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PERSONNEL MANAGEMENT: AN OVERVIEW

INTRODUCTION e e
‘Fundaméntal to a conceptual understanding of the’ personnel funct1on, is

the assumptions which one makes about man. Whatever approaches are developed’
towards people in work organlsatlons must have a bearing on one's concept of
man. If for instance one: vlews man as 1nherent1y lazy and stupid, one's action
will mirrotr’ this belief.- There are those “Who belleve ‘that parthular species of
mankind are more stupid than others, and whether those species are defined by
sex, race or colour, such a beliéf must have its manifestation in overt acts.

‘This sectlon attempts to review the theoretlcal and conceptual background
which ‘may "well ‘shape much personnel practice today,

SOME LINES OF MANAGEMENT THOUGHT

Any attempt to sketch the h1storlcal Outllnes of Management thought, must
have in its background the work of Frederick’ Taylor, who has comé to be knéyn
as 'Thé Father of Scientifi. Management' ““Much of the current werk study S
programmes and industrial englneerlng techniques ¢ééntinue to draw’ from e
Frederick Taylor. - Taylor after a’'séries of experlments 1nvolv1ng people at ff

work, emerged with the following three prlnClples-—'

(1) ‘Managers must collect all’knowledge ‘which is trad1t10na11y possessed
st - byfthe workmen and reduce thls to rules,. laws and formulae. ' .

. 1
{ g "

S
1

(2) All poss1b1e brainwork should be remuved fromi the shop and’ cenfered !
in the planning department. . o

(3) Management must control each step’ of the" Management proceSs.1 o .
X SEETERE

e

What: Taylor is" suggesting’ therefore, is that the labour’ process ‘must no
longer: depend solely .on.the ab111ty and ingenuity of the worker, but must "
depend ‘on‘ the éxtent to which a gruup of people called "Management™ are
able to pull from the worker this body of knowledge, formulate laws, and
then use those formulations to control the very workers from whom they have
pulled this knowledge. The second principle which flows from the first secms .
to reinforce the view that’ the worker must be denied the- opportunlty to
exercise lis ¢reativity, he must become a mechanlcal robot whlle the bralnwork
is done elsewhere. e : i

[
=

‘It mlght ‘be interesting to- reflect on work in our society, to determ1ne
whether in ‘the design of our jobs :we Rave also stripped the masses of workxng
-people of their right to exercise their creativity and initiative.® Such an’
approach to the design of work and organisations must stem from assumption
about man, and’ perhaps more spe01f10a11y a contempt of man. Taylor himself
went ori‘to desérlbe ‘the kind of ‘man. that he was looklng for given his
pr1n01ﬁ1es- T :

”7‘"He -is not an extraordinary’ man, dlfflcult to f1nd he is merely a’
man, more or less the type of -6x = ‘heavy both mentally and '
phys1cally :
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It is interesting however, to reflect on the analysis of the effects of .
such a work organlsatlon on man. Karl Mark in reviewing man at work in such
organ1sat10ns wrote'—'“" e o f. ' ‘§_:" NRREREI

"Man does not “affirm hlmself but denies’ hlmself. He does not ERR
develop freely his physical: and méntal-.energy, but mortlfies
"““? “his’body’and ruins his mind.” ‘He is at‘home when' he is not
_ R worklng, and uhen he 1s worklng he is’ not at home.” 2 -1.:’=i"ﬁ

This aptly descrlbes Taylor s workplace - a 51tuat10n where people feel
alieén’ and wheré: they are" den1ed an env1ronment 1n whlch they could self—
actualise. : T : Py

Following Taylor, other organisation theor1sts attempted to raise new -5
issues., It is significant however, that in most subsequent work much of
Taylor‘s fundamentals remalned intact. The- basics of job’ deslgn and work
study were treated as given; and an attempt made to apply ‘the 00smet1es of
human relations to the ugly sore of exploltatlon festering benéath.," The*- s
birth of the "Human Relitions School of, Management" is a55001ated w1th r”-”[*”ﬁ

]
- [T RRRY

Elton Mayo; “and' his Hawthorne exper1ments. 3 T e

PRI RN D e NEIRY Dby

. The 1mportance of the Hawthorne Studies have come to be seen in' terms of
'demonstratlng the 1mportanee of 1nforma1 groups w1th1n organisations: People
designing orginisations and those managlng L.om ware urged to take note of
this important feature and to use 1ts existencs to aid in the management of
humah' Fesources.” - : R R S :

Blumberg 4 in a search1ng analysis has however argued that just as
significant’ i those sfiidies Was the role of participat ion by thé workers:
The issue of - ‘participation in the Hawthorne studies has always been down~—
played.. ‘Indeéd subsequent researchers (e.g.. leert) have also démonstratéd -
the 1mportance of* self—determznatlon and partlclpatory management 1n 1ncreaslng
product1v1ty and decrea51ng allenat1on. ‘

. . )
S T i . - = : "E, R S
.

-

“'There also emerged i’ Manaﬁgment L1terature, much dlSCUSSIOH ‘about: c v
theories of' Mot1vatlon. Maslow postulated that "all- 1nd1v1duals ‘have a set
of basid’ needs which'ma be seen’ as' a hierarchy, of needs, and; that one needs ‘ﬁ
to"satisfy each’ 1ayer of needs, dnd ‘at’ times satisfaction of' a' lower' layer -

is a precondition for the higher level need to become a motivatbi. Briefly-
his levels went from basic, .physiological needs. (need for .food, sex)- safety
needs, love needs,’ esteem needs andvat the top of the‘pyramld - the need for
Selthctualizatlon. R : e o

.. ' . N
we ey - Lo . i3 G - . L PR . - : .
njsoa o EEE LE ' S : .. PR P B -!J' L s PR

Thls th1nk1ng 1nf1uenced the management 8F biithdh resdurces is people’” HEREE
attempted ‘to' develop gpproaches which would - allou"the gradual sat1sfact10n §
of these needs: * Maslow himself recognlsed howevér,* that this" ‘hiérarchy 1s by
no means rigid. What is critical therefore, is that we in our society’ o
research our workforce understand those factors whlch are most 1mportant
for worker motlvation and satlsfactlon. L f : :
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Organisational theory al=n writnessed the work' of Douglas McGregor. 6
McGregor .-argued that Management may now:hold one of .two basic-sets.of yiews
about workers; because he claimed; he did .not.like labels, he called them .-
Theory X' assumptions:-—- P N T

oy e .

(1) Management is responsible for organising the elements of ¢
~ ’productive enterprise — money, materials,:equipment, people -
R iﬁlfhé'intéqut‘ofieééhomfé‘eﬁds; oo '
(2) " With respéct to péople, “this {4%a process of ‘directing their
efforfb;"mqtivéting;%Hém;”déﬁfiolying"their actions and’
'@ddifyi@é'f?eir béhéﬁibuf'téﬂf%fffhe‘qéé&s of the organisation.

(3)*:H§thﬁuf thi's active ‘inteFvention by managément people would be

passive — even resistant - to organisational needs. They must

Lo therefore be persuaded, réwarded;fpuﬁiSHéd;'controlled;"their'
mel TEL o cdivities must be directeds - T T T o .ait%' -

Behind t.hi.‘.s_Mc(‘;re'gor saw several ?..ssumptiqns about man:-

b o
fff,:”11(41:‘{hgfﬂﬁhé“aveqage_maﬁfis?bjfﬁétdfé ifidolent, :
) R |1 works&hé\little‘aS‘pdééibIel'“"i”?ﬁ' , 5
T T R P B P A TR A B Tyt mbhbn T
3“*“7f1::?(b)"wﬁe'Iaﬁﬁé”émﬁitiOn}ﬂdiéffﬁes'ﬁéspbnsibilify,‘pfeférs;féf T L

be led.

*Orgdnisations fashioned'on these agsumptiéns “of ‘man; must thérefore
reflect this ifi their persérnel ‘practices. “This suggests that people must=..’
be d{ﬁééféd“&nd:ééﬁffélléd."Cléaflﬁ"ifjﬁébple.do;ﬁét'fit those assumptionsy”
thesé “approdches will not ‘providé t:.em the:opportunity for satidfaction, '~
The workéfs'ﬁfll'thréféfe*behavé:AB“thiﬁ'théoryjpfédicts - with indolence, *~
passivity and’ Tack'of ‘résporisibility — we would be caught’ in a'a ‘web of our™i
own weéviﬁé.‘fﬂfé“ﬁé'in such ‘a web in dSur gector? - 7 i Dommoesi LS

i f

McGregor' s second proposition outlines different dimensions - Theory Y.

The baéic”ﬁdsfdréfeS’of“these'afé ds followsy~ -7 770 . SN

.(1) People are not by nature passive. They have become so'ag a, |
result of experiences in organisation.. [ : R i T I
(2) fﬁe:@dfféifibn&'tHé'ﬁ&fedfidl_for'dé&eIOpméﬁt;'theléaﬁéc{tysﬂbr )
e asshmiﬁéi;ésﬁ6ﬁsibilify fohahdgemeﬁf”to maKe it possible for:pecple
7 TV £ pecognise “and developitheése characteristics.- SR oy on ST
PR PR S ee s - §~...: i ' JIET

~ This suggests then, providing the organisational environment for releasing
.potential, encouraging growth and removing obstacles:. ‘Are.we-frepared to
provide such ﬁn_environment in qqp_organisation? -

i - C e
. ..'_..H.J - L T - A L oeea

. b - PR LA . » L Tt
. Yoy

B} o e ' ” .y LI O
’-. E ’ \] I R 15
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It is instructive that all theé theories we have looked at so far have:
emerged from a particular sotio-economic system ~ the American capitalist
system. But even in American society, these assumptions have been hEVing\?

their a11enat%n§ effects on workers. A recent study on work in America“
notes in its dings:- : L :

"Significant numbers of-American workers are dissatisfied with
the quality of their working lives: dull, repetitive,

. seemingly meaningless tanks offering little challenges or
autonomy, are causing discontent among workers at all ,

- occupational levels. Productivity of the workers .is low, there
may be a consequent decline in phy51ca1 and mental health,

* family stability and increases in drug and alcohol addiction."

One must ask whether the effects on workers have not come because of
false assumptions, and the development of uncreative organisations resulting

from those false assumption...

What are the factors which seem likely to influence performance and '
productivity of people. One may suggest two broad factors: One is the man
himself; and two, the environment. The individual would have certain kinds
of skills and knowledge base, some aptitude, educafion, experience and second,
ie his environment. Ideally one may think about .an internal work env1ronment
and an external env1ronment.

_ The internal work environment must be concerned with a broad range. of
issues; the relations of the man to his jobj; the.relationship with his
supervisor; physical fa0111tles, money, communication-patterns, prevailing
authority patterns and leadership styles. The;external environment which
will infringe oh man at:work, includes social and cultural values, the
political environment, social services etc. Any attempt therefore to
develop personnel policies, must be concerned with an analysis of these
variables. ' )

The personnel Management function is normally seen as inclué&ng the
following activities:~

(1) Personnel Philosophy ..

“Organisations sought .to: develop their personnel functions within some
clearly-defined framework. -.Such a philosophical p051t10n should be enshrined
in a Company Manual. It is: against this background that the entire personnel
management functlon ought to operate. -

[

-(2) pManpower Plannxng.-

[

Central to any serious personnel management function, ought to be one
which focuses on planning for people. Within this function the organization
6ught to forecast its manpower needs. This forecast ought to be based on the
organisatiorfs planned objectives, and its existing labour force. Meaningful




i
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manpower plann1ng would force: an organisation to keep-an up—te—date inventory
of its ‘existing manpoher, the1r aptltude, abilities-ete. Inm .this planning

"stage, the ‘désign ‘of Jobs st Be considered and job descriptions and .
'spe01f1cat10ns‘ﬂeveloped " It'is only against .this ‘background that reallstlc

recrultment and selectlon programmes could be developed

(3) Recrultment and Qelectlon

Thls activity must be concerned. with developing.reliable and va11d
cr1ter1a for selectlng peoplefto Jo1n the- organ15at1on. W e

A e
A

(L) Employée Appralsal and Development
. Herc, personnel management must review the approaohes used to approve
workers I Appralsal systems ‘are:all too often punitive tools, and do little

‘ for théjdevelopment of- the’ workers.~ ‘Not 'only must ‘a' system:d:;appraisal be::
'develOpment oriented, but ¢iher: personnel practices must have -a similar, - a)
'concern ‘€entral to this of ‘course ‘will be decisions related to. training.. ..
“Thede must be developed ‘rational guidelines for the 1dent1f1cat10n ofdtra}nlng

needs, and for evaluating “trdining’ undertakeh..'- BRI R L THI

(5) Wage and qalarvadmlnlstratlon
P Y A
The compensation package avallable to orkers is also important. One
must be concerned within_ the, personnel function’ about the basis on which
wages and salaries rest; con51deratlons of equ1ty and’ fa1rplay are also crucial.

i

(6) Personnel Informatlon Systems

I EEE RS S LR SO ~‘Z;-;i'

_ Informat1on is crltlcal for dec1sxon making.. Personnel decision making
is rio’ except1on. “There: ought to be developéd: systems: to. collect, analyse and

‘store information about’ workers. =~ Such -informatioh ought. to go: beyond.: =,

traditional employment‘records, and must include aptitude, special; ablllty
and aspiratlons of ‘staff, * This development. necessitates ithe: developmpnt of
a pérdonnel résedrch function. Indeed, a per1odlc evaluat1on of one's; entlre

,personnel functlon ought‘to be developed B T

LN .

" The study belng undertaken w111 review: Personnel Practlce and systems in
thé’ public eector agalnst thls act1v1ty guldellne.;\u G :
PERSONNEL MANAGFMENT AND THE DFVFLOPMFNT PROCESS N

:

- Once one accepts that the deveIOpment process must be concerned with

. measures beyond pure Natichal Income:figures, a critical role for personnel

management emérges. Development is also concerned with the extent to which
one is able to relate to and control one's environment: the extent to which
people are well housed, well fed and well clothed. It deals as well with the
extent to which people in a society can use their talents for the benefit of
society. This means then, that one has to be concerned not merely with the
size of ‘an economic pie but with its distribution, not merely with providing
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‘jobs, but the-provision of work .opportunities which would allow:gelf-fulfillment
and ‘maximum- utilization” of . the"skills, mental and. phy51cal energ1e= of people
in society.* “The orderingiof jobs. and.the relat1onsh1p of ;man to “the productlon
'process are ‘therefore:critical: "It is one. of the challenges of the personnel
functlons to erisure that.organisations-and jobs,, are,so" de51gned tO\reduce the
mental and phy51ca1 strcss which may result from uncreative’ organlsaticns ‘and
stifling job situation. vt

SR £

w-a-n---..v P s

It'is within-the arena:.of personnel management. and,1ndustr1a1 relations
that wage bargalnlng'ekes'place, .which determines in. large measure 1nccme .
dlspar1t1es. Onc must now become more concerned with' the p0551b1e relatlon-
ships between work and mental and:, physical 111ness..iThe personnel funct1on

4w T Nr‘"."

therefore is called upon to play a crltlcal rolel”

Lo v - e o
PR R T i 2 w,--g..- .,,.

:;1v01early the hlstory of colonlallsm, explo1tat10n and authcn;tarl rnle
which characterlzes . third- worldcountries carried with it. certain pa terns'
d'Perscnhel Management.w Ti..ese approaches were not concerned w1th the” develop—
ment of man, .and:-the formation of work environments conduclve tc product1v1ty.

o =0ur-cha11engc now must be. to re-design work organlsat1ons, and ‘to develop new
management styles centred around. man and his development",a" ;

PFRQONNEL MANAGEMFNT IN THE PUBLIC SECTOR” ”.ﬁmr{

BT

Thr ot A Case Study of Trlnldad and Toba

INTRODUCTION
. PRI
This eectlon of the paper seeks t6 present ‘an- oxcrv&ew-effthe Organlsa-
‘'tiohali:drrangements for“the exercise of the personnel function in the -public
‘*sector.f It‘will~also present a brief insight into. the nature of personnel P
practicés-in- the:.sector. -It:is essential for this aspect of the ana1y51s to
considér the public sector in.two segments.-  The:first, segment may be seen
to incéludé the traditional. public-utilities: (Water, pub11c trans rt; .
*relectricity, and’ the port authority), the other.segment 1ncludes thé. non-ji
traditional public sector organisations.. .The structure and approaches to
_personnel management shows marked differences between these sectors.” An
" dnalysi’s ‘of’ the” personnel +function within the :public, ut111t1es must begin with
a review of the institutional.arrangements. wh1ch.1mp1nge on'’- the1r personnel
practices. Three organisations will be rev1ewed in this respect-‘
oot TR, -«_.'-:.-:. Lo, .J'.--‘
(i) The Statutory Authorltles Service Commlss1on
:3{ii)>The Office d the Chief Personnel.Officer.

,ujn;rtr(i11) The Organlsatlon and Management D1v151cnj}:q

R s .
J o [ HERLA SR 0
{ HE I X AL
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INSTITUTIONAL ARRANGEMENTS IN THE PUBLIC UTILITIFS-

I. The Statutory Authorities.Service Commission

The Statutory Authorities Serv1ce Commi'ssion was established by the
Statutory” Serv1ce Act 1966. No. 16 of 1966 whlch wias proclaimed on the
1st January 1967." The -Act sought to create two organlsatlons to deal with’
the persohnel function in respect of the monthly paid-officers of the
Statutory Authorities which are declared to be subject to the Statutory
Authorltles Act. The organisations are:

(a) :The Statutory Authorities Serv1ce Comm1551on which has the power
to app01nt persons to be or act as’ offlcers and to transfer, _“

7 promote, remove and exer01se dlsc1p11nary control over perqons= _

" s0 appo1nted° and - R : . . R

Ty o I

L

(b) A Personnel Orgar.‘sation which has the respon51b111ty for conditions
- of service ihcluding classificatioh of posts, renumeratibn,"’;i

'T%dmlnisterlng of the regulatlons respectlng the' service of the” ‘:ﬂﬂ’f
Statutory Author1t1es, grlevances and terms and condltlons of ‘,:sxv
employment. _ oy Tl

Ry UE Trentelmy oo .o : EE T ot ':.‘x'W.'.-—.a"

" The Aet provides ‘that until? the Personnel Organisation is established:"
the Personnel Department establlshed tnder section' L4 of the Civil Service® i”f
Act- 1965,  shall be respon51b1e for ‘the’'éxercise and performancé'of the T et
powers ‘and’ dutie§ of the Pérsonnel Orgaffisation. This in effect means that- > -
the Chief Personnel Officer in addition to his respons1b111tiés to thHe o
wider Civil Service, with respect to classification, renumeration and
administering: of regulations, w111 arso have responslblllty foér’ the‘publ1c
.ut111t1es. - 3 Copmnn . . e Mo

P LI v - t.
o= [

. Theré -are ‘sixtéen (16) Qtatutory Authorities’ wh1ch are subJect ' *=‘f
to the: StatutoryvAuthorities -Atti' " Of these the Commission has’ delegated T
some of its autﬁority o three, namely, the Induﬁtrlal Development Corporatlon,
the Water ‘and’ Sewerage Authorlty and "the. Port Authbr1ty. The Authorlties for ;
which'the Commis3ion is" responsdible are as follows: = LR

R S B

(1) Port of Spain Corporation
{2}i Sai~Fetnando" Corporatlon G . e
{3y “Arima ‘Coérporatioh - TR oo o L IR I R
“*(4)SRort Authority” it S S SRR
- (5) “'Public TranSport Service Corporat1on o - R AL
2o -(6) WaterandiSéwerage’ Authorlty ) - S eE T
(7)” Sugar -Indiistry” Labour Welfare Commlttee P cet e
w7+ (8)*' National ‘Housihg Authority - o ; S
(9) 1Industrial Development Corporation- ' - A
510) Trinidad and Tobago Tourist Board :
~{11) " Cécoa and ‘Coffee Industry Board
vt (12) Central Marketlng Agency
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(13) Sugar Industry Control Board e

(14) Agricultural Society of Trinidad and Tobago

(15) Zoological Sociecty of Trinidad and Tobago L

(16) Management Development’ Centre. e TTITTITT T s

Approximately four thousahd monthly paid employees working in.these - . .
authorities are subJect to the Statutory Services Act. :The ‘Statutory. R
Authorltles Services Comm1551on has a staff of thirteen members to deal with .,
this worksload. , .. .- RCE T

This existing staff seems now to be totally'ingdeqﬁate to satisfactofiif
perform.the functions. of the department. It is-to be .noted that .except. for
a re~designation and re-classification of the posts of Executive Officer
from Administrative Officer IV, Accountlng Assistant from Clerk, ITI, and
Clerk/Stenographer IV from Clerk/qtenographer I1I, there has been no change

in the staff establishment since the department was established.

o
v

In addition. to their own staff. inadequacies there are other problems
which militate against the efficient operation of the Statutory/Authorities
Service Commission. One of these centres around the inadequacy of staff in the
the Statutory Authorities themselves. Prior to the establishment. of the
Service Commission the various Authorities recruited their own staff and
there were:no stipulated job specifications for the posts. Very.often thgrefore
recruits, to the posts. did not possess.adequet - qualifications for entry. .
Given the practice of promotion on the basis of seniority, many of these people
have risen.in. the organisation but do not have the knowledge or expertlse
to functlonxefflclently.r

Another issue affectlng the perierance of the Statutory Authorltles L
Service Commission has been the existence of a large number of daily and ueekl
paid staff operating side by side with monthly paid staff. There are many
issues involved in.this situation, The Commission as ia now constituted. has
jurisdiction only over monthly paid staff. The full 51gn1f1cance of this is
seen .when .one notes.that in.some Statutory Authorltles the Clerical . R
establlshments .consists mainly of daily and weekly.paid staff. The Comm1551on
in this context then does not have Jurlsdlctlon over a. 51gn1flcant percentage -
of critical staff.

One has however to place this problem in historical perspective.. The
hiring of daily paid and monthly paid staff, has been a device used to get
around the long recruitment period which characterises monthly paid staff
recruitment of the Service Commission. Undoubtedly it. has also been-an
important vehicle through which to dispense political patronage. Initially
this category of worker was intended to fill short .term.needs.- it has
however now become institutionalised, and there are many: peOple ‘who have been
daily paid workers for over ten years. . _ R

The daily and monthly paid staff are.represented by different unions to
their monthly paid colleagues. The benefits to daily.and monthly paid staff
are therefore different, whilst there is much less security of tenure for the
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daily paid workers. They however are able to earn fringe benefits such as
overtime wages, while .the monthly paid staff cannot. Their co-existence,
particularly since they are performing the same dut1es, is a serious source
of conflict however, and is leading to tremendous morale problems throughout
the Statutory Authorltles.

The Statutory "Authorities Service Commission haé delegated -some of its
authority to three Statutory bodies. The delegation of powers are outlined
below: fors

, -
(i} To the Port Authority of Trinidad and Tobago:’

(2) Appointiments: . The power to make appointments (including
.acting appointments) to promote and confirm appointments
of persons to offices in the Authority.

f TR PN Ll

(b) Transfers ari Secondmefits: The power to approve of the
transfer or secondment of an officer in the service of “the

Authorlty to the serV1ce ‘6f anothep- Authorlty, Body or’; Organl—r

sation with which the Authorlfy has contractual relations
‘in’ rélation’ of “the performance of functlons vested 1n theé
~'Authority. SR '

To the General Manager of the Port Authority of Tr1n1dad and Tobago,‘
the power to exercise some aspects of d15c1p11nary control ' :

S
oty

(11) To the_Industr1a1 Development Corporat10n.+T.

iT

( ) Actlng App01ntments: The power to appoxnt persons to act ‘as

_officers or aervants oflthé'Corporatlon whether or not any
such actlng app01ntment 15 a, prelude to a substantlve

app01ntment e -

-:'x."'.d'—.' -.’. R R SR A LR

LY
L]

L

(b) App01ntments'- The powcr to app01nt persons to be offlcers or
.servants of. the Corporatlon and to ‘¢éénfirm such’ ‘persons in th
appo1ntments.

nii:nu-

(c) Transfers-' The power to transfer an of fi¢Er or ‘dervant 'of th
Corporatlon from an office in a grade to a similar ofﬁlce in
the same grade with' no alteratlon 1n hls renumerat1oﬂ

ey

(d) Prpmetlons. ' The power to promote. offlcers and servants of th
i .. ...i Conporation. , - . _~ o N ] o T

Ell“

e

e

. H_“f?JII e) Dlsc1211ne-'-The power to exercise some aspects of_d;seiplinary

control. ' e

s feupplement ‘to the Trlnldad and Tobago Gazette Vol.8 No. 97 .
' September 1969, . e

++  Supplement to the Tr1n1dad and Tobago Gazette Vol 9 No. 129 C o e
19 November '1970. ‘ oo

R

‘L




PAMM/PA/7. ..
Page. 10 .7

(iii) .To the Board of the Water and fewerage Authority+
) f(é) Aetihgﬁhppointﬁents: gdetei}s:Qh per'IDC.
ﬁ“(b)"hppoinfﬁehfs (details ‘as per IDC)
(c) Transfers and Secondment (ae per Port_Authority? .
(diy Promotion (as}per 1DC) - ‘ T AR a
(e) Discipiine (as per DC) | |

+

. (f). Granting of Increments. The power to grant
_ g _ . . grant
; ,annual increments. === “:ﬂfis--m{‘

The exercise of all powers delegated above, must be guided by regulations
of the qtatutory Authoritics Service Comm1551on chulatlon.

I1... 0ff1ce of the Chief Personnel Officer f:“

The Chlef Personnel 0ff1cer ‘and’ hls department are responQ1b1e for aspects
of the personnel function for the follow1ng utilities:

(i ; .Water and Sewerage Authorlty

(11 " Public Transport Service Corporatio:

(iii) Port Authority of Trinidad and Tobago. - .

These responsibilities include establishing and maintaining’ classification

of utilities’ staff, reviewing their renumerations, acduinistering the regulations
respecting the’ ‘service of those utilities and-providing for, .and establishing
procedures for consultation and nepotiation between the utilities concerned

and the approprlate rccognlsed trade union, with respect’ to: (1) classification,
(2) grievances, {3) renumeration, and (4) terms and conditiéns of  employment.

The function of the Chief Personnel Officer with respect to grlevances is shared

.with the Statutory Authorltles Serv1ce Comm1551on. e

The functions of the Chief Personnel Officer may be seen in two broad
categories-J (a). Industrial Relations and (b) Human Resource Development.

The tralqlng functlon which is an 1ntegra1 part of Human ReSOurce development,
is adm1nlstered through two organs: The Central Training Unit, and the Public
Service Training Committee. The.Central Training Unit is responsible for
organising training programmes mainly in management, -administration and related
areas. ,The Public Service Training Committee is concerned with monltorlng
scholarship training. This committee consists of rcpresentatlves ‘of the Ministry
of Finance, the Personnel Department, the Public Service Commission, Ministry
of Petroleum and Mines and the Ministry of Education. It is interesting to
note that the Statutory Authorities and the publlc ut111t1es have no representa—
tion on this committee.

By

+ Covernment Notice No. 258. December 1671. Government Prihter; Trinidad "'
and Tobago. : ' R
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III. Organisation. and Management Dlv151on _‘”

I I B A X T -,.“_.i.‘ NEA VT N

The obJectlves of the organlsatlop and management d1v151on seem,to be.

‘threefold:+ First, to promote” greater’ efficiéncy’ in operatlons ‘and

activities, of government agencies; secondly, to provide a managcment S
consultancy serV1ce to government heads of departments and thlrdly,‘to try _.(;r
and 1nst111 a greater c0nsc1ousness and product1v1ty among staff The i:l”ﬁ

division for instance undertakes organisational ‘surveys, as well as’ co-, _f'” ;‘;
ordinates requests for changes in office management and layout, " "The’ Divisioh' s
role is essentially advisory, and though it operates mainly as_a.centr; I .. TS

government agency, within recent time it has become involved in the work of
at least two public utilities, the Water and Sewerage Authority and the G
puBiie! Ttansport Servlce Corporatlon -.in ‘the area of staff salary rev1eu .
and tra1n1ng ) : .

The" Trlnidad and Tobago Electrlc1ty Corporation, does not fall w1th1n f

personnel department "jh__ _— ";“i_' _“'- \~“r~=

.’-!_.xl.\ [ “ta

THE PERSONNEL' FUNCTION IN mE PUBLIC SEIJTOR A e

Organisational Arrangements ﬁ“’*

ThE‘pub11c ‘sector organlsatlons whlch do not fall w1th1n the scope of the .
Statutory AuthOrltles "Act all” have thelr own 1nternal organ1zat10na1 L’ T '
arrangements, “wi th fo” ek terral ‘agency ‘with’ such direct control as’the’ Statut ry
Authority Services Commission. " These organlsatlons are the newer public secc or
companies., '

=AY ot Maid ound .1-'-:5 ot egeed L dge o watTan s dan eede et

An analyszs ot thd organlsatlonal arrangements for the perSOnnel}func fon '
in all of these organisatlons shows that there 'is an eaS1l
personnel functlon.a The number of people 1nvolved in “the’ funct1on varles
between the COmpanles, w1th SOme f1rms hav1ng two people, to others w1th

personnel EStabllshments of over flfty. et

e ~,e‘:"_-. N e . o

The’ pollcxes;trules and regulatlons wlth respect to “the personnelffdnctlon"
in these ‘firfis“are 'thHe" ﬂéspon51b111ty ‘of the firms themselves, and generally
fall under the purview of the boards of the organlsatlons.

[ S o]

Notw1thstanding the fact that the publlc utllxtles operate w1th1n the o
context of Statutory régulatlons,_and a ‘Commisgion they also ‘Have personnel "
establishment's’ d1th1n’the1r organ1sat10ns. These personnel departments are‘u ‘
generally headed by a‘personnel manager.f Where the Statutory Author1ty
has delegatcd powers o utllltles, it is their personnel dcpartments who_
execute thé personnel ‘fiinétion on bekalf of the author1ty. Even where ="

authority has not been delegated the personnel departments perform day to day

ot R v i A e b

I B R " G e

+ Unpublished paper of O and M Division, '1977.
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personnel functions. In all cases they are responsible for reportlng PN
perlodlcally to the Statutory Authorities- Commissions = e v vemnemd oo 007

PERSONNEL ‘MANAGEMENT'PRACTICES IN THE PUBLIC SECTOR

In con51der1ng personnel practlces in the publlc sector, this sectlonj';
will follow thé earlier outline of personnel management activities.+ Both
the public ut111t1es, and other pub11c sector c0mpan1es will be treated
u1th1n thls section.

LR T - PN At

PERSONNEL PHILOSOPHY - ,
It has been dlfflcult to 1dent1fy a clear statement of personnel phllosophyz
within the publlc utilities. Personnel Manuals do not exist for 1nd1v1dual ’
utilities. Their guiding documents then are their respective Industrial
Agreements, and the Statutory Authorities Act. Neither of these documents .
however’ attempt a statement wbout the concept and approach’ ulth respect to ' e
personnel management. ‘The phllosophy, such as it'is then, emerges out of’ day f"
to day activity. The environment within the utility manifests the traditional
bureaucratic authoritarian principles, downward communication,.and. highly -
centralised decision-making. Discussions of public burcaucracy identify
these as characteristic of civil service organisations.

UL

o R IR LTI

L T T T e R

The Machlnery established to service thk- public utilities, evolved out.
of the tradltlonal ClVll service, and’ continues t6 be wedded organlcally to. . u
it. There has been no attempt to develop any new’ gu1de11ncs for the publ1c :'_m_,
ut111t1es. L '

The other public sector organisziions, while not buing tied to the’
Statutory regulatlons uave also not developed any philosophical positions
with respect to the ‘Auman resource. A few of the larger publlc ‘sector ‘
companies have" developed personnel manuals. Even where these have been
developed” hOHéver,_they have terided to'concentrate’ more ,on out11n1ng
procedures, rather ‘than developlng some new approaches. to the management of _
their workers. There has been no attempt to look at the relationship of workers’
to the decision making process and no framework within which communication -
flows would be’ 1mproved. Here too, therefore the operatlng ph1losophy 1s
one of rigid author1tar1an15m. Lﬁ:q“. L _ o L L

In the absence of a personnel phllesophy which identifies the development
of man, as the’ central focus of operatlon, the organlsatlons contlnue to
foster’ alienatlng work env1ronments._ ‘fhe state machlnery has further '
entrenched an env1ronmcnt which removes the incentive to develop more
meaningful personnel phllOSOphles-‘ Not only does labour législation make
it d1ff1cult for legal strlkes to take place, ‘but th1s has been further

; .

+ See carlier section on Personnel Management — An Overview.

T
ot . . R L
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.bolstered through legislation which has made a number of serpvices essential’

sérvices. Strikes by:workers in essential services are outlawed. These
include Water and Sewerage Authority Services, and Airline Services..— ‘both: .
of which fall within the ambit of the public sector. Workers therefore are
constrained :in the avenues which:they may express discontent. With such,
legal protection Management see no urgency to change any of their approephes

.to personnel management.-. The state machinery therefore becomes an important

weapon operating against the development of more humane personnel philosophies.

Moreover, none of the monitoring or regulating agencies include a _
personnel audit in their evaluation procedure., Managers therefore are not

‘called upon to account for the development morale, or attitudes.of workers

w1th1n thelr organisations.
MANPOWER PLANNING

There exists no concerad and ongoing system of manpower planning in
the public sector. While all the utilities, and many other public sector

-companies have Jjdentified shortages. of manpower in certain key areas, there .

is very little continuous forecasting of needs, and no consistent planning
machanism which would seek to 1dent1fy approaches to' meet projected :manpower
needs. - L T . : S

Indeed one publlc utility in Justlfylrp its lack of plann1ng generally
noted that the company abandoned the idea of five year development programmes,
because. the company "is in, and is probably the only Statutory body or public
ut111ty whlch is in fact in competition™.+ . S s . .

Other publlc sector off1c1als Llamed the lack of,plannlng on the extreme
state of ‘uncertainty within which they operate. - It was noted that in'‘the _;r
absence -of clear government -plans, it was difficult to develop organ1sat10na1 .
plans. This undoubtedly is a valid ground.for concern. .. -~ ... .::.:

The absence of manpower planning makes recrui tment exercises haphazard and
ad hoc. Indeed the organisational and job analyses which should accompany, L
organisation’s manpower plans are also absent. .These analyses would serve
to identify jobs within the organisations; they would develop.job descriptions
and job :specifications, - ,all of which ought to form the basis:for recruitment,
and selection. ... . . .- SRR . . ’;;rg~gvh. R

In the case of the public utilities the office of the Chief Personnel
Officer. is responsible. for- this function in respect of menthly. paid,staff.

All of therutilities. however have.inadequate job descriptiems.and job .
spec1f1cat10ns. In the -absence of these:it is clear that h1r1ng dec1s1onsﬂ: .
will. be made on non. Job related crlterla.“ - : e Sow e

L

+. Statement of a Public Transport Service Corporation representatlve
“at Conference ofi . Publlc Utilities. 30 June 1977.
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In: one public - utility,.and:two. other public: sector! compan1es job
evaluatlon exercises. have:recently beén. undertaken. This exerc1se w111 prov1de
the necessary job. descr1pt10ns and spe01f1cat10ns. oo S e

wh ey ¥ R 8 L S T SR S A,

Clearly the hlstory of h1r1ng into these organisations' in' the past- had--:
littlé to.do with the demands-of the job, and .the ability:of:recruits'to
perform.them. . Indeed the-history of .appointments of' many -whoi-are now’in
senior, positions,will;make them-reluctant to;agree.to a-réevision'of any ' 9
manpower planning system. -

, .pu---* T TR ,‘lzﬂfm . r-m' ﬂﬂ“z;:.ﬁ : 3 FEA AN

The absencezof .rational- approaches to.manpower:: plann1ng mustalso’
affect. the”organlsatlon of- training within:the .organisations. ®'Training- ‘*ﬂf"'
decisions ought to be based on an analysis of who needs' what:training.- ' ~¢ -
This review however demands a clear perception of the requirements of dlfferent
jobs, and of the ability of incumbents to perform the jobs. -Traininglin’ =7
most cases now therefore is an ad hoc arrangements, where selection of people
to be trained is. based en:cach:'spurious.criteria ass: "whose turhiig- it (¥or
a trip?!:_ "Who:can; WG spare?' or.!!Who do:we:need to: get rid of ‘for a while?" -}

The planned development of people.din:;.the organisation is’ therefore non—exzstant.

. ,-l.---.-.n.l‘-. --,--..» . R Y .?..-‘5"" [ ‘:,i EIREs TN I ,."_-x . f,-, [ B

L,In‘addltl,on to thls, decision. to: send workers“to :training. courées mastie .
be channelled through the Civil Service training committee. This centrali<i' -2
sation not only slows down decision making, but removes from ‘managers the
real ; euthor;ty to:-plan tralnlng $chedules’ S~r wmrkers«ln their: organrsatlons.
R L ORISR m}nf ooy Leeb it o T AT R FE T A s
-:The absence of -such. systems swould aluo make it defxcdlt-tQ develop"\
meanlngful employee appralsal systems. 'Appraisal:system.ought to be orientéd:
towards the development of the workers. This however also needs a notion
‘of what the .worker .qught to:be able to do, which would permit meaningful ¢
obJectlves to be ;set, agalnst which performance may be:measured.. Without ‘' ‘%
these. performance méasures stéreo=typed confidential ‘report formis are ‘used, -0
which really fail to provide the worker.with a yardstlck ‘to ‘measure hisg -0
real development.

ESTIRE PR

[

PERSONNBL INFORMATION SYSTEMS T P R

'_\,. iy ' i +

- Ihere is noe - really organised personnel information system for:the public '
sector., Such a .system which would provide current: information on workers::
ab111t1es, promotability, special talents and skills etc., ought torbe '~
avallable to fac111tate maxlmum utlllzat1on of available :kllls. ’

Lo ,v‘\ co Ty e RO S S wos o et g . .
The developmeut of such a. system would necessitate on-going personnel
research. Even .as the public.sector has expanded:there has beenh noattempt
to do any: personnel research:; work. : This .research:work!would be imporfant'nbt :
only to provide a personnel inventory, but: would ‘also concern’ itself with morale
and attitude surveys. There is also the need to investigate job design and
organisational structures, and their effects on productivity, attitudes etc..

i

L]

The publlc sector is’ proceedlng therefore wlthout the baszc data 1t needs
to construct personnel polities which will’ ensure eff1c1ent ‘and effect1ve
operation.
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CONCLUSION

-

Historical forces have clearly shaped the approaches to personnel
management in both the public and private sector. A review of personnel
management in the private sector also reveals a.contempt for the mass of .
workers. Most private sector organisations also fail to develop peérsonnel” ’
manuals, the manpower planning is also non—existent, their management styles
alsc ‘authioritaridf.: BEMEE R TN o e P

The new bureaucratic elite, managing public sector enterprises, like -
their private‘sector equivalénts;’havérhot moved to change:existing management.
styles. - This mafagerial’ class evolving: as it does out of traditional public
service bureaucrady may feel:michmore secure with the centralisation, and
non-participation which now characterises personnel policies in the public
sector. It is critical to note therefore that any change must-entail . ° Q
‘structural’ ds ‘wel) ds personnelichange:’ The development of. any:new personnel '
philosophy will have te deil.with the dévelopment of a new man to execute it.
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