TERMS OF REFERENCE
National Commission for Government Reform

PREAMBLE. 


Pakistan has made serious strides in the past five years to attain macroeconomic stability, restore external viability and minimize structural impediments to growth.  But one of the main weaknesses that has not been adequately tackled is the institutional rigidities and capacity to implement programs policies and projects.  The transmission mechanism from policy formulation and announcement to actual implementation remains clogged due to these rigidities.  The unclogging of the arteries of the government machinery requires a comprehensive and integrated rather than a piecemeal or adhoc approach.  For example, the Government had appointed a Pay and Pension Committee and introduced partial relief in compensation to the salaried civil servants but its impact on the morale and productivity has been minimal in absence of the accompanying measures of streamlining the size of civil services.  Govt reform will require political will to take tough decisions such as right sizing and downsizing that will be politically unpopular in the short term but will be beneficial to the overall health of the administrative system of the government in the medium to long term and improve the capacity to deliver basic services to the majority of the population.


A large number of commissions, committees, working groups, task forces have been constituted in the past to examine and recommend changes in the structure and composition of civil services but there hasn’t been any perceptible impact on the institutional efficiency and effectiveness.


This persistent lack of effectiveness along with at least five new significant changes during the last several years have prompted a fresh review of the government’s structure, process, and human resource management.  The first change is that a large number of government owned and managed corporations, businesses, industrial units, banks and financial institutions and service providers have either been privatized or are in the process of privatization.  This will reduce the burden on the administrative apparatus at all levels of the government.  The shedding of these activities by the government has serious repercussions for the size of the civil service in post privatization period.  Second the devolution of administrative, operational and financial powers to elected local governments since 2001 has introduced a completely new element in the governance structure that will require suitable modifications in other tiers of the governments.  This implies a reallocation of administrative resources and strengthening of capacity at the local government level.  Third, the unbundling of the policy, regulatory and operational responsibilities of the Federal Ministers has shifted their focus to the policy making functions.  But this transition has been incomplete, uneven and mixed across the ministries and needs to be firmly rooted.  The lack of adequate competence and knowledge of regulatory issues would demand development of expertise in this field as well as in policy formulation, implementation and evaluation.  Fourth there is a great deal of uncertainty and anxiety among the incumbents of the premier civil service of the country  -  the District Management Group about their future following the abolition of the positions of Divisional Commissioner, Deputy Commissioner and Assistant Commissioners  -  the main wares of their vocation.  The future role and career path of this cadre has to be sorted out in the overall context of the civil service structure for the country.  Fifth, the switch over from manual to automated process and the government’s commitment to move towards e-government necessitates a look at the skill mix and training requirements of the existing and future civil servants throughout the entire hierarchy.  The e-government will itself flatten the hierarchical texture and throw up the redundancies in the system.  At the same time it will involve basic computer literacy at all levels and grades and consequently few of the existing clerical and subordinate staff can be utilized in the future governmental organization.

OBJECTIVE


The objectives of the proposed National Commission on Government Reform (NCRO) will be to recommend the appropriate size, structure, division of work and responsibilities within and across the various tiers of the government and within each functional unit i.e. the ministry or department, the processes, procedures and rule of businesses through which the government operates and the cadre, composition and polices pertaining to human resource deployment and development including a proposal for the evolution of the future Civil service structure.
TERMS OF REFERENCE


The proposed National Commission on Government reform (NCGR) will (a) review and clarify division of functions, responsibilities and accountabilities among the Federal, Provincial and local governments to avoid duplication and overlapping of work (b) review and recommend the internal organization and hierarchical structure of the Ministries and departments of all three tiers of the government (c) recommended appropriate size of departments/ministries, at each tier of government including the attached departments, autonomous bodies, public sector corporations and other entities in light of the responsibilities, functions and accountabilities assigned to them (d) identify the redundancies gap and surpluses and propose the measures for downsizing/right sizing, if needed and filling in the gaps (e) lay down the job descriptions and matching skill requirements for each level of government ministries and departments (f) review and revise rules, regulations in force in each government unit in carrying out their work and the rules of business specifying the procedures and processes through which the government carries out its operations and delivers services to the citizens (g) review the existing groupings of civil services at the Federal and Provincial Government level and recommend a new structure of civil services including the cadre, composition and policies pertaining to recruitment, training, performance management, career progression, promotion benefits, compensation severance and disciplinary action.
Reporting and Time frame

1. The NCGR will report to a Steering committee (SC) headed by the President of Pakistan and consisting of the Prime Minister of Pakistan and the four Chief Ministers of Provinces and will seek guidance, advice from the SC, will accept and endorse the recommendations of the NCGR as it deems fit and monitor the implementation modalities of the recommendations accepted and endorsed. The SC will hold its meetings periodically at regular intervals to be determine by it.
2. The Commission may call for any information or government officials for its assistance, hold public hearings, commission experts or expert group for advice.
3. The Commission may set up such Sub-Committees as deemed necessary and co-opt additional members for the conduct of its business.

4. The Commission shall submit periodic reports to the SC every quarter and complete its final report within 12 months from the commencement of its work.

5. The Commission shall be assisted by a full-time Secretary and Secretariat staff including outside consultants to be appointed by the Prime Minister Secretariat. The existing Civil Service Reforms Unit (CSRU)in the Establishment Division and other units working on these issues within the defferent Government units will become part of the Secretariat of the NCGR. The Public Sector Capacity Building Project (PSCBP) will also be handled by NCGR.
6. The Commission will be provided a lump sum budget for financing its operations under the PM Secretariat and will submit its accounts for audit by the Auditor General of Pakistan.

7. The implementation of the commissions recommendations approved and endorsed by the SC will be the responsibility of the Cabinet Committee on Government Reform that will include the representatives of the Provincial governments.

