PSC GUIDELINES FOR MAKING APPLICATIONS FOR OVERSEAS TRAVEL
1.
Aim

The aim of these guidelines is to enable appropriately selected public servants to travel to key conferences and other developmental activities, or to represent the Kingdom of Tonga at necessary events, and contribute to the better performance of the public service and the individuals concerned.

The key requirements are that:

· travel will provide a real benefit or value to Tonga, either in the broader sense of the community, or to government and the public service [this can include improving the performance of an individual;

· funds are available within the Ministry budget allocated for overseas travel.

2.
General

· Budget funding will generally be available for only one person to attend a particular activity unless there are sound reasons for more public servants attending.  Multiple attendance will not be supported where there are direct reports involved [thus necessitating lower level staff acting two or more levels up];

· A contribution from the organizers of a conference [or other event] towards travel costs will be viewed favourably, although this is not a guarantee of approval.
· Activities that involve representation of the Kingdom must have some intrinsic value to Tonga for travel to be approved.

· Priority will be given to those applications that have a direct link to probable improvements in the performance in the public sector of Tonga, particularly SDP8 priorities.

3.
Assessing Applications

3.1
Assessing Benefit/Value to Tonga
In assessing applications the following criteria:

· economic and other benefits of the project to the Kingdom of Tonga;

· capacity or skill development benefits to the applicant;

· profile of the conference or other activity [as supported by the rigor of supporting materials];

· [where overseas travel has been undertaken previously] certification of the value to the Kingdom added by the individual’s overseas travel

· proposed budget and itinerary;

· level of funding requested;

· availability of Ministry funds.

The assessment will be guided by the priority given an application by the Ministry, using the following categories, in descending order of importance:

A:
A meeting at which decisions are to be made that directly impact on the Kingdom, for example provision of funding or impacts on exports.  Attendance by the individual need to be critical [when a proposal includes more than one person, there needs to be rigorous case to support the attendance of each individual.  The assumption should be that one person can adequately represent the Kingdom.]

B:
a meeting, program or other activity that will contribute to improvements in the performance of public sector (such improvements need to be quantified and capable of assessment.  They may relate to an individual’s or team’s performance), or a meeting or conference at which Tonga is generally represented and that provides a clear benefit to the Kingdom.

C:
a meeting, program or other activity that is likely to contribute to improvements in the performance of the public sector, although it is difficult to be specific about the results.

D:
annual meetings or conferences where there may be some advantage but it is not specific.

Consideration of the participation of specific individuals will take into account their recent performance and credibility in the public service and hence the credibility they bring to the proposed visit/mission.

Further guidance on benefits or value provided by overseas travel are set out in  Attachment 1.
3.2
Assessing Funds/Budget

The application should provide advice that budget is available.  This should be checked against the most recent MoFNP report on expenditure against budget.  If a Ministry has over-expended against budget, approval cannot generally be recommended.

If the application is for travel later in the year, consideration needs to be given to the level of funding still available.  This will require judgement on the extent of over-spending to date and the numbers of other proposals a Ministry might be forwarding.

4.
Documentation and Assessment
4.1
Application Materials

An applicant must submit 1 copy of each of the following:

· A completed Application form; available from the PSC website).

· Details of the itinerary.

· Curriculum vitae of the applicant, detailing experience and training.

· Where an invitation to present is involved, a copy of such invitation.

4.2
Application and assessment process

· Formal applications must reach the Minister no later than 20 business days prior to the date of departure.  Early planning and submission is encouraged.

· The Head of Department should ensure that the Application Form [Attachment 2] is completed supplying all the necessary information.  The Head of Department should assess each Application before submitting it to the Minister.  All applications should be forwarded to the Minister, with a recommendation to ‘approve’ or ‘not approve’.  
· The Head of Department must provide a copy of all Applications to the Public Service Commission so that the PSC can maintain a database and report quarterly to the Expenditure Review Committee of Cabinet.

5.
Approval information and conditions

· Successful applicants are required to submit to their Ministry [copy to PSC] a report on the outcome of their attendance at the conference or activity within 21 days of the event [pro forma is at Attachment 3].

· Funding is not approved retrospectively.

· Approval cannot be transferred.  If an individual proposal is approved but the individual is unable to take up the travel, the approval lapses and a separate application must be made.
Attachment 1
FURTHER GUIDANCE ON ASSESSING VALUE

Assessing applications is the critical step in the process.  It is how Tonga makes the best effort to ensure that limited funds available for overseas travel go to the proposals that will provide the greatest benefit.  The following guide aims to give Ministers assessing applications advice on the things to look out for.
Assessing Benefits or Value

Benefits may be of several types:

Economic
where the travel is to a meeting where an agreement will or should produce some financial or economic benefit that can be quantified;

Innovation
where the travel is to a conference or other program that will or should give attendees information that is not generally available [e.g. from the Internet or books] that could lead to improvements in performance in particular segments of the economy or the public service

Skills
where the travel is to a conference or education or training that will or should lead to an individual improving their performance or the performance of their work area.

Other
where some clear benefit can be spelt out in the application that is persuasive

The best guide to the benefits will be the degree of concrete-ness that can be brought to describing how they will be demonstrated.  If the benefits sound vague and nebulous, they are likely to be dubious.  At the other extreme, benefits that sound too good to be true probably are – and are very unlikely to be achieved.  Both should lead to NOT approval an application.
Moderating Factors

These are factors that can be taken to increase the case for approval.  They relate to factors that are more general, rather than simply benefits.  Examples are:

Performance & Credibility of Applicant:  a public servant who is known to be a superior performer in her or his post and who is looked to as a leader in policy or program management may be more likely to extract value from a program than one who has a lesser reputation.

Prestige of the Event:

there may be some conferences where attendance carries some other benefit.  This would need to be well argued.

Full funding by other body:

where there is absolutely no cost to Tonga, other than that a valued public servant is not at their post, there may be a stronger case for approval than where Tonga has to contribute to meeting the cost.  [It needs to be remembered that the absence of senior or key staff is an important factor to take into account.  It is part of the cost of attending – see next point.]

Length of Absence:

where an event requires a relatively short absence, and other moderating factors are involved [e.g. funded by others] there may be a stronger case for approval than where a longer absence is involved.

Regional significance:

where a conference or meeting involves Tonga being represented in a regional forum, there may be a case to moderate the assessment.

Negative moderating factors


Previous travel:
where there is no evidence that previous overseas travel by the individual has resulted in some benefit or value to Tonga, recommending approval to further travel should be carefully considered.

High cost:
where travel involves a particularly high cost compared to the usual pattern there will need to be particularly good case for the benefits to be achieved.  There is an ‘opportunity cost’ involved.  If a large sum is spent on one person, numbers of other applications for overseas travel will have to be rejected.  The cost- benefit analysis of a high cost application should be particularly rigorous.
Attendance by more than one public servant

Approval should generally be given for only one person to attend a particular activity unless there are sound reasons for more public servants attending.  Multiple attendance should not be recommended where there are direct reports involved [thus necessitating lower level staff acting two or more levels up];

Completeness of Application and Attachments

Assessors should first consider whether the application includes the required information.  If it is not materially complete, it should quickly be referred back to the originating Ministry to be completed.  The important qualification is ‘materiality’.  If something that is not critical is omitted, this should not be used as an excuse to defer.  If an attachment is not included, generally the Assessor should phone the contact and advise them that it needs to be sent for the assessment to continue.

Opportunity Cost

A cost that needs to be taken into account is the loss of the work contributed by a person while traveling.  That is, this is a cost as well as the actual cost of fares, per diems etc, and in many cases is the most significant cost to Tonga, since many of the direct costs are paid by a sponsor.

These costs should take into account the work not done, the leadership and supervision not provided as well as the disruption in a key person not being available to a Minister or other Ministry staff.

Cost – Benefit Analysis

This is an evaluation of how the potential benefits rate against the actual costs.  It often requires a subjective evaluation since it may not be possible to allocate actual dollar benefits.  Nevertheless, it is critical that the assessor make this evaluation.

A conservative view is the best guide.  That is, if an assessor with a good understanding of the challenges and the individual involved has doubts that claimed benefits are likely to be achieved, the correct course is to make them down.

Budget Availability

If a Ministry’s budget has already been over-committed earlier in a year, further travel needs to be particularly scrutinized.  By the end of the year, expenditure should be within budget.

PUBLIC SERVICE – KINGDOM OF TONGA
APPLICATION FOR OVERSEAS TRAVEL
	Applicant:
	Ministry:

	Level:
	Post Title

	Purpose:
	Conference

Meeting

Other [specify]



	

	Estimated Cost
Detailing the various elements 
	Cost of event

Cost of travel

Cost of ‘per diems’

Other

TOTAL

	Details of any contribution by Donor Partner:

	

	Details [provide title of course/conference etc, intended venue, time required etc]:



	Details of SDP8 priority/s that this travel will address:



	Describe how the public service will benefit by approval to this application [how will it contribute to improved productivity or outputs?  Be as specific as possible.]:



	How will absence be covered?  [who will do the work normally carried out by this person?  What other arrangements will be made to carry out the work?



	Details of the applicant

	Current Qualifications:

	What other overseas travel or study has been completed while employed by government in last 12 months.  Ministry to attach documentation demonstrating the value to the Kingdom of this travel or study]


	Date of Birth:
	Date appointed to public service:

	Date appointed to current Level:
	

	

	Signature of Applicant:

	Priority of this travel to the Ministry:  [as per PSC guideline]

	Signature of Head of Department:        RECOMMENDED                          NOT RECOMMENDED


	APPROVED                                                                 NOT APPROVED

Signature of Minister:


FORM 2:    EVALUATION OF APPLICATION FOR OVERSEAS TRAVEL
SUMMARY OF APPLICATION

	Applicant:
	

	Reason for travel:
	

	Cost to Tonga:
	

	Other costs [met by sponsor or other
	


WHAT IS THE PRIORITY?
	Ministry Rating:
	(circle)            A           B            C            D   

	Minister’s Rating:
	(circle)            A           B            C            D   

	Reason for Rating:
	


WHAT ARE THE SPECIFIC BENEFITS TO TONGA?
	Describe the benefits
	

	How likely is it that the benefits will be achieved?
	


HOW WOULD ABSENCE ON TRAVEL BE COVERED?

	Who will act for person?
	

	Will necessary work be done?
	


WHAT IS YOUR COST: BENEFIT EVALUATION?
	How do costs compare to expected benefits?  
	

	
	

	Are you satisfied that this travel is a good deal for Tonga?
	


WHAT IS THE AVAILABILITY OF FUNDING?
	Is there still budget funding available?
	

	Will there be other bids for travel that are better than this one?
	


DECISION

	Travel          Approved            /         Not Approved (circle)

Signature:


PUBLIC SERVICE COMMISSION
REPORT ON OVERSEAS TRAVEL
	Name:
	Ministry:

	Level:
	Post Title

	Purpose:
	Conference

Meeting

Other [specify]



	Details of any contribution by Donor Partner:

	

	Details [provide title of meeting/course/conference etc, and the specific dates you were overseas, etc]:



	What benefits will Tonga gain from your attendance [be as specific and concrete as possible.  Vague generalizations will be seen as an indication that little real benefit will be gained]]:

[Ideas:   Describe how the public service will benefit or a particular section of Tongan society - what contribution would be made to improved productivity or outputs?]  


	How will you personally apply learning gained while overseas?  [be as specific as possible.  Spell out just what you will do to provide a return to the people of Tonga  for the investment they and/or a Development Partner have made in you]


	Signature of Participant:

	Signature of Head of Department:



	Signature of Minister:
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