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The performance of the Sri Lankan economy
since the introduction of a market-oriented palicy
framework in 1977 has been encouraging, al-
though there were temporary setbacks from
time to time. The annual average economic
growth accelerated o 4.5 percent for the period
1977-2001 from 3.5 per cent for 1950-1977. The
higher growth rate, coupled with decelerating
population-growth, raised per capita income
from US dollars 106 in 1950 to US dollars 294
in 1977and further to US dollars 838 in 2001.
Thus, annual average per capitaincome growth
rose to 4.3 per cent for the period 1977 - 2001
from 3.7 per cent for 1950~ 1977. Eventhough
some vulnerabilities still seemed to continue,
the resilience of the economy has strengthened
witha diversification and modemization of pro-
duction as well as exports, while increasing
the link with the global economy. “The share of
the private sector in economic activity has in-
creased gradually, raising efficiency in the
economy. The unemployment rate declined,
albeit slowly.

However, despite positive economic achieve-
ments on many fronts, Sri Lanka’s economic
development has been far behind East Asian
countries. Furthermore, the country's perfor-
mance was even overiaken by a number of
other Asian developing countries, which started
economic reforms much later, largely owing to
weak policy adjustments and slow economic
reforms. Consequently, major economic prob-
lems such as slow growth and low productiv-
ity, coupled with inadequate savings and in-
vestment, persistent high inflation, unemploy-
ment, under-employment and poverly, serious
macroeconomic imbalances and vulnerability
to external shocks not only still continue to re-
main, but have been aggravated in some in-
stances, posing greater challenges to macro-
economicmanagement. In this regard selected
macro economic indicators are shown in Table
below:

In2001, the nationalincome (GNP) has dropped
by 1.3 percent. In real terms, this amounted to
decline in per capita national income from US$
881 to US$ 823, or by nearly 7 percent. This
clearly demonstrated the vulnerability of the Sri
Lankan economy to external shocks and the
need for measures to strengthen the resitience
of the economy.

There is no doubt that some factors, which are
beyond the country’s control, may also have
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contributed to such developments; but that should
not be an excuse for weak performance. In fact,

such factors should be taken as challenges for

prudent macroaconomic management by pursu-
ing timely and adequate remedial measures to
minimize their repercussions. Giventhe fast chang-
ing global events and the potential for rapid growth
following peace, managing the inevitable change
with least cost to the economy and social life would
be an uphill task for policy makers in the shortto
medium term. This would require changes not
only on the economic front but also in cultural,
social and attitudinal areas. The above situationin
the Sri Lankan economy made clear the urgent
need for strong policy adjustments and bold eco-
nomic reforms in order to ensure an early recov-
ery. Therefore the Govemment of Sri Lanka has
introduced the new concept of regaining Sri Lanka
which presents the Govemment's strategy to meet
the economic challenges facing country and to put
economy on a path where we can reap benefits of
a vibrant economy.

Hon. Minister of Finance in his Budget Speech -
2003 presented to the Parliament, explained the
current economic status of the country as follows:

“In 2001, for the first time since independence, a
negative growth of 1.4 percent of GDP was re-
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corded. Inflation rode at 14.2 percent. Both indus-
trial and agricultural production had contracted; so
also export eamings. The share market was stag-
nant. The budget deficit rose to 10.9 percent. The
public debt stock had spiraled to Rs. 1,450 billion.
Every man, woman and child in Sri Lanka carried
on his or her shoulder a liability of Rs. 77,500/=,
being the pro-rata share of the country’s debt bur-
den. The servicing of this debt had crippled growth.
Government owned institutions providing mainly
utility services, such as electricity, supply of pe-
troleum and public transport, were indebted to the
local banking system to the extent of Rs. 41
billion. A severe shortage of power added to the
nation’s gloom.”
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i. Increasing Employment creating 2 Million
New Jobs.

ii. Overcoming the Public Debt Crisis,

iil. Resources for Reconstruction.

iv. Increasing Income Levels - Higher pro-
ductivity & increased Investment.
(The Future Regaining Sri Lanka ~ 2002).

Public Sector Reform

Improving efficiency In all sectors of the
economy requires high priority in the pursut of
such rapid economic growth. Improving the
productivity of public sector would bacome a
great challenge in this process. tis therefore,
proposed to undertake reforms in the public
sector with a view to improve its efficiency and
effectiveness.

The Government has approved in principle to
introduce measures recommended by the Ad-
ministrative Reform Commitiee (ARC) ap-
pointed by the Hon. Prime Minister. The ARC
has recommended an urgent need for a time-
bound comprehensive plan to create a public
semvice thatis efficient, modemized and respon-
sive to the needs of the peaple and the govem-
ment. Some key features of the plan are as
follows:

* A re-structured and leaner government
through VRS (Voluntary Retirement
Scheme) for excess categories;

+  Upgrading of the skills of public officers at
all levels in line with their present role as
catalysts and facilitators of development in
answ globalized competitive environment;

¢ Inculcatinga itizen iendly approach among
public officers;

* Re-engineering of govemment processes
tomake them efficient, transparent and citi-
zen friendly, taking advantage of modern
technological developments. Introduction
of e.government as in many neighboring
countries is a specific need. Overhauling
the regulatory framework of government
transactions to permit efficient, expeditious

(Budget Speech ~ 2003)

Selected Macro Economic Indicators

ltem 18680-1969 | 19001996 | 2000 | 2001

The govemmentiniits vision to achieve rapid

development has prepared the broad frame- | GOP

42 53 80| 14
rate, percent 134 78| 78

work a5 TheFuture -Regaining o SHLANKE. | Qs gomesicimesment| 282 | 244 | 280 220
Inthis framework of vision for acquiring rapid | Foreign Savings 133 97 | 108]| &7
economic development following four key | Baianceof Payment 41 41 | a4 24
challenges have been idontified o be over- Exchange Rate a1 | 48 |-27{-n3
come. Source: Central Bank of Sr Lanka

* Author obtained a MPA Degree from the West Virginia University, USA and presantly hokd the post of Senior Secretary, Ministry of Urban Public Utllites,
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and transparent conduct of business is an-
other requirement in this connection.
(Administrative Reforms Committee - 2002)

Itis very essential to take a serious look at the
public service of Sri Lanka and redefine its role
to make it enable to face the challenges of the
day. Various persons try to define the role of
the public service without taking into consider-
ation the total context in which it operates.

Some senior or retired public servants proudly
recall their experience four to five decades ago.
They sometimes say that they as public ser-
vants never bowed down to any pressure in-
cluding political requests during their time. They
think that public servants should be indepen-
dent and that all required authority should be
given to them to enable them to run the affairs
in the country. If they are allowed to work
independently, they believe, that the country
can achieve a higher level of economic devel-
opment. In contrast, some other people think
that the public service today should play an
entirely different role. Consecutive govern-
ments have recognized the current global trends
and accepted that the private sector should
play a bigger role in economic development.
Private Sector is therefore, recognized as the
‘engine of growth'. In this context, some be-
lieve that the public servant should play the
role of a facilitator, who should extend all pos-
sible support to the private sector in their efforts.

Can all public servants be facilitators all the.,

time? Or can they be law enforcers all the
time? Otherwise what should be the role of the
public servants today? A simple answertoall
such questions is that the role of the public
servant, today is not a linear and simple one. It
is a very complicated role, which needs to be
played very carefully and diligently.

Today, the public service is facing serious chal-
lenges unlike in the past. They have a key role
to play in transforming the govermment's poli-
cies into action. Public Officers are expected
to produce tangible and positive resultsaithina
given time frame. In this context, public offic-
ers cannot confine themselves to traditional and
orthodox roles and achieve the given targets.
inthe post independence era, they had fo per-
form some clearly defined functions such as
maintenance of law and order, collection of rev-
enue and supply of essential goods and ser-
vices. Today, public officers have to perform
varied functions, according to the situation they
face and the type of job they hold. Therefore,
they cannot perform some direct functions and
maintain the bureaucracy’ as was done earlier.
They have to piay multiple roles to address the
new and complex issues and problems they
face. They should have a sound knowledge of
, such issues and skills to analyze and resolve
them to the satisfaction of many people. Public
Officers should be fully equipped and capable

of handling the varied problems and situations. It
is therefore, not easy to clearly define the role of
the public service. The role of the public service
is therefore, multiple and its approaches should be
changed according to the situation it faces and the
position its members hold at a given point of time.

What is the Public Service?

For the purpose of this article the public service is
defined to include public institutions at national,
provincial and other sub-national levels including
the local govemment service. This also includes
some types of semi government institutions par-
ticularly those involved in providing services for
the benefit of the public. The important phenom-
enon is that the public service is the main “opera-
tional arm” of the government. In a democratic
polity, the government runs the administrative,
economic and social affairs of the country for the
benelit of its people. The government is basically
comprised of two main groups. One group in-
cludes the elected representatives of the people at
national and sub-national levels. They are ex-
pected to play an important role on behalf of the
people in a “representative democracy”. Theother
comprises of appointed public officers who are
expected to “operationalize " the government's
policies, plans and programmes. The required
powers, authority and resources are made avail-
able to public officers to perform this function. In
some countries, the public service is referred to
as ‘the civil service” to distinguish it from judi-
ciary or armed services.

As Herman Finer said, “ the civil service is a
professional body of officials, permanent, paid and
skilled. It means that it is primarily a body of
professional administrators as distinguished from
politicians who are elected on party lines.” The
public or civil service is expected to adhere to

- certain requirements. As E.N. Gladen points out,

“the requirements of the civil service are that it
shall be impartially selected, administratively com-
petent, politically neutral and imbued with the sprit
of service to the community.” It can be observed
in many countries that the public service has been
actively involved in running national affairs over
the last few decades. However, the role of the
public service is vastly different today. In En-
gland the civil service reforms which were intro-
duced during 1980s have redefined the role of
govemment by introducing a concept of ‘new pub-
lic management’ (NPM) in place of the old public
administration and redrawing the boundaries of the
State. Overman and Boyd consider that this
process has resulted in a paradigm shift' in man-
aging of the government.

As Rosenbloom explains public administration
can be defined in many different ways. What is
important is to define itin the context of country’s
socio-economic development at a given point of
time. Thus Rosenbloom says that“ the process
of public administration consists of the actions in-

voived in effecting the intent or desire of a gov-
emment. It is thus the continuously active,
‘business’ part of govemment, concemed with
carrying out the law, as made by legislative
bodies (or other authoritative agents) and inter-
preted by the courts, through the processes of
organization and management.”

(D.H. Rosenbloom - 1998)

In Sri Lanka too, it is therefore, very essential
to take a serious and fresh look at the public
service and the roles it is expected to play in
the context of the changing environment,

Key Roles

There can be various roles that public service
is expected to play from time to time. An im-
portant feature which requires to be noted is that
these roles differ according to the position the
respective person holds ata given point of time.
A Secretary to a Ministry for example, is re-
quired to be answerable for several authorities.
He or She is directly responsible to the Minis-
ter concemed and at the same time to the Head
of the Govemment and tothe Parliament. There-
fore, a Secretary plays a complex and multiple
role. The Commonwealth Secretariatin a pa-
per published in 1999 had identified three basic
roles of a Permanent Secretary (Executive
Head of a Ministry).

These three basic roles are as follows:

1. Policy Advisor to the Minister -
The Permanent Secretary is expected to
provide objective advice on policy issues,
on the govemment’s options in dealing with
them and the implications of each option.

2. Head of Ministry -
The Permanent Secretary should direct and
manage on the Minister's behalf and within
the law, a ministry of government and en-
sure that the work is carried out efficiently
and effectively.

3. Member of the Public Service Top Man-
agement Team-
The Permanent Secretary shares a collec-
tive responsibility for the management of
the public service as a whole and is ex-
pected to ensura that initiatives of the minis-
ry are consistent with overall governmen-
tal objectives.

(Commonwealth Secrelariat- 1999)

These could be considered the basic role of a
Secretary. However, there are several other
roles that senior public officers at policy level
are expected to play. Similarly public officers
at middle and first line levels would also play
diversified roles at different times.

Some key roles that public officers are ex-
pected to play are presented in this article. There
can be additions to this list and roles may
change according to the changing pattems of
social, economic and political trends.
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Facilitator

Many persons including top political leaders,
privae sector executives and senior public ser-
vants who are mainly involved in country’s
development efforts are of the opinion that pub-
lic officers should play a role of a ‘facifitator’ in
the present context. Public Officers are ex-
pected to identify the problems faced by the
entrepreneurs and investors of the private sec-
tor and deliver the required services in an ex-
peditious manner. It has been reported that
several investors including some foreign com-
panies have abandoned their projects due to
undue delays in obtaining the necessary ap-
provals from government. These services in-
clude permits for land, supply of infrastructure
needs (electricity, telecom etc.), environmental
clearances, duty waivers and various registra-
tions. It may be useful to study in detail,
whether there had actually been undue delays
onthe part of the public service. However, the
lethargic and rigid attitudes of some public ser-
vants may have led to shortcomings and de-
lays in some instances. As facilitators, the
public servants are not expected to grant ap-
provals blindly but are expected to consider
broader national interests. Itis necessary to
deal with such requests with positive attitudes
and extend fullest cooperation to the genuine
private investor. Public servants therefore,
should think innovatively, analyze all issues
and display their rediness to cooperate in the
case of genuine proposals for development.
Public officers need to be flexible and should
look at the issues from the point of view of the

developer.

The normal approach of public officers to look at
rules and regulations from a rigid point of view
should be changed to one of accommodation.
They should be open minded in dealing with the
investors and consider each case on its merits.
Public servants should recognize that capital,
technology and management capacilies are
available with privale investors. They should
also ensure that proposed projects would not
destroy the natural resource based and are in
harmony with the socio-cuttural norms and the
legal framework of the country. A good ex-
ample for this type of approach can be foundin
the Malaysian public service which recognizes
that a strong private sector would emerge
through a public service of high quality. Akey
feature of the Malaysian Public Service, called
the Malaysia Incorporated Policy expects pub-
lic officers to encourage and promote the pri-
vate sector in the country’s development pro-
cess. Thus, “The Malaysia Incorporated Policy
stresses the importance of cooperation between
the public and private sectors in order to ensure
rapid economic growth and national develop-
ment. The success of the private sector lead-
ingto its expansion and increased profits will
provide more revenue to the nation through the

collection of various govemment taxes. tisthere-
fore crucial that the public sector ensures the suc-
cess of the private sector.”

This policy is considered as one of the major strat-
egies of national economic growth. *is based on
the undertying philosophy that cooperation and
collaboration between government and business
is essential for accelerated industrial development.
The objective is to hamess the inherent potentials
of such collaboration in vitalizing the national
economy towards rapid industrialization and main-
taining international competitiveness in a global
economy.”

The Malaysia Incorporated Policy has been ac-
cepted as a new way of approaching the task of
national development. "The fundamental basis of
approach is that successful national development
requires the public and private sectors adhere to
the perception of the nation as a corporate or busi-
ness entity, jointly owned by both sectors and
working in {andem in pursuit of shared corporate
goals.”

Ithas been recognized that responsibility of the
public sector is to create a conducive environ-
ment that will provide the right impetus of acceler-
ated economic growth. The role of the public sec-
tor in Malaysia is redefined in refation to the
changes in the extemal environment, Therefore,
“While the private sector has been entrusted with
the lead role in spearheading economic develop-
ment, the public sector has to play its role as an
equal and productive partner in ensuring overall
national development, In additionto its traditional
role of custodian of the public good and as
implementer for socio-economic development
programmes, the public sector has expanded the
scope of its responsibilities to facilitate and support
the private sector’s growth and expansion.”
(Malaysia Incorporated Policy - 1991)

Similar changes have been introduced in England
too. The traditional culture of the civil service has
been transformed into a “managerialist® role. Itis
more compatible with the concept of an "enabling”
state rather than a welfare state. As Famhamand
Horton say, The ‘Enabling State' is not the major
provider of public services but the facilitator and
manager of the use of public resources. The role
of senior officials today is to advise government
on how best to provide publi¢ services, using the
criteria of value for money and economy, efficiency
and effectiveness. There is a presumptiontoo that

competition is productive of all the “Es”, including

excellence and entrepreneurship, and that the public
sector must therefore emulate the market and the
private sector to achieve these. This transforma-
tion from a Welfare to an Enabling State has re-
quired nothing less than a revolution in the culture
of the civil service and the introduction of the new
public management and managerialismin place of
the old traditions of public administration and pro-
fessionalism.”

(Famham and Horton - 1996)

The Public Service of Sri Lanka can certainly
feam from the above concepts and experience
of other countries and then il will be able to
improve its quality to face the challenges of 21*
Century in an effective manner. Howaver, it
can be observed today, that many public ser-
vants are used tolooking at the private sector
as profiteers and violalors of law. Theytendto-
believe that the motive of the private sector is
only tomake profils at any cost. This notionis
not correct. Today, the private sector is also
organized and responsive to the public and the
needs of the country. They also have realized
thatthere is animportant role they are expected
toplay in the process of the country’s develop-
ment. Public servants should be in a position
totake the private sectorinto the mainstream of
national development by providing the required
opportunities. Today, it has become fashion-
able to say that public servants should be facili-
tators of development and encourage the pri-
vale sector without considering the complexi-
ties of the roles that they are expected (o play.

Some have gone to the extent of believing that
public servants have no other role than that of a
facilitator. This notion is not correct, when one
considers the complicated nature of public
officer's role. However, itis necessary to rec-
ognize that the role of a facilitator is vital and
important in the context of present socio-eco-
nomic development of the country. Therefore,
public officers should develop their capabilities
and change their attitudes 1o enable them to
play the facilitator's role effectively.

Advisors to the Political Leaders

Politicat leaders are expected to make the policy
decisions with regard to matters related to the
major areas of administration. However, it
should be noted that pofiticat leaders are elected
for a specific time period and they may not be
knowledgeable in the subject area assignedto
them. Public officers on the-other hand, are
expected to have competence and experience
in the subject area. They should be able to
develop knowledge and skills in their subject
areas. Itwill not be practicable for public offic-
ers to believe that political leaders should ac-
cept all their advice, on the grounds that they
are ‘experts'. Political leaders will not accept
the advice of public officers blindly. They are
answerabie to the public and would consider
only what is beneficial to the public. The, ad-
vice of the public officers should be rational and -
be based on facts and figures. Public officers
should be in a position to analyze the issue and
submit a few altemative solutions to the political
leaders.

All these alternative solutions should contain
the cost and benefit analysis. Then the political
leaders will be able to evaluate the altematives
and select the preferred altemative. The senior
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public officers at the national or provincial min-
istries should be able to present the altematives
to their ministers with the necessary data.
Vishnoo Bhagwan and Vidya Bhushan in their
book titied, “Public Administration”, recognize
the role of public officers as advisors fo be very
important. Referring to the functions of the civil
service with special reference to the Indian Civil
Service, they accept that, one of the primary
functions of the civil service is to offer advice to
the political executive. * Ministers rely on the
advice of their senior officials who are the res-
ervoirs of information and organized knowledge
concerning the subject-matters which they ad-
minister. The political executive necessarily
depends upon the civil personnel for the infor-
mation that he needs in formulating his own
programme. in the course of administration
many problems arise which are usually worked
out in the first instance by the civil service and
then reported to the political overhead, if at all,
for approval or merely for information’.
(Bhagwan and Bhushan - 1998).

The middle fevel public officers particularly those
at district or divisional levels should also be
able present alternatives to the local political
leaders and clearly understand the nature of
their role as an ‘advisor’ who is expected to
give unbiased, positive and analytical data and
information to political leaders. It is therefore,
necessary that public officers develop their ca-
pacities in analytical approaches and presenta-
tion skills to perform this role effectively. Even
if political ieaders do not accept the advice of
public officers, it is the responsibility of the offic-
ers to present their candid views and sugges-
tions.

Provider and Developer of Infrastructure

Provision of basic infrastructure is a sine-quo-
non for the promotion of investment by the pri-
vate sector. Essential services such as roads,
electricity, telecommunication, transport ser-
vices, land, water etc. should be made avail-
- able forindustrialists and other investors. De-
livery of such services is a key responsibility
of the public service. Public Officers should
identify the resources available in different ar-
eas of the country for various types of develop-
ment. it may be tourism, agro-based indus-
tries, farming, manufacturing industry or any
other development activity, the required basic
facllities should be provided to the investors.
Public officers along with other partners and

experts should prepare long term, strategic

plans for various development purposes and
provide the necessary infrastructure require-
ments for the developers within the framework
of such strategic plans.

Inthis case, public officers are not always ex-
pected to be the direct implementers of infra-
structure projects. They can plan and monitor

the implementation of new infrastructure projects

and maintain existing projects. They should en- -

courage the private sector to come as developers
of major projects such as ports, telecommunica-
tion, electricity, roads and highways, irrigation,
water supply and other related construction works.
Today, many such construction projects are imple-
mented with the assistance of foreign donors. In
most cases, such assistance comes in the form of
loan to Sri Lanka. Public officers have animpor-
tant role to play in planning and monitoring such
projects. They must follow tender guidelines and
ensure that they select the best developer who
could provide quality and cost effective services.
Public officers should adopt the transparent proce-
dure in the process of selection of contractors.
They should also be able to supervise and moni-
tor the work of the contractor to ensure that the
quality of work in accordance with specifications
and within the given time frame. After the comple-
tion of construction, it should be put into immediate
use. They should also take action to maintain
such construction works with a view to continue
the expected services without interruption. It has
been observed in many instances that various
constructions so completed lie idle without any
benefits to the country. -

Practitioners of Social Responsibility

There are minimum norms and standards required
forthe quality of life of the people. Pricingof goods
and services is an important element in this re-
gard. Ifthe manufacturers, traders and other ser-
vice providers are charging exorbitant prices, the
cost of living will increase thus effecting the lives
of the people. Public officers should intervene and
bring about the reasonable changes in such in-
stances. There are some special institutions set
up for this purpose such as the Fair Trading Com-
mission, the Standards Institution and the Depart-
ment of Intemal Trade.

In addition to prices, it is important to ensure the
quality of goods and services available to the
people. It can be observed through newspaper
reports that there are many low quality products
available in the market. Such reports often referto
food, drugs and other essential items which people
need for their day today life.

Several adverse effects on the lives of the people
have been caused by low quality products. Health
authorities have identified many instances of inci-
dence of diseases such as cancer, heart aliments,
stomach disorders due to the toxic material added
to various food items. Various chemicals added
as preservatives and flavors for the food items
also have caused adverse effects. In addition, it
has been reported that there are low quality con-
struction materials, motor spare parts, clothes and
many other items available in the market. If public
officers do not address the issue of quality, the
public will suffer on the one hand whilst diverting
the country’s nationalincome for remedial measures.

Conservators & Protectors of Environment

Many studies carried out by experts have re-
vealed that the environment and the natural re-
source base is severely threaténed today. It
can be observed that there are many adverse
effects not only on the environment but most
severely on the lives of people themselves.
As aresult of ad hoc and short-sighted prac-
tices of the people, the natural resource base is
destroyed and pollution levels have rapidly in-
creased. The basic requirements such as air,
water and land are polluted and impacts on the
health of the people. While valuable soil is
being eroded, reservoirs are sitted. Unplanned
economic development practices in agricuttural,
industrial and other sectors have caused seri-
ous environmental problems. Rectification of
these problems will be costly and sometimes
unaffordable. It is therefore, necessary that
public officers address such issues well in ad-
vance, particularly during the planning stage of
the development programmes and projects.
They should promote the conservation of for-
ests, soil, wildlife and other natural resources.
They should on the other hand, take necessary
precautionary actions tominimize the damage
on environment caused by development
projects.

The techniques such as Environmental Impact
Assessment (EIA). Environmental Protection
Licensing (EPL) and Strategic Environmental
Assessment (SEA) can be effectively used by
public officers to perform this function. Itis
important that public officers involve all the stake-
holders including the developers and the com-
munities in the processes of environmental as-
sessment and management. Public officers
should not go to extremes and consider that
conservation and protection of environment
should be achieved at any cost. They must
plan to minimize damage, ensure the practice
of cleaner technologies and mitigate the im-
pacts on environment with a view to achieve
sustainable development. Public officers there-
fore, need to work very closely with develop-
ers assist and encourage them to use good
practices to protect the environment.

Provider of Essential Goods and Services

There are some good and services, which are
basic need for living. Health, education, trans-
port and supply of essential food items as such
basic goods and services. Although, there had
been some recent efforts to involve the private
sector in providing such services, itis not pos-
sible to reach the masses, particularly the poor
through the private sector. Provision of these
services cannot always be performed as profit-
oriented business ventures. It should be con-
sidered as a basic service that the govemment
is expected fo provide. Achievement of a high
degree of Human Development Index (HDI)
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such as 0.735 (1999) is also mainly due tothe
free education and health services.

Seventy percent of the country’s population
lives in rural areas and larger proportion of them
fall into the category of ‘poor’. Most of the rural
people are engaged in subsistence level agri-
culture and other casual jobs and therefore, do
not have a steady income. Members of poor
families cannot afford to pay for basic services
like education and health care. Itis a prime
responsibility of public officers to identify the
realneeds of such people and ensure that they
receive good quality services. Itis encourag-
ing to note that field level officers engaged.in
primary health care, maternity and child care
services are rendering a yeoman service by
reaching all households scattered in the coun-
try particularly in rural areas. Teachers who
provide the education through the public school
systemtoo are performing a commendable ser-
vice to educate the rural children,

There is a large number of government hospi-
tals and schools spread throughout the country
which provide health and education services
free of charge. The govemment’s Annual bud-
getallocations for health and education seclors
have been considerable. Tolal public expendi-
ture on health as a percentage of the GDP has
been 1.4 (1998) and expenditure on education
as a percentage on total govemment expendi-

fure has been 8.9 and as a percentage of GDP,

3.4(1997). The following Table shows the num-
_ber of govemment hospitals and schools of dif-

“ferent grades establishedinthe country.
(UNDP - 2001)

Some health and education institutions estab-
lished by the private sector are mainly con-
fined to urban areas and only limited groups of
people can afford such services. Transport of
people and goods is also animportant service.
Although, the private sector is involved-in the
transport sector, the government has continu-
ously provided the rail and road transport since
these services cannot be fully privatized. Pub-
lic officers have a great responsibility to ensure
the uninterrupted provision of such services. -

involve the private sector to provide the common
security and defence services. Therefore, the
public officers have a great responsibility in per-
forming such services.

They should identify the security and defence needs
of the country at a given point of time, analyze
such needs and the required resources and ad-
vise the higher authorities on the policies and
strategies to be adopted. They also should coor-
dinate the actions of the armed services and the
police and ensure that they are within the policies
and programmes of the govemment. Public offic-
ers are also expected to liaise with foreign authori-
ties for possible linkages and assistance in this

regard.
Low Enforces

Enforcement of law in the country is an important
functions of the public service. This helps tomain-
tain law and order and ensures freedom of the
people. When one person violales the law, it can
effect many others. The responsibility of law en-
forcement cannot be transferred to any other sec-
tor and therefore, public officers should take spe-
cial care in exercising authority and ensure justice
and impartiality. Public officers working in such
institutions as police, customs, immigration, cost
conservation, forest and wildlife conservation,
labour and other areas need fo be mindful about
the important nature of this responsibility. How-
ever, public officers should bear in mind that law
enforcement s not to harass people, but ensure
the freedom of the people.

Today, the critical issue is not the inadequacy of
law, but its weak, lethargic and biased enforce-
ment, This aspect needs to be rectified to achieve
development goals. As Lee Kuan Yew, former
Prime Minister of Singapore said that discipline
should be established first and then development
and democracy would follow. This slatement
clearly shows that establishing discipline through
proper law enforcement s a ‘pre-requisite’ for sus-
tainable development and the democratic process.
The relevant public officers, therefore should mas-
ter the laws pertaining to their subject areas and
ensure that law enforcement is fair and unbiased.

Leaders In Development

Public Officers have a vilal role to play in the
process of the country’s development. They
should understand the directions of develop-
ment trends including the main elements of
gconomic, soclal and environmental develop-
ment. Public officers should have the know}-
edge, capacity and experience in the develop-
ment process, as thay have been involved in
the development process. They should there-
fore, give leadership to developmentin the coun-
try. They should identify the problems and
issues, plan, implement, monitor and evaluate
development programmes and projects. [n this
regard, public officers must clearly understand
the policies of the government in power and
adjust their development related actions accord-
ingly. Public officers should aiso clearly un-
derstand the global economic and political trends,
identify the country’s needs and use the re-
sources in an optimum manner to achieve the
development goals. They have to play alead
role in the process of development with a view
to helpimprove the quality of life of the people.

Itis important for public officers to clearly un-
derstand the basic principles and strategles of
sustainable development, They are responsible
for formulating the national policies, coordinat-
ing various seclors including agricutture, indus-
try, transport etc. and ensuring the proper imple-
mentation of such policies in a cohesive and
consistent manner. They should provide lead-
ership in nationa! development, help the private
sector and advisa political leaders to make suft-
able decisions.

Policy Analysts

itis important that alf senior level public officers
be conversant with the process of public policy
formation. This is a function, which requires
specific skills related to multi-disciplinary policy
arenas.

Some of the multi major disciplines are, En-
ergy and Environment, Foreign Affairs, Health, -
Criminal Justice, Soclal Welfare, Science &
Technology, Education, Urban development,

Provider of Security and Defence Transportation, Employment & Labour,
Hospitals Schools Economic & Social Development &
Security is an important requirement Type Number Type Number | Communications.
forthe peopletolive a free and happy - [ Feaching Hospials 18 | 1AB (Schoois with 5
life. This would include security from :ams:mn?él ;;!s:mls 3: ‘cm WL;‘vel Sclence) As Professor Willlam Dunn says, Policy
extemal and internal threats. Although, | Baserospia Advanced analysls is the activity of creating knowl-
the armed services are not considered m }g Lovel CommarcaB Ats) | 1844 edge of policy-making processes policy
as part of public service, there are pub- .'3,"3" Hospitals 158 Yea:OneloElevan 4.g analysts investigats the causes, conse-
lic officers involved in policy and plan- | Prison Hospitais 8 | YearOnatoEight 3 quences and performarica of public poli-
ning of security and defence services. | SheceSoe., o § | Nationaf Schools 7 1 cies and programs. Such knowledge
Inaddition o the civilian officers police | Matemity Homes s remains incomplets, however, unless it
- officers also are considered as public | Centralispensaries ] is made available to policymakers and
officers. Security and Defence services | Estate Hospials 8 the public they are obligated to serve.
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in any country. 1t is not possible to Source: Minisiry of Health Source: Minisryof Education the policy analysis methodology. For-
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mulating problems as part of a search for solu-
tion is also an important part of the methodol-
ogy. Policy analysis also helps to improve
efficiency of choices among alternative poli-
cies.

As William Dunn points out policy analysis
provides information that is useful in answering
five questions. What is the nature of the prob-
lem? What present and past policies have
been established to address the problem, and
what are their outcomes? How valuable are
these outcomes in solving the problem ? What
policy alternatives are available 1o address the
prablem, and what are their likely future out-
comes? What alternatives should be acted on
to solve the problem? Answers to these ques-
tions yield information about policy problems,
policy futures, policy actions, policy outcomes,
and policy performance.

(William N. Dunn- 1994)

It is essential to expose senior level public
officers to short term and long term training on
policy analysis. If they acquire the knowl-
edge and skills in this field they will be in a
better position to plan work and guide their
agencies and the officers under them. Political
executives also will be benefited from such
analyses of public policies when deciding na-
tional, policy.

Practitioner of Good Governance

Itis an accepted fact that all public officers should
be efficient and effective in performing their func-
tions. Today, an additional quality is required of
public officers, namely the practice of the prin-
ciples of good govemance. Many think that the
term governance refers only to the functions of
the state sector.

The term “govemance” refers to the administra-
tive mechanism available to manage the eco-
nomic, social and political affairs of a country.
There are elected as well as appointed mem-
bers of the government and public officers are
considered as the appointed members of the
government. “Governance includes the state,
buttranscends it by taking in the private sector
and civil society.” (UNDP) This clearly spells
out that there are two other key players (Pri-
vate Sector and Civil Society) in addition to the
state sector in the practice of governance. If
public officers need io be good practitioners of
govemance, they must first of all recognize the
private sector and civil society as equal part-
ners. They must also be conversant about the
basic principles of governance and try to put
theminto practice. The main principles of gov-
emance are characterized by participation, rule
of law, transparency, responsiveness, consen-
sus orientation, equity, effectiveness and effi-
ciency, accountability and strategic vision.
(UNDP - 2002)

The scope of this article does not provide opportu-
nity to go into details of good governance. How-
ever, itis important that all public officers be con-
versant in good “gavernance” and its principles
and practice. Inline with the meaning of the term
govemance, the public officers should build part-
nerships with the private sector and civil society
organizations. The primary role of the public ser-
vice is to promote, encourage and build such part-
nerships with a view to develop the other two
players as equal partners.

Organizational Managers

Al public officers work in organizations. It may be
a ministry, department, statutory body, provincial
agency, district or divisional level agency. Afl
these agencies can be called organizations be-
cause they have the three characteristics of an
organization such as goals, resources (Human,
financial, material) and systems/procedures to
work. Public Officers may work at senior, middle
or junior levels in an organization. Some may be
the heads of organizations, other may be mem-
bers at other levels. They must ensure that re-
sources are utilized in an optimum manner ac-
cording to laid down systems to achieve goals of
the organization.

They must direct and lead the organizations as
teams to provide services efficiently and effec-
tively. Itis important to motivate and lead human
resources while practicing the rules and guide-
lines in managing financial resources.

How to play the Roles Effectively ?

Although, some key roles of the public service
have been specifically identified in this article, there
may be other roles, which can be added to the list.
The important feature is that public officers are
expected to play multiple roles depending on the
situation. Sometimes, a public officer can be a
facilitator in promoting the private sector for devel-
opment. In addition the same public officer may
have to play other roles of protector of the environ-
ment, provider of quality services or act as a law
enforcer.

Training

As described in early sections, the multiple roles
that public officers are expected to play require
‘multiple’ qualities and skills to make them effec-
tive. They need to acquire relevant knowledge
and skills and improve their capacities ina plethora
of subject areas. They should be conversant with
policy analysis, management principles and prac-
tice, monitoring and evaluation, planning, commu-
nication, law and other related general subject ar-
eas. In addition, they should acquire basic knowl-
edge in various specific subjects assigned to them
such as agriculture, environment, industrial de-
velopment, transport, education, infrastructure de-
velopment efc. Itis therefore, necessary that or-

ganized training opportunities be extensively
provided for public officers. These training
programmes should be specific to different se-
niority levels and the responsibilities entrusted
the officers. Some public officers believe that
they do not need any organized training be-
cause they have the required knowledge and
skifls to perform the job assigned to them. Many
senior level public officers do not possess the
skills required for policy level jobs which is a
specialized subject area requiring special skills.
Same principle can be applied to other subject
areas as well.

The training required by different grades of pub-
lic officers should be planned carefully and be
offered on a regular and mandatory basis. The
officers should be asked to follow the appropri-
ate training programme, before they are pro-
moted to the next grade. In South Korea the
public officers who belong to a unified service
are required complete the designated training
programme relevant to their grade before pro-
motion.

In England, the training of public officers was
given priority both to provide them with rel-
evant skills and to act as a vehicle for transmit-
ting the new manegerialist culture. Different
types of training programmes have been de-
signed for three key levels of the civil service
“Top Management Programme, involving man-
agers from both the public and private sectors,
was introduced as a prerequisite for all grade
three civil servants involved in strategic man-
agement. A Senior Management Development
Programme was launched for principal officers
and above and a Management Development
Programme for junior staff was designed to iden-
ify managerial talent and introduce a manage-
ment succession programme.”

The main government training insfitutions such
as Sri Lanka Institute of Development Adminis-
tration (SLIDA) and National Institute of Busi-
ness Management (NIBM) need to be strength-
ened to undertake this important responsibility.
In addition, selected Universities and other rel-
evant institutions may be invited to plan and
offer short term and long-term study programmes
for identified groups of public officers. Training
should be properly linked to the career devel-
opment of public officers and completion of the
required training should be made mandatory.

Job Specific Skills

Itis observed that many public officers apply
the practices familiar to them irrespective of the
position they hold. A public officer may have
obtained his or her academic qualifications ina
specific subject area such as engineering, eco-
nomics, social sciences, natural sciences or
humanities. Some officers attempt to use their
subject specific knowledge and skills on the
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job. Although, such specific subject knowledge
may be useful, the officer requires many other
skills. For example, whena officeris appointed
asa Project Director of a foreign funded project,
such officer needs to acquire knowledge and
skills, in planning techniques, project manage-
menttechniques, monitoring and evaluation tech-
niques etc. Today, many foreign funded projects
have not performed successfully because the
officers concemed do not have the special skills.

Asimilar situation can be ebserved with regard
to the experience of the officer. For example, if
the officer has worked as a Divisional Secre-
tary for long time, he/she tries to play very
much the same role when the officer concemed
is appointed to a senior position of a Ministry.
The officers should understand the different roles
that they are expected to perform according to
the job.

Is the Role Changing?

Some people talk about the changing role of the
public service. Butif trends have been care-
fully analyzed, one cannot see any significant
change in the role of the public service over the
last few decades. Some policy makers be-
lieve that the role of the public service will au-
tomatically change according to the global and
socio-economic changes. It has been observed
that some senior policy makers request the
public officers to change their atlitudes and ad-
just their roles according to the current develop-
ment trends. However, the role of the public
officer will not change automatically as ex-
pected. tis necessary to introduce and induce
the changes through legal and administrative
means. The public service of Malaysia has

been modemized and reformed through introduc-
ing necessary legal framework, directives of the
chief executive (Prime Minister) and through vari-
ous administrative guidelines, instructions and
circulars issued by the Chief Secretary to the
govemment and other relevant executives. There-
fore, they believe that they would achieve the
establishment of professional, high quality and
meritorious public service in Malaysia.

Canclusion

As was mentioned earlier, the public service is
the main planning and implementing arm of the
government. Itis difficult to achieve the desired
development without a ‘strong’ and quality public
service. This is important for countries like Sri
Lanka, since there is no other mechanism avail-

able for this purposes, Malaysia, Singapore and
India are good examples where a strong public

. service has been abla to contribute positively to-

wards the economic development, political stabil-
ity and sustainability of the administration.

Itis essential to introduce necessary reforms in
the public service with a view 10 achieving the
development goals and objectives of the govem-
ment. Since the public service is the key system
available to transform government policies and
programmes into action, the public service reforms
should be considered as a priority. When market
oriented economic reforms were introduced in
England in 1980s, the government realized the
need 1o reform its civil service “Businessmen were
co-opted or recruited o introduce managerialist
ideas and legitimize value for money and its con-
comitant emphasis on the 3 ‘E' s, economy, effi-
ciency and effectiveness. The political drive dur-
ing 1990s lumed o a fourth ‘E', exceflence aimed

at improving the quality and choice of public
service. Subsequently the fitth 'E', entrepre-
neurship was introduced and the public sector
was expected to emulate the market and the
private sector to achieve the objectives.

in many countries, poficy makers have real-
ized the importance of establishing a quality
public service to effeclively carry out the
programmes of the govemment.

ltis therefore, unnecessary to stress the impor-
tance ofintroducing administrative reforms with
aview to rapidly changing the culture, capac-
ity and approach of the public service to achieve
the development goals of the govemment. The
present public service should be transformed
intoa more professional, highquality and com-
petitive body to enable it to face the enormous
challenges of the 21% Century.
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