remain a neutral organ of the state.

Lesson Ten: Performance

A failure to set goals, implement effective accountability mechanisms, and measure
the performance of the civil service and civil service reform programmes will seriously
weaken the reform and decentralisation process. In order to ensure transparency and
accountability in civil service reform programmes, and assess the progress of reform and
the performance of the civil service, goals must be established alongside accountability
and performance measurement instruments. This is particularly important when moving
from a centralised civil service system to a decentralised system, as this process can be
quite an impactful change and policymakers must be able to evaluate its effectiveness,
and identify areas for improvement. They also assist in combatting corruption and
identifying areas of weakness for improvement.

In India measures have been taken to strengthen accountability mechanisms. This
includes reducing premature transfers. As mentioned above, India has experienced
problems of civil servant serving very short tenures in positions before being transferred.
This makes it very difficult to hold officers accountable for their performance. Reducing
political interference through the creation of cadre management committees has helped
to reduce this problem. Furthermore, efforts have been made in some Indian states to
increase access to information on civil service activities. For example, public hearings
held to examine documents relating to public works has discouraged impropriety in
public service provision in the states of Delhi and Rajasthan.

Accountability and performance measurement systems must also be reviewed regularly to
determine if they are sufficient, because if they are not this may lead to poor performance.
For example, Pakistan has quite weak accountability mechanisms including weak
regulation, unchecked discretionary powers, and weak standard management systems
and procedures. Furthermore, in Pakistan annual confidential reports, the mechanism
by which a civil servant’s performance is measured, rarely record any criticisms and are
ill-suited to developing a performance-oriented ethos since they emphasise personal
qualities over the achievement of specified goals. Moreover, higher level accountability
mechanisms, such as quarterly and annual reports submitted by the secretary about the
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performance of his or her division, are mere formalities and there is little scrutiny of the
content and implications. The establishment of an independent accountability body may
be helpful to remedy some of these problems.

Lesson Eleven: Technology

The impact of technology on both administrative processes and service delivery is
widely recognised. For example the UK Government has adopted a ‘Digital by Default’
philosophy to inform its major change and reform programme for the UK civil service.
But such developments have yet to give rise to significant transferable knowledge,
and especially in respect of civil service decentralisation processes in post-conflict and

developing societies.

Moreover, the introduction of technology into the civil service can cause problems when
it is perceived to be replacing employees. This is particularly the case in developing
countries which historically have a large bureaucracy, such as India, and becomes even
more pronounced in times of increasing unemployment and economic depression. In
the past, computerisation of office work, procedures, and records has been opposed by
unions and employee organisations. Also, many government employees deliberately
avoided the adoption of ICT systems because it prevents them from adopting corrupt
practices.

However, it is clear from government documents that the Indian government recognised
the importance of e-governance, and how technology can be used to provide a clean,
transparent, efficient, and ‘hassle-free’ environment for the delivery of government
services. They also understood that adopting a system based on technology would
mean fundamentally changing the old system and the attitudes and competences of civil
service staff to technology.

In Uganda also information disclosure is a major tool in improving transparency and
accountability in public service provision, particularly in post-conflict countries in which
politicisation and corruption in the civil service is a significant problem. Bureaucrats
may resist the installation of ICT systems because they do not want to be made more
accountable.

Obviously installing new ICT processes can be very expensive, particularly in a post-
conflict developing country, but donor assistance could be useful in this regard. The
Ugandan government established a Ministry of Information and Technology with
the role of spearheading the establishment and widespread use of Information and
Communication Technology in the public service.
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The greater and more widespread use of ICT and e-governance systems has also been
identified as a mechanism for ensuring greater transparency in bureaucratic decision
making, increased accountability of civil servants, and more effective service delivery in
Pakistan. However, while there is an E-Government Directorate cell within the Pakistani
Information Technology Ministry, its work has been severely hampered by bureaucratic
obstruction and lack of autonomy.

Lesson Twelve: Changing the Way the Central Civil Service Works

In the process of undertaking decentralisation of the civil service, it may be necessary
for the federal (central) civil service to re-evaluate its organisation and functions. For
example, during or following a decentralisation process the federal civil service may
realise that it has a number of agencies who now perform the same functions, and so
may need to restructure and/or rationalise these agencies. But the issues can go deeper
than this. In Pakistan the decentralised federal nature of the civil service has generated
some particular problems. At federal level there is inter-service rivalry which distracts
from policymaking and undermines the federal secretariat’s capacity. Moreover, the
provincial secretariats are hampered by turf battles between federally recruited civil
servants and their provincially recruited counterparts. The federal bureaucracy controls
key provincial posts, favouring its own while side-lining provincial civil service officers.
Furthermore, the quota of federal civil servants increases the more senior the position
in the provincial civil service. This causes resentment among provincial civil servants and
gives them precious little incentive to be diligent in their duties as they see no way of
reaching more senior positions. This makes them more susceptible to corruption. The
Pakistan example demonstrates the problem of the federal civil service attempting to
maintain too much control over its decentralised units. In addition, in a highly politicised
system like Pakistan, the issue of which entity agencies such as the police are accountable
to (e.g. locally elected politicians or senior civil servants) is sometimes unclear.

October 2013
(This paper benefited considerably from background literature research conducted by
Liam Whittington)

*This Section 10 is contributed by Dr. Clive Grace O.B.E.
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| Annex 1

Programmes of Consultations and
Interactions and List of Participants

1. Interaction with Expert group (Former Civil Servants) on Civil Service Reforms in the Context of State
Reforms on 2" September 2013 at Hotel Yak and Yeti, Kathmandu

Designation Organization  Contact no Email address
1 Rajendra Bdr Singh Expert 9851091188 | rajendra953@hotmail.com
2 Madhu Nidhi Tiwari Expert 9841739743 tiwari_mon@hotmail.com
3 | Yam Nath Sharma Assistant Country Director UNDP 9851083314 m.sharma@undp.org
4 | Dwarika N. Dhungel Expert 4473178 ddhungel@hotmail.com
5 Achyut B. Rajbhandari Director CSDG 984138717
6 Dwarika Nath Dhungel Former Secretary MoGA
7 Bal Krishna Prasai Vice President Better Nepal 9851088417
8 [ Shree Krishna Shrestha Professor T.U. 9851072228
9 | Tek Nath Dhakal Professor T.U. 9841777557
10 | Mukunda Raj Panthee Joint Secretary MoGA
11 | Durga Nidhi Sharma Secretary MoGA
12 | Yogendra Pd. Pandeya Under Secretary MoGA 9841802993 pandey2003@yahoo.com
13 | Chakra Pani Acharya Section Officer MoGA 9851177001
14 | Sushil K. Panta Consultant PREPARE 9841932810 | suspanta@gmail.com
15 | Dhurba Nepal PAR Specialist PREPARE dnepal@gmail.com
16 | Amar Singh Shah Retd. AIGP 9851025223 | amarsinghshah@hotmail.com
17 | Bhim D. Bhatta Retd.Teacher 4430725 bhim_indira@yahoo.com
18 | Purusottam Nepal Under Secretary/NPM LGCDP 9851123402 nepalpuru@gmail.com
19 | Bindra Hada Former Secretary 9851039195 hadabindra@yahoo.com
20 |BandanaRisal Sr. Programme Specialist UNDP 5523200 bandana.risal@undp.org
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2. Interaction with Expert group (Former Civil Servants) on Civil Service Reforms in the Context of State
Reforms on 3rd September 2013 at Hotel Yak and Yeti, Kathmandu

Designation Organization Contactno  Email address
1 Yogendra K. Rai Director General Department Of Railway | 4485442 yogenrai@gmail.com
2 | Indra Kumari Thapaliya Director General DOTM 9841217624 | pandeyindra79@yahoo.com
3 | Babu Ram Paudel Director General NFEC 6631280 paudelbabu@hotmail.com
4 | Achyut Prasad Paudel Under Secretary DOA N/A appoudel20@hotmail.com
5 | Jhamak Pd. Sharma Joint Secretary WECS 9841895321 | jhampd@yahoo.com
6 | Umesh Kr. Yadav Section officer PSD 9841667749 | yadavumesh220@yahoo.com
7 | Madhav Pd. Regmi Chief Officer NvC 9851174074 | madhav.regmi@hotmail.com
8 | Chabbi Pandey Section Officer E:gzg;?:;; Ic:]fdsgfrliles 9842045508 | chhabi.pandey@yahoo.com
9 | Ram Mani Dahal Section officer Survey Department 9841203383 | rmdh2059@yahoo.com
10 | Ganesh Khatiwada Media Person Nepali Times 9841510324
11 | Atmaram Satyal Under Secretary MoGA 4200367 satyal.atmaram@gmail.com
12 | Ganesh Rai Director General STRO 9851098111 | ganeshrai99@gmail.com
13 | Mitha Ram Humagain Section officer :?;z::::::):t of 9841458447 | humagainnr@yahoo.com
14 | Bharat Paudel Director General 9841888741
15 | Puskar Bajracharya Consultant TU 4438190 puskarb2000@gmail.com
16 | Surya Acharya Director General DOC 9851123119 | suryaacharya@hotmail.com
17 | Drona Pokhrel Director(Chief) DOLFA 9841394672 | pokhrel.drona@gmail.com
18 | Hari P. Dahal Under Secretary DEOD 9841057545 | hsdahal@gmail.com
19 | Ram Adhar Shah Director General NBSM 9851042934 | sahnbsm@gmail.com
20 | Dhurba Nepal PAR Specialist PREPARE 4200458 dhurba_prepare@moga.gov.np
21 | Dr. Annapurna M. Das Director General DPR 9851063658 | dasannapurna@hotmail.com
22 | DilliRam Sharma Director General (J.S) | DOR 9841261044 | drsubedi2000@yahoo.com
23 | Binod KC Director General DOFB 9841238784 | binodkcnepal@gmail.com
24 | Padam Raj Bhatta Director General DOWC 9841238281
25 | Krishna Hari Puskar Director General DOL 9851106376 | khpushkar@gmail.com
26 | Laxmi Pd.Yadav Controller 0oCC 9841439290 | Ipyadav@cca.gov.np
27 | Hari Raj Shrestha Section Officer DOA 9841891204
28 | Dr.Ram Krishna Khatiwada | DDG DLS 9851093956 | ramkrishnakhatiwada@gmail.com
29 | Rishi Sharma Director General DHM 9851147653 | rishisharma@yahoo.com
30 | Dhana B.Tamang Secretary PPMO 9851105991
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SN Name Designation Organization Contactno  Email address

31 | Ram Mani Duwadi 2:2::; Director IRD 9841322501 | duwadi@hotmail.com

32 | Gyan Raj Koirala Section Officer DNPWC 9849626432 | grk2068@yahoo.com

33 | Dhaneshwor Paudel Section Officer DOHS(Health) 9841408445 | paudel_dhaneshwor@yahoo.com
34 | Rajeshwor Gyawali Chief Admin. Officer DOI 9841203674 | rajeshworgyawali@yahoo.com
35 | Sadhu Ram Bhattarai DDT.Chief KMC 9851041553 | sr.bhattarai@hotmail.com

36 | Tanka Prasad Subedi Rep. CBS 9841320758

37 | Shankar Aryal Registration OCR 9841387919 | aryalshankar204@gmail.com
38 | GBBHUGo Chief DDA 9851190115 | gbhuju@yahoo.com

39 | Shambhu KC Director General DUDBC 4262927

40 | Jiwan Prava Lama Director General DFTOC 4262369 jiwanlama@gmail.com

41 | Hari Narayan Balbase Director General DOSC 9841413609 | hbalbase@yahoo.com

42 | Arjun Pokhrel Director General AML 9851076510 | ddg@dmli.sn.np

43 | Durga Nidhi Sharma Secretary MoGA

44 | Kedar Neupane Registration DOC 9851040327

45 | Sahas Man Shrestha Director General DFRS 9841730051 | sahasman2011@hotmail.com
46 | Bishwo Raj Maraseni DWIDP 9849206935 | maraseni_b@hotmail.com

47 | Madhu Sudhan Pokhrel 13:;:3::?:::2”' Head of Training 9841283905 | mspokhrel@yahoo.com

48 | Jiwan Kumar Shrestha 2::::; Director DOLIDAR 9851045085

49 | Keshav Barista Rai Under Secretary MoGA 9849674994 | kbbarista@gmail.com

50 | Durga Dutta Dhakal Director Nijamati Kitabkhana adurga@yahoo.com

51 | DilliRam Rimal Executive Director NCED 9851141875 | drimal2004@gmail.com

52 | Bandhana Risal Sr. Program Specialist | UNDP 9851113086 | bandana.risal@undp.org

53 | Yam Nath Sharma ACD UNDP

54 | Toya Narayan Subedi Under Secretary MoGA 9849694625 | subeditnirmal@yahoo.com

55 | Babu Ram Subedi Director General FCGO 9841289939 | subedi_baburam@yahoo.com
56 | Ramesh Shashi Section Officer DoCSM 9841803128

57 | Purusottam Nepal Under Secretary LGCDP 9851123402




ANNEX1

3. Stakeholder workshop on Civil Service Reforms in the Context of State Reforms with experts and former
civil servants (27 Sept 2013)

Designation

Organization

Contact no

Email address

1 Bal Krishna Prasai Vice President Better Nepal 9851088417 | prasaibk@gmail.com

2 | Achyut B.Rajbhandari Director CSDC 9841338717 | abrajbhandari@yahoo.com

3 | Puskar Bajracharya Professor TU puskarb2000@gmail.com

4 | Tirtha Man Shakya Former Chief Secretary | GoN 9851026534 | tirtha_shakya@yahoo.com

5 | Rajendra Bahadur Singh | Ex. Police Presonnel NP 9851091188 | rajendra953@hotmail.com

6 | Amar Singh Shah Retd. AIGP NP 9851025223 | amarsinghshah@hotmail.com

7 | Shree Krishna Shrestha Professor Public Adm. 9851072228 | skstansen@gmail.com

8 | Yogendra Prasad Pandeya | Under Secretary MoGA 9841802993 | pandeya2003@yahoo.com

9 | Clive Grace Int’'nal Consultant UNDP clivegrace@hotmail.com

10 | Bandana Risal Sr. Program Specialist | UNDP 9851113086 | bandana.risal@undp.org

11 | Dhruba Nepal PAR Specialist PREPARE 4200458 dhurba_prepare@moga.gov.np

12 | Narayan Shrestha CD Specialist PREPARE 4200458 narayan_prepare@moga.gov.np

13 | Sushil Kumar Pant Consultant PREPARE

14 | Bindra Hada Former Secretary 9851039195 | hadabindra@yahoo.com

15 | Bal Krishna Gurung Programme Associate | PREPARE 4200458 grg@gmail.com

16 | Durga Nidhi Sharma Secretary MOGA 9851178860 | durganidhi@yahoo.com

17 | Dr. Dinesh Prasad Panta Sr. National Advisor PREPARE 4200458 dinesh_prepare@moga.gov.np

18 | Shalini Tripathi National Programme PREPARE 4200458 shalini_prepare@moga.gov.np

Manager

19 | Nirmala Subba Facilitation Officer PREPARE 4200458 nirmila_prepare@moga.gov.np

4. Interaction on Civil Service Reforms in the Context of State Reforms with MoGA Officials (25 October
2013

SN Name Designation Organization Contactno  Email address

1 Ram Bhakta Shrestha Under Secretary MoGA 9841335857

2 | Sudha Gurung Under Secretary MoGA 9841346172

3 | Gopal Under Secretary MoGA 4200367

4 | Damodar Bhattarai Under Secretary MoGA 9841399664

5 | Kalpana Shrestha Under Secretary MoGA 9841217189

6 | Shovakar Pandey Section Officer MoGA 9841912790

7 | Kamal K Regmi Under Secretary MoGA 9841771882

8 | Balkrishna Ghimire Joint Secretary MoGA 4200367

9 | Anunaya Bastola Section Officer MoGA 9841537937

10 | Toynarayan Subedi Under Secretary MoGA 9849694625 | subeditnmra@yahoo.com

11 | Hari Paudel Joint Secretary MoGA 44200367 paudel108@yahoo.com

12 | Chakra Acharya Section Officer MoGA 44200367

13 | Goma Devi Chemjong Under Secretary MoGA 9841745979 | gomachemjong@gmial.com

14 | Raju Kuwar Section Officer MoGA 9841173684 | kumarraju@gmail.com

15 | Mahesh Acharya Under Secretary MoGA 4200367

16 | Tirtha Prakash Poudel Under Secretary MoGA 4200367 light.tirtha@gmail.com

17 | Durga Nidhi Sharma Section Officer MoGA 4200367

18 | Narayan Shrestha C.D. Specialist PREPARE 4200458

19 | Nirmala Subba FO PREPARE 4200367
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5. Interaction on Civil Service Reforms in the Context of State Reforms with DG and Joint Secretaries (8
December 2013)

SN Name Designation Organization Contactno  Email address

1 Pushkar Bajracharya Consultant PREPARE 4438190 pushkarb2000@gmail.com

2 | Jay Lal Tiwari Director DWC 9841393039 | tiwarijaylal@gmail.com

3 | Tek Narayan Pandey Director DOE 9851166717 | pndtek@gmail.com

4 | Deepak Raj Pandey Under Secretary MoCS 9841366589 | deepandey@hotmail.com

5 | Kamal P Bhandari Joint Secretary MoLE 9851157377 | kamalpba@gmail.com

6 | NagendraJha DG Department of Survey | 9841298413 | ngndrjha@yahoo.com

7 | Binod P Singh DDG Ezﬁar:zf:t of 9851098754 | binodsinghnp@yahoo.com

8 | Binod KC Joint Secretary DoFE 9841238784 | binodkcnepal@gmail.com

9 | Toyam Raya DDG Custom Department 9851138955 | rtoyam@yahoo.com

10 | Kiran R Sharma Joint Secretary MoE 9849513248 | kiran_indu@hotmail.com

11 | Chandra Bahadur Siwakoti | Under Secretary MoWCSW 9841305563 | cbhiwakoti@yahoo.com

12 | Purusottam Nepal Under Secretary MoFA 9851123402 | nepalpuru@yahoo.com

13 [ Rudra Bahadur Malla Under Secretary MOl 9851115308 | rudramallaso@gmail.com

14 | Mukunda Khanal Under Secretary MOE 9841395114 | mmkhanal@yahoo.com

15 | Baldeb Prasad joshi DG DOCPR 9841337909 | baldeb_joshi@yahoo.com

16 | Kamal Pd. Timilsina Under Secretary DOLRM 9841250259 | timsinakamal@yahoo.com

17 | Mukunda Raj Ghimire Joint Secretary MoFSC 9851040970 | mrpghimire@yahoo.com

18 | Rohit Kumar Bhattarai Joint Secretary MoLARM 9851111025 | bhattarairohit2000@gmail.com

19 | Purusottam Ghimire Joint Secretary NPC 4211114 purughimire@yahoo.com

20 | Rabindra Karmacharya Joint Secretary 4200083 rabinkc20@gmail.com

21 | Suresh Pradhan Joint Secretary MoCPA 9841399752 | suresh.pradhan74@yahoo.com

22 | DBSingh DG DoED dillisingh@gmail.com

23 | Shambhu KC DG DoDBC 9851082621 | shambhu2017@gmail.com

24 | Shambhu Koirala DG Department of Prison | 9851091898 | skoirala501@gmail.com

25 | Shatrughna Pudasainee | Under Secretary DoHS 984120184 kantipurepuda@gmail.com

26 | Kedar Neupane Joint Secretary DoC 9851040327 | kedarneupane123@hotmail.com

27 | Narayan Pd. Dhakal DDA 9841500169 | narayandhakalji@gmail.com

28 | Krishna Hari Pushkar DG DOL 9851106376 | khpushkar@gmail.com

29 | Ghanshyam Upadhyaya | Joint Secretary OPMCM 9851122082 | upadhyayajee@gmail.com

30 | Dinesh Pant Sr. National Advisor PREPARE 4200458 dinesh_prepare@moga.gov.np

31 | Bandana Risal Sr.PS UNDP 9851113086 | bandana.risal@undp.org

32 | Durga Nidhi Sharma Secretary MoGA 9841814891 | durganidhi@yahoo.com

33 | Suresh Prakash Acharya [ Joint Secretary MoUD 9851107104 | acharyasp@moud.gov.np

34 | Balkrishna Ghimire Joint Secretary MoGA 9841353567 | ghimirebalkrishna@yahoo.com

35 | Ganga Devi Dabadi DDG CBS 9801045869 | gangadabadi@hotmail.com

36 | Suresh Babu Tiwari DDG DoA 9841436482 | subatiwari@yahoo.com

37 | Teertha Raj Dhakal Joint Secretary NPCS 9851134115 | trdhakal@npcnepal.gov.np
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6. Interaction on Civil Service Reforms in the Context of State Reforms with Secretaries and special class

officials of Government (9 December 2013)

SN Name Designation Organization Contactno  Email address

1 Durga Nidhi Sharma Secretary MoGA 9851178860 | durganidhi@yahoo.com

2 | Tulasi Prasad Sitaula Secretary MoPIT 9851091938 | tpsitaula@hotmail.com

3 | Shanti Ram Sharma Joint Secretary MoYS 4416443 shantiras@gmail.com

4 | Mohan Chapagain Joint Secretary MoAD 9841352147 | m_chapagain@hotmail.com
5 | Jhakka Pd. Acharya Under Secretary MoF 9851106989 | jhakkaacharya@gmail.com
6 | Dhan Bdr Shrestha Joint Secretary MoLE 9851029751 | dhanbahadur_singh@yahoo.com
7 | Govinda Pd. Rijal Under Secretary MoHA 9841280807 | rijal_gp@yahoo.com

8 | Hikmat Bhandari Section Officer MoF 9841246531 | hikmat2059@mof.gov.np

9 | Balkrishna Ghimire Joint Secretary MoGA 9841353567 | ghimirebalkrishna@yahoo.com
10 | Pushkar Bajracharya Professor TU 9841684519 | pushkarb2000@gmail.com
11 | Surya Silwal Secretary OPMCM 9851101023 | suryasilwal5@gmail.com

12 | Bhola Pd. Shiwakoti Secretary OPMCM 9851109320 | bpshiwakoti@gmail.com

13 | Kumar Bdr. Khadka Under Secretary MolC 9851064404 | kumarkhadkal1@yahoo.com
14 | Ganesh Raj Joshi Secretary MoFSC 9841409579 | grjoshi20@yahoo.com

15 | Shanta B Shrestha Secretary MoFALD 9851098997 | yesshrestha@gmail.com

16 | NP Chaudhary Secretary PSC 9841392220 | npdchy@yahoo.cm

17 | Bishwa Prakash Pandit Secretary Ministry of Energy 4211516 bppandit@moen.gov.np

18 | Krishna Hari Baskota Secretary OPMCM 4211094 khbaskota@opmcm.gov.np
19 | Narayan Gopal Malego Secretary Min of Edu 4200354 nmalego@yahoo.com

20 | Yam Nath Sharma ACD UNDP 5523200 yam.sharma@undp.org

21 | Mahendra M Gurung Joint Secretary MoSTE 42112171 mgurung@moste.gov.np

22 | Krishna Raj B.C Secretary a.i. MoLRM 4211666 krishnabc@hotmail.com

23 | Dr. Praveen Mishra Secretary MoHP 4262590 secretaryhp@mohp.gov.np
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7. Workshop on Civil Service Reforms for regional and district government officials at Hetauda on 11

December 2013
Designation Organization Contactno  Email address
Deputy Regional Regional
1 Gobinda Sapkota p' y 9 Administration Office, | 9841209925 | gsapkotal23@gmail.com
Administrator
Hetauda
Regional
2 | Yam Bdr. Khadka Deputy Director Administration Office, | 9841365591 | khadkayambahadur@yahoo.com
Hetauda
Sr. Livestock Dev
3 | Surya Pd. Poudel DLDO
Y Officer
4 | Jay Kishor Mandal Chief FDC 9855070315 | mandaljaykishore@gmail.com
5 | Raman Jha Chief Regional Medical Store | 9845027099
6 | Sanjeeb Shrestha Chief District Technical Office | 9755000449 | sanj_shr2002@yahoo.com
7 | Khem Raj Bhattarai Act. Chief Irrigation Div-2 9845027138 | hetaudairrigationo@gmail.com
District Forest
8 Gobinda Pd. Pyakurel Account Officer k 9845028749
Directorate
9 | Dhurba Kumar Bhandari | District Election Officer | District Election Office | 9845438263 | dhrubabhandari33@gmail.com
Heavy Equipment
10 | Narayan Raj Acharya Division Chief Divisi):)nq ® 9841340339 | anarayanraj@yahoo.com
11 | Shyam Shrestha Acting Chief Labor Office 9845031176
. Survey Office
12 | Jay Hari Dhakal Survey Officer 9846353896
Makawanpur
13 [ Shyam Sundar Shrestha | Section Officer PSC 9845032092
14 | Ganesh Bdr. Mahat Major Nepal Army 9845546940
15 | Bishnu Pd. Sharma Division Engineer 9840197692
District Ti
16 | Damodar Subedi DTCO SHict Treasury 9851099445
Controller Office
Centre Chief/Section
17 | Keshav Raj Baniya Information Center 9855068322
Officer
18 | Bed Nath Gautam Senior Food R.O Regional Food 9845670433 | bedgautam@hotmail.com
19 | Rajesh Kushahawa Engineer 9845688625 | rajesh98550@gmail.com
20 | Bhim Bahadur Pariyar Cooperative Officer DCO 9845382850 | bbpntd@gmail.com
21 | Pratima Mishra Women and Child Women and Child ST
Officer Office
. Land Conservation )
22 | Pradeep Kumar Mishra Land Conservation 9844028996
Officer
23 | Hem Prasad Rupakheti Act. Postal Officer District Postal Office 9845297175
24 | Bhuwan Majhi Police Seargent DPO 9845107780
Cotta d Small
25 | Kamal Prasad Ghimire Chief g<.e andom 9849773174 | ghimirekamal58@yahoo.com
Industries Office
26 | Badri Kumar Karki Under Secretary DFO 9855067636 | karkibdr@yahoo.com
27 | Dr.Bajendra Lal Karna Acting Chief 9842077414
28 | Devi Prasad Acharya Section Officer Transportation Office | 9847624320
29 | Keshab Raj Khanal APF Hetauda 9841295010
30 | Pradeep Karki DTPO Hetauda 9851282007 | kapalkot.5@gmail.com
31 | Kapil Prasad Regmi Chief Officer DAO 9845510818
32 | Madan Kumar Shrestha Nayab Subba DAO 9849082818 | udip123_myson@yahoo.com
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33 | Pushkar Bajracharya Professor TU

34 | Khadga Bdr. Kumal glf;t;:t Education DEO 9755000501 | khadgakumal@gmail.com
35 [ MHKalim Sr. Seed Dev. Officer RSTL, Seed 9749508604 | mhkalim@yahoo.com

36 | RD Yadav Sr. Soil Scientist RSTL, Soil 9855069160 | ramdulary@yahoo.com

37 | Rishi Ram Dhakal Land Revenue Officer | Land Revenue Office 9841086814 | rishiramdhakal14@yahoo.com
38 | Eak Narayan Aryal Chief District Officer DAO 9855027777 | enaryal@yahoo.com

39 | Mahesh Regmi cS);.ﬁ?grriculture Dev. DADO 9855067964 | maheshregmi@yahoo.com
40 | Pashupati Puri EO Hetauda Municipality | 9855068834 | puripb2002@yahoo.com

41 | Dr. Aanand Shrestha Director CR Health Directorate [ 9851121266 | drashrestha55@gmail.com
42 | Madhusudhan Koirala Chief DHO 9851014713 | koiralams@yahoo.com

8. Workshop on Civil Service Reforms for regional and district government officials at Pokhara on 13
December 2013

Designation

Organization

Contact no

Email address

1 Ram Prasad Aryal Sr. Div. Engineer Irrigation Division-2 9841377403 | rp_aryal@yahoo.com

2 | Pushkar Bajracharya Professor TU 4438190 pushkarb2000@gmail.com
3 | Shyam Kr. Yadav Engineer Department of Road 9851123348 | bibek120@yahoo.com

4 | Deviram Bhandari Under Secretary Transportation Office | 9841800031 | deviram.motor@gmail.com
5 | Yadav Koirala Chief District Officer DAO yadavkoirala@gmail.com

6 | Hari Pageyni Account Officer DDC 9856025453 | pungyanihari@gmail.com
7 | Eshwor Raj Pokhrel L.D.O. DDC 9856025408 | eshorpoudel@yahoo.com
8 | Narayan Prasad Shrestha | Sr. Div. Engineer DAO 9856027721 | nrnwaling@yahoo.com

9 | Bimala Devi Baral Nayab Subba DDC 9846020017

10 [ Arjun Bhandari Nayab Subba DDC 9841403388

11 | Bharat Raj Kafley Section Officer DDC 9856030599

12 | Bishnu Prasad Sharma Account Officer DDC 9846021266

13 | Ishwori Dhakal Co-Trainer CTDO 9846081520 | dhakalishwori@gmail.com
14 | Mina Poudel Nayab Subba DDC 9846036505 | minabaral11@yahoo.com
15 | Laxmi Khanal D. Account Officer DDC 9846049519 | laxmipraket@yahoo.com
16 | Krishna Pd. Aryal Act. Div. Chief DPO 9846177769

17 | Krishna Pd. Regmi 9847847610

18 [ Raghunath Adhikari Chief Land Revenue Office 1941258217 | raghunadhikari@gmail.com
19 | Purna Shrestha Chief 464510 wcokaski@yahoo.com

20 | Shiva Hari Acharya Engineer Div. Officer 9846044814 | acharyashival@yahoo.com
21 | Bodhraj Subedi Public Health Officer | DHO 9846200941 | subedi.bodhraj@gmail.com
22 | Ganga Dhakal Account Officer PSC 9846023267 | dhakal.ganga@yahoo.com
23 | Eak Narayan Account Officer DCC

24 | Madhav Raj Timilsina Nayab Subba DCC

25 | Ramji Koirala Section Officer DDC 9856024241
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9. Interaction on Civil Service Reforms in the Context of State Reforms with Government Officers relevant

ministries

1 Anjani K Jha President Nepal Medical Academy | 9851117538 | ajayjha@gmail.com

2 | Balkrishna Ghimire Joint Secretary MoGA 4200367 ghimirebalkrishna@yahoo.com
3 | Shree Krishna Shrestha Professor CDPA 9851072228 | skstansen@gmail.com

4 | Kaji Dahal ED MAN 9841812885 | kajidahal@gmail.com

5 | Pushkar Bajracharya Professor TU pushkarb2000@gmail.com
6 | Clive Grace Consultant clivegrace@hotmail.com

7 | Durganidhi Sharma Secretary MoGA 9851178860 | durganidhi@yahoo.com

8 | Atmaram Satyal Under Secretary MoGA 9851177110 | satyal.atmaram@gmail.com
9 [ Joynarayan Subedi Under Secretary MoGA 9849694625 | subeditnmra@yahoo.com
10 | Prem Prasad Paudel Under Secretary PSC 9841259572 | prempaudel789@yahoo.com
11 | Ram Bhakta Shrestha Under Secretary MoGA 9841335857

12 | Sudha Gurung Under Secretary MoGA 9841346172

13 | Yogendra Pandeya Under Secretary MoGA 9841802993

14 | Damodar Bhattarai Under Secretary MoGA 9841399664

15 | Dhruba Koirala Under Secretary MoGA 9843192472

16 | Mahesh Acharya Under Secretary MoGA

17 | Hari Paudel Joint Secretary MoGA

18 | Mahendra Guragain Joint Secretary MoGA

29 | Gopal Rai Under Secretary MoGA

20 | Jharendra Pd.Chapagain | Under Secretary MoGA 9841554385 | jharendra@gmail.com

46 | Chakra Pani Acharya SO MoGA

47 | Gopi K Khanal Joint Secretary MoFACD 98511080004 | gopikhanal@gmail.com

48 | Kamal K Regmi Under Secretary MoGA 9841771882 | mekhanalregmi@hotmail.com
49 | Tirtha P Poudel Under Secretary MoGA light.tirtha@gmail.com

10. Meeting with Representative of Donors Civil Service Reforms in the Context of State Reforms on 23
December 2013

1 Yam N Sharma ACD UNDP

2 | Hiramani Ghimire Consultant World Bank

3 | Pushkar Bajracharya Professor

4 | JPBiswas Gov. Adv. DFID 9851107962

5 | Clive Grace Consultant RS

6 | Dinesh Pant SNA PREPARE 9851070941 | dinesh_pant@hotmail.com
7 | Dhurba Nepal PAR Specialist PREPARE

8 | Shalini Tripathi NPM PREPARE




11. Interaction on Civil Service Reforms in the Context of State Reforms with Right Based Organizations/

Relevant CSOs. on 3January 2014

ANNEX 2

1 Daya Sagar Shrestha ED NGO Federation Nepal | 9841100432 | dayasagar@ngofederation.org

2 | Kedar Khadka President GoGo Foundation 9851072225 | kedar@gogofoundation.org

3 | Predeep L Bajracharya Adm. Officer NFDIN 9841469979 | plb1216@hotmail.com

4 | Jagatman Gurung Section Officer NFDIN 9803049119 | jagatmang@yahoo.com

5 | Dhurba Hari Neupane Treasurer NFDN 9851069128 | neupane.dhrubahari@gmail.com

6 | Subarna Director NHRC 9851124978 | subarna.karmacharya@gmail.com

7 | Loknath Bastola HR Officer NHRC 9849497833 | loknath.bastola@nhrenepal.org

. National Women

8 | Sarad Raj Bista Secretary L. 9841237611 | secretary@nwc.gov.np

Commission
i Consumer Welfare .

9 | Baburam Humagain Treasurer . 9851087798 | brhumagain@yahoo.com

Conservation Forum
X Consumer Welfare . . .

10 | Jaganath Misra . 9841215226 | advmishraj@gmail.com
Conservation Forum
Consumer Welfare )

11 | Dr. Gopal Dahal . 9841738935 | drgopaldahal14@gmail.com
Conservation Forum
National Muslim

12 | Mohammad Nirdosh Ali President o 9857025784 | ali_niudosh@yahoo.com
Commission

13 | Puskar Bajracharya Expert
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Annex 2

Committee on Restructuring the State
and Distribution of the State Power

2.1 List of powers of the federation (centre)

S. No. Topics

1. Defence and army-related

Central police force

Central bank, finance policy monetary policy, foreign grants, foreign aid and loan

Central telecommunications, allocation of radio frequency, television and postal services

Customs, excise duty, value added tax, institutional income tax, passport, visa, postal and tourism tariff, service surcharge

Royalty derived from natural resources

Running the central civil service

Central statistics

OV ® N ;s W

Large central level electricity and irrigation projects and other large infrastructure projects

10. Central university, central library

11. Central health policy

12. Matters pertaining to the Federal Legislature and the Federal Executive
13. International trade, exchange, port, quarantine

14. International and inter-state civil aviation

15. Foreign and diplomatic affairs and related to the United Nations

16. International treaties, extradition and international border management
17. National railway and highway management

18. National intelligence and investigation

19. Supreme Court/Constitutional Court

20. Citizenship, passport, visa and immigration related

21. Nuclear energy and space related

22. Election Commission, National Human Rights Commission, Commission for the Investigation of Abuse of Authority, Public

Service Commission, National Women'’s Commission, Commission on Indigenous Nationalities, Madhesi Commission,
Commission for the Uplift of the Extreme Minority, Marginalized and Backward Region and the Muslim Commission

23. War and defence

24. Related to arms and weaponry, ammunition factories and production

25. Weights and measures

26. Mines exploration and mining

27. Insurance policy

28. Criminal law policy

29. Intellectual property (patent, design, including copyright)

30. Any topics not mentioned in the list of powers of the centre, province, local level and autonomous region or in the

common list, and the topics not specified in this constitution and laws under it

Source: State Restructuring Commission report, 2012 and ARC, 2011 and GoN.
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Annex 2.2 List of Powers of the Provinces

Topics

Provincial main laws

2. Police, administration and peace and security

3. Bank and financial institutions, cooperative institutions, foreign grants and cooperation with the consent of the centre

4. Radio, F.M,, television

5. Personal income tax, property tax, business tax, land revenue, remuneration tax, land and house registration tax, vehicles
tax, entertainment and recreation tax, advertisement tariff, tax on tourism and agricultural income, service tax

6. Royalty derived from natural resources

7. Management of the provincial civil service

8. Provincial statistics

9. Provincial level electricity and irrigation projects and other projects

10. University , higher education, library and museum

11. Health services

12. Related to the Provincial Legislature, local government and special structures

13. Inter-provincial trade

14. Provincial civil aviation

15. Provincial railway and provincial roadways

16. Provincial investigation bureau

17. Electricity and irrigation projects

18. Provincial court, family court and juvenile courts

19. Citizenship and passport management

20. Provincial level commissions

21. Land management, land records and fixation of land revenue

22. Mine exploration and management

23. Insurance management and operation

24. Protection and use of language, culture, scripts and religion

25. Use of forest and water resources within the province

26. Agriculture and livestock promotion, factories and industries, industrialization, trade and business, transport,
alcoholic beverage production, manufacturing, construction and purchases and sales

27. Books and printing press

28. Management of Guthis (religious trusts)

Source: State Restructuring Commission report, 2012 and ARC, 2011 and GoN.
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Annex 2.3 List of Common Powers

S. No. Topics

1. Civil and criminal procedures and evidence, and oath (legal recognition, public works, documentation and legal
process)

Supply, distribution, price control, quality and monitoring of essential goods and commodities

Preventive detention regarding the state security, jail and custody management and peace and security management

Transfer of accused, detainees and inmates from one province to the other

Gi e ||

Family affairs (marriage, property handover, divorce, communities on the verge of extinction, orphans, adoption,
inheritance and joint family) related laws

6. Information on the acquisition of property, takeover and rights

7. Concerning contracts, partnerships and agencies

8. Bankruptcy and insolvency

9. Medicines and pesticides

10. Economic and social planning, family planning and population control

11. Social security and employment, trade union, works related to industrial and labour rights and interests and disputes
12. Medical, law and other professions

13. Statistics on major incidents and birth, death etc.

14. Waterways

15. Concerning media

16. Regarding archaeological, ancient memorials and museums

17. Industries, mines and physical infrastructures

18. Casinos, lottery and vehicle license

19. Fire and natural disaster prevention and control, rescue, relief and reconstruction
20. Tourism, drinking water and sanitation

21. Concerning film and cinema hall

223 Insurance

23. Poverty alleviation and industrialization

24. Scientific research, science and technology and human resource development
25. Use of inter-province forest, wildlife, birds, mountains, national parks and water resources
26. National and inter-provincial environment management

27. Land policy

Source: State Restructuring Commission report, 2012 and ARC, 2011 and GoN
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Annex 2.4 List of Powers of the Local Level

S. No. Topics

1. Municipal police, community police

2. Cooperative institutions

3. F.M. operation

4. Local taxes (property, house rent, vehicle tax etc.), service surcharge, tourism surcharge, advertisement tax, land
revenue, land tax

5. Royalty derived from the natural resources

6. Management of local services

7. Management of local statistics and data collection

8. Local level development works and projects

9. Primary and secondary education

10. Basic health and sanitation

11. Management of local market

12. Local roads, rural roads and agricultural roads

13. Local courts, reconciliation and mediation

14. Citizenship, passport distribution and documentation management

15. Distribution of land, house ownership certificates

16. Agriculture and animal husbandry

17. Management of the senior citizens, disabled, women, single women, and the helpless and underprivileged

18. Collection of data on the unemployed

19. Management, operation and control of agricultural extension

20. Registration of personal vital incidents including birth and death

Source: State Restructuring Commission report, 2012 and ARC, 2011 and GoN
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Annex 2.5 List of Powers of the Autonomous Regions to be Formed under
the Special Structure

S. No. Topics

1. Police

2. Cooperative organizations

3. Management and operation of F.M. radios and television

4. Primary and secondary education, library and museum

5. Health service

6. Autonomous election council

7. Property tax, business tax, land and house registration tax, vehicles tax, entertainment and recreation tax, tourism
service tax, land revenue and remuneration

8. Royalty derived from natural resources

9. Road

10. Electricity projects, irrigation projects and other development projects

11. Citizenship and passport management

12. Maintenance of land records and land ownership certificates

13. Mine exploration and management

14. Preservation of language, script, culture and religion

15. Natural resources and their use

16. Agriculture, livestock promotion, trade and business

17. Management of services

18. Collection of data and records

19. Court

20. Other powers as specified by the provincial government

Source: State Restructuring Commission report, 2012 and ARC, 2011 and GoN.



‘Annex 3

Committee on Sharing of Natural

Resources, Economic Powers & Revenue

Area/Topics Federation (centre) Province Local
Army National security and army
Police Central police Provincial police

International trade

Telecommunications (regulation
and control)

Currency, monetary policy banking,
insurance

Immigration, foreign affairs,
international treaties and
agreements etc.

Fiscal policy

National plan and policy

Statistics

International border/border security
Intelligence service

Research institutions

Provincial plan and
policy

Research institutes

Local policy and
plans

Civil aviation

Civil aviation and airports

Regulation and operation of railway
services

Postal services

Public health and determination and
regulation of food quality

Population and family planning

Airports

Provincial railways

Family planning

Family planning

Intellectual
property

Intellectual products (copyright, patent
and trade mark etc.)

Weights and measurements, standards

Labour protection, labour relations,
trade union

Science and technology

Federal civil service

Provincial civil service

Local service
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Area/Topics Federation (centre) Province Local
Roads National highway (with bridges) Intra-state roads (with | Local, town roads
Inter-province roads (with bridges) bridges), (with bridges)
Settlements, Suspension
development, plans bridge, sewerage,
fire brigades,
street lamp,
settlements,
development
plans
Irrigation Large and inter-provincial irrigation Medium and ground Small and
projects water irrigation ground water
projects of the irrigation
provincial level projects inside
and those falling own territory
under the inter-
local governments,
and intra-province
irrigation projects
Drinking Large drinking water projects, drinking Medium scale drinking | Small-scale
water water quality standard water projects drinking water
projects, water
supply and
management,
solid waste
management
Education Setting standard scale and regulation

of higher (including higher technical)
education and universities, setting
the national agenda of education,
curriculum, examinations

Universities

Universities,

technical and
vocational education,
curriculum, textbooks,
examinations, special
needs education (for
the blind, hard of
hearing and other
physical disabilities)
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Area/Topics Federation (centre) Province Local
Health Health standards, quality and Monitoring of quality
monitoring of health
National, specialized service hospitals Present regional and Present district-
zonal hospitals level hospitals,
health centers,
health posts, and
sub-health posts
Traditional health treatment services Traditional health
treatment services
Communicable disease control Communicable
disease control
Electricity Mega, large, medium scale Medium-scale Small and micro
hydroelectricity hydroelectricity hydroelectricity
National grid
Distribution of electricity Electricity distribution | Electricity
distribution
Alternative energy Alternative
energy

Source: State Restructuring Commission Report, 2012 and ARC, 2011 and GoN.
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