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Posting of Executive Officers for Career Development

1 Introduction

1.1 In July 2004, I wrote a paper on the management of the Executive
Grade.  The paper dug out some history on the development of the Grade, and
assessed  her  competitiveness  in  the  environment  she  was  operating.
Specifically,  I  collected  some comments  from colleagues  and  made  some
suggestions on the career development policy mainly to meet the objective of
professionalizing the Grade.

1.2 Many ideas were presented on a theoretical level.  Although many
Executive Officers thought that  the Grade should be developed in tandem
with the worldwide trend of management studies, whether Executive Officers
in the Hong Kong Government would need to be professional managers is
still open to debate.  Some even thought that we should stay put and uphold
the  EO  Mentality,  which  simply  means  a  submissive  and  obedient  mind
without individual and creative thinking.

1.3 In a knowledge-based world, we not only need specific knowledge to
do a particular job, but also professional knowledge which could be applied
to a wider spectrum of similar work.  Knowledge is developed both in the
academic  arena  and  the  experiential  arena.   For  knowledge  to  propagate,
there is a need for a standard to be established so that we can communicate
with  each  other  on  its  application  and  furtherance.   Nowadays,  when
presented  with  a  curriculum  vitae,  we  look  for  academic  qualifications,
professional  qualifications  and  working  experience.   These  information
adequately reflect the ability of the person to do the job.  Similarly, these are
the areas to focus when the career of a person is developed.

1.4 We recruit  Executive Officers with a good academic qualification.
Normally a good degree is required.  There are also exceptional entries to the
Grade to make way for the talent without university education.  However,
they have to  go  through the Common Recruitment  Examination  so that  a
standard for language and intelligence is ensured.  New recruits are by no
means professional managers.  For them to be properly developed, we need a
career  development  policy  and  also  well  executed  career  development
measures.
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1.5 The General Grades Office is doing this in two ways.  The first one
is  a  training and development  programme aiming at  introducing the basic
skills required for Executive Officers in their daily work, and also advanced
knowledge for more professional jobs.  Some of them may lead to advanced
academic qualifications and professional  qualifications in  the management
field.  The second way is the posting of Executive Officers to various jobs for
them to develop their working experience, and hopefully to be professional
managers in particular field or fields.  The latter one is more important as
knowledge can only become reality when applied.

1.6 In  my 2004  paper,  I  mentioned  the  way  that  we  could  plan  the
postings in order to meet the objective of professionalizing the Grade and I
proposed  some  idealistic  viewpoints  on  the  posting  policy  for  Executive
Officers as follows.

4.10 First,  we need to  devise  a  career  development  policy  for
various  stages  of  an  officer’s  career.   When  officers  are  newly
recruited to the Grade, they should be exposed to various streams of
EO  duties  with  a  view  to  testing  their  competence,  interest  and
aptitude for particular types of EO work.  I call this the development
stage for junior officers.  This is a stage where EO II and I are tried
out in several different postings.  At the same time, they go through
the  structured  training  and  development  programmes aiming  at
providing  the  required  knowledge  on  the  theoretical  aspects  of
essential areas of management.

4.11 The  second  stage  is  the  professional  stage  for  senior
officers at the ranks of SEO and CEO.  This is the main cadre of the
Grade and customers are looking forward to officers at this level for
the effective discharge of the required functions.  When the Grade
posts these officers to departments, it should be able to declare that
the postees are professionals in the particular field of work, backed
up by resume describing the track record, including posting records
and past achievements, of the officers in the specific area of work.  It
should also show the academic and professional  qualifications of
these officers in the relevant disciplines.

1.7 In  this  paper,  I  examined  the  pattern  of  postings  of  Executive
Officers since 2003 with a view to ascertaining how much such important
events are affecting members of the Grade.
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2. Present situation

Perception on career development

2.1 Several  years  ago,  General  Grades  Office  organized  a  series  of
seminars for all Executive Officers in response to the Government initiative
of changing the culture of the Civil Service.  Senior members of the Grade
were asked to attend the seminars for junior Executive Officers as facilitators.
I remember that I was assigned to assist a group of young Executive Officers
on a presentation of their perception on the grade management.  Members of
the group decided to stage a drama featuring an interview with the Career
Development Manager.  I watched as members designed their own script.

Scene 1

“Ring, ring…”   “Hello, John.  Good morning.  I am Mary of the
General Grades Office and I am your Career Development Manager.
I am doing a round of visits to EOs in your department.  Just spoke
to  your  Departmental  Secretary  and  I  shall  be  around  tomorrow
morning to have a chat with you to see how you are doing.”

“Errr…  Looking forward to seeing you.  Is there anything that I
should prepare?  What information do you need?”

“Nothing special, John.  Just a chat to see how you settle in your
present job, and your wish for your career development.”

Scene 2

“Ring, ring…”  “Hey, Henry big brother.  It’s John.  I have a very
important question to ask you.  My CDM is going to interview me
tomorrow morning.  What should I say to her?”

“Dear John, don’t be alarmed.  I have been interviewed by CDM a
few times and know what they want.  You just have to plan what you
say to suit your need.”

“ It’s Wong.  Should I talk about him during the interview?  He is
giving  me  a  lot  of  work  but  not  instructions,  which  leaves  me
running around digging up files myself.  My working environment is
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not very good.  I have to supervise 20 subordinates who all have a
mind of their own”

“Whatever  you  do,  do  not  tell  the  CDM your  problem in  your
office.  You see CDM has a good connection with your boss.  What
you said in the interview will be relayed back to him and you will be
in bigger trouble than before.”

“ See.   She  mentioned  something  about  my career  development.
How do I know how should I be developed?”

“John, this simply means that after two years here, you are due for a
posting.  Sorry to see you go.  The CDM is here to find out where
she should put you.”

“Oh.. I think I like to work in Kwun Tong near my home.  A job in
Personnel would be fine.”

“Thank you very much, but that’s not our posting policy.  The point
is to develop you in area you don’t belong.  So if you said that, you’ll
end up in Tuen Mun doing hawker clearance.”

“Dear big brother, you are a great help.”

Scene 3

“Good morning, John.  Let’s start by you telling me your present
job.  Are you happy here?”

“Yes, Mary.  I am quite satisfied with my present posting.  I learned
a lot from my work and I get along well with everyone.  Am I due for
a new posting so that I can learn something more?”

“We are always watching out for new opportunities for you.  What
do you want to do next?”

“ I  am in office administration work now.  I hope to learn some
more, but I do not mind other types of work; whatever the Grade
thinks suitable for me.  By the way, I live in Kwun Tong; so I am
comfortable with any office en route the MTR line.”
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“That is fine.  I’ll talk to your Departmental Secretary about the
arrangement.”

2.2 This a fictitious script.  I told the group that this was not the real face
of  the  career  development.   However,  I  noted  that  this  was  a  perception
prevailing in the mind of many young officers.  I therefore encouraged them
to present what they had gathered from jokes and hearsays.  The floor loved
the performance of the drama.

2.3 The  General  Grades  Office  representative  was  not  offended.   He
probably knew all these well enough.  He gave an explanation on how Career
Development  Managers  followed  up  on  the  interviews,  that  the  content
would  normally  be  kept  confidential  unless  there  was  a  need  to  clarify
matters with the Department Secretary to the benefit of the officer.  He also
explained the posting policy that the idea was to develop young officers in as
many different areas of work as possible.  However, he fell short of pointing
out the result of the experiments, i.e. what happens after the young officers
had been tested in many different areas of work.  One thing he assured was
that great exposure would be required for the great men in the directorate.

Practical issues

2.4 On the practical side of career development, I talked to some officers
in  the  General  Grades  Office  casually;  comparing  difficulties  we  had  in
posting Executive Officers and departmental grade officers.  Many Executive
Officers  are  human  resource  managers  in  departments  doing  grade
management  work.   Managers  in  departments  normally  have  a  better
understanding of  changes in  supply and demand of  human resources of  a
particular  professional  department  grade,  whereas  General  Grades  Office
dealing with Executive Officer postings across so many departments would
have uncertainties on most occasions.

2.5 There are problems in  both the supply side  and the demand side.
First, there are always uncertainties on the posts to be filled.  We always say
that the Executive Officer grade is the backbone of the Civil Service.  We are
versatile  and  we  are  professional  managers  in  resource  and  system
management.  This is a wide definition covering work in all corners of the
government.   There  is  often  very  urgent  work  required  to  be  performed.
Orders may come from very high level and response must be fast.  Therefore,
one possible scenario is that the Career Development Managers have to get
hold  of  the  officers  readily  available  at  that  time  and  effect  the  posting,
irrespective of the type of duties and the experience of the officers.  Second,
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there are also problems when some officers are awaiting postings but there
are very little vacancies to choose from.  Thus some officers may have to
repeat the same type of work, or posted to jobs not suitable for them.

2.6 Notwithstanding  these  problems,  I  still  believe  that  we  have  the
strongest career development team in the Civil Service.  I think there is no
other grade in the Civil Service which has the support of a SPEO, two CEOs
and 6 SEOs on career development of officers.  The team is very skillful in
devising postings.  I noted that some postings were made by two or three
officers swapping jobs.  This is an efficient way to arrange postings.  It will
also be effective if the career development needs of individual officers are
taken into account.
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3. Data on postings

Data collection and compilation

3.1 I collected much data on postings of Executive Officers since 2003.
After I retired in February 2005, I continued to collect the data with the help
of many serving Executive Officers.  During the period from July 2003 to
May 2005, there were 1,083 postings, excluding posting announcement on
retirements,  re-titling  of  posts,  leave  and  handing  over.   The  number  of
postings  recorded  represents  a  very  large  sample  size  compared  with  the
1,926 officers serving on 30 June 2005.

3.2 The data were loaded to an Access database.  Each posting record
contains the substantive rank of the officer, the date of posting and data on
the old and new posts including the post titles, departments and the work
types of the posts.  No personal data are recorded.

3.3 Data  mining  was  done  using  the  Query  and  Form  functions  of
Access.  Conditions of posting from the work type of the old post to that of
the new post were set as queries, using the Query Grid and SQL statements.
Statistics were then compiled using Forms/Sub-forms for junior ranks (EO
I/II) and senior ranks (SEO and above).

3.4 The  Access  database  “Postings.mlb”  together  with  all  Forms  and
Sub-forms required are distributed together with this paper.  The database is
not protected.  If readers have more accurate information about the postings
recorded, or additional postings, records in the database table can be easily
edited and appended.

3.5 Two forms: “Junior” and “Senior” for junior ranks and senior ranks
respectively record the query conditions and the format of the output.  Fresh
statistics can be obtained by executing these two forms to query the up-to-
date table in the database.

Professional streams

3.6 I have roughly designated the types of duties for Executive Officers
into  five  main  professional  streams:  financial  management,  general
management, human resource management, IT management and others.  By
professional  stream,  I  mean  that  some  specific  academic  qualifications,
professional qualifications, membership of professional institutes or working
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experience may be desirable in the delivery of the particular type of work to
be performed.  

3.7 This  is  obvious  in  human  resource  management  where  there  are
many  professional  institutes  worldwide.   Financial  management  is  also  a
professional  subject.   Many  professionals  in  this  area  are  professional
accountants.  However, in the Civil Service, there is not so much work in
professional accounting, as shown by the fact that the Treasury Accountant
grade was hived off from the Executive Officer grade in 1961.  Today, most
of departmental accounting is just cash accounting without a balance sheet.
The  accounting  office  of  many  departments  is  still  staffed  by  Executive
Officers,  and  most  of  the  posts  on  financial  management  in  bureaux  and
especially the Financial Services and Treasury Bureau are filled by Executive
Officers.   The  unique  knowledge  processed  by  Executive  Officers  in  the
management of public finance is very professional.

3.8 IT  management  is  an  emerging  professional  subject.   Many
universities  now  offer  advanced  degree  courses  on  IT  management.
Professionals  in  this  stream of  strong  managerial  content  are  now  much
sought  after  worldwide.   The  content  of  the academic  studies  focuses  on
much managerial  subjects  derived from problems in dealing with large IT
project management and social  issues arising from the proliferation of  the
technology.   The  general  perception  is  that  professional  managers  are
required to handle IT management, and that knowledge on the technology is
not sufficient to handle such jobs.  The target of the IT management degree
courses in universities is the training of general managers in this particular
discipline,  as  well  as  training  of  IT  technicians  on  managerial  ability.
Executive Officers  with expertise in resource and system management  are
already on the high ground.

3.9 A lot of Executive Officer duties are put under General Management.
This  is  a  general  term applicable  to  many  types  of  work  found  in  most
offices.  Officers can also be developed into professional managers if they are
well trained in managerial principles and practices.  This is an area which
could have much differentiation.  To keep up with the world trend, General
Grade  Office  should  constantly  examine  the  expertise  of  our  members  in
tandem with modern development in management studies worldwide.  I think
outside help should be sought by engaging management consultants for the
research in this respect.

3.10 I put  a few types of Executive Officer  duties as Others because I
consider them unique in the Civil Service.  Although I wonder if expertise
developed  in  these  areas  are  comparable  or  useful  to  jobs  in  the  private
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sector,  their  uniqueness  may  bring  about  a  scarcity  of  professionals
elsewhere.  Therefore, officers with valuable experience in these areas should
be considered professionals in their own right.

Streams and sub-streams

3.11 Based  on my own experience,  I  list  below the  main  professional
streams and their sub-streams of the types of work commonly performed by
Executive Officers.  I suggest that this list should be continuous expanded
and  refined,  which  is  a  job  most  suitable  to  be  handled  by  the  grade
management.

Types of Work Streams for Executive Officers

Code Stream and sub-stream

F Financial management

Departmental accounting
Financial management
Financial planning
Management accounting
Internal audit
Supplies
Tendering
FSTB policy work
Resource management
Purchasing

G General management

Departmental administration
Regional/divisional/district office administration
Committee secretarial work
Record management
Non-IT-related project management
Public complaints
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Code Stream and sub-stream

H Human resource management

Personnel
Establishment
Conditions of service
Staff relations
Staff or manpower planning
Staff training
CSB policy work
Grade management
Recruitment
Appointment
Staff discipline
Staff complaints

I IT management

IT management
IT project co-ordination
IT project management
LAN administration
IT system administration
Network management
IT security

O Others

Event management
Election work
Liaison work
Protocol work
Licensing work

3.12 With  the  coding  of  the  work  streams  in  place,  I  examined  the
postings and assigned codes to the work type (stream) of the old and new
posts.  This is not a very accurate task as I could only assess the work types
from the post titles.  Given my many years of experience and my extensive
contacts with Executive Officers, I could understand the nature of work of a
post according to its title to a large extent.  However, some information on
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the actual  work is  not  reflected in  the title.   I  estimated that  the error  of
assigning work type is about 10%.  This is not a very large margin, but I shall
leave this to the readers to decide how much it affects the statistics.   The
General Grades Office has detailed information on the duties of each post and
she uses such information for career development.  It is an easy task for the
General Grades Office to adjust the posting records in the Access database by
correcting the coding of the work type if she wishes.

3.13 In assessing the work type. I came across some posts which carry
more than one type of work and therefore belong to multiple streams.  This is
duly recorded by more than one code in the work type field of the posting
records in the database.  This normally happens in smaller departments where
Executive  Officers  are  required  to  handle  both  general,  financial,  or
personnel duties.
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4. Statistics

4.1 Two sets of statistics were prepared; one for junior ranks of EO I/II,
and the other for senior ranks of SEO and above.  The detailed statistics are
in the tables at Appendices 1 and 2 respectively.

Junior Ranks (EO I/II)

4.2 Out  of  720  postings,  51.81% of  them were  postings  to  the  same
stream.  The percentage does not appear to be satisfactory.  If the policy is to
test the junior officers in as many different types of job as possible, I would
expect that this percentage should be much lower.  A young officer could not
have served in all types of duties during their EO I and II service.  Therefore,
every opportunity must be used to let them try different types of duty.  There
needs  to  be  conscious  effort  in  planning  the  career  development  path  of
young officers to the extent of avoiding repeating work of the same nature
when they are transferred to another job.  This process is essential in gauging
the talent and aptitude of young officers with a view to identifying a suitable
work  stream  in  which  they  could  best  be  developed  into  professional
managers.

4.3 Among postings to the same stream, 39.03% of them were in the
general  management  stream.   While  it  is  true  that  there  are  more  posts
belonging to  this  stream, much more effort  could  be  made to  give junior
officers better exposure in various streams.  Four-tenth of them remaining in
the general management stream appears to be high.

4.4 8.47% of the posting were to the same stream of human resource
management.  This is not desirable as we should make the best use of posts in
this stream for career development.  Human resource management work is the
bread and butter of Executive Officer duties, and officers must be given the
opportunity to be tested in this type of work.  If only these postings could be
swapped with those remaining in the same stream of general  management
stream, the situation of postings to the same stream would be much reduced,
i.e. all cases of postings to the same stream could be reduced to 43.34% and
postings  to  the  same stream of  general  management  could  be  reduced  to
30.56%.

4.5 I could only count 17 postings concerning the IT management stream
and officers were being posted to and from other streams.  This number is
exceedingly low.  The main reason is that some post titles did not reflect the
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true  nature  of  the  duties  although  they  could  be  classified  under  the  IT
management stream.  I understand that in many small departments, there are
no  dedicated  officers  for  IT  management  work  such  as  office  LAN
administration,  IT  security,  and  various  small  IT  applications  for  office
productivity.  These tasks are undertaken by the Executive Officers in charge
of officer administration, general administration, personnel or accounts.  It
has  been a headache for  General  Grades  Office  that  departments  in  many
occasions requested for officers with IT management experience to fill these
posts.   The  situation  is  particularly  serious  when  some  young  officers
developed small but simple database applications in their offices, and these
applications would run into the risk of neglect if the replacement officers are
not aware of the requirement.  The current trend is that IT management work
is gaining popularity in every corner as most types of managerial duties could
be  benefited  from the  technology.   There  are  good  opportunities  for  the
development of IT management expertise in the early stage of the career of
young officers.  General Grades Office should take stock of the posts with
such kind of duties, and take them into account when career development is
being planned.  

Senior ranks (SEO and above)

4.6 Out  of  501 postings  recorded,  46.51% of  them were in  the  same
stream, with 2.00% in financial management, 28.74% in general management
and 15.57% in human resource management.  It is welcomed that about half
of the postings were within the same streams, indicating that senior officers
could be continuously developed to be professional managers within one or
two streams.

4.7 The  percentages  for  general  management  and  human  resource
management  streams  are  acceptable.   However,  the  situation  is  not  that
welcomed  for  financial  management.   There  were  some  more  posts  in
financial  management  which  could  be  deployed  for  strengthening  the
experience  of  officers.   During  the  survey  period,  there  are  51  postings
concerning  the  financial  management  stream,  but  only  10  officers  could
continue to perform duties of this nature.  Finance management in the public
sector  is  not  an  easy  subject.   There  are  complex  systems  of  resource
allocation and control, numerous regulations on public finance and detailed
procedures  and  terms  in  purchasing,  tendering  and  contract  management.
More effort could be devoted to developing more professional public finance
managers in the Grade.
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4.8 There  were  only  three  postings  concerning  the  IT  management
stream  and  all  three  officers  were  posted  to  other  streams.   I  think  IT
management  is  an  area  which  has  been  neglected  for  a  long  time,
notwithstanding the rapid development on the use of the technology in all
facets of work and the advance in the academic IT management field.  To turn
this around, we need to look both within and outside.  

4.9 At  present,  there  are  already many senior  posts  which involve IT
management duties.  I have mentioned in another forum that IT management
duties for Executive Officers are mainly found in three areas.  The first area is
office  network  and  website  management.   In  departments  of  considerable
size,  these  tasks  are  complex  and  require  the  input  of  senior  managers.
Technical  aspects  aside,  the  administration  of  the  office  network  requires
detailed  planning  and  execution  with  managerial  expertise.   Website
management is also a very important area as the departmental website is its
window to the world and is a major venue for  information dissemination.
The management of the content of the website and its effective presentation
is  a  major  task  for  a  senior  manager.   The  second  area  is  dedicated
management information systems supporting the work of Executive Officers,
such as computer-assisted systems in personnel management, filing system,
and various database systems for all sorts of office records.  These systems
are getting bigger and more complicated.  Some of them are developed by
engaging  consultants.   The  third  area  is  major  computer  projects  having
Executive Officers  assisting  in  co-ordination,  planning,  administration and
project  management.   They  could  be  any  major  projects  on  various
government  functions  in  various  departments.   Not  all  such  duties  are
reflected in the post titles as the officers may be assigned to lead a team, with
the name of the service, instead of the computer project, as the title of the
post.

4.10 Besides  properly  defining  the  IT  management  content  of  these
existing posts, General Grades Office should also promote the expertise of
Executive Officers as  professional  resource and system managers who are
suitable  in  undertaking  IT  management  work  of  other  major  computer
projects.  This is not a difficult task as most large work teams of computer
projects  would  likely  include  Executive  Officers  in  management  work,
making use of their expertise in resource management and human resource
management.   All  these  could  be  integrated  and  presented  as  an  unique
professional stream.  The General Grades Office needs to source for more
posts in this stream in order to strengthen the capability of the grade in this
area.
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5. Career development

Training and development policy

5.1 The  training  and  development  policy  is  the  foundation  of  career
development of Executive Officers of all ranks.  Therefore, it is essential that
all  Executive  Officers  should  be  familiarized  with  the  following  policy
statements promulgated by the General Grades Office.

(a) New recruits to the EO Grade will receive 26 days of basic training
within  their  first  30  months  of  service,  another  2  days  of  basic
training within 12 months after passing the probation period and 7
days of mandatory development training upon their promotion to
EOI.

(b) New recruits will have access to a mentor scheme to support them
in their first two years of service.

(c) EOs  on  permanent  establishment  may  apply  for  sponsorship  to
attend  relevant  external  education  programmes  to  obtain  higher
qualifications through private studies.

(d) EOs may be provided language training to enhance their bi-literate
and tri-lingual language abilities.

(e) EOs are encouraged to share their knowledge, skills and experience
to enhance individual members' competencies in their performance
of duties and to enhance the overall capacity of the Grade.

(f) EOs with potential for advancement may be given opportunities to
attend  local  or  overseas  management  and  development
programmes.

(g) EOs are subject to posting from time to time for both career and
personal development.

5.2 Policy statements (a), (b) and (d) are training for basic skills, while
(c) and (f) are training for advanced academic qualifications.  (e) and (g) are
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more  interesting.   They  are  on  the  development  of  practical  working
experience which is the most essential part of the curriculum vitae, and also
on  the  knowledge-management-based  type  of  knowledge  and  experience
propagation.  For (e), there is the Executive Grade Resource and Information
Network (EGRIN) platform aiming to facilitate information and experience
exchange.  After many years, this platform is still waiting for its success.  It is
now an effective bulletin board for information display, but is still far from
meeting  the  objective  of  information  exchange  and  experience  cross-
fertilization.  Statement (g) is the one concerning postings: They are for the
career and personal development of Executive Officers.

Training and development plans

5.3 These policy statements come into reality in the form of training and
development  plans.   The ways  that  General  Grades  Office  formulates  the
training and development plans for Executive Officers are summarized in the
following items announced by the grade management.

(a) Grade Management's views on T&D requirements as necessitated by
environmental  changes,  new  aspirations  and  career  development
needs of the Grade;

(b) competency gaps or performance deficiencies of Grade members as
reflected  from  the  performance  management  system  and/or
promotion exercises;

(c) suggestions  from structured  needs  survey,  focus  group  meetings,
research and development exercises,  EGRIN etc.,  as well  as from
individual Grade members through various channels; and

(d) feedback  and  comments  made  in  Departmental  Secretaries  (DS)
Seminars and other seminars and conferences.

5.4 One  principle  I  observed  from  the  above  is  that  the  major
consideration for the formulation of the training and development plans are
external to the officers.  The major factors affecting the plans are the views of
the grade management, and information obtained from surveys, researches,
seminars and conferences.  The person comes into play only when there are
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competency gaps  or  performance  deficiencies.   I  would  have  thought  the
primary  objective  of  the  training  and  development  plan  is  to  train  and
develop the strength of an officer.  The most important action should be the
identification of the aptitude and strength of an officer in the first place and
then  the  provision  of  continued  and  targeted  learning  and  development
opportunities.

5.5 The  training  calendar  lists  out  a  large  number  of  interesting  and
useful  training  programmes.   Besides  the  mandatory  courses,  Executive
Officers can freely attend, or not attend, these programmes.  I know some
Executive Officers who attended almost all training courses, treating them as
a good day away from work.  There are also some officers who have not
attended  any  elective  training  programme  at  all.   To  make  the  training
programmes  most  effective,  they  should  be  tied  to  the  training  and
development plans.   Officers identified to have talent in a particular  work
stream should be encouraged and persuaded to attend training programmes of
such nature.  General Grades Office could even go a step further by actively
arranging such training programmes for them.

5.6 On career  development,  training  and  posting  come hand in  hand.
But a target has to be set in the first instance.  The policy of exposing an
officer to as many different types of job as possible may be aiming too high.
It is like shooting arrows in all directions.  I think it is the duties of grade
management to assist officers find their targets.  I put this as the duties rather
than the rights as the aspiration of the officers is more important than the
wish of grade management.  It is very important that the officers themselves
are closely involved in the formulation of their training and development plan
and its implementation thereafter.

5.7 As food for thought,  I propose two methods which may bring the
officers themselves into the loop and make their training and development
plans more effective.

(a) I mentioned in my last paper that members of the grade should be
regarded  as  partners  starting  from the  early  stage  of  their  career.
They should be involved in their own career planning, postings, and
training.   The  best  way  to  motivate  managers  is  transparency,
communication  and  whole-hearted  partnership.   The  Career
Development  Managers  could  work  closely  with  the  officers  and
share their views on targets and the ways to achieve them.  Postings
should  be  planned  much  in  advance,  starting  from a  preliminary
scope at least a year ahead and narrowing down to a few choices a
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few  months  before,  and  with  intensive  communication  with  the
officers in between.

(b) Another  useful  method  adopted  in  other  organizations  is  the
promulgation of  anticipated  vacant  posts  for  interested  officers  to
apply.   To  align  with  the  policy  set  by  the  grade  management,
conditions  could be set  on  the duration  of  service in  the existing
post,  qualifications and experience required for the new post,  and
how the new job should fit in with the career development plan of
the officers.   In this way, officers would be given the initiative in
planning their own career development, with the grade management
retaining  the  right  of  matching  the  right  officers  with  the  best
available jobs.

- End -
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Appendix 1

Change in Work Type Upon the Postings of Executive Officers

Junior officers (EO I/II)

From To No. % %
Financial management Financial management 8 1.11% 1.11%

General management 28 3.89%
Human resource management 16 2.22%
IT management 0 0.00%
Others 1 0.14%

General management Financial management 34 4.72%
General management 281 39.03% 39.03%
Human resource management 107 14.86%
IT management 6 0.83%
Others 12 1.67%

Human resource
management

Financial management 12 1.67%
General management 94 13.06%
Human resource management 61 8.47% 8.47%
IT management 1 0.14%
Others 6 0.83%

IT management Financial management 0 0.00%
General management 8 1.11%
Human resource management 2 0.28%
IT management 0 0.00% 0.00%
Others 0 0.00%

Others Financial management 0 0.00%
General management 16 2.22%
Human resource management 4 0.56%
IT management 0 0.00%
Others 23 3.19% 3.19%

Total : 720 100.00% 51.81%
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Appendix 2

Change in Work Type Upon the Postings of Executive Officers

Senior officers (SPEO, PEO, CEO, SEO)

From To No. % %
Financial management Financial management 10 2.00% 2.00%

General management 25 4.99%
Human resource management 14 2.79%
IT management 0 0.00%
Others 2 0.40%

General management Financial management 35 6.99%
General management 144 28.74% 28.74%
Human resource management 72 14.37%
IT management 2 0.40%
Others 7 1.40%

Human resource
management

Financial management 22 4.39%
General management 72 14.37%
Human resource management 78 15.57% 15.57%
IT management 0 0.00%
Others 3 0.60%

IT management Financial management 1 0.20%
General management 2 0.40%
Human resource management 0 0.00%
IT management 0 0.00% 0.00%
Others 0 0.00%

Others Financial management 2 0.40%
General management 4 0.80%
Human resource management 5 1.00%
IT management 0 0.00%
Others 1 0.20% 0.20%

Total : 501 100.00% 46.51%
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