Case Study

RIPA International supports the Government of Jamaica – Inland Revenue

Introduction

RIPA International was contacted by the Inland Revenue, Jamaica with a request for tailored training in the areas of Human Resource Management and Project Management.  The organisation was under pressure to raise performance and required greater organisation and communication across the department.  
The Training Solution

Designed by RIPA International in London but with the training taking place in Jamaica, the course was split into two parts; one week was Human Resource Management and the second week on Project Management. The group included Human Resource practitioners and other Line Managers and Supervisors from the Jamaican Inland Revenue, Tax Audit and Administration Department, Tax Administration Services Department and National Motor Vehicle Registry.
The organisation of around 1,200 had been under pressure to raise performance and required improvements in structure and general organisation and communication.  

Course Delivery

The group was given sessions in the first week on Modern Human Resources, HR trends in Europe and the US, performance management, succession planning and auditing HR and culture change.   
The Director of Studies Iain Thompson was introduced in the opening ceremony  by Miss Diana Ormsby, Director of Training at Inland Revenue.  

The first few days of the course focused on an overview of modern approaches to HR and trends in HR in Europe and the US.  They also discussed Performance management and looked at best practices to raise performance and dealing with problem cases.  
They also discussed HR Line responsibilities, looking at Covey’s Time Management and Personal Productivity Grid.   Day five saw discussions on recruitment and selection procedures and succession planning.  
Week two shifted focus to Project Management and the first few days included an overview of project management , case studies of a swimming pool including critical path analysis and a ‘  Dominoes’ project  exercise with discussion about feasibility studies.   
On the Wednesday of the second week the group visited the Ministry of Education Project Management Department where they had input on implementing and managing projects including stakeholder mapping.  Towards the end of the week they had powerpoint presentations on Projects in depth, outlining PRINCE 2 methodologies and a look at case studies including projects carried out by RIPA international and the UK Inland revenue and other government departments.

The last day was made up of presentations by participants on what they had learnt and how they could move forward both as individuals and a team.  The week concluded with a closing ceremony led by Diana Ormsby.

Key Learning Points
Prior to the course it became clear that the department was badly structured (ie in silos) and underperforming (tax compliance only 58%).  There was also little evidence of coherent computerisation with meetings called and cancelled at short notice. 

From the first few days of the course it became clear that part of their problems stemmed from the negative attitude and a climate of poor motivation and a lack of initiative and readiness for change.  The culture was very formal but not necessarily respectful with many colleagues interrupting each other and turning up late during the course as well as using mobile phones.
Amid this atmosphere it was a challenge for the Director of Studies to initially engage the class and get them to address the key issues at hand.  

Nevertheless the following imperatives and messages came across by the end of the course: 

· Focusing on getting from mere Inputs (activities) to Outputs (products) and, most importantly to Outcomes (bottom-line results) – this had been particularly reinforced when the Course Leader pointed out during the course that the debates about sick leave and selection had been more about rules than results

· Managing and supervising being largely acts of will and discipline – this was highlighted in many ways, one was around time management and personal productivity, another, towards the end, being proper use of the Probationary Period to ensure the right people were confirmed and any ‘doubtfuls’ dropped off (particularly as there was not a real shortage of other applicants)

· Managing Staff by actively engaging with them, and leading others by modelling the right behaviours, conveying the right attitudes, and taking responsibility at all times
· Knowing the rules and regulations, but being able to apply discretion, and being able to back up decisions, recommendations and discretionary actions with hard evidence, facts, figures and management information - this last point was reinforced by Mrs Kerr-Clarke during the Closing Ceremony

· Reading as widely as possible and scanning the local environment for ideas about improving management – the Course Leader supplied copies of best-practice articles to take away, and also books/surveys/benchmarks etc to view (some of the Hr Practitioners borrowed these materials to read)

· Challenging complacency and mere acceptance or lip service to the status quo - this was emphasised when sick leave and ‘performing up to reasonably full capacity’ was discussed, and it was also reinforced by Mrs Kerr-Clarke during the Closing Ceremony

· Being able – quickly, clearly and persuasively – to respond to questions (and challenges) from Senior Management, and to present answers and ideas back to them  - after having lost many opportunities for this at the Opening Ceremony, it was clear that some Participants had learned this lesson well by the Closing Ceremony.
The first few days of the course in the second week proved particularly troublesome for the Director of Studies due to factors of participants arguing amongst themselves, lacking the perception that the Inland Revenue was one entity, an undercurrent of pent-up frustration and poor time-keeping and general attentiveness.   

However, on the final two days of the course the Participants got a real focus. On Thursday morning,the Director of Studies felt they had reflected on their unprofessional behaviour during the courses and felt embarrassed to have lost a real opportunity to learn.  One participant suddenly realized this and strongly urged the group to take advantage of this chance and recognized that they needed to have more confidence to make the necessary changes if only they didn’t hold back. They  broke into groups to assemble a short PowerPoint presentation each to put up at the Closing Ceremony on Friday afternoon about a combination of what they had learned and, particularly, how they could use the frameworks and checklists the Director of Studies had given them to analyse, deepen and focus a real-life project needed in IR. The Participants worked on these presentations all Friday morning, and even through the lunch break
By the end of the course 81% of the group felt that they had fully achieved the objectives of the course

Comments from the Group on what they had learnt included:
· New insights into perf appraisal

· Ensuring job fit and providing T&D

· If perf appraisals do not serve to improve perf they are timewasters and useless

· Executing effective perf mgt principles will make it much easier

· Need for more Honesty

· Need for more Delegation – and test employees

· Need to Manage expectations and satisfaction

· How to improve perf and productivity by way of the appraisal system
· Need to be more assertive and influential

· Put succession planning into place

· Identify misfits and put them in the right place

· Feedback is crucial
· Pay should not be tied to appraisal

· Record more

· Take disciplinary action whenever necessary

· No insights into perf appraisal – this was not discussed in depth

· Dare to be truthful in evaluation appraisals

· Perf appraisal should be done to improve perf – not just be a habit

· Managing comfort, effort and stress

· New insight into perf appraisals – evaluate perf, give feedback, identify training needs, measure competencies, and assist in improving perf

· A lot of perf appraisals are done from memory without much documentation

· Engaging people can also be used in perf appraisals 

· You have to be people focused 
· How to identify problems and the best steps in how to conduct an appraisal

· Domino effect re teamwork

· Be more open – allow growth 

· Managing people is hard but can be achieved if managers are firm

· Separate money as it is not necessarily a motivator

General Comments on the course included
· Enlightening course

· Recommend this course should be extended to more line mgrs

· Congratulations to the presenter – a job well done

· Allowed me to think beyond just HR’s functions

· Managing people takes dedication

· Make the employee feel part of the solution
· A very valuable course

· I would like this course to be given to Top Management

· Course very welcome and timely - presentation was very good – one could feel comfortable

· Time spent on the course was worthwhile – I recommend other managers (especially line managers) be given the opportunity to participate

Conclusion
All topics that were asked for were covered but the HRM Participants needed much more on general management/supervision skills and wanted more on appraisal.  There was a very slow and difficult start to Project Management which they overcame on the last two days. 

The Director of Studies provided them with and talked through a lot of extra material on relevant topics.  

The outcomes from the two weeks were that teamwork is likely to be much better and live projects are from now on likely to be better analysed and managed.  
At the closure of both events, all the Participants were warm and genuinely grateful in their thanks to RIPA International for what they had gained.

Summary

In response to a request by the Inland Revenue, Jamaica, RIPA International designed and delivered a two week tailored programme on Human Resource Management and Project Management.  

Tailored for Line Managers and supervisors from the Inland Revenue, Tax Audit & Administration Department, Tax administration Services Department, and National Motor Vehicle Registry.  The first week covered Human Resource Management and included comparisons of worldwide HR trends, performance management, HR Line responsibilities and recruitment and selection procedures and concluded with evaluations and action plans.  The second week was an overview of project management frameworks and alignment with their organisational aims and culture, it included analysis of relevant case studies and a visit to the Ministry of Education’s Project Management Department.  
By the end of the course the delegates had developed more robust supervisory skills to improve teamwork and attitude, learnt how to set up effective staff appraisal systems and had produced project management frameworks for analysis of current and future projects. The department was left with a framework for change and a structure to raise performance levels in the organisation.
Comments about the Director of Studies 

“Mr. Thomson served as a fine ambassador for RIPA INTERNATIONAL as he carried out the tailored programme for Inland Revenue Jamaica on Project Management. He managed to engage our minds, as well as our hearts; bringing us together in a way that has not been my experience in my two years, three months and two weeks at the Inland Revenue Department, Jamaica

I personally hold that my life can only get better, armed as I am with the tools I have gained from my experience of this course.”

Roxine Green

Planning Analyst, Inland Revenue Department, Jamaica

