SINGAPORE LEGAL SERVICE

RECOMMENDATIONS OF THE LEGAL SERVICE PERSONNEL MANAGEMENT REVIEW PANEL 2006
1 On 3 April 2006, Deputy Prime Minister and Minister for Law Professor S Jayakumar announced in Parliament that a review panel would be set up to conduct a comprehensive review of the management and development of the whole range of talent in the Singapore Legal Service (“SLS”).  DPM Jayakumar noted:

“we should institutionalise and update the arrangements for talent management … so as to further improve the quality of the Legal Service.  This requires a personnel management system that recognises outstanding officers, tracks their performance, and grooms them through assignments and training courses for future leadership roles.  It also requires a system that assesses the performance and potential of legal officers against all their peers, and revises these assessments systematically and regularly as the officers advance, so that those who do well are recognised and are promoted ....”

2 The President and Members of the Legal Service Commission (“LSC”) appointed the Legal Service Personnel Management Review Panel (“Review Panel”), chaired by Justice Lee Seiu Kin, to carry out the review.   Justice Lee was the former Second Solicitor-General and is now a Member of the LSC.  The composition of the Review Panel is at Annex A.

3 The Review Panel’s recommendations have been accepted and approved by the LSC and communicated to Legal Service Officers (“LSOs”).  The thrust of the recommendations is for the SLS to provide each individual officer the opportunity to develop to the fullest of his potential within the SLS. This is in recognition of the fact that once recruited, every LSO is important, as the LSC depends on its officers to carry out its mission.
4 The LSC’s mission is to maintain a dedicated corps of officers with integrity and ability to staff the Judiciary, Attorney-General's Chambers and Legal Service Departments of various Ministries and other arms of Government.  The range of duties carried out by LSOs is at Annex B.

5 This principal strategy of developing each officer to the fullest of his potential within the SLS will permeate the entire spectrum of the human resource policies of the SLS and drive its human resource operations:

a. the strategy will begin with the right recruitment policies to attract a fair share of good candidates to the SLS.  A minimum of a second class upper honours from the NUS or the approved overseas universities will be retained as the principal recruitment criterion for possible appointment.  The SLS will rely on the Justices’ Law Clerks (“JLC”) scheme to continue to serve as an important gateway for drawing in and retaining its share of those with a first class honours;

b. once in the Service, there will be a robust assessment framework so that the potential of an officer may be identified, as accurately and as soon as possible, for developmental purposes and progression;

c. a more frequent, systematic and constructive feedback system will be institutionalised so that LSOs would know how they are performing and how they may improve;

d. there will be a more comprehensive and enhanced training and development framework for LSOs at all levels.  This is to ensure that all LSOs have the opportunity to be developed to their fullest potential.  The framework will include compulsory posting rotations (to provide LSOs breadth of skills and perspectives), attachments to leading law firms or chambers (to enable LSOs to acquire practical and specialist legal skills), leadership programmes (to hone leadership skills and perspectives), and scholarship opportunities (for postgraduate studies);

e. a talent management scheme will be institutionalised for purposes of identification and development of LSOs.  A special committee, headed personally by the Chief Justice, will have central oversight of the scheme and monitor the officers’ progress.  The officers in the scheme will provide the source for renewal of leadership and ideas in the SLS and underpin the succession planning framework of the SLS; and

f. finally, in order to maintain the standards in the SLS, officers who are found to be unsuitable would be flowed out through the exit management schemes.

6 The details of the strategy to develop each LSO to the fullest of his potential within the SLS are at Annex C.

7   
To ensure that there is commitment in follow-through and to maintain                 oversight by the LSC, there will be a post-implementation review to be conducted in 3 years.  The review will focus on the effectiveness of the proposals and their implementation and make recommendations for improvements.
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Annex B

RANGE OF DUTIES UNDERTAKEN BY LEGAL SERVICE OFFICERS

1
Officers of the SLS are designated Legal Service Officers (“LSOs”).  In practice, the Solicitors-General, Deputy Public Prosecutors (“DPPs”) and State Counsel in the Attorney-General’s Chambers are appointed from LSOs.  So are appointments of the Senior District Judge, District Judges, Magistrates, Coroners, Registrar and Deputy Registrars of the Subordinate Courts, and the Registrar, Deputy Registrar and Assistant Registrars of the Supreme Court. 

2
LSOs are also posted to the Legal Aid Bureau (and appointed the Director, Deputy Director or Assistant Directors); the Insolvency and Public Trustee’s Office (and appointed the Official Assignee, Public Trustee & Official Receiver, and the Deputy and Assistant Official Assignees/Public Trustees); the Legal Service Departments in the Ministries (including the Legal Services Department, Ministry of Defence; the Legal Policy Division, Ministry of Law; the Legal Unit, Ministry of Home Affairs; the Legal Services Department, Ministry of Manpower; the Legal Services Unit, Ministry of Education; the Legal Branch, Ministry of Health; and the Legal Services Unit, Ministry of Community Development, Youth & Sports).

3
LSOs are also seconded to the Legal Departments or principal legal positions of certain statutory bodies (including the Chief Executive of the Accounting & Corporate Regulatory Authority and the Registrar of Companies & Businesses, and the Deputy and Assistant Registrars; the Assistant Chief Executive of the Competition Commission of Singapore; the Chief Executive of the Intellectual Property Office of Singapore and the Registrar of Trade Marks & Patents; the Registrar of Titles & Deeds/Controller of Residential Property at the Singapore Land Authority; and the Director, Enforcement Division [Securities & Futures Supervision Department] at the Monetary Authority of Singapore).

Annex C

DETAILS OF STRATEGY TO DEVELOP EACH LEGAL SERVICE OFFICER TO THE FULLEST OF HIS POTENTIAL WITHIN THE SLS

1
To attract a fair share of good candidates to the SLS:

a. in its recruitment programmes, the SLS will seek to reiterate the unique value proposition of the SLS, in particular the public service element, i.e.  to serve and protect the interests of the public and the nation, the administration of justice and upholding the rule of law.  The SLS will also communicate to candidates the spectrum of challenging and interesting legal work in the SLS, the breadth and depth of training and development, the opportunities for formal training, and the provision of a competitive remuneration package;

b. the SLS will continue to maintain the standards of its recruits and retain the principal recruitment criterion (for the entry grade) of a minimum of second class upper honours from the NUS or the approved overseas universities;

c. the SLS will rely on the JLC scheme to continue to serve as an important gateway for drawing in and retaining its share of those with a first class honours.  The principal recruitment criterion to the JLC programme will continue to be a first class honours;
d. to make it more convenient to recruit good mid-career candidates, there will be greater flexibility to accord due recognition to their experience in appropriate cases; and
e. the SLS will tap on an even more diverse range of talents and increase its gateways for talent, by starting its outreach activities earlier and involving junior college students from the top colleges, and including overseas undergraduates from approved universities in expanded internship programmes.  

2
For LSOs in the Service, there will be a robust assessment framework so that the potential of an officer may be identified, as accurately and as soon as possible, for developmental purposes and progression.  The Currently Estimated Potential (“CEP”) system (in use in the Civil Service and the Legal Service) will be retained with refinements.  Such a system is needed to focus management’s attention on the accurate and robust assessment of officers’ potential, with a view to the training and development of the entire spectrum of talent in the SLS. 

3
A robust system for the assessment of LSOs will be accompanied by a structured feedback/performance management system, so that LSOs would know how they are performing and how they may improve:

a. to provide enhanced and more frequent feedback, the SLS will institutionalise a framework where there will be at least two formal feedback sessions a year supplemented with specific forms/manuals and formal training for all Supervisors and LSOs involved in the process; and

b. career counselling will be institutionalised, with a milestone career counselling at the 4 year mark of an LSO’s career, and a second milestone career counselling at the 8 to 10 year mark.  

4
The principal strategy recommended by the Review Panel is premised on developing LSOs to the fullest of their potential.  To achieve this, the SLS will enhance the training and development framework such that it is both wide and deep to meet the needs of LSOs at all levels.  Operationally, the training and development framework will be individualised in the form of a comprehensive training roadmap for all LSOs.  The suite of training will cover:

a.
foundation for LSOs – to signal the importance that the SLS attaches to training and development, there will be an enhanced Foundation Course for new LSOs from the point of entry. In addition, there will be a Service-wide enhanced formal Mentorship Scheme where all new LSOs will be assigned Mentors for their first 3 years in Service;

b.
acquisition of practical and specialist legal skills – the SLS will institutionalise a rigorous process of compulsory rotations for all LSOs in their first 6 to 10 years of Service.  The objective is to expose officers to a variety of legal work in their early years (when such exposure will bring the greatest benefit to the LSO and impede the department’s operations the least).  This will also enable officers to make a decision as to which area of the SLS his career should progress or which specialisation he would like to pursue.  This process will also serve a very important function in exposing LSOs to a greater number of Supervisors, which will in turn improve the accuracy and robustness of the assessment system.  In addition, selected LSOs will be provided attachments to suitable law firms or chambers (in Singapore or London or elsewhere) in order to expose them to the private sector and to acquire practical and specialist legal skills;

c.
acquisition of leadership skills – the SLS will leverage on the range of milestone leadership programmes available to Civil Service leaders and also explore setting up a leadership programme catered to the SLS so that more LSOs may benefit from leadership training; and
d.
further academic training – one of the attractions of joining the SLS has been the scholarship opportunities to undertake the LL.M. at the NUS and the premier overseas universities.  The SLS will continue to place out such scholarships.  As observed (in the Ministerial Statement) by the DPM and Minister for Law, the “legal landscape has changed tremendously in recent years, reflecting the wider changes in the world.  With each passing day the frontiers of law are being pushed further back. …  Our Legal Service needs to keep abreast of these wider developments and we need good and able minds with expertise to advise, prosecute and adjudicate”.  This and the increased specialisation of legal practice also make it more critical for the SLS to have corps of specialists who would have the necessary exposure and training from the best institutions and leading authorities.  In view of this, a sizeable portion of the SLS needs to have postgraduate and specialist training.  Besides undertaking an LL.M., depth of knowledge may also be acquired in the course of teaching.  The SLS will thus institute a teaching fellows programme for suitable LSOs to teach at suitable tertiary institutions.  Attendance of LSOs for short durations at the Law Faculties, and auditing subjects, in the new and emerging areas of the law, will be implemented as well.
5
The SLS will institutionalise a talent management scheme to develop the more able officers:

a.
those in the scheme will be put through their compulsory rotations at a faster pace, given tougher assignments to stretch their abilities, exposed to more committee work/projects, accorded priority for scholarship opportunities to pursue their LL.M. or other specialised/professional training, given priority consideration for attachments to law firms or chambers or secondments to Ministries to undertake policy work, placed in the Specialist Core Groups of the SLS, and targeted and trained to assume headship positions; and

b.
a special committee, headed personally by the Chief Justice, with the Attorney-General and Justice Lee Seiu Kin as members, will have central oversight of the scheme and monitor their progress, in particular the developmental opportunities offered to these LSOs.

6
The admission to and retention in the talent management scheme will be dynamic and porous.  All LSOs will be provided equal opportunities to demonstrate the requisite qualities to be eligible to join the scheme.  The LSOs may remain in the scheme if they are assessed to have high potential coupled with consistently good performance.    

7
The LSOs in the scheme will provide the source for renewal of leadership and ideas in the SLS and underpin the succession planning framework of the SLS.  Candidates will be identified early to fill key appointments in the SLS for which central oversight for succession planning is critical.  The Succession Planning Committee will be headed by Justice Lee Seiu Kin.  

8
On the flip side of managing talent differentially for purposes of development, the SLS will also tighten maintenance of the standards of the SLS through exit management.  LSOs who are found to be unsuitable will be flowed out through the Civil Service exit schemes.  There will also be a framework to prepare and transit LSOs who retire from the Service to other portfolios outside of the SLS.
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