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Preface

This report is a pioneering effort to assess capacity levels of the treasuries of Balochistan
in terms of professional competency and organizational arrangement. It is a first step towards
the development of a structured training material for capacity building of the treasury
employees. Presently, the treasuries functioning under the Provincial Finance Department do
not have any organized facility to provide professional and technical training to their personnel.
It was with the special initiative and efforts of the Finance Secretary that part of the treasury
officers and staff were trained in the local training institutions including Pakistan Audit &
Accounts Academy, and National Institute of Management. Some foreign funded programs like
BRMP (Balochistan Resource Management Program) have also been conducting short training
courses for treasury officers and staff. However, without proper training needs assessment and
activity based capacity development, the training sessions have not contributed to professional

development of the employees.

For efficient operation of the treasuries, it is imperative that regular training programs
for general capacity development and promotion related examinations are conducted in an
organized manner. However, training is just one aspect of the overall problem. Efficacy of
training reforms is contingent upon other reforms for good governance of all organizations. This
report is focused on highlighting the main gaps in the functional competencies and identifying

training areas for capacity development of treasury personnel.

The training needs analysis of treasuries has been accomplished in the virtual absence of
any formal training arrangement or methodology which could conveniently serve as guideline
for the study. The most important challenge was to address the problem of lack of knowledge
about the rules of business, the legal mandate, and the prescribed procedure for treasury
operations. This is evident from the unbridled mode of operations in which the treasuries do not

even have any checklists for discharging the highly accountable function of public payments.

The prime usefulness of this report is identification of the major problem, i.e., serious
lack of awareness and capacity about professional matters. The report also includes a training
manual which can be utilized to plan and implement training programs for professional
development of the treasuries employees. This will help in making the treasury operations
efficient, accountable, and effective, leading to proper management of meager financial

resources of the Government of Balochistan.
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Executive Summary

Executive Summary

Sponsored by the AGRPB Project, Govt. of Balochistan, this report assesses capacity of
the existing treasury organization (District Accounts Offices) of Balochistan at the
environmental, organizational, and employee levels. The study has special insignificance in view
of resource constraints of the Province which necessitates prudent financial management. The
main problem faced in this research is that there is no baseline data about the main variables of
interest. There is no organized training arrangement for professional development of the
employees, performance standards have not been prescribed, and the organizational mandate
is not explicitly stated. Therefore, the empirical evidence of this study had to be derived from
attributes like examination of treasury operations, discussions with treasury employees and

major stakeholders, document analysis, and analysis of the views of Subject Matter Experts.

The core issues related to capacity building of treasuries include legal mandate,
organizational structure, manpower management, financial reporting risk, change management
and accountability. These are the key perspectives which influence performance of treasuries
apart from professional capacities of individual employees. Similarly, engagement of the major
stakeholders is important for ownership of the service delivery by treasuries. Professional

training is therefore just one of the prerequisites for capacity development.

Among the major stakeholders, AG office has observed serious problems in compilation
of monthly accounts emanating from the treasuries. A large number of deviations from the
norms of financial regulations by the treasuries have also been recorded. These inadequacies
are mainly attributed to the lack of accountability mechanism in treasury operations. The
problem is aggravated due to low capacity levels of the individual employees who are not even
aware of the consequences of deviating from the norms of financial discipline. The Collectors
have also expressed their concern about the general incompetence and weak internal controls.
However, weak accountability is also attributed to the non-performance of Collectors ¢ majority

of them do not conduct the mandatory inspection of treasuries.

Individual analysis of treasury employees shows that they are primarily deprived of any
formal training. Due to low academic and professional competencies, majority of the employees
are unable to perform the essential functions efficiently. In general, a very low level of

competency among treasury employees was observed during focus group discussions and
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Executive Summary
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interview of officers of three selected t NS I A dzZNA Sa® al 22NAGE 2F (K
the user-friendly questionnaire. Another aspect of the problem is that most of the treasuries do
not have the sufficient manpower to discharge their key functions. This is mainly because of an

irrational transfer/posting policy which has lead to concentration of staff at major stations only.

The existing working environment of the treasuries does not facilitate efficient
performance. Improper infrastructure and lack of monetary incentives for additional and
specialized activities like computerized processing of accounts are also responsible for slack
performance. Besides, there is no organized performance management system. The individual
performance reporting is not result-oriented, good performance is not rewarded, and

employees engaged in indiscipline and inefficiency are not penalized.

The main capacity gaps of treasuries include lack of organizational mandate and
enabling environment, weak management, employee de-motivation, lack of incentives for
capacity building, weaknesses in information management and accountability, and lack of
organized system for training and development of employees. Based on the gap analysis, a
generalized competency profiling of the treasury employees has been determined to highlight
the major skills required to perform critical activities. This has helped in identifying the main
areas where the employees need to be trained on a regular basis. Accordingly, a training plan
has been proposed on the zero-based approach, that is, it is assumed that no treasury employee

has received any kind of professional training.

To improve the performance of treasuries, some prime recommendations have been
made. The Finance Department needs to define its organizational mandate explicitly so that the
treasuries could identify their own objectives and the employees could be engaged on goal-
based activities. There is a need to reorganize the treasury setup by resolving the conversion
issue (treasuries into DAOs). This will require decision at the policy-making level. Manpower
management is recommended to be rationalized and monetary incentives need to be awarded
to employees engaged in specialized activities. Other important measures include enforcement
of accountability besides reforming of professional aspects of the treasury service and creation
of enabling environment through provision of adequate resources and development of

infrastructure.
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Introduction

1. Introduction

Background
1.1.  Introduction of governance reforms in Balochistan has usually been hindered due to the
unique geographical and demographic peculiarities of the province. The Province has the
largest area with a lowest and highly scattered population density. The literacy rate is only
33% and almost 40% people live below the poverty line. The most serious problem in the
Province is the poor service delivery record. According to a social audit conducted
GKNRdzAK2dzi GKS O2dzyiNBE AY HnnmX GKS OAGAT !
delivery is the lowest in Balochistan. This problem is aggravated due lack of transparency
and accountability. Besides, the Provincial Government remains dependant exclusively

upon revenues of the federal government.

Significance of AGRP
12, ¢KS tNR2SOG da!aaraidlyoS ©OHAO0RDSNYI yOS 20ER
launched in 2007 by the Planning & Development Department Government of Balochistan
with the support from UNDP. The aim of the Project is to improve public service delivery
mechanism by overcoming the challenges being faced on account of the governance
reforms. The project aims include, strengthening and alignment of provincial and local
government institutions, improving access to information for effective decision making,
planning and monitoring at provincial and local government levels and encouraging

participatory local governance mechanisms.

1.3.  Toimprove the efficiency and effectiveness of governance at the district level the treasury
organization can play a key role in improving financial management. It requires
enforcement of accountability, transparency, the rule of law, public participation,
consensus orientation and responsiveness which ultimately ensure good governance the

management of public affairs.

Rationale of the Study
1.4.  One of the prime challenges of good governance in Balochistan is to reduce debt and
decrease unwarranted expenditures. Since a major proportion of the Provincial budget is

being spent through the district treasuries, a marked improvement in their operational
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efficiency is needed. One of the critical measures to achieve this is to develop a well
organized capacity development program based on a professional training needs

assessment. Presently, the Finance Department does not have any assessment tool to

ARSYGATE G(GKS SYLX 2@ S8 athereanyinethyinionyfar prs®r§ide a | y Ry SA ¢

or in-service training of the employees. As a first step, a comprehensive training needs
assessment is required to form a basis for organizing a training mechanism whereby
employees are provided continuous training for development of functional and technical

competencies.

Scope of the Assignment

1.5. Maintenance of efficient payment and receipt mechanism in compliance of financial rules
and regulations is a prerequisite for transparency and accountability in working of the line
departments, at the district level. This is only possible through professional development
of officers and staff working in the treasury offices. This study has been commissioned by
the Assistance to Governance Reforms & Practices in Balochistan (AGRPB) Project in order
to identify the capacity gaps of the treasury employees for preparation of a

comprehensive capacity development plan for the department.

1.6.  The assignment is primarily focused on capacity assessment of the treasury employees of
Balochistan, identification of capacity gaps and recommendations for institutional capacity
building, as a way forward for the Finance Department. A supplementary part of the
assignment is development of a training manual to serve as a guideline for capacity

building of the treasury employees.

1.7.  The training facility offered by PIFRA is excluded from this analysis since it focuses on the
automation of functions like payments and computerization of accounts. Besides, the
human resource specific training programs of PIFRA do not cover the professional capacity
building related to the main treasury functions, like handling of payments and receipts.

The domain of this report includes training of employees on professional operations only.

1.8.  The study is based on the prime assumption that other reforms like administrative
restructuring, development of infrastructure and establishment of accountability

mechanisms are undertaken by the Government.
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Objective of the Study

1.9. The main objective of this study is to prepare a training manual for the treasury
employees of Balochistan, on the basis of a capacity assessment study of treasuries
operating in Balochistan. The capacity assessment is to be conducted through focus group
discussions, individual interviews, and meetings with Subject Matter Experts (SMEs) and
the major stakeholders. The aim of this exercise is to determine training needs of officers
and staff working in the treasuries of Balochistan and to identify the capacity gaps in their
professional competencies. This will serve as a basis for development of a training manual
for their capacity development which is one of the prerequisites for efficient operations

and a rewarding career for treasury service employees.
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2. Methodology

2.1.This is basically a descriptive study in which the main variables of interest include
professional competencies, practices in similar organizations, feedback of the major
stakeholders and input of Subject Matter Experts belonging to professional
organizations like AG office and Finance Department. Qualitative characteristics of
these variables have been used to assess the capacity levels of officers and staff of the
treasuries of Balochistan. The approach for capacity assessment of treasury employees
is primarily based on the methodology prescribed by the UNDP'. The three main
capacity levels ¢ the enabling environment, the organizational, and the individual have
been categorized in terms of institutional arrangements, knowledge, management,

and accountability.

Defining the Capacity Levels
2.2.In general, key capacities include competencies that permit individuals, organizations or
societies to develop the ability to set objectives, plan strategies and implement them.
They help in establishing regulatory frameworks through sound management and
monitoring of results. The underlying capacities that lead to effectiveness of
operations include self-esteem, communication skills, amenability to change, and

knowledge networking. The key capacity levels relevant to this study are as follows:

Enabling Environment
2.2.1.This comprises of overall policies, regulations and norms, and modes of operation
prescribed by the Government. It also includes infrastructure and the

organizational culture.

Organizational Level

2.2.2.This is basically internal working environment of the administrative setup and
service structure. It is comprised of the Finance Department and its constituent
units, i.e. treasuries, and mainly involves job analysis, delegation of financial and

administrative powers and the prescribed procedures.

! UNDP Practice Note: Capacity Development.
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Individual Level
2.2.3.1t reflects the professional capacity of treasury employees including knowledge
and expertise. Knowledge includes creation, absorption and diffusion of

information and expertise towards effective development solutions.

Research Design
2.3.Since this is essentially a qualitative research, the following indicators have been
identified to assess capacity, hihghlighty the capacity gaps and conduct training needs
analysis of the target group, i.e. treasury officers and staff. Ranking and qualitative
evaluation of these indicators will form the benchmarks against which to measure

capacity.

a) Knowledge of the main objectives and functions.

b) Knowledge of the rules and regulations.

c) Feedback and comments of major stakeholders.

d) Comments of Subject Matter Experts (SMEs).

e)ResearcK SNDa (1y26ft SRIS YR SELISNASYyOSO®

2.4.In terms of the UNDP guidelines, following are the prime aspects of research design:

Capacity for Why?

2.4.1.The prime owner of the assessment is Finance Department under which the
treasury offices are administered. Other major stakeholders include the District
Coordination Officers, local government authorities and the executive
departments, who are clients of the public service delivery of treasuries. The main
objective of the exercise is to facilitate efficient operations in treasury officers
leading to sound financial administration and good governance at district level.
This will be achieved by developing a common understanding among the major
stakeholdersaboutA RSY GAFAOF GA2y 2F GKS 2NBFYyATFGA

the capacities that need to be developed in the treasuries.

Capacity for Whom?

2.4.2.The target group for capacity assessment of this study comprises of officers and

staff of the treasuries of Balochistan. Performance of members of the target group
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will be evaluated on the basis of their knowledge and skills relevant to the treasury
rules of business as well as the expected roles and functions of a typical DAO
operating in the other provinces. The latter will be considered as one of the
measures of the benchmark for gap analysis. The rationale for selecting the DAO
as a benchmark is that ultimately the treasuries of Balochistan will get
transformed into DAOs, to meet the requirements of countrywide accounting and

reporting standards.

Capacity for What?

2.4.3.The study aims at assessing the professional and personal skills of officers and staff
engaged in delivery of public service through treasuries. This will form the basis for
development of their professional competencies to conform to rules and
regulations governing financial administration at the district level. The desired
functional capacities include the ability to perform the payment function, handle
government revenues, and prepare accounts according to the prescribed

standards.

Data Collection

2.5.The main attributes of data for conducting capacity assessment, gap analysis, and
training needs assessment, adopted in the study include organization and document
analysis, person analysis, interview of major stakeholders, examination of existing

training resources, and impact analysis of change management.

Organization and Document Analysis

2.5.1.0rganization analysis involves institutional capacity assessment and study of the
structure, mandate, objectives, and functions of treasuries. Document analysis
includes study of the Treasury Rules, GFR, CGA regulations, Account Code, NAM

Manuals, Audit Manual, LGO (Local Government Finance), and C 5 @séructions.

Person Analysis

2.5.2.This was done through focus group discussion during the preliminary survey and

individual interviews through structured questionnaires. Analysis of job
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description was done through individual interviews, self-assessment by treasury
officers, I dz(i K2 NQ & ard @bmarin dfir@ashry functions of Balochistan

with DAOs of the other provinces.

Stakehol dbmecks 6 Feed

2.5.3.The purpose of engaging the major categories of stakeholders was to get their
feedback on treasuries performance and also to ensure that the ultimate capacity
development activities are well adapted to their needs. It also aimed at promoting
ownership of the intended development of treasury employees. The stakeholders
engaged in this study include, Finance Department (Administrative Authority),
Commissioner/DCO (Collector), and AG Office (Accounting Authority). Special
feedback and comments were obtained from three major stakeholders-cum-
Collectors, including Commissioners of Loralai, Sibi and Nasirabad Divisions,
through structured questionnaires. However, a serious hindrance in engagement
of all stakeholders was that the treasuries practically function in isolation and their
linkage and coordination with partner organizations like AG offices and district

government authorities is virtually absent.

Training Resources

2.5.4.A preliminary survey of the existing training resources reveals that there is virtually
no form of training mechanism for employees of the treasury service. Haphazard
training sessions are usually conducted at the outsourced training facilities
including Pakistan Audit and Accounts Academy and the National Institute of
Management. The only organization which offers professional training in public
accounting is the Audit & Account Training Institute, Lahore which conducts long-
term courses that lead to the Pakistan Institute of Public Finance Accountants
(PIPFA) certification. The AATI also conducts short courses for professional
development. The Institute is a countrywide network providing professional
training in public financial management to both accounting and executive arms of

the government. It has recently revitalized its syllabi and learning methodologies.
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Impact Assessment

2.5.5.This aims at studying the impact of change management initiatives like the ones
facilitated by PIFRA. Study of the outcome of PIFRA support provides ample
evidence of 1 KS (G NBI adz2NASaQ OF LI hlkylkadoptyiewli SN¥ya 2 7F

products and processes.

Layered Approach

2.6. A multi-layered approach was adopted for collection of primary data from a deliberately
selected sample of three treasury offices from the total of 30 treasuries. These include
TO Quetta whichis I a-4B FYSy (¢ G NBI a dzMas elaticely aigh a KAy @6 KAO
capacity level of employees, and TO Loralai, which has a very low capacity level. As a
first step, a preliminary survey of the three offices was conducted in which focus group
discussion were held with the key officers. In the second step the treasury officers
were asked to fill a structured questionnaire. The final step involved seeking of
comments and feedback from SMEs and key stakeholders through personal interviews
and discussions. Besides, personal observation and analysis of the key indicators of
treasury performance and competencies was conducted to corroborate data gathered
from interviews and focus group discussions. This was based on the | dzii K 2 N &
professional interaction with the officers and staff of 13 treasuries where PIFRA labs
have been established for introduction of computerized functionalities like online

accounting and computerized payment processes.

2.7.For comprehensive analysis of the allied matters like accounting and training of
employees and identification of key professional deficiencies, professional input was
obtained from Subject Matter Experts (SMEs) including belonging to AG offices and FD.
This helped in compilation of vital data about the existing capacity levels which was
otherwise difficult to obtain due to the general lack of awareness and low professional

competencies of the treasury officers.
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3. Core Issues of Capacity Assessment

3.1.The main issue in the performance of treasuries organization in Balochistan is that
because of their low capacity levels, they are unable to fulfill their legal mandate
defined through the varied instruments of the Constitution of Pakistan, CGA
hNRAY I yOSsE CAYylyOS 5SLINIYSYyGiQa LINRLRASR
D2 @S NJ5 WiéngipfeQof Economic policy. Lack of enabling environment and
inadequate human resource management has further aggravated the problem of low

capacity levels, adversely affecting the overall performance of treasuries.

Legal Basis of Accounting Function

3.2.The Constitution of Pakistan provides the legislative basis for financial management in
the Federal and Provincial Governments. It defines the main provisions regarding
maintenance of accounts of the Consolidated Fund and the Public Accounts according
to the annual budget statement but does not prescribe any accounting methodology.
However, Article 170 delegates this responsibility to the Auditor-General and requires
GKFG aiaKS | O002dzyia 2F GKS CSRSNIGA2Y | yR
accordance with such principles and methods as the Auditor-General may with the
FLILINR @€ 2F GKS t NBaAaARSYyd LINBAONROSE ®

3.3.The Audit and Accounts Order, 1973, provides for the types of accounts to be
YEAYOGFIAYSR® LY wnnmI GKS D2 @S Nihotiyidm RSOARS
GKFG 2F ! dzRAGAY3IET OGN YAFSNNAYy3I GKS |

(@
)

preparation and maintenance of government accounts and authorization of payments
and withdrawals against budgetary provisions. The CGA organization is thus
responsible for the functions of pre-audit payments and preparation of initial

accounts.

3.4.The CGA is entrusted with preparation of financial statements of the federal and
provincial governments, in terms of the NAM to conform to the Internationally
Accepted Accounting Standards. In this regard, PIFRA is providing the requisite
facilities including, infrastructure, training and other resources for implementation of

NAM. With promulgation of the Local Government Ordinance, the Auditor-General has
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prescribed” the form and procedure for maintenance of Local Government Accounts.
In brief, while the CGA is responsible for maintenance of accounts and payments, the
Auditor-General is authorized to prescribe the form and procedure for maintenance of

accounts.

Mission & Mandate

3.5.The prime mandate of the district treasuries is to ensure that sanctity of the budget is
preserved while handling financial transactions in the most efficient manner, at the
district level. This is derived from the following set of mission statements are proposed

for the Finance Department, relevant to the treasuries organization:

e To ensure budget optimum utilization of the meager financial resources in
accordance with the political mandate. The treasuries are required to comply with
financial sanctionsrad budget releases.

e To ensure collection of meager provincial revenues with due care and regularly
analyze the provincial contribution for realistic budgeting. The treasuries are
required to ensure proper collection and recording of all receipts withiir the
jurisdiction.

e To manage financial resources effectively and efficiently and to promote prudent
practices in the government. The treasuries should ensure thdt payments are
adequatelybackedup by the relevant rules and regulations.

e Toserveasthe Pr2 AYOALf D2@SNYYSy iWaasuryBficsi§S FA a0l f
should act adinancial advisoifor all executing agencies operating at the district
level.

Principles of Economic Policy

3.6.Another basis for financial administration mandate of the Provincial Government can be
RSNADPSR FNRBY GKS Gt NAYOALX S&a 2F 902y2YAO t2¢
meeting held on March 15, 1997. The objective of the policy is to achieve prosperity
and progress of the people of Balochistan and to attain the highest possible level of
development of the Province through optimum utilization of the resources available

and enforcement of appropriate policy measures, financial discipline, and balance

? Local Government Accounts Manual (Auditor-General of Pakistan), April 2003.
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inter-sectoral and inter-regional development. These Principles also entail that the

Provincial Government will endeavor to reduce and eliminate wasteful expenditures in

the non-development as well as development portfolios, besides inculcating financial

and administrative discipline at all levels of the Government autonomous bodies under

the Government of Balochistan®.

Institutional Arrangements

Organizational Setup of Balochistan Treasuries

3.7.Finance Department Government of Balochistan is the custodian of Provincial financial

and deals with budgeting,

resource management, financial

regulations, and

administration of treasuries. Under auspices of the Finance Department, the treasuries

(termed as District Accounts Offices) of Balochistan are mainly engaged in making

payments and handling receipts, on
behalf of the Federal and Provincial
Governments. The Treasuries are also
required to prepare and submit initial
monthly accounts to the concerned
AG offices - Provincial AGs in case of
Provincial accounts and Sub-Offices of

AGPR in case of Federal accounts.

Treasuries Re-Organization

3.7.1.In 1965, the first step for re-
organization of the treasuries was
taken. It was decided in a
meeting® of the Secretaries Sub-
Committee that the treasuries are

to be re-organized gradually for

Functions of DAOs (Pay & Accounts Offices)

a) Pre-audit of all personal claims employees.

b) Maintenance of GP fund accounts of employees.
c) Disposal of pension claims.

d) Maintenance of deposit registers.

e) Payment of various civil and permanent advances.
f)  Monthly accounting of payments & receipts.

g) Local audit of accounts of the disbursing officers
h)  Custody of money, stamps, and other valuables.
Organization of DAO Sections

1. Pre-audit pay Section.

2. Audit Sections ¢ Establishment, Contingencies.
3. Audit, Miscellaneous Audit, etc. (non-gazetted).
4. Fund Section.

5. Deposit Section.

6. Compilation Section.

Source: DAOs Scheme notified vice Comptroller
Auditor General of Pakistan letter No0.369, datd
16/8/1965, addressed to Secretary Finand
Government of Wst Pakistan.

® Principle of Economic Policy: Government of Balochistan.

* The Auditor-General of Pakistan, District Accounts Office Scher2600.
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establishment of Pay and Accounts offices. The re-organization was proposed to
be done on the pattern proposed by the Comptroller & Auditor-General (having
the constitutional mandate to prescribe the manner of accounts). The functions of
the Pay and Accounts offices included pre-audit payments, compilation of monthly
accounts of payments and receipts, and other miscellaneous functions. Staffing of
the Pay and Accounts offices were to be drawn from Pakistan Audit Department

(the relevant function was later transferred to CGA) and the treasuries.

372LYy MdTnasz (K SstabliShiBglREy Al ACcBuyitd Gffice® Was réplicated
in all treasuries of Punjab, Sindh, and NWFP, with the exception of the Treasury
Offices at Provincial Capitals. Termed as the District Accounts Offices Scheme,
Treasury Offices of the three provinces havS 6 5SSy O2y@SNISR Ayi2 ¢
1 002dzyia hFFAOSa:d HAGK RSOSYyGNIXftAlTrilAzy 27
(including payment of payroll, GP fund, pension and preparation of monthly

accounts).

3.7.3.However, for practical purposes the DAOs scheme has not yet been implemented
in Balochistan due to strong resistance by the Treasury Association. Only the
Yy2YSy Ot GdzZNB 2F AG¢NBlF adz2NE hTFFAOSNE KI
grading the post from BPS-17 to BPS-18. Except for sustenance of a model DAO

Q¢
(@]
w
w»
<

Office at Uthal, the prime functioning and administration of treasuries remains the
same. Another reason for non adoption of the DAOs scheme in Balochistan is that
2T aRdzZ-fAde 2F O2yiGNRfte¢d Ly OFasS 2F (GKS 240
Sindh, 10% of the staff posted belong to the CGA organization (AG offices). The
remaining staff comes mainly from the treasury services under the provincial
finance departments. These provincial offices serve under the technical
supervision of the AGs who are responsible to the CGA; but treasury staff is
answerable to the Finance Secretary of the relevant province. It is thus feared that
the element of duality of control over the accounting staff may pose a problem of
administration and authority in case of Balochistan as well when treasuries of the

Province are converted into DAOs.
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Treasury Functions

3.7.4.The main functions of the treasuries include payments of personal, contingent,

and miscellaneous claims and accounting of all government transactions.
Treasuries are also responsible for some miscellaneous functions like sale of
stamps, custody of valuable items and revenue collection. After formation of the
district governments, the treasuries are also required to submit monthly lists of

payments and receipts of their respective districts to the concerned AG offices.

¢KS GSNY aSEA&GAY3I TFTdzyOlrazyaé KIFLa 0SSy dz

the organization is almost in a state of transitioni 2 G KS &5 A & G NR O
involving the additional functions of professional accounting and delegated
authorization and payment of personal claims like pension and GP Fund. This study
therefore emphasizes on the prescribed functions of a virtual DAO rather than
existing traditional structure of a Treasury Office. The functions of a typicalDAO
of Sindhgiven below provide a standard for the prospective assignments of the

treasuries of Balochistan.

PAYMENT OF PERSONAL CLAIMS: SALARY/TA, GPF, & PENSION

e.

f.

Pre-audit payments of all personal claims of Government employees.
Maintaining of personal files and audit register of gazetted employees.
Maintenance, finalization of GP Fund accounts of Government Employees.

Payment of pension claims of Government employees and post audit of pension
claims paid by National Banks.

Verification/fixation of pay of non-gazetted employees.

Maintaining scale audit register.

PAYMENT OF CONTINGENCIES

g.

Pre-audit payments of contingencies of Government Departments.

PuBLIC WORKS EXPENDITURE ACCOUNTING

h.

Controlling and endorsing PWD cheques to NBP for payment.
Monitoring of PWD Deposits.

ADVANCE/IMPREST PAYMENT ACCOUNTING

J-

Maintaining SDA (PLA) records of autonomous bodies and authorizing payment on
authorities issued by AG Offices.
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k. Post audit of SDA.
[.  Monthly Accounts

m. Classified compilation of monthly accounts of Federal, Provincial and District
Governments and submission of the same to the concerned AG offices.

n. Reconciliation of expenditure and Receipts with the D.D.Os.

0. Reconciliation of cash of Account-IV (District Govt. Account) with NBP.

MISCELLANEOUS FUNCTIONS
p. Custody of money, stamps, and other valuables.

g. Refund of land acquisition and stamps.

375! FUSNI O2yBSNBAZ2Y Ay 2ies will betotn& partidt e SEA &G A Y 3
decentralized structure of the AG Office. The additional functions of treasury
offices will thus include payment and authorization of personal claims like GP Fund
and pension and classified compilation of monthly accounts. Capacity building of

treasury manpower will therefore have to be focused on the new roles as well.

Regulations Governing Treasuries

3.7.6. The main regulations governing treasury functions include Treasury Rules,
General Financial Rules, Account Code, and NAM manuals which constitute the
main rules of business. Other regulations include delegation of powers, FD and

CGA regulations, and Local Government (Finance) Ordinance.

Manpower Position

3.7.7. Sanctioned vis-a-vis posted Hierarchy of a Typical Treasury
Treasury/District Accounts Officer: B-18
strength of treasury Q
offices/staff of 11 districts Assistant Treasury/District Accounts Officer: B-17
Q@
shows that there is insignificant Assistant Accountant: B-16
. . Q@
variation between the required Sub-Accountant: B-14
VAL GF2NXYE € § @

Assistant Computer Operator: B-12
manpower. However, in reality

k Supporting Staff: Class-IV

there are marked disparities in
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like Quetta. Low capacity levels and inappropriate placement of manpower are

therefore the main issues of manpower management.

Recruitment Rules

3.7.8.The main features of Balochistan Provincial Treasuries and Accounts (B-16 and

above) Service Rules, 2008 are:

a) Age limits for appointments is 18-30 years subject to Government relaxation
policy and members of the Service shall be liable to transfer anywhere in
Balochistan. However, in reality, majority of the postings/transfers are made on
political recommendations rather than on real needs basis.

b) Prescribed conditions for promotion/recruitment are as follows:

Post

Minimum
Quialification

Method of Recruitment

Chief Inspector of
Treasury &
Accounts (B-19)

By promotion from amongst Inspector
of Treasury & Accounts Officers/District
Accounts Officers having 7 years
experience in B-18 on seniority-cum-
fitness basis or by transfer from DMG,
BCS, BSS Officers.

Inspector of
Treasury &
Accounts/District
Accounts Officer
(B-18)

By promotion from amongst Assistant
Inspect of Treasury & Accounts
Officers/Assistant District Accounts
Officers (B-17), having at least 5 years
experience in B-17 and passing of
Departmental Examination.

Assistant Inspector
of Treasuries &
Accounts/Assistant
District Accounts
Officer (B-17)

M. Com or MBA or
Subordinate
Accounts Service
with 3 years
experience in
accounts

50% by initial recruitment.

50% by promotion from amongst
Assistant Accountants having 7 years
experience and passing of Departmental
Examination.

Assistant
Accountants (B-16)

B.Com/Graduates in
Economics or
Statistics

25% by initial recruitment.

75% by promotion from amongst the
Sub-Accountants (B-14) on seniority-
cum-fitness basis.

3.7.9.The main problem with the induction policy, for B-16 and above employees, is

that the Rules do not prescribe minimum qualification for B-18 and 19 positions.
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Similarly, the Sub-ordinate Accounts Service (SAS) requirement actually means
passing of the departmental examination and no professional training is
O2yRdzOGSR F2NJ 0KA& Wl dzl ftHe AuliDandiAtcaupt) | & LINB G
Service employees. Except for passing of the departmental examination, the
element of capacity development in the process of horizontal mobility is therefore
missing. The employees are thus progressing in an environment where there is

virtually a training vacuum

3.7.10. For recruitment of supporting staff, i.e. B-15 and below, a draft set of service

rules is in the process of administrative approval, with the following main features:

a) Lower age limitshallbe 18 yearst Y R (1 KS dzLJLJISNJ I 3S fAYAGZ dl &
D2OSNYYSyd FNRY Hoivéver,Sin réaity, niajpritySaf dhe
postings/transfers are made on political recommendations, leading to
unwarranted concentration of staff at major stations like Quetta.

b) Two new cadres, including Stenographer (B-12) and Junior Clerk (B-7), have
been added to the category of supporting staff. These are unnecessary because
by virtue of the specialized nature of activities, treasuries need staff with
professional competencies like payment accounting and IT skills and there is no
scope for the traditional typing or shorthand work.

c) Prescribed conditions for promotion/recruitment of supporting staff relevant
and important to treasury operations only, are as follows:

Post Minimum Method of Recruitment
Qualification
Sub-Accountant | Graduate from a 100% by initial recruitment.
(B-14) recognized University
Computer ICS or 100% by initial recruitment.
Operator (B-12) | intermediate/one
year Computer
Diploma

Postings/Transfers Dilemma

3.7.11. The administrative authority for posting and transfers is the Finance Secretary.
However, there have been regular interventions by the Provincial Ministers,
specifically in cases where reallocation of manpower is required by the

administration. As a striking example, adequate staff with professional and
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technical competence could not be posted at Chaman Treasury, since July 2008,

despite several attempts of Finance Department to relocate staff from other

treasuries having surplus manpower. Similarly, a large number of Sub-Accountants

KIS 0SSy al Gal OKSR the ldstimore thaB dné year, GinsdS | & dzNE =
Yy202Re A& aeéAft Ay 3§ocritica defwiéniydaf Sanpower. Fhé I G A 2 y &
problem is further aggravated by the existing law and order situation due to which

majority of treasury officers and staffs are actually not in a position to sever in

remote areas. One way to resolve this issue is to recruit additional manpower

from each station and make them serve locally. However, this may further result in

two problems. First, experienced manpower will still not be available in the

remote treasuries. Secondly, in view of the current wave of rural-urban migration,
AYGSNBSYyGA2y 2F (KS aAiANIBGBENIESYWEL 28 ARKS
recruited staff to the desirable stations of their choice where the treasuries are

already have surplus manpower. Therefore the only way to resolve this problem is

that the Provincial Government authorities, at the highest level, may adopt and

implement a judicious transfer and posting policy, free of extraneous influences.

Financial Reporting Risk

3.8.0ne of the key financial management risks for the Provincial Finance Department is
inadequacy in financial reporting which is mainly attributed to inaccurate and
incomplete data emanating from the basic accounting units, mainly comprising of
treasuries. This is mainly because of across-the-board weaknesses in accounting skills,
O2y(iNRfazx LINPOS&aasSazr FyR AYFNI &adNHzOG dzNB o ¢
be fully recognized without preparation of accurate and reliable accounts by the
treasuries. Implementation of PIFRA in the Province is constrained mainly due to lack
of capacity in the treasury offices. The performance of treasuries has thus remained a
matter of concern for the Provincial Government authorities, specifically in terms of
accountability and disclosure of accounting information. Inspection of treasuries is not
being conducted as prescribed in the Treasury Rules and due to the absence of any
accountability framework, a large number of treasury accounts are excluded from the

monthly civil accounts prepared by the AG offices.
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Change Management

3.9.The Government of Pakistan has A y 4 N2 RdzOSR | abSg ! O02dzyiAy3d a
transform the traditional accounting system Ay O2y ¥F2NXA (& 6AGK GKS dalLy
I OOSLIi SR ! OO2 diffelniin yffhis tefdidh i tO énduie fhandatiiscipline
in the handling of public money through proper maintenance of accounts in an
efficient and timely manner. In this regard, the Project to Improve Financial Reporting
and Auditing (PIFRA) was launched during 1996-97 for reengineering and restructuring
of the budget preparation process, account keeping, maintenance and consolidation of
accounts and financial reporting. The legal basis of this reform is the CGA Ordinance
according to which the accounting organizations (including treasuries) shall afford all
necessary facilities for efficient discharge and functioning of the office of the

Controller General.

3.10. In line with these objectives, the Project to Improve Financial Reporting and Auditing
(PIFRA), with approval of the Provincial Government authorities, initiated
development of PIFRA labs in the Treasuries of Balochistan. The aim of the system is to
make available country-wide accounting reports on an integrated computerized
network all over the country. In the first phase, 12 priority sites have been developed
with facilities including infrastructure, computer connectivity and training of IT related
resource persons. The labs are fully equipped to facilitate regular online transmission
of monthly accounts to the concerned AG offices. However, despite completion of 12
PIFRA labs, the treasuries have not yet been able to guarantee accurate and timely
transmission of monthly accounts to AG offices. Some treasuries have been able to
enter their monthly accounts data into the system. However, since the data entry of
monthly transactions is not being completed within the due dates, the monthly
accounts of such treasuries are being excluded from the accounts compiled by the AG

offices.

Modernizing Traditional Organizations

3.11. The problem with computerized knowledge networking of organizations like the
treasuries of Balochistan is that the entire focus of such reforms is to make the manual

operations efficient. Since the manual operations are not well-defined and the
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capacity of manpower is extremely limited, the process results in contradictions,

confusions and inconsistencies. Automation without re-designing of the traditional

operation system of treasuries is also creating anxiety and uncertainty among the

officers and staff. Therefore, instead of forcing the treasuries to engage in parallel

activities, we need to simplify the operations and build up capacity to adopt new

professional techniques conforming to international standards of payment accounting.

Part of the problem in breaking out of traditional operations is an attitudinal one. Too

much emphasis is being laid on computerization of activities and not enough in

building up the vocational skills of the employees through training and re-training®. A
AUGNR{AY3 SOARSYOS 27F GKAA-GRNSHN¥YIGiceSad & dAE i
will not be able to learn and implement the computerized payment system introduced

by PIFRA. Being unableto 2 LISNJ §S G KSANJ al dzi K2NAT SR NRf S
they will be depending solely on their subordinates by virtually delegating their

authority to the lower levels.

Accountability

3.12. In terms of Treasury Rule-39, Collectors/DCOs are the in-charge of treasuries and are
responsible for conducting periodic inspection of treasuries once a year to ensure
compliance of rules and regulations. This includes examination of government
property in custody of the treasury officers, ensuring regular submission of correct
accounts compliance of instructions issued by the AG or any other competent

authority besides detection of irregular practices.

3.13. Accountability of treasuries basically comprises of annual performance reporting of
employees, periodic inspection by the Collector, mechanism of feedback and
complaints by the client departments and frequency and results of audit and
inspections. If properly administered, it can also help in measuring the quality of
output and facilitate the decision-makers to take necessary steps for performance
improvement. The accounts of each treasury are required to be inspected one in three

years by the Audit (AG) Office. Treasuries which need special attention may, however,

® Proposition derived from Charles M. Savage, 5" Generation Management
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be visited more frequently. In that case treasuries should be divided into categories ¢
those requiring annual inspection and those requiring inspection less frequently.

Detailed instructions in this regard are given in Paras 710-721 of the Audit Manual.

3.14. Lack of accountability has far reaching implications for general performance of the
treasuries and primarily responsible for camouflaging of the exceedingly lows levels of
professional competencies of treasury officers and staff. This has resulted in a vicious
circle of incompetence. Virtual absence of accountability encourages traditional
LISNF2NXYIFyOST ol aSR 2y aLI ad LINI OGAOSatédod ¢KAA
service and on-the-job training arrangements leading to further lowering of manpower
capacity. Another problem is that except for clearing the promotion examination,

there exists no incentive to develop capacity.

3.15. Unfortunately, a misunderstanding prevails among the treasury officers that the role
of Collector is no more valid after establishment of the district governments. The
Provincial Finance Department has already issued express instructions to all DCOs to
conduct regular inspection of their treasuries®. Nevertheless, majority of the Collectors

have not yet fulfilled their legal obligation of inspecting the treasuries.

General Inadequacies

3.16. In general, the treasury organization does not demonstrate any clarity in reporting,
responsiveness and accessibility to all stakeholders. Another problem is that except for
books of financial regulations (including the DDOs Handbook) there exists no
arrangement whereby the stakeholders could be informed about the quality of
activities being delivered and what they can expect from the treasury organization in
future. There is no provision for stakeholder feedback and other performance

information to improve efficiency.

® Finance Department letter No. FD (S.0.XIl)-7-4/2006/1286-13, dated 12/6/06.
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4. Views of Major Stakeholders

4.1.Responses and comments of the major stakeholders including AG Office and
Commissioners/DCOs were acquired through a structured questionnaire as well as
personal interviews. The important feature of this class of stakeholders is that they
play a dual role of a client as well as the accountability agency. AG Office is a client in
the sense that the treasuries provide them with monthly accounts for incorporation in
the country-wide financial reporting. On the other hand, AG Office conducts periodic
inspections of treasuries to check compliance of rules and regulations for financial
discipline. Similarly, the DCOs in their capacity of a Controller,as defined in the
Treasury Rules, are required to conduct regular inspection of treasuries and serve as a
permanent check on their overall operations, including submission of accurate
monthly accounts. DCO is also a client of treasuries since all payments and receipts of

the office are handled by the later, at the district level.

4.2. A sample of three Commissioners/DCOs (Nasirabad, Sibi, and Loralai) was selected on
the basis on their extraordinary knowledge and experience about the dynamics of
financial administration and operations of treasuries at the district level. Similarly,
comments of the concerned Deputy Accountant General (DAG) of the Office of AG
Balochistan was obtained to analysis issues related to compilation of monthly accounts

and compliance of financial rules and regulations by the treasuries.

AG Office Perspective

4.3.From the perspective of AG Office, the following deficiencies are being observed in the

monthly list of payments and cash accounts furnished by the treasuries:

1) Improper Classification of Transactions: majority of the transactions are either
misclassified or they are simply recorded without any classification. Consequently,
a large number of accounting figures are included in the suspense account, as a
temporary arrangement. This creates great difficulties in reflecting true picture of
the treasury accounts. Another problem is improper compliance of the Chart of
Accounts. Figures of district transactions (Account-1V) are usually mixed up with

those of the provincial figures (Account-I).
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2) Non-Reconciled Accounts: The figures of cash accounts and list of payments are
not reconciled due to which there are substantial variations between receipts and

payments.

3) Non-Adjustment of Advances: Payments of advances are normally not adjusted
(recovered) from the salaries. This is a serious accounting anomaly and as it also

reflects misappropriation of public money.

4) Mismanagement of Assignment Accounts/SDAs: Payments usually exceed the
receipts recorded in this category of public spending. This is mainly because the
treasury officers do not play their monitoring role in the management of such
accounts. This could be attributed to lack of knowledge about the procedures

prescribed for the establishment and maintenance of such accounts.

4.4.1t has also been indicated that due to the virtual absence of a follow-up mechanism for
accountability activities, the payment accounting anomalies created by treasuries
usually remain unresolved, leading to an inherent compromise with the general
financial discipline. The following observations have been highlighted in the inspection
of a typical treasury. These indicate serious limitations in the institutional as well as
SyLX 28588aqQ OFLI OAlGe 2F (GKS GNBlFadaNE 2NBHFYATF G

a. In 80% cases, sanction of expenditure is not found attached with the paid
vouchers. Similarly, complete documents prescribed under the
procurement regulations are normally not checked while making
payments.

b. Record keeping, in general is very poor. The prescribed registers for
adjustment of various loans, advances, and GP Fund payments are not
maintained due to which substantial payments due to the beneficiaries
are not recovered.

4.5.The following training areas have been recommended for treasuries, from the AG Office

viewpoint:

a. Accounting: Function-cum-object-wise preparation of monthly accounts in

terms of the Chart of Accounts.
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b. Pension & GP Fund Payments: While making pension payments, majority
of the treasuries do not comply with some important requisites of pre-
audit of this category of payments, including life certificate, non-marriage
certificate, and recording of proper head of account on the voucher.
Another problem is that the treasuries have not been able to furnish the
exact number of pensioners in the accounting jurisdiction of each district.
This could be due to inadequacy of manpower to maintain and retrieve
such records. Similarly, it has been pointed out that in case of almost all
GP Fund payments, schedules of GPF recoveries and information about
settlement of balances are not provided to the AG Office. It has also been
observed that even the GP Fund claims are not prepared on the proper
form. It has therefore been recommended that special training programs

should be conducted to train the employees on these topics.

c. Post-PIFRA Activities: Capacity building of treasury employees is required
to manage the newly introduced activities of computerized payments and
accounting, after completion of the Project. Although this aspect is beyond
the scope of this assignment since it lies in the domain of PIFRA, it is
recommended that FD may chalk out a comprehensive capacity building
plan in consultation with PIFRA, for sustaining the change management

after the exit of PIFRA.

4.6.Analysis of the above inadequacies and non-compliances, from the perspective of AG
Office is that they are not solely attributed to the lack of professional competence of
the treasury officers and staff. Proper implementation of the accountability
mechanisms defined in the Treasury Rules and other regulations can help in enforcing

the bare minimum requirements of financial discipline in any treasury. The treasury
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significance and implications of the accountability requirements, during all training

programs for the treasuries employees.
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Commissioners/DCOs Perspective

4.7.A brief account of the overall responses provided by Commissioners/DCOs of three

divisions of the Province is given below.

Monitoring for Accountability

4.7.1.The respondents are of the view that weak monitoring of treasuries activities has
been chiefly responsible for their low performance. The mandatory inspection by
the Collector is not being practiced mainly due to conflict in the role of DCOs
under the Local Government Ordinance. This is one of the main reasons behind
low frequency of communication and coordination between DCO and the Treasury
Officer. However, after reformation of the local government structure, this
function is expected to get revitalized and can be made quite effective through
fresh orders and instruction of the provincial government authorities. It is
contended that malpractices like corruption can be eliminated through regular
monitoring by all the concerned agencies. FD, DCO, and local heads of the
executive departments can play an important role in monitoring treasury

performance from their perspectives and jurisdictions.

Professional Competence

4.7.2.According to the respondents, the performance of treasuries specifically in the
areas of payment of personal and contingent claims is not satisfactory mainly
because of low capacity and inefficiency of the dealing persons. Besides, the
treasury officers lack the competence and expertise to provide financial advice to
their clients in critical and unusual cases of departmental expenditure, including
SDAs and Assignment Accounts. All the respondents agree that the treasury
officers and staff have partially developed capacity. They are of the view that
professional capacities of the treasury officers and staff need to be further
developed so that they may be able to provide instant guidance and support to

the local heads of the executive agencies.
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General Remarks of Commissioners/DCOs

4.7.3.In general, it has been indicated that the treasury officials lack the required level
of professional skills for efficient performance. Performance monitoring and
internal controls are said to be very weak. In majority of the treasuries,
maintenance of records is extremely poor and majority of the staff have
inadequate knowledge about the main rules and regulations governing their
functions. It has also been observed that there is general absenteeism and lack of
motivation which is attributed to lack of promotion prospects and incentives. It is
felt that there is a strong resistance to the change in working environment being
facilitated by PIFRA mainly because it was construed as an encroachment upon
GKSANI 2dzNRaAaRAOGAZ2Y 2 Fspedtibds By ghd AGlodzi K 2 N& (i
regular basis was considered as the most appropriate measure for making the
existing performance of treasuries more efficient to achieve the organizational
objectives. It has been recommended that capacity building training programs
should be conducted regularly and monetary incentives should be granted to
ensure good performance. The prime areas suggested for capacity building

include, financial regulations and communication skills.
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5.1. The following capacity assessment is based on analysis of the manpower structure,
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responses of a selected sample of treasury officers, and 1 KS | dzi K2 NQR& LINR T

experiences and interaction with major stakeholders.

Capacity Overview

5.2.A preliminary survey of treasury offices shows that after recruitment, the manpower
largely remains deprived of any formal training. Majority of the officers and staff do
not have any idea of the basic rules and regulations governing payments and
accounting and treasury functions are normally being carriedout Ay G SN¥xa 2F (G KS & LJ
LINI O Ik €éh & dedime of financial administration, lack of adequate capacity
among treasury staff may have serious financial implications for the public exchequer.
It was in this premise that the Assistance to Governance Reforms and Practices in
Balochistan Project decided to conduct a capacity assessment of the treasuries with
the view to prepare a capacity development plan for professional training of treasury

employees of Balochistan.

Academic Profile

5.3.In terms of the Balochistan Provincial Treasury and Accounts Officers Service Rules,
1982, the basic qualification for the post of Treasury Officer is M. Com or S.A.S.
(Subordinate Accounts Service). The latter is basically a professional qualification
peculiar to that of the departmental cadre officers of CGA organization. Bachelor of
commerce/accounting is supposed to be the minimum academic requirements for an

individual seeking to work in the departmental cadre of public sector accountants.

5.4.However, on the average, officers serving as Treasury/District Accounts Officers have
only intermediate qualification besides simply ¢ LJ- & aAy 3¢ (GKS ¢ NBI adzNe
promotion examination conducted by the Provincial Public Service Commission. Low
academic qualification of treasury officers is the main factor behind poor
communication skills. This is evident from their inability to understand and fill even the

simplest parts of the structured questionnaire. The questionnaires were filled by the
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respondents after getting literally fed by the author about each and every aspect of

the structures, procedures, and functions related to treasuries.

Professional Knowledge

5.5. Majority of the treasury officers do not have any idea about the mission, objectives, and
functions of treasuries. This is because except for some books of regulations including
Treasury Rules, there is no written material about organizational mandate and
professional matters of the treasury service. Similarly, most of the participants have no
idea about some of the prime documents related to their activities. Despite having
adopted the new Chart of Accounts for classification of transactions, no one is aware
about the manuals of NAM which actually explain the new procedures and forms of
accounts. The reason for this lack of capacity is that there exists no learning culture for
O2f t SOUAY3AZT YIAYUlIAYAy3 YR aNBIFIRAYy3IE (GKS

Professional Skills

5.6.Although a substantial part of the Provincial budget is spent through the district
treasuries, not a single office has prepared any checklist for the critical activities like
payment and processing of Government revenues. Even the explicit checklist for
processing of bills, prescribed in the Treasury Rules 177-188, is not maintained and

observed by the treasury employees.

5.7.An important aspect of treasury functions is to maintain continuous liaison with the
other treasuries, Finance Department, the executive agencies, and the AG office for
secure handling of public money and proper recording of transactions for
accountability. However, except for some telephonic communication to resolve
routine problems, there is no regular coordination between treasuries and the
important stakeholders. It is extremely important for treasury officers to visit FD
regularly for resolving administrative problems and to seek guidance about
regulations. They should also meet the concerned officers of AG offices to discuss
accounting matters and to coordinate with heads of local departments to ensure

sanctity of the budget.
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5.8.It is quite serious that almost 50% of the treasuries are not able to submit their initial
accounts to the AG offices by the due dates prescribed by the CGA. The unwarranted
delays occur because the expenditure vouchers and revenue transactions are not
recorded on day-to-day basis and the accumulated work becomes unmanageable at
the end of the month. This problem is prevalent even in case of PIFRA priority sites
where computer labs have been established and two personnel of the treasury have
been trained to transmit online accounts by entering data on daily basis. The main
reason behind this inadequacy is that majority of the treasury officers do not have the
desirable level of leadership skills and the managerial ability to ensure daily recording
of transactions and conduct regular reconciliations with the Bank. These are the

prerequisites for accuracy and timeliness in compilation of initial accounts.

5.9. Another unfortunate aspect of treasury performance is that not a single treasury officer
has been able to identify any concrete measure to improve the efficiency of his office.
There exists a tradition of status quo and it is firmly believed that there is no scope or
AYLINRGSYSyld Ay GNBFadz2NE LISNF2NXYIFyOS +a f2y3
The myth is based on the belief that without provision of adequate financial and

human resources, all efforts to improve performance will be an exercise in futile.

Human Resource Management
INSUFFICIENT STAFF TO MANAGE KEY POSITIONS

5.9.1.Discussion with one of the SMEs and responses of a representative sample of
three treasuries, including Quetta, Loralai, and Pishin, reveals that the manpower
strength sanctioned by FD is not commensurate with the actual requirements. The
set of criteria for defining actual requirements is two-fold. First, sufficient
manpower should be provided at the higher management levels for adequate
segregation of authority, particularly for the payment authorization function. This
is one of the basic conditions of accountability. Secondly, adequate staffing is
required at the middle and lower managerial levels for implementation of the

main activities.
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PROMOTION & RECRUITMENT PoLicy

5.9.2.Almost half of the posts of treasury officers are vacant and the position is being
managed by the lower level officers, including Assistant Treasury Officers (ATO),
on acting charge basis. The posts have been kept vacant because Assistant/Sub
Accountants who have qualified the promotion examination cannot be appointed
as TOs because of conflict in the promotion policy related to determination of
seniority of such employees. The treasury officers have also expressed their
dissatisfaction over the promotion and recruitment policy. However, their concern
is only focused on the elevation of their own positions rather than recommending

a coherent employee development strategy beneficial for the entire service.

PROFESSIONAL COMPETENCE

5.9.3.With one or two exceptions, the officers/staff of treasuries are not able to clearly
define their roles and responsibilities. This is mainly due to the virtual absence of
any pre-service or on-the-job training of treasury employees for learning about
their main responsibilities and delegation of authority. Another reason is that job
descriptions or even list of duties are not documented. The general competency
level of treasury officers/staff has been regarded as very low. Similarly, the
treasury officers have a very low level of knowledge and expertise about the key
treasury functions including, preparation of monthly accounts and reconciliation,
management of SDA and Assignment accounts, pre-audit payments, and

application of rules and regulations.

5.9.4.0verall job satisfaction has also been regarded as very low by the respondents.
This is mainly attributed to the extremely low competency levels. Lack of
knowledge and skills about the main activities leads to lack of self-fulfillment. This
is further triggered by an unfavorable working environment comprising of basic

infrastructure, administrative setup, and a coherent regulatory framework.

TRAINING STATUS

5.9.5.The treasury organization does not have any organized system of on-the-job

training. The officers/officials are performing on the traditional pattern of
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capitalizingon their past experiences and practices. Since no treasury officer has
received any kind of formal training, they have been unable to define the kind of
training needed by the various levels oftreasury officers/staff Consequently, no
treasury officer has been able to identify any type of training required to improve

their performance.

PERFORMANCE MANAGEMENT

5.9.6.The treasury organization does not have any key indicators to monitor the delivery
of its strategic objectives. The only performance measurement system practiced in
the treasuries is the annual PERs (Performance Evaluation Reports) of subordinate
officers written by the Treasury Officers. The reports of TOs are written by the
DCOs and countersigned by the Finance Secretary. However, the reports are not
realistic due to the absence of any organized mechanism for identification of job
description linked with targets and achievements. Even otherwise, the DCOs are
not aware of the performance of treasury officers/staff because practically, they
are not discharging their prime duty of a Collector as enunciated in the Treasury
Rules. Similarly, in the absence of internal controls and monitoring of treasury
service delivery, the treasury officers were unable to identify any specific measure

for encouraging good performance and preventing malpractices like corruption.

Hindrances

5.10. According to the treasury officers, indiscipline, irregular postings/transfers of staff,
lack of budget provisions and inadequate coordination with executive agencies are
some of the hindrances adversely affecting overall performance of a treasury.
Discussion with the major stakeholders and SMEs revealed that the main hindrances
behind low capacity levels and slack performance in treasuries include lack of
accountability framework and the working environment which is not conducive for
good management practices. There is lack of space and proper furnishing in the
existing buildings most of which are in a very precarious conditions. For instance, the
treasury building of Zhob was constructed in 1895 and is in such a dilapidated
condition that the entire structure is beyond repair. The Office is in urgent need of a

new building. Another serious problem is that there is a strong resistance to change
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among the officers and staff mainly because the key personnel wish to hold on to the

most influential function of payments.

INDISCIPLINE

5.10.1. There is a general state of indiscipline in the treasury office due to which
efficient operations cannot be ensured. This is mainly because of the political
LI GNRYF3AS 2F AYySTFFAOASY(d &Gl FF yvzad 2F
various recommendations, around 18 Sub-Accountants have been placed at
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remote stations for one reason or the other, notwithstanding their service
condition which require them to serve anywhere in the Province. Impact of the
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accommodate them inside the existing premises. Discipline regulations are not
implemented primarily due to the reacting environment which generally does not

permit initiation of any disciplinary action in cases of inefficiency or misconduct.

POSTINGS/TRANSFERS

5.10.2. Optimum allocation of manpower is one of the major problems for
administration of the Finance Department since all postings transfers of treasury
staff are regulated by the minister(s). The Department has not been able to
relocate excess staff from some treasuries to Chaman Treasury, for instance, due

to resistance by some ministers.

BUDGET PROVISION

5.10.3. According to the Treasury Officers, budget allocations provided by the Finance
FNBE GAYyadzFFAOASY(Geéd ¢KAA UGNIYRAGAZ2YIE &dce
budgetary allocations never works unless the actual requirements are properly
justified. The prevalent practice is that object-wise demands are simply
communicated to FD which transforms them into budget allocation on the basis of
line budgeting. New requirements are not presented properly and hence not
considered by FD for incorporation in the budget. A striking example in this

context is the case of Loralai Treasury which could not be shifted to the newly
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constructed building merely because there was no boundary wall around the
building. Case for construction of boundary wall submitted by the treasury did not
qualify for acceptance as it was not explicit and convincing enough. The problem
occurred simply due to improper presentation of the cassviously due to low
level of communication skills of the Treasury Officer. It was only on intervention
and facilitation of PIFRA that the case was properly communicated to FD, leading
to immediate release of funds for the required work. The treasury officers thus
lack the competence not only in presenting their own budget but also in

communicating their critical problems.

Note on PIFRA Training

1.1.1.PIFRA has been conducting exclusive training of selected staff of 13 treasuries
where computerized labs have been established for online submission of monthly
accounts to the AG offices. Subject matter of PIFRA training includes a general
overview of SAP (accounting software) and NAM, for recording of financial
OGN yalr Otiazyad LGQa Ty 2y3I2Ay3a GNIAYyAy3a LINRBO
are conducted for the selected treasury resources persons, on various modules of
the computerization program. Besides, new resource persons are being trained as
and when more sites are being developed. However, the training programs do not

include any module for professional capacity building of the treasury officers/staff.
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6. Gap Analysis

2.1.Gap analysigs a technique for determining the steps to be taken in moving from a
current state to a desired future-state. It begins with listing of characteristic factors
such as attributes, competencies, performance levels of the present situation,
compares it with the factors or state of organization required to achieve the future

objectives, and then highlights the 'gaps' that exist and need to be 'filled"’.

2.2.Variationsin the existing capacity of treasury offices have been analyzed by identifying
the required capacity of the prospective teasury organizatiorbased on functional
profile of a typical District Accounts Office functioning in the other provinces and also
from the basic standards of managing district treasury. Determination of the existing
capacity is based on responses acquired from the treasury officers through structured
guestionnaires. Feedback and comments of some key stakeholders have also been
acquired through individual interviews. Besides, the existing processes and output of
treasury offices have been examined through direct observations as well as
assessment of their services rendered for the AG offices. After identifying the capacity
gaps, their implications on financial administration of the organization have been
highlighted to justify an integrated response to capacity development needs of the
target group, i.e. treasury officers and staff. A critical aspect of the gap is that there is

a very low level of linkage between treasuries and the main stakeholders.

Organizational Mandate

2.3.The treasury organization needs to have a clear documented mission with explicit set of
objectives that are clearly understood and owned by the officers and staff. Under the
existing arrangements, treasury operations are being carried on the basis of traditional
procedures and past practices. The lack of awareness about organizational objectives
is caused due to lack of skill, behavior, as well the attitude for goal oriented
performance. Treasury operations are not effective in the sense that the objective of

financial discipline is not fully achieved. The main implication of this gap is that since

" Adopted from http://www.businessdictionary.com/.
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the primary objectives of the organization are not defined, performance measurement

becomes impracticable.

Enabling Environment

2.4.For a favorable working environment in treasuries, it is imperative that proper support
facilities and well-document procedures exist for efficient operations. However, in
case of the treasuries of Balochistan, there are insufficient resources in terms of
budget allocations, infrastructure, and other facilities. The treasury officers do not
have adequate control over their budgetary allocations for fulfillment of their basic
needs. Besides, the existing policies, rules and procedures do not provide a consistent
referent for operations. Similarly, linkage with the major clients and stakeholders is
not encouraging enough to allow improvement in operations through regular feedback
and coordination of activities. Besides, there is lack of professional skills among
treasury officers to justify and seek required resources and facilities from Finance
Department. The framework of policies and regulations is not coherent enough to

facilitate efficient operations.

2.5.To resolve this gap, development of a comprehensive manual of regulations is required
to serve as a continuous referent for all treasury operations. Another inadequacy is
that the employees lack the required level of communication and interpersonal skills
to coordinate with allied agencies like AG office, FD and executive departments. There
is inadequate acquisition and utilization of resources for financial discipline operations.
The implication of such a regime is that it results in inefficient operations including

inaccurate reporting of financial transactions, leading to accountability problems.

Management & Leadership

2.6.Treasury officers need to have the ability to achieve institutional goals and strategies,
and the autonomy to manage financial and manpower resources. All employees
should have a clear sense of realistic goals and priorities and there should be effective
delegation of managerial responsibility to the subordinate staff. However, under the
existing regime, the treasury officers lack the managerial skills evento make their

subordinates aware of their individual obligations. Delegation of duties is based on the
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willing and relatively competent employees only.

2.7.There is lack of leadership and managerial skills among the treasury officers. Majority of
the officers do not have any idea about the fundamentals of budget and manpower
utilization. This gap is further aggravated due to their general incompetence in terms
of professional and interpersonal skills. A major implication of this deficiency is
underutilization of resources, inefficient operations, and the inability to cope with
change management. It can also affect the organizationQ credibility for the major

stakeholders.

Employee Motivation

2.8.An important precondition for employee motivation is to establish a rewarding
environment were the treasury employees can exercise their key competencies and
skills to perform efficiently. The working environment should allow high staff morale
and job satisfaction and there should be an organized employee satisfaction
measurement and monitoring system. However, under the traditional working
environment prevailing among treasuries, there is no scope for any employee to
display high level of professional skills. There is no monitoring mechanism for
evaluating employee satisfaction and performance. The only exception to this is PIFRA
activities in which at least two employees of each priority site have been trained to
work on computerized payment accounting. This class of employees has shown
considerable job satisfaction but their morale is quite low mainly because of their low
NEYdzy SN} A2y |yR |fa2 o06SOFdzaS GKSNB Aa y?2
The training activities of PIFRA (SAP accounting) primarily focus on the staff with IT

skills.

2.9. Majority of the employees have low professional skills due to which they are primarily
engaged in routine and mundane assignments. Except for the staff working on PIFRA
activities, majority of the employees including senior level officers lack the ability to
cope with change management. ¢ KA & f S| R¥S ylid@dhecerSpjoyeddlinlal
vicious circle of incompetence ¢ low morale ¢ lack of opportunities to work on

challenging assignments ¢ inability to qualify for special incentives.
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Incentives for Capacity Building

2.10. To achieve efficiency and effectiveness in operations, it is imperative that monetary
and non-monetary incentives are awarded from time to time to support targeted and
extra-ordinary performance. Performance should mainly be encouraged through a
result-based management system. Besides, there should be a working environment
that encourages good performance free of malpractices. However, under the existing
arrangements, all treasury employees get the same remuneration and treatment and
there exists no support for good practices involving initiative and enterprise. There
exists no mechanism whereby good performance could be rewarded on the basis of
performance indicators determined from competency profiles. The employees thus
lack the motivation to perform with greater efficiency for better public service

delivery.

Performance Improvement

2.11. An efficient organization should have a well-organized performance management
system involving operation of control systems, infrastructure development, and
determining standards and measures of success. The treasuries lack this essential
prerequisite mainly because of effective internal controls and setting of performance
standards are virtually not existent in the organization. The organization lacks the
ability to maintain efficient operations and improve key process, through development
of checklists for the critical activities, for instance. In this regard, even Finance
Department requires capacity development of its employees responsible to handle
and monitor operations of the treasuries. If this critical gap is not resolved, the
Department may not be able to cope with the challenges of change management and

adoption of international standards of performance for financial administration.

Risk Management & Accountability

2.12. To avert high risk in the operation of treasuries, there should be adequate assurance
for achievement of objectives and accountability for public confidence in financial
administration. One of the mandates of treasury organization is information

processing through general reports, returns and periodical submission of initial
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2.13.

2.14.

2.15.

2.16.

Report:

accounts to the AG offices. This is to be done in the domain of NAM which is based on
financial management and production of financial statements according the

Internationally Accepted Accounting Standards.

¢ KS aRdzieé¢ DfFfaccauitsBhasiibéed ékplictly defined in GFR 15-16.
According to the provisions, the officer who is entrusted with the duty of preparing
and rendering any accounts or returns in respect of public money or stores is
personally responsible for their completeness and strict accuracy and their dispatch
within the prescribed date. Similarly, an officer who signs (Treasury Officer) or
countersigns (Collector) a certificate is personally responsible for the facts certified to,
so far as it is his duty to know or to the extent to which he may reasonably be

expected to be aware of them.

However, under the existing arrangements, the recording of financial transactions and
asset management are not being done as defined in the prescribed regulations and
NAM. Transaction tracking system (PIFRA facility) has not yet been introduced in the
treasuries due to the impending resistance to change. Besides, the prescribed
measures of accountability including internal controls and periodical inspections are
not being implemented. The organization thus has a low level of credibility among the

client departments.

The main inadequacy in this context is that there is virtual absence of any internal
control system in the organization whereby compliance of the required level of
performance could be ensured. Solo operations of critical functions like payments and
handling of receipts are conducted by the treasury officer without any sharing of
responsibility and professional accountability. This has raised the risk of financial
administration significantly with serious financial and administrative implications in

the form malpractices like misallocation or misappropriation of public finances.

Unfortunately, even PIFRA developed treasuries have not been able to record financial
transactions in accurate, complete, and timely manner. Lack of professional and
managerial skills is primarily responsible for inability of the treasuries to respond to
PIFRA support. Delays in submission of computerized (online) accounts are taking

place primarily because of inefficiencies in the existing manual operations.
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Training & Development of Employees

2.17. A professional organization like treasuries needs to have a well establishment training
mechanism for continuous upgrading the professional knowledge and skills of its
employees. This requires formal arrangements for pre-service, on-the-job, as well as
promotion exam related training. Presently, the Finance Department does not have
any training facility to meet these important prerequisites. To qualify for promotion as
treasury officer, the subordinate staff has to pass a promotion examination conducted
by the Provincial Public Service Commission. Unfortunately, instead of prescribing a
proper syllabus for the examination, the Commission has simply prescribed a listing of
a2YS YAY2N) GNBI adz2NE | OGAQBAGASEA | foRtheo 221 & 2F N
Departmental Examination. Even the listing requires updating, removal of duplications
anderrors. C2NJ Ayaidl yOSs gAGK (KS Ay ashftaRoizOGA2Y 2 7F |
ySSRa G2 0SS NBLIX I OS Rbesiles indusion of Kelv Bchoungng ! 002 dzy (G &
procedures and instructions. This critical gap involves complete absence of any
training arrangement and a well-defined syllabus. The most dangerous implication of
this inadequacy is that the prospective candidates are engaged only in passing the

departmental examination, without learning anything from the futile process.

Report: Capacity Assessment of Balochistan Treasuries i By AGRPB Project



/7. Competency Profiling

The following competency profile of treasuries is based on the gap analysis, FGDs with
treasury officers, and discussion with the SMEs. It aims at identifying the main areas for training

of treasury employees.

Professional Skills
a) Demonstrate the ability to interpret and apply the relevant regulations.
b) Draft organizational objectives and share them with all colleagues.
c) Prepare and submit accounts on NAM in an accurate and timely manner.
d) Implement internal controls to satisfy accountability requirements.
e) Allow payments on the basis of checklists based on regulations.
f) Demonstrate compliance of the prescribed regulations in all operations.

g) Identify actual resource requirements and prepare case for optimum allocation funds.

Professional Development Skills
a) Identify performance targets and prepare self-assessment reports.
b) Design standard operating procedures and checklists for treasury operations.

c) Impart on-the-job training of routine operations to subordinates.

Communication & Coordination Skills
a) Draft office communications, reports and briefs in presentable forms.
b) Maintain liaison with client organizations and allied agencies.
c) Coordinate with banks for regular and effective accounts reconciliation.

d) Interact with tax authorities to ensure proper revenue recovery.

Leadership & Supervision Competencies
a) Motivate the existing manpower for achievement of organizational objectives.
b) Manage subordinates and maintain office discipline, despite inadequate resources.

c) Ensure compliance of the prescribed timelines for reporting.

Personal Qualities
a) Demonstrate financial integrity and professional ethics.
b) Displays sense of discipline.

c) Helpin creating an enabling environment for all employees.
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8. Training Needs Assessment

4.1.Treasury officers and their subordinates are primarily responsible for functions such as
processing of payments and revenues for the executing agencies, preparation of initial
accounts of the treasury and reconciliation of cash balances with the Bank. To
introduce efficiency and effectiveness in treasury operations, professional capacities of
the treasury employees need to be developed in two stages. In the first stage, they
daK2dzZ R 0S NI BahgNIdRpeténiesLI2d aEBE @A YS 2F NBONMzA G
are identified as key to successful performance on the job and include knowledge,
skills and personal attributes of the candidates to qualify for recruitment. This will
require re-imposition of the condition of possessing of at least Masters Degree in
Commerce for appointment of Treasury Officers. In the second stage, they should be
Sy 3 3 SlkRarnAG6mpétencies & K A O Kuired Kol empdgel training and

development. They are critical to successful performance of the duties of the job.

4.2.The Balochistan Public Service Commission has prescribed the following dsyllabusg,
labeled as scheduleincluding a simple listing of topics for departmental examination
of treasury accountants. The list needs to be transformed into a proper syllabus for

consistency and relevance with actual treasury operations.

1. Structure of Government Accounts, Constitutional Provisions, & Stamps Rules.

Introduction to the Accounts & Audit of the Govt. of Pak (selected chapters).
Appendixd | 2 F  { K St. ContpijatinNgf Treasiy2Rd@es Vol-Il.
General Financial Rules, Vol-I.

Constitution of Pakistan (selected Articles).

o oo

o

2. Treasury Rules and Procedures.

Treasury Rules, Vol-l and selected appendices.
Military Pension Payment Instructions.
Securities Manual.

d. Chart of Classification.

oo

3. Financial Rules and Procedures

a. General Financial Rules, Vol-I & 1.
b. TreasuryRules, Vol-l & I1.
c. Contingent Manual.

4. Practical Questions

a. Checking of pay bills and recording of pay orders.
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5.

b. Drawing of cashbooks, etc.

c. Currency transactions.

d. Adjustment of intra district currency transactions.

e. 5N gAy3 2F GNBIFIadzZNENRA RIFIAf& olftlyOosS

Service Rules & Procedures

a. Fundamental and Supplementary Rules.
b. Pension Rules.
c. Traveling Allowance Rules.

Identification of Training Needs

4.3.Based on the gap analysis, competency profiling, and the promotion exam topics listed

by the Public Service Commission, the treasury employees need to develop their learn

competenciedy receiving training in the following broad areas. The topics have also

been selected on the basis of comments and responses of the major stakeholders and

SMEs about the training requirements.

1)
2)
3)
4)
5)
6)
7)
8)

9

Fundamental concepts of government accounts.

Legal basis of treasury organization & Treasury Rules (of Business).

Rules and regulations governing treasury payments & development of checklists.
Maintenance of treasury records including cashbook.

Preparation of initial accounts, reconciliation, and basic requirements of NAM.
Maintenance and regulation of SDA and Assignment Accounts.

Salient features of Procurement Regulations.

Leave Rules, GPF & pension regulations.

Discipline regulations.

10) Office Management.

11) Fundamentals of office communication.

12) Delegation of powers.
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9. Need for a Training Plan

5.1.Gap analysis of existing professional capacity among treasury officers and staff reveals
that there is an urgent need to initiate training programs for the employees to develop
their personal and professional skills. Since the Provincial Finance Department does
not have any organized arrangement for capacity building of the treasury employees,
there is a need to establish an organized arrangement for job related and promotion
related training. One option is to develop infrastructure for raising a training
organization for the treasury service employees. However, this may take considerable
time and resources and the capacity gap may continue to affect treasury operations
for quite a long time. Therefore, this choice can only be considered as a long time
measure. The alternate and feasible option, at least as a short term measure, is that
the training requirement may be outsourced in terms of a well-defined criteria and

training objectives.

Client Group

5.2.The core client group to participate in the training programs includes Treasury / District
Accounts Officers (B-18), Assistant Treasury/District Accounts Officers (B-17), Assistant
Accountants (B-14), and Sub-Accountants (B-11). Sanctioned strength of the treasuries
shows that each treasury has a total of 12 officers/staff in these categories. However,
in terms of posted strength, a total of 240 prospective trainees are expected to benefit
from the training plan. There are two categories of the client group. First is the general
class of treasury employees who require on-the-job training for managing their day-to-
day activities. The main topics should include office management, pre-audit payments,
handling of government revenue, and preparation of periodical accounts and reports.
The second category comprises of Assistant Accountants and Sub-Accountants who
aspire for horizontal mobility through promotion examination. Both these categories
need to undergo a foundation training program in the first stage. To facilitate the
candidates of promotion examination, a comprehensive training program may be
conducted in terms of the prescribed syllabus. However, before planning training

activities for candidates of the promotion examination, it is extremely important that
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the entire syllabus is revised in terms of the prescribed functions of treasuries as well

as the requisites of change management.

Zero-Based Approach

5.3.There is no evidence of any formal training needs assessment exercise by the Provincial
authorities. Similarly, there exists no organized approach for formal training of the
treasury employees. Since the existing treasury officers/staff have not benefited from
any training program through any organized training mechanism and proper training
manual, a zero-based approach is recommended. That is, training programs may be
initiated with the assumption that no official has received any kind of professional
training. As indicated in the scope of this Report, the element of PIFRA training, which
pertains to automation of accounting operations only, has been excluded from this
analysis. Initially, foundation courses are recommended to be conducted which may

be followed by higher level professional courses.

Training Objective

5.4.Main objective of the training plan is to ensure that all officers and staff of the
treasuries of Balochistan are provided personal development and professional
development learning sessions to enable them to understand their roles and
responsibilities defined under the rules and regulations governing treasury functions.
This overall goal is expected to be achieved in case of 50% of the employees, within
the first six months and the remaining 40% within the remaining six months. 90% of
the employees are thus planned to be trained within 12 months. Rest of the 10%
employees is assumed to have no capacity even for training and is expected to be
weeded out through retirement and induction of competent employees through a

rational recruitment policy.

Training Methodology

5.5.Training of treasury employees is recommended to be conducted in terms of the
attached Training Manual on the basis of which detailed course contents and lesson
plans need to be developed by the trainers. In the first phase, foundation training

sessions on personal and professional skills development, should be conducted for all
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the four levels of treasury officers and staff. In the second phase, higher level
professional training may be imparted to officers engaged in specialized activities like
payment accounting, reconciliation, SDA/Assignment Accounts management, etc. In
the third phase, 4 week training programs on the pattern of SAS may be conducted for
candidates aspiring to appear in the promotion exam for Treasury Officers. All training
programs including general skills development as well as promotion related courses
may be regarded as mandatory. Selection of participants for each training program
may be made on proportionate basis, by nominating at least two participants from

each district treasury.

5.6.The training sessions are recommended to be delivered purely in the workshop mode
including interacting discussions and hands-on sessions on main treasury functions.
The trainer will use audio visual aids to motivate learning and generate interest among
the participants. At the end of every session, the trainer will conduct a comprehensive
evaluation of the participants to serve as basic material for the course report for
evaluating achievement of the training objectives. The trainers will be responsible to
provide handouts and comprehensive reading material to the participants to facilitate

learning.
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10. Recommendations

6.1.The prime recommendation for individual capacity building is to initiate a structured
training mechanism whereby all treasury officers and staff should be required to
attend training courses, on regular basis. Training may be regarded as a precondition
F2NJ ONRGAOIE FTOOGAGAGASE fA1S LFevYSyda I|yR
(SDAs and Assignment Accounts). The training guidelines in the attached Training
Manual will also help in capacity building of the prospective candidates of the

promotion examination.

6.2.For development of the overall institutional capacity of treasuries, it is imperative that
the core issues related to the existing performance of treasury employees may also be
addressed on immediate basis. The following reforms are recommended to improve

overall performance of the employees:

Organizational Mandate

6.2.1.Finance Department needs to explicitly define its mission to create widespread
awareness among all the employees working for financial administration of the
Province. This will also help in making the employees realize and own the
implicationsof their activities. The following mission statement is proposed to be

prescribed for the treasuries:

To ensure optimum dization of financial resourcesithin approved budget
make propercollectionand reportingof provincial revenugsand toserve asa

fiscal advisor to the administrative departments.

Re-organization of Treasuries

6.2.2.The re-organization issue, that is, conversion of treasuries into DAOs in functional
terms, needs to be settled permanently in order to harmonize treasury operations
for standardized payment function and preparation of financial statements.
Treasuries need to assume the responsibility of discharging the payment function

of DAOs as being done in other provinces. This will require decision at the policy-
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making level. For successful achievement of re-organization and efficient

performance of treasuries, engagement of all stakeholders is extremely necessary.

Rationalization of Manpower policy

6.2.3.A rationalized recruitment policy needs to be formulated on the basis of
professional standards set by other provinces like Punjab. This may include raising
the minimum academic qualification prescribed for various levels of appointment,
G2 . OKSf2NRa |yR alaidiSNna RSINBSa Ay /12YYS
G LINE Y dzf raibnél §ansfels/postings policy, with approval of the Cabinet to
prevent extraneous influences on deployment of staff. There is a need to have a
principled stand for non-interference of the politicians on matters of
postings/transfers. Discipline regulations also need to be enforced in case of non

performingmembers of the Treasury service, engaged in acts of misconduct.

Incentives for Change Management

6.2.4.Change management needs to be supported by the Government at all levels
through a coherent policy, shared by all administrative departments. This will
require adoption of the international standards of payments accounting, facilitate
by PIFRA. Treasury employees showing extraordinary performance in technical
assignments like computerized payment systems may be awarded monetary

incentives to promote efficiency in all treasuries.

Internal Controls

6.2.5.To maintain a reasonable level of assurance for achievement of the treasury
objectives, it imperative that a permanent mechanism for internal controls is
established through institution of the Inspectorate of Treasuries. Post for
appointment of the Chief Inspector of Treasuries has already been provided in the
revised recruitment rules of treasury service employees. It is recommended that
an experienced officer from the treasury service may be appointed as Chief
Inspector by developing the requisite infrastructure, on a minimum scale. The

establishment may be entrusted with a clear mandate of monitoring the
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operations of all treasuries for compliance of government regulations and for

maintaining sanctity of budget approved by the Parliament.

Accountability

6.2.6.Special performance measures may be introduced to minimize the financial
reporting risk of inadequacy of accounts. Treasury Officers may be held personally
responsible for preparing their monthly accounts accurately and to ensure
timeliness in their reporting. Cases of non-compliance may be taken seriously by
the Finance Department. The prescribed accountability measures including
inspection by the Collector and internal control mechanism may be implemented
in true letter and spirit. All DCOs may be directed, through their Administrative
Department, to conduct the mandatory inspection of treasuries, regularly. With
the automation of treasury operations, introduction of the transaction tracking
system in payment activities will also help in regulating the critical activities in

terms of the prescribed standards.

Professional Reforms

6.2.7.The treasury organization immediately requires professional reforms including
identification of the main functions and job descriptions. Treasuries Section of
Finance Department should formally determine and prescribed job description for
each level of treasury employee. There is also an urgent need to revise the
promotion exam syllabus in terms of the job description and also by covering

contents of the modules given in the Training Manual.

Creation of Enabling Environment

6.2.8.The main requisites for creating an enabling environment for treasury operations
include rationalization of budgetary allocations and development of necessary
infrastructure through active involvement of the Department. A general survey
may be conducted to determine the essential infrastructure requirements of each
treasury, including building, furniture, equipment, and office supplies. This will

help to facilitate creation of an enabling environment for efficient operations.
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