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I. EXCECUTIVE SUMMARY

SUMMARY OF RESULTS:

The PROJECT MANAGEMENT SYSTEMS (PHMS) WORKSHOP Consultancy being conducted
jointly by =he USALD, PADCO and LGT II team members is a two phase
endeavor to strengthen the training capacity of the Badan Diklat,
{(Departemen Dalam Negeri), for providing improved training services to
regiocnal ani provincial training centers in the form of enchanced
curriculum, improved 1

earning methodologies and trainer development
programs. Trnis was done a

on=2 by introducing a specific proj=ct manageament
skills seminzr,worxsihiop: The primary output to be achiszved £nrough this
ge o)

consultancy. Tne targec group of +the PSS workshop is tne Projec
Implemenzation Team. This is the multi-eshalon, multi-agency group of:
Pimpro, reasurer, Secretary, and Field Staff responsible for
implementing projects described in the Indonesian project document, the
DUP/DI2. w2 following is a report on the resulvs of the first phase and

the plans fc¢r the sacond.

Phase One oI the Pii3S =ffort to:

agreed to atz
for Prnase Z cont

and ALNEX Z

* In collizberation with the Consulzants, The Tore Tezam has identified
a prototype PM3 curriculum; related it to the Badan Dikla< Management
Training objsctives for Dalam Negeri, PAaIC0,/LGT IL Manasersnt Training
Heeds Assessimant, the Sovarnment of Ininnssia ors manazenmant system

* The Core Team in ceollanorz<:tn with =ne Zormsilzants '.25 olanned
Phase zwo and the period leadinz uz =2 it in Z=zzil and he2 Fhase turee
follow throuwin in z=nsval.



Key activities included:

Assessment of the minimum conditions required for undertaking the
consultancy:

Refirement of the Consultancy Objectives at the time of
implementation;

Establishment of Badah Diklat "core" group to guide the curriculum
development; '

Joint planning by the core group and consultants to design a
Demonstration PMS Workshopi

Conducting and evaluating the workshop to identify needed
modifications, and

Conducting a planning workshop for Phase 2.

{see Consultancy Logical Framework in ANKEX 3)

' approatn stresszed wnhe development of a Badan Diklat
apability to conduct and manage PMS worisnops in the
than the <onsultants simply conducting a PiMS workshop for
Trie emphasis then s placed est ish (within the
Jislat Core wsroun understanding
anderpinmiags 0 play an
sornducting the pils ~n3 eguigeing
e the pilot PHS worksh : ! riculum in

rlement rational
~-zls, and
n3 cf zZha
o4 l.nnazes ware made
tTeam, tns program, and the P Projact.

-
p=]

gulrements ol tne wWorxnscope determin:s
e ot

contributinyg to tn

The consultancy strateyy wa
(=]

capacity tc plan, implement, ani manaze chnans=s 2Iforts i fective
i PROCEZISS o be as important as

PRODUCT, [ See Al

@ a
project management methods. We wviewe
NEXES 2 3

t
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bae
Q
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1. Facilitative Conditions Su:
Phase 2 exist:

sr Planning and implementing

L3
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The conditions necessary for installing (when installing means
identifying and designing curriculum, training trainers in content and
methodology, planning for implementation and fully implementing) a PMS
Workshop currently exist in the Badan Dixlat at levels sufficient for
success. They include:

* TOP LEVEL SUPPORT:

The Director of the Badan Diklat, Pak Sumitro, has expressed his full
support for the installation of Project Management Training in the
Central, Regional and Provincial training\programs offered to government
officer: in accordance with the Gocals of Badan Diklat and the findings of
the LGT 1T evaluetion. In a meeting on August 29, 1983, he stated that
the PMS rrogram was not a simple adjunct to the LGT II program but an
imporrtant component of the overall Badan Cixlat Training Development
goal, itself.

tify a top level officer as the team le:zder for
ort demonstrated his commitment. When the

dis willingness to id
the PMS sub-project er

en
F

rn ;

consultants suggested thave the two officers initially appointed might be
too junior, Sumitro responded by appcinting an e

Kuswandi, currently the top level officer respon
of LGT II project.

i
schalon 2 officer, Pak
i

ble for the supervision

Administrator

sultant, Pak

PMS effort: a
uccessiul

b:;!uwmart

[V 9}

o n
-
]

pages =i, 5, ARKUEXN &), All interested parci e

improved project managsament training curriculum and trzining me tnoaolo,j
to do this. {See "Evraluatisn Rzoommendazions”, page 3, ANHEX 4.)

* MULTI~-LEVEL INVOLVEMENT:

At the be%inning of the effort, this did not exist. During the course of
the first week, commitments were made £0 working in multi-eshalon and
multi-unit teams. Eshalon 2,3,4 and consultant officers joined to form
ating their willingness to
as not to collaooratp in a

hl

the Core PMS Curricuium Cesign am,
work together contrary to tradizionzl
team mode across these barrisrs.

multi-level teams was again demcn

Wrneve sul-oi-leval ol

such as a project, it is apparently possizlzs to use cthe team approach to
training in Indonesia. This finding ras nhad dramatic implications for

2

-~

trne planning of phases 2 and



* OPENNESS TO INNOVATION, NEW IDEAS AND METHODS:

The PMS instellation effort in the central, regional and provincial
training centers demands new methods and skills. High and lower eshalon
officers demonstrated a desire to take learning risks in front of their
peers, by participating in teams, making training presentations of new
content witn a new methodology. LGT II project responsibles were even
willing to apply the PMS to their own project. Where learning is an
essential feature of the PMS implementation strategy (that is, Phase II
planning depaqu on what was learned during the Phase 1l experience),
effective periormance has depended on team openness to innovation.

* OPERATICNAL SROUPS CAN MAINTAIN SELF-RELIANCE BUT ALSO ABSORB

Badan Diklat leadership as well as the members of the USAID technical
assistance team be lleve strongly in the importance of institution
strengtheninzy as a means to achieving near term results. The PMS was
seen in tnhnis lignt. The Curriculum Design Team has been committed to
develcoping 1 city to implement and maintain thne PMS Workshop

(1
0
[e
o7}
oo

a
program indegendent of continued consultancy assistance in the future and
nas conductei itvs prnase 2 and 3 planning in this light.

x MINIMUNM LEVELZ OF STARILITY, CONTINULTY AND SECURITY ARE MATINTAINED:

t-
e

w.th whom we ware working directly were secure in their

All officiers
2 were receivirg adeguate remuneration for this additional

positions an:
PSS work.

The position 3f Trziner doss not exit in the Indonasian civil service and
—herefore dozs not carry with it either status or security. Without a
career ladder sibili £ ofessi develcpment, the preparation
of regional i 1 iner cannot prO”edP with kind of
continuity ! for > ed effor
The stratey 2»s as PMS trairers is to
iS2 top esnh s, directors of training
I2nTers as vzining in the regional and
rowvi al rovincial geowvernors in the

pan:s and future trainers.

The officers currently partici

continue thelir commitm Z

lower eshalorn trainers must re
results, it is unclear how successful this

ating in the PMS program will be able to

£ €-2 months before another wave of
e tnam. In spite of its criticality to
~he achnievemznt of =xpected
transition will be.

2. THE PMS CURRICULUM I8 HIGELY 2PZROFRIATZ THZCZUGH IN REED OF
FEFINEMZT:

i

with the active participation of the 3zdan Dixlat core group, the
Consultants rlanned and conducted a pileot workshop geared toward
zohieving tihz folleowing "generic attributes proven by world-wide



research to be necessary ingredients for project success:

1. consensus on project objectives and strategies; 2. agreement on
agency/individual roles and responsibilities; 3. updated and accurate
plans, schedules, and budgets; 4. means of monitoring and controlling
progress; 5. mechanisms for recognizing and responding to change. The
pilot PSS workshop equipped participants with knowledge and skills to
convert these generic reguirements into practical management plans for
real projects in Indonesian context. Workshop results with five "live"
projects demonstrated the appropriateness &f this approach (thouéh some

refinement and translation 1s necessary). (See ANNEX 5 for sample
products). After understandin: basic PMS concepts, participants were

z2pure Indonesian project documentation (DIPs and DUPs and

eguipped -o pr
plementation reports) in a substantive, thoughtful manner.

gquarterly im

E BADAN DIKLAT CURRICULUM CCRE GRCUP IS CAPABLE OF MAKING THE
NEEDED ADJUSTMENTS IN PREPARATION FOR PHASE TWO.

The Core Group and Consultants estiblsned two sets of objectives for the
i

pilot worksnop: 1. developing maximum participant facility in PMS
concepts throuyh skills transfier and "live-project" applicaticn, and,

2. using the workshop experiznce to test/evaluate/refine the curriculum
and me;hodoWng Evaluation of results confirmed the overall PMS
concep-ual validity and the cor2 ygroup nas developed an action plan (with
clzar tarsens, resnonsibilities, and scaeduls - 3ee Prasze II Planning)
Tor curricuruam sefinement and prepavation for Phnase 11 worxsinops and
trainer training {(iLovember 21 - December 16).

RECOMMENDATIONE :

1. Comait to Phase Two. The Pnase Two on-site plan described in depth
elsewhere combines an &-day PMS Workshop (for an audience of RTC/PTC
Training Teams of tnhe training directors, partial trainers including
selected BAPPEIAZ and dinas staff) followed by a 4-day TOT workshop
da - - ~
cO prapar L

Teanms.
the worns:

WOY HETNOD

implemsentat: 2 B Drojd T . &
timing in November 21 - Decenber 16. It is recommended that the
consultants;
2, Monitor Core Sroup projress. BDetwassn now and Wovamber 21 the core
group is charged with adapting and rafining the curriculum. Their
W

progress should pe formalliv rev

iewed o/a October 14 to see if they
have met the targets for mazerial, refi
-

inement/translation

established in their workplzn,
objectively 'erifiable
(See ANKEX 7) of Badan
Tinanosoi of a suczezss
planned for Gctober 14 shouid 't
non-achievement means that Phase
raeconsidered.
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3. Provide PDP access to the curriculum and methodology. The greatest
project benefits may accrue to the PDP project, which has greatest
ability to implement project management as a part of planning system
and documentétion improvement. The full results of this consulting
effort should be given to the PDP team (inlcuding materials,
participants evaluation, also discussion with tne core group) to be
used as a starting point in their curriculum development efforts.

ISSUES:

Badan Dirnla®t currently conducts a broad program of training it may in the
fuzure wisn to manage rather than allocate limited staff resources to

=}

implement. hAs Badan Dirlat, like otner Ministerial Cerctral Training
Ajencies, develops the insticutional self-confidence in . os capacity to

in ()

to its clients and to

1

researcn, design, and develop curriculum responsive
provide services such as training in the management of training and
training of trainees in the curriculum it develops, it will beyin to

redefine its role ac a policy level.

Tne PMS Workshop
e

microcosm of the ; P

and client groups. Relztionsiips that proizize effective results can

provide the hazis for maning conrfident pollioy wliiustmants 2T 3 later
Dy omaning sonfident pollioy aliliaen SR e

respond

1o would be maiwve oo belicrs that thnese policy decisions anout fne role
=2 Badan DinlasT desives <o nlay zan ze condizted in ths alzence of an

open discussion of the perscnnel policy decisions necessary to support

training efforts. these discussions have not bzen a part of the brief

PM3 consultancy. ni s 4 whether

avolves as a tr

that should he
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PHASE I STRATEGY ‘

A.

INTRODUCTION:

There are major groupings of activities related to a PMS
installation effort can be identified as:

1. Assessment of the Facilitative conditions
2. Clarification of the Strategy
3. Implementation of the Strategy

4. Building in means of sustaining the effort independent of
Consulting assistance

5. Building in opportunities to replicate the process in other
parts of the organization

These sets of structured activitie
design and carry out all three i:
In fact, it is des
11z S

possible to
set of events.

dimensions considered simu
rocess.

. - pya

~AnT MTAYTS .
FACILITATIVE CZONDITICUS:

e

OF THE

Pape

LSSESSHERT

(Ses ANNEX 8)

ancy on site were devoted to
ined in the cable traffic
e

The opening days of the consu

reviewing the Terms oI

3 F

a o

and reneg :mztlng des he point of

1mjleﬁun ation. The <his renegotiation process
was to produce mutual <he consulzancy objectives by
all azteorsg inwnl-oa? . The Tasic oy s

included inzervisws T UsalD, 7
Badan Diklat actors invel in introducing PMS in Da
Negeri. the overall pattern was the following:

negotiate via cable agresmants,
discuss on site with:
USAID:
Mr.
Mr.
Mr.
Mr.

SLTTO .

Tinzler
Dakan
Hirsch
Agus

Mr.
Mr.
et a

Arington
Soesiladi
1



Badan Diklat LGT II Project Staff:

Mr.

Mr.
Mr.

r.

Syahrir
Kuswandi
Arief

Sumitro

Consultants draft summary statement using PMS tools for up-comlng
seminar/workshop.

PADCO and Badan Diklat teams rewrite the TOR based on their
understanding .

Consultants aszist PMS Team to draft detailed Pnase I TOR.

TOK presented for concurrence to USRID actors and agreed to by
Consultants. Logical Framework drawn up.

(See ANNEXLES 1, 2 and 3)

Tne basic objeczives for Phase 1 were:

o A competent and functioning Core Curriculum Design Team
established <hat can;

o Conduct witr consultant juldance a 5~day Demonstration
Worksnop ani IZvaluate it; and,

o Plan 2Prhase 1 effort: and

2. Projectize zns P45 Installation:

The introduction of Project Management Training into the Badan

Diklat's overazll training proygrams was trzated zs a sub-project

within the la*;e- L3T IL Program. Trhs unit of time <o be used

for =h 1 < of the

PMS I

X

(See Diagram 1)

The strategy used

for the

Project

as bas=d on an

(ANNEX 11)for improving

o
-2

developingy
identify the
models and

longer

Instcallation

UquLOJj
erm wnile
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Assesc the conditions which facilitate using the methodology
(See ANNEX 7).

Identify a PMS project team for the curriculum design phase
(See ANNEX 8).

Clarify the xind of Project Management Traininc Desired and
the capacity to be developed. :

Identify the targets groups for the PMS Workshops.
Identify potential trainers.

Conduct a mini-skills workshop on curriculum design,
including;

structuring a 5-day workshop (7 Steps to Adrogogy:
(see ANNEX 32)

; t - relating needs
EX 10).

identifying gener

i lements of managemen
assessment tTo cont

definition {See ANN

a1
t @

£ Action Treining Methodology

Q
o]
3
1
-
(9]
[ S
el
~— b
®
W
Q

Basic principles cf curriculum evaluation and survey
technigues {szee ANNEX 12).

The use of tions and tne application of the
( )

i
team approacn in PiiS Sea ANNEX 13

As a team, apply principles to the actuval de2sign of a 5-day
as a team (see ARNEX 14).

PMS Worksho

U

Invite pro2z2It 2ams IO
Participant i

Conduct the
present Design team
conduct

Conduct the PMS curriculum deszign evaluation and identify
appropriate iz g pne
for use in
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IMPLEMENTING THE PHASE I DESIGN:

With only minor scheduling delays, the implementation of the
first phase went according to expectations. It should be
mentioned that one of the characteristics of the consultancy
design that 1s critical is:

lessons ilearned during Phase 1 implementation are necessary
for successful design of phase 2. )

That is, the consultancy design depends on what we are terming
VALID LEARNING: Dboth Competence and Confidence in new skills and
knowledge are necessary before sustained ute of new learning

tares place.

Some Valid Learnings essential to the succes of the First Phase
relate to:

* impcocrtance of project team based training strategies

* use of top lewvel cificers in implemsntetion strategy

* applicability of P!MS concepts, tools ani srills

* effectivaness of the PM5 Workshop metho»logy and design
TOr =HAETL.E, DuTEeT o7 project
ceams i3 3 macg 2ITive T Iy Tran
"stranger zrai idual manage van the relucteace
to iavest I & approacn al
resTriztlIns, = will e emo it has been
exXperisncal 20 D

Anotner example is the use of top level support in the
implementazion of a new =Zrziningy meznodology. The CZurriculum
Decgign Tezm was encourz3szd ©o s ecnalon 2 and 3 cificer as the
first P45 =zrainers in order to uive <h2 new curriculum and
metnodcloyy the necessary ore3tizs znd sredibilicty. Based on
tiieir positive experiencsz with this cirateqy, <hey nhave decided
to use =<nis approach furing Fnzzss I oani 3 oy invizing RTC and
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required for enthusiastic implementation during the phases 2
and 3. The only way to find out if the curriculum works is to
try it.

The same was true of the methodology. The Accelerated Learning
Technology used for this seminar/workshop insists on a dramatic
departure from the traditional methods of teaching by lecture and
learning by rote. Use of this methodoulogy is related to
cunfidence in its effectiveness. This confidence in its validity
comes through direct experience.

A fourth example is the discovery of the overall PMS Workshop
design effectiveness based on the seven steps to designing adult
education learning environments (See ANNEX 9). The Consultants
modelled thnis structured approach tc crganizing a training
session and tnen involved tne Curriculum Design Team in applying
the same approach to designing the Pilot PMS Demonstiration
Worrshop. Tnis androgogical structuring has also been applied to
the PMS Workxsnop to be implem2nted during Phase 2.

Tne basic learning by doing approach is used, modelled and
s

practiced throughout the first pnase of implem2ntation.

ECHAANLIEME TOR ZELE-SUSTAILID 25 WORNSHOP
Tne kasic features of strengthening Eadan Dirlat capacity to
providas continuel 2MS Worxshops independesntly zf consultant

«1ith Badan Diklat's Provincial

4. Integration of PMS Worksho
Training Program.

o

6. Building regyionral and Proviacizl ¥uizi-discipline Training
Teams of Training lirszctors znd Zsgaromantzl tecnnical

%]
e
[y
Q
b
o
bt
[N
n
rt
0]
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8. Use of simplified accelerated learning methodology that

allows high structuring of trainers work through
work-breakdown method of training modules.

9. Early recommendations to plan additional interventions at a
policy level to complement and support the new training.

USAIL, LGT-IL, and Badan Diklat decision makers made it clear
from the outset: ’

The PMS consultancy must be done in such a way that it can be
self-sustaining at the end of the 2-phase consultancy

Wnile they both feel that the strengthening of Badan Diklat
capacity to sustain the implementation of a PMS Workshop program
independent of the consultancy is an essential objective of this
set of interventions, both Douglas Tinsler and Robert Dakan have
expressed their skepticism that this is possible within the time
frames estimated and suggest that additional consultancy support
may be necessary.

The Consultants have attempted to build in mechanisms to assure
sutfficient self-sustained implementation by Dacember 10 for a
successiul Phase III.

cision is made to expand the PMS Workshop Effort beyond

ameters, additional consultancy may be both
:5irable. Thnis issue will be discussed for

"ing +the first week of December 1933.

n O

[ =
fo ts m
LA
LS )

o]
oot

e

[

=

To date the fundamen:al mechanism for sustainability of the PMS
Workshop Training Program is a competent, committed and funded,
Core Im le nentation Team of Top level officers who have the
conc eotual Jrasp, necessary ski ufficient
authority/credizility to insta Program.

e igld-tested and

5 Reyiznal PMS Workshop
' 23isnal and

s direct
methodology from the

This tzam, hnas
refined it and is »

1]
(: '
1}

multi-disciplinary Teams atc =
Provincial Training Centers. i
institutionalization of the curric

outset.

oy
[t eY
o
o3

eams will involve the

t

To assure local support, the RIC and 2IC
Provincial Sovernor in tne selection of participating teams and
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Experiential Training Methodologies based on heavy use of
simulations and structured exercises are complex and difficult to
use. The transferral of skills through TOT programs suffers from
the "xerox of a xerox" phenomena and leads to poor performance in
the absence of sustained supervision.

The Accelerated Learning approach used in the PMS is simpler and
rasier to master within limited time frames. If the PMS5 workshop
is to be implemented quickly, successfully and at acceptable
performance levels, then the conceptual and technical elegance of
the method become a fundamental issue. To make the point; the
core tezam was able introduce 1/3 of the first PMS Demonstration
Worksnop after an l&-nhnur exposure to the Consultants and will be
able to conduct the fuil P45 Workshcp in Pnase Il.

Enthusiasm and support for PMS training will be sustained if
Project Teams find it useful. Since PMS training emphasizes
improved use of BAPPENAS designed formats and, more importants,
improved performance on project objectives, project teams will
percieve it as useiul if thelr improvement efforts are: (1)
supportad py BAPPENAS/BALPPEDA personnel and (2) rewarded with
opportunities to do additional projects in =ne future.
NAS o work out
2s5i4n and a metnod
s on a pilot basis.

It was also reguire a conscious effort at the Prowvincial level to
revward succseszicl implaemenzations with the assiznment of
additional challenginyg projects.

PREPARI NG FOR REPLICATION 1L OTrAZR PARTS OF L3T-11 PROJECT AND
, ) .

07 mae

. ., - . .
e Thiz JeD WOL f.:-JOp inszalla

T3 1 <
st/effecrivensss .5 & 3 by tre degres o Wh
OIT/elieClivaene3s L3 LLgroved DJ crhe Geygres To WhH

The PMS Workshop effect was based on the Performance Improvement
Approacn (PIA): a meth for improving organizational
performancs that was desi 110 and res
of consultants working wi t
Consultant and client can clearly o
approach in tne 2MS sceliaci £z
further use. A Dbrie
in ANNEX 16,

O
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institutional capacity to replicate this PMS effort approach when
introducing other training programs in the future.

The replication issue has been raised at the outset of the
consultancy to generate creative and expansive thinking about

ways to take advantage of available opportunities. This set of
issues will be responded to more fully during phase 2.
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III. PHASE II PLANNING

A. Clarifying the Design of Phase 1I

The Core Team used their PMS Implementation Logical Framework as
the point of departure for the Pnhase II design. The Logical
Framework provided as Diagram 2 is a fourth iteration of the
overall PMS effort, developed during the final days of Phase 1.
It highlights several significant management decisions:

Clearly defined =zarget group:

The target group for Phase III PMS Workshop is now narrowly
defined as the Project Team -

PIMPRO

Treasurer

Secretary

Field Staff of Implementors

Neither has this group of actors ever been identified to be a
team in the past, nor has it ever received training as a
team. An example is a Project Team responsible for
implementing Demonstration Fislds for farmers. The DIP
auzhorizes Tunds and resources and the PIMPRO is responsible
for the specific outputs of the Jocument. The PMS Workshop
would assist =his PIMPRO, his Treasurer, Secretary and actual

field I implementors organize 2t mutually agreed

5
and responsibilities, establish
' 1 b =

Hou
o
=3
D]
o]
ct

2 -:L...:Zzu,;a
implenentaci
and intern

O bring trhis assumption into
has affected the design of
ore Team will be resgponsible

during Phase I1I1.

- Curriculum nmust be USZAERLE

- project Teams must be able to produce useable Project
Management Svystems in the Woo:

'




e PMS workshop Installation Project:
¢ PMS Implementation Team Logical Framework

s Septemper 24, 1983

GENERAL STATEMENT OF OBJECTIVE

Baoan Diklat of Dalam Negeri

PERFORMANCE INDICATES OF SUCCESS

GOAL :

Effectiveness ang efficiency of kegional ang Pro-
incial Preaect Management of government resources
increasec.

PURPOSE:

PMS skilis anc concepts usec Dy hational and Pro-
vincial ~raject Teams to 1mslement annual program.

END

GF FROSECT STATUS:

P tocls uses oy €0& of particiocating teams

to ossion croject imciementation system incluaing
Lozical Framewcrk, Trees, Recponsitility cnarts,
Z&r cnarte, Activiny List, buogel. :

Tear tegetnes for annual and
rezianning m2etings ana

cesigner.

1z ang trinking (13-
ity pasec rexcrting).

OUTPUTS:

1. Proiect Implementaticn Management: skills of
hationzl anc Provincial Project Teams {(inciuzing
the Flrorc, Treasurer, Agministration, anc Fielco
statff of imglementcrs; 1moIovVas o N o-ggy
PMS skills worksnop concuztec oy RTC ana sacan
Cikiar training staff.

‘nstallation
_lum ang i

1.1.

Laia

working Project Teams at hationai and Provincial

levels agozly PMS concesis anc totis te M“live!

Drojects unger sucervisicn anc oIoCuce useacle
m™a T

i
orsject management SvsIem sIiustel o
using an 6-Gay £TCJ)ect management wCOIKSNOS.

ee curricuium gascristlon znc m2thecolegy

ment system o

ACTIVITIZES:

nCIKSNCD CONOUCTes

woTicelun evzoueiel

uzing 7

2, Conzust TOT to snow NOw I imclemery z BME
nW3TASNCE PIOZTEW

&, Flgn Fnase 11D zoneclle, cucisl, ano cesconsici-
iities
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Implementation Strategy

In order to achieve the outputs defined in the Logical Framework
design, a group of PMS Workshop. The Phase II strategy for
generating this resource is.

(see Diaygram 1)

- Identify On-going group of Trainers for 1984
- Core group conducts PMS Demonstration

- Consultants conduct TOT in use of PMS Workshop

- Future Trainers devel
ic

p Phase III Implementation Plan as
their "Live Appl i vy

~ i

tion" during PMS Workshop

- Trainers prepare to conduct live PMS Workshop back in
RTC's and PTC's

- Core Team supervizes preparation effort.

Tne Core Team has develope:
and assigned responsibiliti
objecrtives Zor Prase III dir
PADCO Team Lzader and Usa

“'D;

set of activities, scneduled
jo]

a

es. They have negotiated the
- . . -

e

notne Fepala Badian Din

v
i

jo]

1 icer. A bhudgez has been
approved Ior poth Phases 1 c
agreed upon for Pnase II.

onsulting assistance

ANNER 17

b provides tha dra

BUILDING i SSLF=3USTalunlba MECRANISNMS

Tne Consultants, PHS Lore Team, Xerala 2zdan Diklat and USAID/RD
Chief have begun define =ne PMN3 Worikshop as a pilot effort:
For rapid inn ~nz paramszers oI given
USAID/Dalam
diniscry wide 1oz ltnotIoonae Loczal overnmant Projsact

For
Planning and Impelem
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Therefore, the Phase II and II1 efforts will be conducted with an
eye on specific but broader replication. We believe we are
introducing a management methodology firmly rooted in a sound
conceptual framework that can operate effectively within the
limited boundaries of inifial PMS training Terms of Reference.
But we also believe it can be expanded from tne small to the
large, bearing all the complexity required to respond to the
demands of the cffort envisionad by USAID leadership. ’

Badan Diklat starf have identified several opportunities for
replication of the PIA (page 12) approach used zo implement the
PMS Workshnop. The general management skills seminar, the SESPA
and SAPADYA curriculum improvement efforts are obvious candidates.

ed tnat <he PMS approach be
rmance overall, and RTC/PTC

L53T-I1 Team membars
used to improve pro
implementation of n

s are prepared to explore
logy to improve/intrcduce
in two additionzl projects.

USAID Rural Devzslopment Office
opportunities for using etho
local government training program
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III. PROJECT MANAGEMENT SYSTEM CURRICULUM

A, Design Considerations:

The are several characteristics of the curriculum designed during
the first pnase of the PMS Consultancy that require emphasis. In
specific they relate to:

* Ganeric Elements of Management
* Use of Team Training Strategies
* Use of Accelerated Learning Methodologies and the Live

se
Application

Each of these is outlined in greater detail in ANNEX 19 and summarized
here.

1. Generic Elements

Tne Project Management System Workshop being introduced into tne Dalam

sional Development Programs build upon a fundamental

amsworx. First, management is understood as the systematic

lanning and implemantation process. In practical terms
g people and information in order to achieve desired

Negeri Profes
concevtual Ir
guiding of znhe p
it means organizi
objectives.

meEws

Tne successfiul guidance of the planning/implemon+ation process of any
endesavor, fcr any organization, regardless of cultira. context, depends
on three genaric processes:

* managerial functions

*

*
{sez diagram functions in summary and
ANNEX 19 for u zal Tt of zhe ganeric elements.

Tne manager's success in guiding the manager
his ability to perform %hese manage:lal joday
a guidance system. The generic slements ==
regardless of context in order to b2 success
these elements and how much of them he mus:t pe
situation.

al process will depend upon

sses and inergrate them into
u3 What tne manager must do

But How he integrates

form will depend on the

ffective managerial performancs is, o Z=2finizicn, the elfective
£ c elements by Tzami =5 psople organizsd around
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DIAGPAM 3

SUMMARY

C COMPONENTS OF THE PROJECT MANAGEMENT SYSTEM

I' MA

A.

B,

NAGEMENT FUNCTIONS
THAE DEGREE OF TEAM AGREEMENT ON OBJECTIVES
THE DEGREE OF TEAM CLARIFICATION OF ROLES AND RESPONSIBILITIES
TiE DEGREE OF ACCURACY OF RESOURCES SCHEDULES AND ACTIVITIES
THE DESGREE OF WdICH MECHANISMS ASSURE TEAM CONFORMANCE TO

TdE DEGREE TO WiICd MECHANISMS ARE IN PLACE FOR TEAM TO RESPOND
TO CJANGE (MONLTOR/EVALUATE)

II. ARALYTIC PROCESS:

A.

III.

TAE DEGREE TO wiHICH OPPORTUNITIES/ALTERNATIVES ARE GENERATED AND
CONSIDRED BY TEAM

THE DEGREE TO vHICd TEAM DECISIONS ARE BASED Oil COST/RESOURCES,
FEASIBILITY, IMPACT

TdE DEGRCZE TO wAICd DECISIONS ARE ACTED UPON BY TEAM

GREE TO wiICH MECHANISMS ARE USED BY TEAXM FOR LEARNING
ABOUT ZFFECTIVEHNISS Or ANALYTIC PROCESS

HUMAN ORGANIZATION

W

?‘
qw
Y

O

THE DEGREE TO wiIld INWDIVIDU
COMPETENWCIES, NEZD3 ARPE INTE
OF TAZ WORK SETTING

L L 0B3J2CTIVES, ATTITUDES,
R I

NTO, ARE CONSOHANT WLTH THOSE

b

THE DEGREE TO Wiild TEAMS OPERATE CONSENSUALLY

THAE DEGREE TO WHICH MULTIPLE TEAMS COOPERATE QUT OF JOINTLY
SHAARED OBJECTIVES



The elaboration of the Curriculum procedes from this basic conceptual
statement. A management development curriculum builds from the generic
requirements of the manager's work and expands to the specific
application of these generic elements.

For example; the target group of this PMS Workshop design is the project
Team of PIMPRO, Treasurer, Secretary, and Field Workers (implementors).
This team, by definition, will improve its implementation performance to
the degree to whicn it improves its performance of the generic )
functionz. But the project team has some specific curriculum/training
needs in order to do tnis. For example establishing mutual agrement on
objectives,although it is a basic managerial process, must be done within
the context of Bappeda and Dinas plans and implementation agencies.

2. Team Training Strategy:

Team Training 1s the most cost effective means of increasing the
implementation performance of managers and their staffs. Past experience
with "stranger training" for individual managers from a variety of
backgrounds demonstrates the skill development process and the transition
to practical applications is diluted when tne needs of tne heterogeneous
training group must be responded to. ¥When the group is a homogeneous
work team of individuals who have come togetner around a shared
purposeful action, a group's skills can be developed simultaneously and
focused on the specific work shared by the team members. Teams develop a
snared management vocuabulary and concepis and practice the same skills,
using the same tools.

Instead of returning to nis job alene and to a staff that has neither
shared with nim the learning esxperience nor developed similar sets of
expectations, the managsr refturns with an integrated implementation
Team. Wnen a project team is particiapting in a PMS Workshop, it can
develop a live proj=act mangement system for its real world project.

This simple opportunity improves the cos:t/effectiveness of the training
ne training Is not sxill davelopment for some
sxills ¢ 1 work. The
ductive activity is an important
arvisor and the trainer.

intervention dramaticaliv. T
job in general, but the ap
fact that training time is
consideraticn for the par i

3. Learning Dy Doing:

=3 performance tnrough the USE of
then a fraining intcervention is
1

If the objective of training is i
new or improved skills and concep:s
effective to the degree to whicn it influences sustained and routine use

£1
Ue]
I
0
(')

of these new skills and +fechnigues.

interventions.
introducing new

But experience

ily imply behavioural
ial Training methods

h knowledge and skills

Diagram 4 Dbelow describes
Traditional lecture methnods
knowledge in +<hne form of con
demonstrates *<hat attitude

changes in the form of impr
were developed to emphasize
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in the training room. Skills Workshops based on training techniques that
simulated the work environment became popular means for developing the
skills required to make improvmements in performance. The approach was
not as effective as had been hoped. The assumption was that If new
skills were developed Then participants would apply them back on the

job. The did not necessarily happen either.

The Action Learning Methodology has recently benefited from its
iteraction with work team training. When & work group is brought into
the training room, simulation of the real work event can be replaced witn
a "live application™ of the training concepts and skills. Since this is
happening under the supervision of the training staff, participants can
practice skxills in a controlled environment where the conditions for
early success can be managed more carefully. The basic assumption of
this Accelerated Learning Methodology is that if the adult learns new
skills and applies them successfully in a work team of colleagues, he and
the team will have the confidence to make a further application on the
job (sustained Use of new skills). Refer to Diagram %5 on the following
page as a suwmmary of tihe Action Training Methodology ANNEX 20
"Installing an Action Learning System" in the Badan Diklat is a more
detailed description of the methodology used for this consultancy's
training efforts.

USE ON TdE JOB: ROUTINE AND SUSTRINED
APPLICATION UNDER SUPERVISION
SIMULATED PRACTICE OF NEW SKILLS AND TECHNIQUES

TRANSFER OF NEW KNOWLDEGE AND IDEAS

Diagram #4: Training Hierarchy of Interventions
B. CONTENT OF THE PMS WORKSHOP

Generic and Specific.

The objective of the Curriculum Design Tesam was to identify a PMS
curriculum generic enough to be used by any Dalam Negeri Project Team but
speicifc enough to respond to particular project types (by agencies and
technical specialities). The Team used a particular process to structure
their identification of the Jorkshop Content (see Jiagram #6 below)

From a framawork generic functions , the Teawn tried to analyize the
specific context the project : developed needs
analysis was used to identify =zhe =ziZi al raguired of the project
t=zams and match ithem to the gensri : ¢ Diagram #7 for a
description of how these skills w tools and techniques
to be introduced through the DM3

Hy rh

o}
O

-

and the evaluation that
ified for inclusion. The most

As a result of the demonstration worksnoc
followed, additional curriculum was iden



critical addition was a workshop designed to apply core PMS concepts and
skills to the Indonesia Dup/Dip/Implementation management system
currently in use. During the workshop, participants found it easy to move
from the PMS approach to the government system. Forms that were
confusing in the past became perfectly clear once the purpose of the
formats was understood. Additional curriculum is now being prepared for
the 8-Day Workshop in November, including:

Internal Evaluating Systems .
Project Termination

Project Monitorinjy and Control Systems

Motivation & Productivity (conceptual understanding, only)

C. METHODOLOSY:

Since tne consnltancy objective was "Tne development of a PMS Worksnop
Curriculum" through a developed capacity in the Badan Diklat, the first
two weeks of che consultancy were devoted to preparing a Core Curriculum
Design Team. The objective of this team was to design the structure and
content of the 5-day Demonstration Workshop toc be conducted during the
first phase and of the &-day Worxshop to be conducted during the second
phase

The Worksnop Design Structure is described in ANNEX 3. The Core Team
learned how to use this scructure and then applied it to the PMS
Workshops. Tne resulting S5 and 8-day Workshops were de31gﬂ&d by the Team
under the supervision of +ne consultants. The two Designs are provided

in ANNEXES 14 and 21.

Tne approach to structuring the worksnops is based on sound adult
learning method: the essential elemeants are the 7-step approach to
Androgogy and the Adult Learning Cvcle, 'The first orda.lzﬂc the overall

the latter organizes the individual modules

design of *ne Worxshop
within the design.

D. PHASE 2 PIIOT PMS WORXSHOP DESIGNH

A Team effort under consultant supervisisa, the Phase 2 PME Pilot
workshop demonstrates tne Core Team's understanding of the basic
principles of the Accelerated Lzarning Technology and ability to use the
essential elements of the Adult Learning method to design and conduct a
"live application" Workshop in Projecz Management Skills. The design is
provided in ANNEX 21.
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ANNEX 1

TOR given to Consultants

by Badan Diklat Management

LOCAL GOVERNMENT TRAINING PROJECT II

PROJECT MANAGEMENT TRAINING

GOAL:

Indonesian National, Provincial lst level Regional and Kabupaten/
Kotamadya 2nd level Regional Government personnel of Development Planning
and Manageznent Agencies/Divisions use project planning and management

skills to successfully plan and manage development projects.

Badan Pendidiran dan Latihan, Regional Training Center/SELAPUTDA, and
nduct Project Managemant Svstens

o
Seminar/Worishops using PHS content and Action Training !Methodology
P

ceduras to limprove the planning

ZWIMU OUTEI IS

l. Project Management Ssminar/Workshop developed, field tested, refines,

and translated by a collaborativs tsam of Badan Diklat staff and




b. Demonstration PMS Workshop evaluated and refined, and curriculum
agreed to, translated and produced for use in RTC/SELAPUTDA and

PTC workshops.

managenment Trainers trained in the use of PMS skills, concepts, tools
and techniques and in the use of and Action Training Methodology both
adapted to the Indonesian systems and procedures for impleﬁer“ﬂq the

PMS curriculum adapted to the Indonesian needs:
a. At least 2 Master Trainers trained in the PMS content and

functioning as Assistant Trainers for Demonstration workshop and

as full Trainers for first PMS RTC/SELATJTDA or PTC workshop;

b. 18 Trainers/Managers of Training trained in use of the PM4S
Worxshop.

ion Team to be used =o

S e T o Aavra Y - 3 . . - o —~
Action Plan daveloped by PMS Workshop Installa

& < &

¢t




ANNEX 2

PROCESS USED FOR NEGOTIATION OF TERMS OF REFERENCE:

The process used for clarification of the Terms of Reference is.

considered to be a fundamental factor in a successful effort such as a

PMS workshop installa*ion 2ffort. The intent of the process is to:

1.

identify all actors who have an important perspective on the
definition of the consultancy, or plav some kind of implementation

role in the effort.

2stablish sufficient mutual agreement on objectives and =he
boundaries of responsibility to assure understanding of roles and

responsibilities and commitments to specific implamentation actions.

provids a basis for conssrucsiva monitoring and raview of <he

consultancy =5fort,

following basic steps define the outline of the Process initiated by
n

consultants:

On Site Discussions & Na otiations conducted
g

n
Q
Q
3
jon)
o
[§]
ct
o
8%

With USAID official

Mr, Dakan
Mr/ Hirsch

Mr/ fgus



6.

With PADCO Team:

Mr. Arington

Other Team Members
With Badan Diklat Staff and Project Personnel
Mr. Socsiladi
Mr. Syahrir (Project Manager for Rdministration Mini-project)

Mr. Sumitro

Consultants draft summary statement using PMS tool from up-coming

Workshop.

PADZO and Badan Diklat Teams reurite the TOR based on thei

-
2
N
.

v

ande

- -
STaAn AN

+
u
-

Consultants zssise PUS Team (newly identified zs result of TOR
Process) to draft detailed Prase 1 TOR.

TOR re-nsgotiated ang accepted by PADCO & Badan Diklat actors.,

TOR praszated for oncurrence <o USAID astors ang izresd zo by
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ANMNEX 4

Pages XI,2,3,5 LGT-II Evaluation
Team Report

c) Systems designed to optimize utilization of externmal rescurces -

(other governmental agencies concerned with training, Indonesian
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CHAPTER I: ORIENTING CONCEPTS

———— — ————— ——— o ———

The terins of reference for the evaluation of LGT~11, as expanded

upon by USAID in discussions iumediately prior to the beginning of the

tedd’s wors, stipulated both an evaluaticn of proiect impiementation to

IS

dzte and 2 zet of reccmmendations concerning pocuible modificerions in

Tnis latter aspect was seen

Ziven varisus develcpments, which will be ou
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approach is substantially different from the highly centralized
top~down planning which has characterized Indonesian development

efforts to date. As such, moves in this directien are not

1)

uncontrovarsial, After all, the political history of modera Indonesia
1g in large measure the hist ory cf effortes to craate a unitary state

ﬂ'
‘l)
(9}

out of a previvusly disjointed archipelsgs of incredible size and

divar

[

ity. To now begin to move toward decentralization through

delegating developmant planning authority to sub-national levels, is
scen by some as potentielly could underizine the naticnal interest,

thwiths:anding this, tha t2am believes that the moeve toward
decantralizsticn, as lezst as it might effect programs'such4as
will prevail, 1f this assessment is mistaken, then many of the
conclusions and recommendations outlined in the body of this rapert are

likely te become invalidl.,

: [ -
5, Luctput

considerable sound aud fury ended up signifying relatively litrle, A
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being equal, the deciding facter could well prove to be whether
quantifiable outpnt (i.e., number of curricula develeoped, of trainers

traived, or courses taught) or more qualitative facteors of systemic,

rn

rr

actors behind the projec

medificatinsn are theo motivating
lmplementors, Wirhin the Indoncsian conrext at the present tline, the

noon "

forces of "process” and the foreces of output are doing barttle.” Waile

r
L

synthegis between the
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thaen with suorur, {Le the team's findings sugzesr thar wlannicg and

management withidn the LGT-II contevt are far more important at the
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ACTIVITIES BASED T RESTONSIBI LITIES B ) I F R
Ol OBJECTIVES SEPTEMBER | OCOBER _[HOVIMUIER [DECEANER | JATIARY | TEdiian ¥ | #ARCT 1 ADRIT MAY JunE JULY

[T

Conduct Team Review neet
ing to integrate absent
members.

Collect Training
materials

|

|

=1

l

|

|

l

I

I

Analyse and select |
materials |
|
Meet with PADCO Team mem-)
bers to agree on Training|
Unit Development and |
Materials Development,

Prcduce materials and
translations.

Notify Participating
Teams and supervvisorn

Select site and prepare
venue,

Organize administrative
support.

Secure budget avallabi-
lity.

Practice using video -
(See Bi1l Owen).

1

Monitor Progress to date
(November 2).

Consultants provide pre-
workshop coaching.,

Conduct workshop (Begin
November 21)

Conduct TOT (Begin Dec.l)

Badan Diklat approves
RTC and PIC implementa-
tion plan for Phase III1
PMS installation.

Core Team conducts moni-
toring meeting with RTC
and PTC Teams (Dec. 20).
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ANNEX 7

FACILITATIVE CONDITIONSAFFECTING PMS INSTALLATION PERFORMANCE:

Pressure for and commitment to change from both the internal

and cxternal environments: genuine concern for seeing devlopment
results.

Multi-level involvement or partic'oation in the puuposeful action
and the improvement effort: Willi 1nggess to work in teams:

a degree of realistic self-reliance on the part of operational
groups such that thev re interested in help, but in ways that
promote learning and self-reliance as competence and confidence
are achieved;

openness to innovation, new ideas, and metheds, a willingness
to examine data, information, and new ovportunities with open m
minds and a recsrttivity to learniag:

Top Level Surport for Chances to be made

a minimum level ofF stability, continuity and sec ruity both
in the immediate external environment and in the organizational

context: cynemism 1is necessary, but so is continuity

Wnen thes2 Fzrilizative Conliicicns zre not nrasent in suffi-
clent degrees, any innovation c¢r chance effort will experience
performance problems. The consultant can take mangement re-
sponsiiility to improve the degree to which thess condtions are
present, but should alse zlart ctrars fo the fact that the
minimum conditicns are nct Zeing mset tefore too much commitment
is made to & particular =ifcro.



ANNEX Ba

PSM WORKSHOP PARTICIPANTS

September 8 -14, 1983

No. NAME

INSTITUTIONAL POSITION

L. Moch. Dladjad

2 Koeswandi

3. Subagjo 3.
4. Sarwotn 37,
5. Syanirir A3

10. Munar Nawawi

11. J. Ranwandan

13, Djecro Prazaivo
14, Hoch Soher
©. Surya Parama

3L Crrnesn = e
L. Re ¢ CLEYRILT
19, Bugiarto

<0, Erliina Mur-qg

<1, Sugiarti
22. Yoesdiono

23. Situmorang

sadan Diyiat Secretary

Badan Dikrlat Hzad, Training Center
Badan Diklat Head, Ahdministration
Badan Dixlat Hzad, Administration,
Zcoloyy Jivisinan

Bxden Diklax Head, Adninistrative

ada lat &
Badan Diklat Head, Monitoring &
aluation Divizion

Kecrultment
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ANNEX &b

Figure 8
COMPOSITION OF LIVE PROJECT SUBGROUPS
( PEMBAGIAN KELOMPOK PESERTA WORKSHOP MANAGEMENT PROYEK)

No. JENIS PROYEK PERSONNEL

1. SESPA Xoeswandi - Ranwandan
Sujono Sugiyarto
Sarwoto

2. LGrT Koeswandil Djoro Prasetyo
Arief Djamuddin Sutrisno
Syahrir Hadi Djuwito

Eddy WNuryadi

33

3. SLAMET Slamet Warsito
Koesna:

Suryo Param
=

. PROGPERAUM Hunar tawawi
Erlina
Sebayang

5. P ISIK Situmcrang

{29934)



ANNLX

DESIGN STRUCTURE FOR A PMS WORKSHOP

A seven—-st-=p veedback system begins with a consideration of the
environmental situation, rpasses through planning and motivational stages,
organizes for specific activity and controls through an integration of
results with the next rhase of planning.

The seven steps are:

Climate

Mutual Planning

Assessment of Needs

Formation of Objectives

Evaluation

._.
(1Y

shall consider each one in rturn and view their inter-relationships in

4 feedback system.

In order to utilize a feedback lecrt For manacement rurroses, it is
: & Furs
LIpertant Lo unsider ULe envirvonment LT whicn tha ey

activity is to occur. We can use the term "climate” to describe an

environment for personal communication., Climate in managerial terms has

o do with people interacting in crzanizazicsnal settings and with the
guestion of how personal ccmzunications ars -anilaZ,



Physical Climate: Physical climate refers to working conditions. We

need to be aware of the effect of the physical environment on our ability
to function. Simple examples like excerssive heat, cold or noise serve
to illustrate; but there are wany more factors involved here such as
physical illness, for example. All of these factors affect how we feel

and how we communicate with others.

Psycholerical Climate: People cannot start to work effectively until

they have gotten themselves "situated”. “How do I feel?” "How do you

&

feel?” are key questions that speak to psychological climate. In

D

[ 1)

organizations, a certain amount of tension is required for cffectiv
action. A sense of need, purpose or time constraint among other things

provides this tension witheur which an or: cannot exist., On the

other hand, too much tension produces ansiety, 4 belance of tension is

requirved betwesn the cxntremes of anniety aad passivity. Such balanced
tension we terd to Jerorive with the term “morale,”

Organizaticnsl Clizate: While there are many factors that make up

organizaticnal climate ("How does it feel to work here?”), this dimension

O
a8
1§
(o]
4
P
Ry
-
in
il
¥
(4
[ -
.
~
(v
s
W8

require direction and clarity of purpeses aid goals. LI we expect fpeople
to follow, we must know where we are going; but, even more important, is
the necessity for describing bSoth the direcricn we plan to take and the
way of getting there. If we wish to mzke szure that others want to go

too, we had better consult thzam, In doi we mey discover that we

i
t
L
3
(D
&
n
«

one of our potential followers.

e
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2. Mutual Planning

It is true to say, and the truth has been confirmed by research, that

the extent to which a person is involved in the planning of an activity

is the same extent to which he will be committed to carrying it.out. The
converse is also true. Probably the single greatest cause of
demotivation is the exclusicn of persons who are exrected to be active
participants from any part in the planning process. There are two
issues: the first is one of hierarchy and status. "If the boss asks for
something, he expz2cts it to be carried out”; the question, however, is
"How?" utual planning is a2 fran

k and cpen discussion of zlternatives

and options where the boss may remove himself temporarily from the

[l

constraints oI s coemes & ogzroiun menber,  While

srtable to some who wmay have a need for the protection

mw
O
G
ot
C
+
.

this may b

that authority relations ofifer, it is precisely the removal of the

)
-t
b
"
d

O
i

foa
s

v that allows different id

Iy

arbitrary use of zu as and options to
J !

[N

emerge; often leading to more creative sclutions., The second issue is

on who enters

wn

one of knowledge. Whensver a meeting is called, each per

. Y ved PR S O s oL I — e = . $oxe e . A e s P > " T
the room will bring with him his own rerszeciive of the sitvation. lt
5 . -
tsoonly when ver:ons car digours thely di7Zeving terzerstions thac

sufficient "objectivity” can be achieved in order to formulate a definite

plan of action and cbtain commitment to it.

3. Assescsment of heceds

Program or project needs zzn zlwzvs bz vizwsd from three different
Lo ~ - < - N - < - = - 3
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they lack necessary training or experience for the position they occupy.
But individuals also need the opportunity to -gain experience and to
develop inproved capacity. This situation requires an exercise of
careful and mature judgement and the willingness of management to invest

in human potential.

Organizaticudl: These needs must be considered in relation to the job

or task to be performed. As such, they relate to concerns for manpower
utilization, cost control, planning and scheduling, material and
equipment.

Department: No organizational unit or component works in a vacuum.

There is a constant necessity to integrate the work and functions of

[
o
iy
.
o
i
€
i)
[
2
b=
‘e

o within the departmental hierarchy. This recuires a

78]

balancing ot what sometimes appears as Intergroup competition or conflict.

¥

4, Teormatinn of Obiscrives

O

fully essed, objectives can be formed. It is

r S

[
1Y)
)
wi

When needs

recific objectives be integrated with long-range goals

wn
'

necessary that

and overall cyerating flans., Here is whiare a major difficulty often
oceurs and whv svstenme vechnology is neslsd to integrate zozl setting at

different organizational levels and bztween departments and operating

divisions.

5. Design

1T

This is the step that is zverlooked wore Zvzcuencly than zny other.
¥

R T T NI e Ve D e = e PR — P G 1 T TN S | .,.Ll LR ae)
Line Comto L G S o S I R T TSl oand rasn 1nad

implementation. Designing is aprlicaticn clznning. Once we have
Seterminei we wich Uto accomplish, {t is pecesszary to nizin carefully




consider how to achieve the objectives we have sei. This involves
clarification of roles and responsibilities, a choice of alternative
methods and decisions with regard to gaining acceptance and cooperation

from other groups or departments.

6. Implementation

This is the step that makes the previous five steps "come alive."
Implementation is shared experience. In the final analysis, we come to
learn only by doing. It is then that we realize how realistic and

helpful our planning activity was.

7. Evaluaticn

Here we are spcaking of evaluation in a different sense than it is
often takenm. Wz are spzaking of description, not judgzement. I1f we
review all six ;rzvious zters of our action plan and consider "where we
were” when we set out and "where we are" now, we can utilize evaluation

as a descriptive veassessment of needs. Evaluation becomes feedback, and

-ty

we are able to incorporate our findinzs on actual experience into 2
new round of clizate soutine, mutual rlinning, ete. Each time we

complete this circle, we are broadening &nd deepening our experience and

using it to further our overall ob]

-
[
[
rt
.
-
(1]
w
.

t

3

Evaluation can be divided inco two rhases: Specific Uutcomes and
General Outcomes. As project fesdback, the specific outcomes are
=3 of cost/benefit
amdiveie wy Tile elanoeew S dneval ToeiTav e fredenioien can he
used to improve overall management =2ifecziveness and continuing progran

improvencnt,
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- 6 -

This is a system of management based on a constant interaction
between problem finding and problem solving. It employs the feedback
loop, and it is a process than can be applied to any situation no matter
what content.

This system fully integrates planning, crganizing, motivating and

controlling activities in an organic and natural manner, using each

function when and where appropriate to the situation.

WA



ANNEX 10

RESULTS OF SEPTEMBER SMEETING:

Outcome Objectives:

Project TEams develop Action Plans using PMS concepts and Tools
Participants increase their knowledge and skills about implementing projcts
Participants expand their awareness of implementation problems and means
of solutions.
Participants learn and apply concepts toP
improve teamwork
develop work plans
monitoring progress
evaluating project results
estabish project organization

The Outcome Objectives based on the Generic Elements

L

13, a o

i :
FOMANAGER

i

inimum group of management tools were
IAL NEEDS conducted by Dr. Scesiladi:

[ T )

en

. arts

. ncatien

. . ntatien svstam
Ll Er : -
12, Planning for project implementaio
16. group decisions
17. a ¢vity descritpons sheets
18. schedules and bar charts
21. bar cha

L
[ W A
om



ANNEX 11

Action Training: The Methodology

Action Training is an accelerated approach to improving people's
performance on their jobs. A:tion refers to the work to be done, the
results or performance reguired. Training refers to a methodology that
participation and the respoasibility of the learner in the

eqphasi
learning process.

Action Traininy is founded on the Proven Principle of adult education

that:
ADULTS LEARN BEST BY DOING TdAdE ACTIVITY THEY ARE
EXPECTED 70 PERFORHM
In contrast to traditional teaching philosophy, Action Training is not
- - - g
general preparation for the future but specifi blem centered

c
training for actual work situations. Traini: signed in response to

an actual performance need. Action Traininy then ic:

* X%

learning wiil be
on an actual project

princi
teams join toge
devalop a 3hzara
the management

Toa ooins Troinisr e T toin
LEIping aaults T Tzl a
vehicle Zor introducing relsava
R ol N
N
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ACHIEVEMENT MEASURES IMPORTANT ASSUMPTIONS
MEASUNES OF "ROJECT SUCCESS: TO ACHIEVE PURPOSE:
1 AT THE END OFTES EVALUATION TERTON FOLLOWING THE WORKSNOP
-1 1. Imration of umik:hep, nnd jar-ticipants there, are
" eore tera oand contattanls feel the key queations are
annuered w1l enough to proceed with curriculus reviston rufftel~nt to give un confident anavers to key
~le quentfonn. Participantszs are knowledgeabls about the
toptcs we rak them about,
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At Ae eae people a5 pole] ant what skille or 1. Tearn In well-organized and coordinatad,
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TEAMS TN ORGANIZATIONS:
"MATRIX MANAGEMENT" APPROACHES

"

WHY TEAMS IN ORGANIZATIONS?

Experience shows that projects ars often the most effective means of
achieving important objectives, adapting to change, delegating responsibilj
and motivating people. Many of us have spent a number of years daveloping
approachas to project design, 1mp]erentat1cn and evaluation which

maximize these project benefits,

But prejects do not exist in isclation. Thav are usuaily undertaken by and
in organizations. Therefore, 2n effsctive sirategy to improve productivity
often includes methods for incorporating projects into orgenizations in

of projects or their parent organi-

da

n
ways that don't negate the impact ejther
led to the davaloament of & creative st of hybrid

zztions.  Thi
organization ctructurss czlled matrix minagement teams -that overlay

PFroject organizaticns on traditions) orgamizaticens.  In many Situations,
thase struciures zpre FTOVING I8 D2 the a5t of otk worids.

TYPES OF FATRIV MINAGTMENT TIpM AFPLICATIONS

The use ¢f tzzms znd Freject fechniques in conventicna) erganizaiions can
be divided into three bacic approachas,  These differ significantly

- . “ ! - N - Ll om 1 -~ Y - % - - -~ ~ - -
Teen 10 th2 orcznizition's conyensisnsd SITUTTUYE ang processzss. These
thies Racie +urpe AT Mrndpmay reimnsamamw ) 3=l nge © amps
il oag g YLES DT GATITA angocsrentt o2 IC3AUIONRS are
- 5 ry
~ . - .- ~ N - - o - -1
.- - I TTEDL Y E LD LN ERTICHA ]
| Digmmm g w8 ';-.,. ~ A an Dwaroocpna
WU 2R IZaVI0N STrUSTUrS ar rrciesses

F'vpe COne Fix or Strengthen
. . !
Type Two Sucplenent :
{
- ~ |
fype Three Sucplant I




The Type One use of a MM approach has the objective of fixing some
important problem in an organization. The basic procedure follows the
standard Project Management System (PMS) steps for successful conduct of
a project. The MM project team identifies the problem, designs a project
to correct it, implements the design znd evaluates the resylts. If

the project reaches its "E0PS" {end of project stetus in the LOHFrornn
scheme}, then the team disbands.

The Type Two MY team has the basic ocojective of supplementing the regular

crganization by the zdditicn of one or more new functions. The new functions
provided by the team usualiy involve integrating or faci]itating the work

of several ccnventional organization units. For example, a team mey be
installed to integrate *he efforts of top management, enginee '

production znd mar

Typicelly, such teams come into axistence on a leng-term or parmanent

Ll
€
Rasie dnd tharpsieng A9SFan ta camy autant Srem o reAadane bmame ae Jo2 = A
=GO, iU LRIVETOrE ZATTer Lo SOmE pptant i LTt TEZMS 25 8=vineg
4o by s Fa T L o [
Within the PMS framsword
heall PPN . ~ T em o= s st ~ e -~ ~ e, e s - @i .
ihe 108 Thrse Fo123m 0P 1E3WmA répressnt the most racdicai decariure
B e
- - " < - - . PR : . e
Trom conventiona) organizztion dasign by sucolantina traditigna) hierarchic

e e et s

modes with teams resnonzible for the major activities ¢f the crganization.

Teave in pilzce only thise traditional upies nEfesizry vor "housekesping!'
gnd support roles, The nzw matriy tezms szocme tho covs eienznts of the
organization, znd eithar ovis*® ¢n e nevrznzas m2sis ap ars replaced by

CLOS! LEEMS 25 yrcumitanias reluirs,  In giiner case, tuch teams divfer
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Specifically, well-founded criticisms of early Type Three applications,
which have involved high risk strategies and largely unvalidated
techniques, have been mistaken for eviderce to discredit the use of M

teams in general.

What Tollows concentratas on the first two types of M4 applications, without
passing judgment pramaturely on the possible future refinement and use ¢

the Typz Three approach. We already know enough to have confidence in

+ 3 N R P T mm wd - -kl s 11 .
“O ey Latnraiin®, tae evolution of organizziions follows certain
N A L P R ~ b= PPN e - = - ~.
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atcomp]ished. This in turn leads to the need for somé means for the
ccordination or inteqracion of the sub-units so that thejr specializations
and interdependencies can be managed and guided to a morz efficient overall
effort.

This requirement for greater integration can be satisfied in seve?a]_
alternative or cemplementary ways, each of which represents cocts and
benefits for overall organizaticn dasign. These arrangements tend to

be applied cne zfter another as the organization evolves, and 30 increase
reliance on formal mzihanisms of integration. If we view tha primary

e

process of integration 2s one of proc ssing information and making

decisions in ths organizations, the main alternatives for integration
can ke represented zs bzlow:

Intearsticn Mecrnanisms (47 information processing model)
& Hierarchy
6 Rules, Systems and Procedures
" ¢ Flanning - Goals zand Targets
¢
Lk
- o Organizziion Design

— ~ ~
"Slack" SelT-Certained Formzl Information “Lateral Forms"
Units Tzzhnolcgy
Reduce Interdepzndence Increase Capacity to Procsss
Information

From this viewpoint, the main integrative zltarnatives are:

¢ the early introduction
Of one or more additicns]
;,-\,4: nh‘r.:",._i_..l;:,. e e, ™
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© the setting of planned qoals and targets, which give lower level
units guidelines that Jet them make "tactical" decisions themseives.,

@ The adoprtion of organization design features that either reduce
the amount of interdependence between units, or increase the
capacity of the arganization to process information between
interdependent units., Thacs features include:

the provision of "slack" betwezn units, so that breakdowns

or delays bztvizen units do not Stop work "downstream."
Ccireation of s2lf-contained units, that have little gr no
dzpendence on oiher URits beczuse they do everytning they
need tramselyes,

Greater dnvectment in information Lrecessing tachnology,

such as computers and Giner Torme CT electitnic camnunications
devices, to permit more znd faster intercommunication and
decision-making.

tnz creztion of "lateral forms", or relationships that foster
MGre giracti contact betwesn Interdedendent units,

- P Sy : e g i b B - Toode
o shRacoplion of Mlateral forms" solutisas, n2iuding tha

emily of matris WARSLITMENT IDDP0aCnEs, represents g ricent anz creative
efrort to minimiza ths 1izoilizies and "pothslogical tandencies” of the
more traditicn2) Yomre of OVZInIZaticn Intzgrziion rofiantsd Ly the gther
1eEms in the zluve Jisu, Sams oofoens maa varigtie: o7 lafzrs) Torms can
b2 disgremaed 23 below. Thesz car bz viewsd 23 3 "continuon® or scale of
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The key features of thesa Jateral forms are:

¢ Informal - the fostering of direct and informa) contact and
comrunication between units, as for example locating two
interdependent units next to each other to facilitate in-
tegrative interaction.

5 Liaison - thes designation of intermediaries between two units
(or attachment of representatives of each with the other} to
facilitate integrative interaction.

& Matrix - the building of teams composed of members ¢f interde-
pendent units to foster their integration, or to accomplish
objectives diffzrent frem but related to those of the units
represented. :

APPLYING MATRIX TEAM APPROACHES TQ ORGANIZATIONS

Actual-application of cne or more MM approaches to organization improvement
depends on the ability to recognize an approvnriate nead. When this

2a Se made ap N A OBy . Fmia
conditic 1S RZLy LNEN S28van of thae Correct M tezm Tor tn

h
and successiul installation and operation-of the team are the next staps.

Scme of the most likely situztions for consideration of use of a MM aporoach

include the following:

3
o}
(309

thare exist no

% whan the reny
apdropriate oras

jrement o 4o semething is new,
rganiza

ation units =n 2o i+,

¢ when

ths i3, and previcus efforts
have stal 3

2
tism" or scepticism.

& when the regquirement cuts across the Tines of euthority and
specialization of the elisting organizztica,

8 when tre requiremnent is tso lercs in scele to be done by any one
of the exis*ing organizz=isn vnics,

e when the resulting
re! Lo fhe exiziing
i



» when the requirement involves risks of failure too great to
jecpardize the morale and effectivensess of existing units.

e when the requirement involves simply the upgrading and systematic
parformance improvement cf units currently operating with moderate
affectivensss,

equiremant involves tne dia
-i 1]

0515 and remedy 6f soma
zation problem or t

gn
pathology."
The above 1ist comes cloze to asserting that virtually any situation is a
1 cencdidate for a MM intervention of cne type of another, In fact
since making any kind of change in an organization can benefit from

t can

1zing" of that effort, we sately assume that consideration of
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Given the fecision fo use @ matrix taam eppreach, thera zre & numbsr of
features thet mest be dzzigned into the team's Crganization &na oparations

to make it accomplizsh its miscien(s). In conzre), <hess conditions incluga
satisiying the roouiremonts for sound project desion. team-buiiding and
mplemantation Vhit are scsentiz] to the success of gny oroject aone within
the PMS tarms of reference. In additicn, the special situztion of doing

& project inside a Vormal crgenizetion imoozes z nunher of other regquirements
Lo ootz thes oea3zult. Tozoooincluds:
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o members are delegated authority to make commitments for the
units they represent (instead of having to run back repeatedly
to get OK's for team activities and decisicns).

O

at least a "critical mass" of tean memoers are assionned full time
with the others involved on a part-time basis (and with ample
provision for a raserve of standby members i€ atirition 0fcurs)

I

@ authority relations between the team and the conventional hierarchic
power system o7 the Organ1L aticn must be clearcyt and effective
(typically by explicit stztemant in the team charter of its scop
of auLhcrwgy, and the sup°r1o" authority or avthorities to whom it
s accountabie and on what besi g). '

® influence and 1= zadership with the team should he based primarily
on knowledge, skill and decrae of commitment to team succass
(rather than on undemocratic or hiura rchic power relations),

& conly peonle with SIrong interrersonal <kiils should becom members,
and intarnal group orocesssas should empheze give-and-take. 3 roblen-
+ ¥ bR
solving 2pprozch, Tree aiscussicn and particigztion, and conflict
resolution bazed on consensus fo the maximum extent rossibla.
"OTERTIAL BROBLEMI 2AnD LIMITATIONS OF THE M4 TEAM APEROACH
25 with any woy of = renging or clbanging zn orianizaticn, there are

signitizant Timitztions and potantiel prodlems zssociated with the b
MM team approach. 3Sume of thess cornicerns appiy to 2

E-a X - - S N S [ RIS J c s -~ T~ R P -
of MM tsams recognized anove,  Hany others 122 L0 survece chietily or nost

, , - - - : " . - s
=y - N . - - amr e N S B :
SEVEr2:Y wnen thg 27 ore i IV R OTe Mol ricicald LOUTTICh S suppienting
- - - - ' '
~ el 4 - . - & oA -~ o - P L ) ~ v ye s ~-
traditinnad OrIanizeiion with tanms (_-E'"' zd SEoinres eariiar),  Awerenass
R T T I T O T S o ez - . A A e
- - . - - - - - ' - - - 2L -~ 2ol - i L)

tne commitment 0 crganization iMProverent using MM taam techniques., Some
of the main types of cocts and problems are:

¢ sive,
gsource (top ranaoamont
cost-effective (even
tuetion,

f-



o M1 teams always require considerable tolerance for fluidity and

open-endecness on the part of team members and other organization
personnel, and the consequent stress (especially for older and
more traditicnally oriented people) will represent a sybstantial
price, particularly during the transition to MM

over-reliznce on teams can tilt the bzlance betvieen stability and
adaptiven2ss in the organization towzrd excessive fludity verging
on anarchy (as in one manager's view of an MM organization as
"having an identity crisis every day").

a series of "matrix pathologies " described by Davis and Lawrence*
that ccecur mainly in the Type Three situation, including:

- POwer struggles betwean bosses and betwe n tzams.

! -

o

- "groupitis," or the emergence of unwillingness to take
responsibility.

- avandonement of team aporoaches due to organization economic crisis.

- excessive overpezd involved in keeping both teams and conventional
units afioat,

- "decisien sirangulztion,” or drift dus t5 ths rezd to get everyone's
OK feor every decizien.

- "sinking," or the gradual slipping of the teams down the autherity
tevel slcpes of the orzenization.

- "leyering," or the excessive proliferation of overlapping teams .
tnat make the organization chart lock 1ike “& comolex electronic

" . :

Wiring diagram."

- "ravel gazing," or the 1035 of z regults ortentaticn by the teams,

N

R



DAY ONE

Morning

ANNEX 1:

DRAFT AGENDA FOR BADAN DIKLAT PROJECT MANAGEMENT
PILOT WORKSHOP (9/8 - 9/14)

(THURSDAY, SEPTEMBER 8)

FORMAL OPENING -~ Brief welcoming remarks by . (?) (15 min.)

INTRODUCTIONS -- Participants and instructors introduce selves or

each other (30 min.)

EXPECTATIONS AND OBJECTIVES -~ Trainer solicits participants

objectives expectations, puts on board. Helps shape expectations

and develop list of measurable objectives for wor

J‘

kshop (to te
evaluated at end of week). Describes process to be used, covers
any needed logistics items, briefly descrihes the schedule.

(30

. )
v

=45 min, Prezeator

SUCBGROUPS CHARACTERISTICS OF PROJECT SLUCCESS —- randomly divide large

i

group into 3 or 4 subiroups. Have cac

project is, and come up with one of the following lists:

- why frojects Succezd -- drawing irom their experience to
identify the common elements of successful projects they have
observad

- cunELTainte Lo ieCt Susofis -- adolinistrvacive, technicel,
and other constraints that interfere with project
effectivenacs.

- Charvacteristics of Zifsctive Project Team -- Some things that
a good rroject manzgzars znd fzex members do that accounts for
success.

\



Each group summarizes their answers on a flip chart and selects a
presenter. All groups give a 5 minute presentation to the large group.
Discussion. (Total time 90 min.)

PRESENTATION GENERIC ELEMENTS OF PROJECT SUCCESS. Presentarion of
results of worldwide research and experience.

(30 min. Presentor - )

Lunch

Afternoon

PRESENTATION: PXS OVERVIEW —- Description of some of the key concepts
and tools for effective project management. (30 min. Presentor

= Fusnadi).

PRESENTATION: OBJECTIVES AND LINKED HYPOTHESES -- Discussion of

means-ends analvsis, caus

fect relationships in projects.

(14
(11
-ty

(15 min. preszzntation by Soesiladi with 20 minute exercise)

e ey ot N mesess [N d UL Y ST S Do | P |
PRESENTATION: LOLLD AanawLided vi35CUS3100 01 €2 panded means—end

in development projects (15 zinutes, Fresentor Thompson)
WURIDHMUE D D cered mm IDEall LUupe, farticipants develog

objectives tree for PUNO (or ozher) case. (30 min. to prerare

tree). Then each group briefly presents its work (15 min.)

DAY ONE REVIEW, ‘Wraj-up, guesticns and answers, general discussion,
lead by participent, Particifznis zsked to help with evaluation,
and write down and hznd i1 znswsrs =2 the following gquestions:



- What did T learn today that I understand:
- What was confusing?
- What aspects of what was taught today will be useful in my job?

= What parts will not be useful?

END OF SESSION

Core group meets to review day, evluate progress, make necessary

changes to Day Two



DAY TWO (FRIDAY, SEPTEMBER 9)

Morning

WARM~UP EXERCISE -- a quick mental exercise for participants (5-10
minutes.,), with a small prize for those who solve exercise.
Trainer makes learning points on exercise and provide transition

to the day. (’resentor - Schmidt) -

OVERVIEW OF DAY ~- a brief description of approach to the day, and how
the tools to be covered fit into a PMS (Presentor -~ Schmidt, 10

minutes).

PRESENTATION THE LOGICAL FRAMEWORK APPROACH TO PLANNING PROJECT
IMPLEMENTATION ~-- Trainer presents and describes the use of this
important tool fer teams to use in clarifying objectives,
identifying project gzoal/purpose/output/inyucs, choosing

meacyranta ey
Lwathirtanhie 1o

ving assumiticns.  RBrief

rarciczi cmeraize (in plenary or small zroups) on clarifying
indicators., (Presentor Pak Arief, 60 min.)

PRESENTATIZN ASSUMPTIONS =-- Presentation on how to identify and

evaluate imrsortant assumsptions. (Presentor Thompson 15 min.)

SUBCGROUPS DEVELG? A LOGICAL FRAMEUOBN FOR PUND -- 3 or & subgrours
ot 5-7 a Logizal Framework for Funo (50-60

SUBGROUPS FRESENTATICNS: LOGICAL FEAMEWORK FOR PUNO == Tool, group
1

briefly presents its scluticn to the full group, instructor

1]

make

w

A
[SRBIHUN

nLS on profper

[}

DAY TWO REVIEW -- Wrap-up, questions zni inswers,

&
lead by BD trainer, Agzain, pert! i ¢ ulad to write down and
hand in response ©9 jussticns - . 0 tv the documorcation =-
tlans, scheduies, bodgevs, coel

e
Loy



END OF SESSION

Core group meets to review Day Two and make any needed ad justments

for Day Three.



DAY THREE (MONDAY, SEPTEMBER 12)

Morning

PROJECT TEAMS DEVELOP LOGICAL FAKMWORKS FOR REAL PROJECTS —- Organize
into subgroups based on project team members. For rest of
morning, project teams work to clarify project objectives,
develop indicators, identify assumptions. Teams begiﬁ by
developing Objectives Tree, then continue with Logical
Framework. Core group "floats" to assist with proper use of
concerts. (Groups prepare white-~board or flip chart to present

to rest of groupr (2 hours)).

PROJECT TEAMS MAKE PLENARY PRESENTATIONS (-- Each project team

presents their work to the larger group for comments (1 hour).

Lunch

PRESENTATION: MANAGEMENT RESPONSIBILITIES AND PLANNING TOOLS.
Presentation on role of a manager, and Introduction .of two
additional tcols -~ Work Breakdown Structures and Activity

Plznning., /rressntor Thompeon/Schmidt, Time 30 min.)

SUSGROUP WORK DEVELCP? ACTIVITY L1373 -- Small Froups apply tocls by
developing sctivity list Zor sheir project {30 =in.)

PRESENTATION: PROJECT AGREEMENT CHARTS -- Presentation on use of this

tonl tc clarify the multiple responsibilities of various actors
in & project. Trainer damonstrates by developing chart for a

SUBGROUP WORK: ROLES AND RESFCLNSIZILITY AGREEMENTS —-- Subgroups use
tools to develcop rolz and reszonsitility agreemencs. (30 min.)
I time :1llca : e



END OF DAY REVIEW -- Questions, answers, discussion. Lead by BD

trainer. Collect evaluation data.
END OF SESSION

Core group meets to review results, make any needed adjustments to

day Four.



DAY FOUR (TUESDAY, SEPTEMBER 13)

Morning

WARM-UP EXFRCISE -- to get people thinking, provide transition to day

REVIEW OF YESTERDAY AND TODAY -- handle any questions or comments,

provide overview of where we have been, where we are .going. (20

min. Presentor )

PRESENTATION: PROJECT VS. ADMINISTRATIVE STRUCTURES -- Discussion
of different organization forms. Advantages of teams and how to
build and maintain project teams. Motivating and controlling

team members, how to minimize possible conflicts (40 min.).

PRESENTATION: BAK CHART AND ACTIVITY LIST TOOLS -- How to use these
planning tools (30 min. Presentor )

SUBGROUUPS DREVELCY BAK-CHAXT FOR THEIR PROJECT -- Participants develop

bar-chart or other schedule for their projects in small groups.

0 min.)

~~
Lo

Lunch .

Afternoon

MONITORING AND REPORTING -- Preszsentzction on key concerts of monitoring

R . .
v e a e T T I T
PROLTESS GNQ L nloTuLT arners =

tn o, aT ) ! -
gratlion Wi Gul reporLing

forms. (60 min.)

REVIEWING AND UPDATING PROCESS ~-- Presentation on methods for [roject

S
teams to perisdically evaluate crogress and wodify approach. The

use of quarterly rerlzanning workshopzs. (30 min. Presentor )
SUBGROUPS: DEVELOPING A MONITORINZ ANT BIPORTING SYSTIEM ~- Project
Téams gelelt meliul: thoy ploin to Ls:, defive some ey menitoring



SUBGROUP PRESENTATIONS: MONITORING SYSTEM ~- Each group briefly

describes its results (30 min.)

REVIEW OF DAY FOUR -- Questions, answers, discussion

END OF WORKSHOP

Core group meets to discuss and revise.



DAY FIVE (WEDNESDAY, SEPTEMBER 14)

Morning
OVERVIEW OF DAY -- topics to be covered, how they relate to PMS.
PROBLEM-SOLVING AND DECISION-MAKING -- additional tools for'dévelpping

project strategy and maintaining project success. Presentation

and workshops.

DELEGATION AND SUPERVISION -- the purpose of delegation and the

advantages to get more work done. How to supervise effectively.

Presentation

Lunch

Afternoon

REVIEW OF KEY CONCEPTS -- discussion/presentation which ties
cveryvthing together.

POST-TEST --

SUMMARY EVALUATION -- Participants ccmplete questicnnaire by

evaluation group,
FORMAL CLOSING -- Formal remarks aad haending out czrtificates.

END OF SESSION

(Doc. No. 3129a)
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INPUT ACTIVITIES

WEEK ONE: SET UP AND INIRODUCTION

WEEK

WEER

meet key actors (mission staff, BD, other GOI) to identify/shape their expectations
review workshop location, logistics, etc.

revise/refine training plan for wecks 2-3, TS/MT agree on roles

review recent PADCO nceds assessment

additional materials preparation, chart-making

TWO AND THREE: ACLION TRATNING AND PMIS DEVELOPMENT

follow training blan Loosely keyted to 5 steps geared to producing PMIS package for LGT
analysis of experience, review of applicability, identification of modifications needed

re-experience of action-training -- trainer training, additional practice with tools and
concepts, etc.

presentation of I'MIS for LET package to senior management (mission and Badan Diklat)

development of work plan For best use of remaining time in Phase I

FOUR:  REFINEMENT AND PHASE TT PLANNING

materials preparation and revising

preparation of overall training strategy, and week-by-week plans and LRC for Badan Diklat
continuing activity in September-November .

comaunications/reporting plan between BD trainers and consultnats

final briefings, meetings, wrap-ups.
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THE IMPLEMENTATION CHALLENGE:

A SYSTEMS MANHAZEMENT ALTERNLTIA

Project Implementation Man

Consulting



THE TMPLEMENTATION CHALLENGE:
A SYSTEMS MANAGEMENT ALTERNATIVE

What is PIMS Consulting?

The Project Implementation Management system Consultancy is an on<site 1 to 4
week eTtort (depending on the project's complexity). Guided by a consulting
team, its objectives are to:

1. Upd nd irprove the original project design and plan of operation
£ :
L |

+
e a
he time of implementation;

—t

ON Leam o

ti partner
can;

tablish an integrat
n s and

ctive implementa
untry manager t

and eife e
nor agency advisors tha

0

3. Develop an integrated Project Implementation Manzgement Systems
(PIMS) to coordinate project implementation, monitoring of key
project events, and reporting to and from key actors. The basic set
of management tocls includes:

Logical Framework

Feriormancs Networy

gar/Responsinility Chart

Sub-Ruutine Charts

Fonitoring & Reporting System

Zvaluation System
Aided by thes consuliant f:zm) pzoole with diverse professional and cultural
viewpoinls can develop an integrated project implementation system ready for
immediate use. Equzily important, they can develep into an effective
management team &l lre STari of the project.
Why Do Prodects F2i17
Whedo 207z deiTenmant mecdectc F2477 0 Toumsedaprcs gomezzte that there zre
Inree Dasic YaCIir: CITIiT To unsuofeziill IrijECte

failure to establish clear, specific objectives, mutually

agreed upon by all nroiect oersonnel:

T2ilure to define cizzriyv the roles and ressopsibilities of

project implementaticn paricrozl;

Trilure i fezzictozed iz-zZilis zzcurataly  the  time,

personnel and z.Zzzt rzzlivzl Tor project implementation
Thooa meadd el Ao L. ~ - - - - - - W ve m¥eom +ha
t >z WToiw T -z -2 - < (PR .- T~ . -7 - - vo.oooZ ~ -~
result from entering the implemsntalicsn -rz:iz ~iuhous an adequate management
system.



Why Is Implementation A Problem?

Project planners have assumed that if projects are well conceived and
carefully designed, implementation will follow almost automatically. The fact
is that it does not. Even with good plans, many foreign assistance agencies,
such as World Bank, find they are spending an increasing amount of time
solving implementation problems of their partner countries.

Implerentation in environments of complex social, political and economic
uncertainty requires special management attention.  Until recently no
integrated system of management tools existed for implementating development
projects. Tne Project Implementation Management System (PIMS) was designed to
respond to this need,

1. WHY REVIZW AND REVISE THE PROJECT DESIGN AT IMPLEMENTATION?

LA - — - R R )

Updating the project design and plans of operation at the time of
implemantation 1s usually an essential prerequisite to the effective execution
of a develeprmant project. Some of the réasons are:

Deficiencies in the original dasign:

[f criticzl deficiencies ars present 1n the prgject design, they are
magnitizd guring the imnlemzntation ohzze. Rzzisnning and itoroving
dEE A . ; : z e &
Lhe L.2ns OF operziion may be necesszary,

Original plan of cperztion is not specific enough:
Originzl designs and pians of cperaticn included in project documents
are often gens»zl guidelines and inadeguate for use z: implersntztion
managemeri systems. Developing the clarity and precision nesded may
require extensive onsite work with parinsr countiry team members

Lack of informztion at the tire of orizins! design:
Desigrn ceficiencizs are not glva.s dus to poor planning Pians ¢f
Operaticn: zan reouir: up-to-dat:z informaticn fn oordar 1o dafine roles
and resronsnilitiss zccurstay, Woeo ichedutas snd f2iiovIe ozl ioostion
plens GELitg on faTorration iras Ti.,oLe avaiialls oni, at ine Uime of
implementation. Estimates of zvailzble stafi and resources often
require serigus amendments.

Time lag in the project develcprent cyziz:
The time betwezrn the inzez<icn of = project idez and the pcint of
actual implementation s typicaily 18-22 months. During the long lag
time, new economic, coliticzl z-2 wrIEniiziionzt factors deveiop that
can affect project assurz<ions 2z well a:z Z231gn consicdsrations.



Partner and donor agency planners see project aim from different
perspectives:

It is not uncommon for the project aim to go unclarified during the
design stage. The ipability to define clear and specific project
objectives often results in emphasis on expansive overall goals on the
one hand and highly detailed input activities on the other. Experience
shows that teams with a single, clearly stated and mutually agreed upon
project purpese are usually more offective than those with ambitous
multiple aims.

In soite of cver 20 wvears of cdevelonment experie-ce demonsirating the

unguestioned need for integrated erpatrizle and partner country management

teams, development project designers still pian and implement projects in

isolation from partne Y pars e results are nezrly always the
i effe

same:  Jow motiv cts after

fm o & - €T mms et - .4 Lo b - - ;
Most €215 0fvine paruner country team members as project
S EL & 20snCy siatl as advizors. IT tnis relaticrcshin is to
o2 iz e fective integrated maragerznt ‘ez ic required. The
tirz SR R S R - - TR 37 TN TLart of tne e ioes ot skas

e STl tesm i NEoSl2rL 0T Tne nrlEli, onnl vencs
1y ST LEGINS WALh tpe Crezlion of an eifstiive project
marag

&

! .~ - e " Sl mae S -4 P S -~ + oo - 3 - £ 3 .
Jeing & simile but effsctive set of mznzgement tocls, & group of peocle who
Nave nzver wivred togatner previously can;

efine clearly zng comprzhensively the roles and responsibilities of each
ea -

| 2lee = s T T I I b -
Ceozlop accurats I TLIEFENTELICH SIhedutzs z2nd charts
Parddmdmztdon 40 cosedlon Lplias 21 5-d dofietas el mdzee f2 bl
metivaticn tnesry
B4
PR 2 h= - 3 3 ent
Project implementers have expressed the resd for a managemsnt process that can
~ - - 3 - - B A T B o~ < e t 4
structure that participation effectively while manzging for results. Cn the
following page 2 description of & mzrare~ans izprezch that s both a:
comprenensive Integrated dnoiemzrtztion SoITIM zng
the PROCESS for estaiidsnin-g 2 czz- <-2e =20 iz <re ioitem

A



3. WHAT IS AN INTEGRATED IMPLEMENTATION MANAGEMENT SYSTEM?

A1l projects can be seen as following a basic 3- stage cycle: design,
implementation, and evaluation. The PIMS focuses on maximizing effectiveness
in the key middle phase of the full Project Management Cyt'e shown below:

PO
PLEPDS
ACHIWVED

Y]
0

» Lotoo hiave b selec wile range of mznagement
te-nn1ques cﬂO integrated into a system of proven effectiveness. The tools
are simple to undesrstand and easy to use. iney have besn developed and
refined based on actuzl evnerience of tre project managsment teams in hundreds
of project situzticns.  Thsy zre et orl, conceztuzlly sound, they are
evvecti.e ir oractice
The bzzic set of FIMD tools inciudss

TnE Lol Fraps,n- 3T OELTUIEIN TOY spelitying project chjectives.
The Togicz! Framework clarifiss the specific results as well as the
hoped fo" results from a project. It identifies important assumptions
and shows how we will mezsurs achiaverznt of project objectives.

Performznze Hetwerks: neiwi~iz whizh show how the project will be
IMpiEMEnted Over Tims. r2riormzniz nelwtski identify the sequence and
relationship of project zztivitiss, z~g mezsure performance throughout
the projsct.  They razeziz-w -z Tz-z:i- 31222 o7 refinzmant of the
widely em:zioved Critics® Tzth waoomzZ 10w

dCLIvilies anc speciiic &ticrs reizi-zizis for tneir acc omz1isnhment.
These charts indicate when activizizs ars 1o ha monitered, pruv1d1nﬂ g
foundzlion for consivuziing oz ogonis T5OEnT o ontingEncy planring
SysiET


http:aativi-.es

Project Sub-Routine Charts: modular descriptions of the steps and
sequences 1nvolved in carrying out standard processes and procedures,
They in ure optimal sequencing ard standardization of procedures in
each case.

Monitoring & Reporting System: simple, effective, time saving means of
comiunicating status or Kkey project events as these occur, or as
problems arise,

Evaluation Svstem: systematic .planning ind tecﬁinqyes_ to measure
project success relative to primary objectives both auring and after
the implementztion prase. The results are used to improve the project,
or to improve later projects.

THE PROCEDURE ¢F Tuf COKNSULTENTY:

At the time of implementation, the consulting team of:

1 Action-Training Speci
1 Implementation Systen

1s called in for approximziely 3 weeks. The first step is to identify the
implerentztion team, Working with this team, the consultants establish a work
pian for the Consultancy bazed on an zcsescmant of the criginal project design
Fi3n, the prasent rrpiect SLELUD, and otrer relsvant features ’
Ezased on the principte that pesrie who work togather should train together,
tesn members Jearn the fenatensnl toli:s and apply them to the actus] projec
In this procezs, the consuitants serve as neutrzl precess consultants and
irainers The process F3y reguive ihe project team to make site visits or to
COliect additional information. The following is a brief summary of the full
consuitancy procedure:
Peal - 4 (e TITLE AN e
i e - . i
'K L Ctres Imrtese !
Tt teer !
Lol R 34 us :
S
; :
: irxiemenny ! ieslemerutizn Teas
Nesestes Srozpr cos P L] i
B i fe topens | -
rre;iece Jstyies i ~9'.--:"2. LY AT 1441 1 IS0 ok A RN L el
Sirez, e |
:.:;:itfur Fesziee-. ’ £~ Teszzegircivay l b A
l‘blf:, digegeme-ty T leres [T (Xl
i i ' - - 3 ! Zrt ey (7%

AT el ere Lacye ! Terlementgties Tar




TRAINING METHTOOLOGIES:

The training approach depends on direct practical application and hands-on
e;perience using the PIMS tools. The techniques are based on contemporary
principles of adult education theory and represent the state-of-the-art in
cevelopment management training. Their etfectiveness has been demonstrated in
the private and public sectors in hoth the west and the developing world.



ANNEX 17

OBJECTIVES - PHASE II

Definaed oy CTors s
3

RTC Teams of Trainers master overall PMS content and metholodology
and are capable of conducting an 8-day PMS "live-application".
worrxshop for project teams using the adult learning methodonlogy to

introduced PM5 content.

(Skills and concepts): Each individual o pable of acceptable

performance in at least 2 of 10 modules.

ned and further adapted, including field

1
L0020

L

o

PMS core curriculunm
testing of new case study, adaptation of modules on Indonesian

governm - ianagenent sysiam formats.

Pnase III organizad by ®I0
application” of PMS Auring workshop.

eptember 21, 1383
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ANNEX 19

A CONCEPTUAL FRAMEWORK for the PROJECT MANAGEMENT SYSTEM
SEMINAR/WORKSHOP

I. Introduction

The terms ADMINISTRATION and MANAGEMENT are sometimes used °
interchangeably. Nevertheless, they do have different connotations and
meanings which need to be clarified, In general, management is seen as a
positive, opportunity seeking and change oriented concept whereas
administration connotes a greater degree of passivity and orientation the

maintenance of the status quo.

The distinction betwecn administration and management has becone
less sharp in the public sector as governments have increasingly
undertaken development programs and projects. There is a srowing
awereness that public managers responsible for development tasks must be

pro-active ad able

to influence change zven though they are subject to
external policv constraints. Public administration is no longer

concernad solely with "maintenance” but with che formulaticn of goals,

LI. Notes on a conceptual framework for developing a management

development training programs,

1y

The Project Management Skills davelozment programs baing introduced

)

- N H e PN e ie e T e e e s T, Y vy ~ P
Tolwssivial LeVeloolienl frograms bulld upen a

e

into tue balam Dugeri

ment is understood as the

1
bte
"
w
(&3
2]
s8]
s )
[+9)

o
M

fundamental conceptual framework, F
systematic guiding of the planning/implementation process. In practical

terms it means organizitg people znd informetion in order to achieve

desired objectives,
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The successful guidance of the planning/implementation process of
any endeavor, for any organization, regardless of cultural context,

depends upon three generic components:

* managerial functions
* analytic decision making processes
* human organizational processes

The manager's success in guiding the managerial process will depend upon
his ability to perform these managerial processes and integrate them into
a guidance system. The generic clements tell us what the manager must do
regardless of context in crder to be successful. But hcw he integrates
these elements and how much of them he nust perform will depend on the

are outlined below.

situation., The:

Conceptually, our focus is on the integration of the planning and

implementation process, Effective managerial periormance 1s by

the seneric elenments,

[ty

definition the effective pariormance of

A management development curriculum builds rrom tihe generic
requirement of th
of these zeneric

make decisions anong

depends oo fhe leve

ired for implenentation
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(team consensus, authority, majority rules, =tc.). PRegardless the manager
s J J 3

ectively in order to

)
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must perform an analytic decisicn making srocsss =

achileve desired results over the long term,
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ITI. The Generic Elements

1, Managerial Functicns:

The manager must be able to get enough:

p

2

agreement on objectives

clarity and agreement on Roles & Responsibilities

accuracy and clarity cn schedules & budgets

follow tarough on agreements & commitments

flexibility to respond to unforseen events (monitor) to achive

1 >

desired results,

. Analytic Processes:

The manager uses a systematic approach to making decisions about the

planning/implementation process in which he gets enough:

ot

cl: /opportunity/objective

w
r
[
T

e
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fa¥
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¥
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jo
rr

oo
10
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*y
(9}
o
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iy
i

clarity on the alternatives & accuracy in comparing them
clarity in plans for action (commitments, schedules, ete,)
implementation follow-through

flexibility to respond zo fesedback =o learn to be effective in

achieve desired resulrs,
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3. Human Organizing Prczess:

When the manager works with a task oriented team of people, he tries

to get encugh:

* clarity of members' expectations

* clarity of the teams norms of behaviour

* clarity about group member roles

* enough team flecibility to respond to team tensions and change

or maintain

expeclations
roles
norms

to keep a team notivated and effective at achieving short and long term

objectives,

(29934)

94



ANNEX 20

INSTALLING AN ACTION LEARNING SYSTEM

CONSIDERATIONS FOR BADAN DIKLAT

The Badan Diklat is responsible for planning and coordinating the
professional development programs for Dalam Negeri. Its mandate is to
provide cost effective staff development that results in effective
management of government resources for the achievement of natienal
objectives.

Wnat does uffectiveness mean. For the Project manager, effectiveness

means the ability to get the adequate cooperation from staff to achieve

unit and inter unit objectives. Effectiveness has no neaning other than
D

T
that related to resul:s.
In order to enchance the National, Regional and Provincial Officer's
effectiveness in working with staff to set ad achieve objectives, the
Badan Diklat is taking steps to introduce a work oriented and results
centered approach to Project Management Skills Training.
in the past, the Badan Diklat has attempted to integrate the most current
methods for management development, and recognize again that improve
nmanagamant development technologles are now availabls +o upsrade the
qgal;:y 2

-~
A SHICIN

(%
(6]

The Badan Diklat's chief role in providing effective Project Management
Systems Training programs o government offices is tno:

* identify approprizte currisulun

* development gqualicy curriculum materials

* introduce improvsd lzarning methodologies

* devzlop in 1 : '

* maintain s ation

ACTION LEZRNING

and training.

may not nave specific

xnowledge, understanding a1d/or s<vl“ wiich may or

uses in mind, or is meant to serve for a lifetime. Training is
distinguished from education in its SD:C ifi rk orientation. Generally
education is the starting point for In som= cases training is
an alternative to educatiocn, zur in raining builds upon a
parson's past education.

ACTION LEARNING is a system Zs3iznai =0 zsiiswvs cost affective learning of
* orlenuatvon

* 10

Go



understanding,

s kills,

ability to follow specific procedures and
approprilate responses

* % % *

for performing the tasks required for a larger effort. ACTION TRAINING
is embadded in a chain of interrelated processes that lead to a least
cost effective performance of the larger effort, taxing into account the
whole system, not merely training as an isolated element. .

ved. Specific
DL OR o

ied and made
traines in

Action Learning begins wit!

tasks are defined I

down. Based on tne tasns

available for wraining.

performing spacific rashs. 5. i i3 4i nein training on
s

the job and nis

The Logic o

th
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D
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o
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s
eaxdown

entified

and Competency Assessed

objectives
Training can
nbjectives.,
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1. Define =<he
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such as a program or
definitive way. 7Thi
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levels of chiectives
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3. Identify people to be trained and assess competency

Project Manager competency prior to training is assessed against the
competencies required to do the tasks demanded by program objectives.
This can be done by observation visits with Project Managers, their
Supervisors, workshops of officers to identify areas they feel need
attention. These identified deficiencies are the focus for curriculum
improvement by the training advisors.

4. Design 3tandard Procedures

from the task definition and observations of Project Manager's

performance, standardized procedures and technigues can be developed.
v @

Budget oy I3 edures, personnel procedures, work organization
procedur=ss, etc. can e defined in clear patteras.

Wnere decisions are contingent on complex relationships among variables,
tnese procedures and techaigues are more complex and reguire standard

frameworrs within which de
would be the basis for pre-service training.

pa— -

cisions are made. The framewnrks daveloped

The Action Learning Syste Approach necessarily involves a redesign or
reconsideration of How Things Are Done. Job related Actinn Research
Zastonas an imporzant function of she Badan Diklat s=afe.
5. Design nd Daliver
Training is designed on the basis of the kinds of peopla who will be
trained, what framevorx or procsdures they will b2 working undzr, and the
pracise zxill, orian<s 9| ding that they reguire to meet
specified standards o c design characteristics of
accelerated training are as follows:

* Traininyg Desizned in Close Collaboration wis=h Organization of
Particivancs:
Action Training iz ssen as can acnieve
Tneir onjactibaz on oa Tost

* Inclusion of only absolutely Zsszn=izl Zlemenrts:

an important
the reguired

Action Training
contribution to
tasks, Most fole)

spec1LLad job.
appropriate se
a

ol solutely essantial
2lements of je ducing 2 new
zlzment Itlv wiizn Tt

BEs
Q>



* Use of Peer Learning and Ttrainees as Instructors:

t
earning and the use of former or present peers as instructors. Peer
2a 2 of teams to do work in the workshop
ive as well as economical where the
erent from that of tha expatriate

rning can bhe increased by u
context. It is especially e
language of the country is di
instructor. .

* Reduction of Yariation in Instructional Jualizy:
Tne instructor is oftsn a great source of variation in the effectiveness
of training. By creating a detailed zraining de chieve specific

task performance it i3 possible %0 achieve relative uni
effectivenass from various instructors.

* Merging Learning With Doing
in Action Training the learning and performance on the job is tightly
linked so that there is less splippaga from training =o performance on
the job. The content of what is learned {concepts, perceptions, skills
and techniques) is immediately followed by opportunities to use them on
imulaze r tions that match
;

)N

joo and are
and begin
evaluate

There are many advantages to using ac=ual werk a5 a focus for accelerated

training. First, it has the aivantags of getting useful work done during

training. Second, it provides builr in assurance that the training is
ird, +rzising czn be nade mors meaaningful to

applicable to the job. Th
ne

training.



a need to use some for of simulation such as case studies, practice
problems, role playing, structure exercises, etc.

6. Place person on the job and follow up

Follow up on the job is an essential part of an Action Learning System.
The end of training is improved performance. If performance is not
meeting expectations, the design of the training may be one source of the
problem. Review and redessign of training is a logical part of -any
training program.

Follow up can taxe a variety of forms: shorct worxsnops, guestionnaires,
newsletters, etc. Follow up should be seen as a necessary component of a
comprenensive training program, rather than a luxury of a single budget.

Action Learning Systems are a part of a highly interactive system for
organizing purposeful aciion. They cannot function well unless they
reflect the other parts of the system and in turn influence these otner
parts. Tne ALS provide the conceptual framework and the method for
offering cost effective directions for Training Instituticns like Badan
Dixlat.
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ANNEX 22

THE DEVELOPMENT OF A TRAINING POLICY:
BY BADAN DIKLAT OF DALAM NEGERI:
A DISCUSSION PAPER

Submitted by R. Mousses Thompson
Consulcan
cembar l4ch, L

karta, indonezia

USAID has an opportunity to assist the Badan Diklat through the

Local Government Training (LGT II) Project in:

1.

ror

mandate

developing badan Diklat caepacity to constiruct an integrated,

acsint thw: w=lanning, implemontation and meintenance of that

wruining peolity oruring LiZ24-D.
e Yre g mmnm Tiiiae  mam meme e ine e £:018411 its
years, wne gidan Likiac nai  Deen aTTeNDLLNG to fuLll p et

to provide effective professional develeopment craining for ove

1/Z MLlilon C1lVLl SEeCLY&nts. A-TLOUZL 1T nai zuzssedad Ln ogome areas of
its legal rezpanzizilivy, wne Badfan Ioalit n:s ¥ILLL Dot fevelopad a
comprenensive latlonzl Training Poliloy oo La.an w3 guife eficris
in nUman TescuIces -u,:;g“@e“_, mor nzz o oow zooiozed oan =ffective pulicy
to direct the development of its own training -nstituticn,

Because of recent suscess in whe  snTroiustisn o new  Tralning
methodologices, increzses in imzzizusisnel czzazizy o deliver imnroyged
training zervices and chanys: Ln 1I3T-I0 zroosect sCicrs, 2 unigdue
ovpportunity now exizts  Ier  whe  dezign il guzn polisy guidance.
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Facilitative conditions on which the USAID can now offier an expanded

technical assistance effort appear to be present in the Badan Diklat.

Outlined below is a brief description ci:

I. the constraints to training effectiveaness
II. the ingredients of a training policy
III. Badan Diklat institutional respecnsibilities
Iv. relationship of training and per

V. the political nature of training pclicy

VI. thne consulting assistance the USRID can coifer sadan Diklat

VII. <the characteristics of the zzcisgrzaznze eopportunity, and

VIll. & prased acproach <o thne assistance
I. BARRIERS 70 TRiINING ZFTECTIVINES

Past attempIs to improve public sscszcs throcugh trcad
treining izr ¢ Zigszazciniing
razgults. Tne “wren o in fdoulze, Ui 2 otazonizus’ la2d oozl

urnadaztad mELzgsZsenT sciutions in osuch ferms

as CPM/PERT, anzlvtic +ools and =zecnniccuss, =zc.  Samuel Paul's research
»n Third World experisnces wiTi fuilic ssczter dsvelopmant
programs demonstrates tThe  lITIItancs 2Z zzzrozcihing  professicnal
develcpment programs &5 an 32z £ tzzsrventicns.  The absence
zZ cne < morz ol . InTervinTiong LlIiE o2 .

Four Inisztorical zarrisers limizing =he ZFull rgalization o0f civil

s



1. The absence of a well defined overall training policy resulting

* noor design and implementation of trainin activities
b g

affectiveness.
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2. Poor management of the training institutions characterised by:

ization forms

.

* inappropriate orcar

* poor leadership

* poor use of tralning methodclogies

* inapiliczy o in-egrate training with research and consultancy.
3., Inadsguate allocation of resources TO upgrads <he gzualizy and
relevance ¢f training resulzing in:
* non-innovatlive tTraining d:EignsE
* materizl: .
* Fzilure o S2VeLIy TYEINSTS
* digregzrd for R & D
4. Lack of SupporTive zerscoonsel zoliciss tThat interrslate
promotional policies, paricrzance 22 IEVLEW policies znd carser
path design wizh =—rairilrz.
indspendsnzliy I he —ner inzervention
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Iceally, a training policy Zor the public service should state the
objectives and scope of all treining activities, approaches to training
needs assessment, the priorities and financing arrancgements f;r training,
the roles and functions of éifferent catsgories of =zraining instituticns
and mechanisms for coordinating <heir work, linrages of training to
career planning and development, and guidelines fcr the monitoring and

evaluation of training.

IITI. BADAN DIFLAT MENDAT

practical tarms 3z<an Diklat 15 respcnsibls Z:oz:
assessing management
degigning and developing relevant curIlculos
improving learning mesthodologies ‘
training and zccrecditing —rainsrs
coordinating the implemsnTatisn I TIYIZLIINT TICCITADS
monitoring and evaluating Training fsIicIzzInce
{See az=wachment "inmswmelling =i zstion LszIming Erstaem: Ccnsideration for



The training Policy and the design of the management institution, itself,
will have a direct bearing cn the development of management training for

inle, woen training activities are

[

which Badan Diklat is respon
perfcrmed in an adhoc manner without the cguiiznce of a policy .framework,
inefficient use of scarce resources and ¢
to occur. The training needs cof different categeries of personnel and
different =@jencies of government ar numercus and varied. It is
imperative <that *+he obj.ctives of training and guidelines for planning,
directing &nd monitoring this activity are laid down by government as
part of an Inte¢grazed policy. Overall Training Pelicy

for effective local public govermment zaministration and public

'y
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THE EMPHAZIS ON DEIVELC

- - = - - Moo m o e men = =
focus in <whe Nz. £, Tonozhe lanagermant of
Developmanz” draw 2wmentiun ~n= Lzz=z=anze ¢ =ne TEnETement

o~ - honl b - — -— - — o - - -
improvement omXocess. Fcr Zadfen Iinlzt, =wone =nft ia concern from leocel

government administrazicn to the manazing o the desvelopmet process is

important.
At the <=time c¢f its infsrzsendszce, IniZzoesiz Innerized a oersonnel
management Fyocoan Incompatizls witono Tos crowinc fic: and complianitTy of
cuz. Thi




positions rather than functions, job content and adeguate standards for

measuring performance. The Badan Diklat with other organizations like

the Lembausa Administrasi Negara, was g¢iven <the responsibility for

towards relevent orograms for human and management

1)
It
5
U
>
fu
4]
=
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shifting =hni:

developmenz, 3ound manpower pl=nning, and zraining activities Dbased on

job relaced skills,

Since Independence, the expectations of the public sector personnel

have also changed. Increacsingly, +the <civil servant is expected to

perferm development funstticns in addizion to ctradicicnal adminiztrative
= . el - <. = ‘. T —~ e = -, = =

functions. If adminigtrative =asks can be characterized zs routine and
mairtenarnce oriented, then <he develcpment management =-asns are defined

V. TRAINING POLICY AND PERSOIIWIL POLICY

Wnen Personnel Policies rzinfcrzs and =uzzc

activities, training »ecomes mors =IfzcTivz. Tne Zzvelopment of these
policy linkages reguires & ssnze oI Zissizlizs zni cocperaticn on the
warc <% Lxlan LinliT, =he sgonnal anl FTIULoT.sL ETETITEenTE 2nd tne
naticnal psrsonnel  a.thorizv. Zzrzer  Zzvzlozment zlans must be
rainferced Ty oromoticnal and reriormenc: grnralsal gystems wWhRich tade



into account inputs on training evaluation. When promo:ional policies
and performance evaluation reports make no reference to training it is a

clear szigznal to the public servant that treaining is dispensible.

VI. THE PCLITICAL RNATURE OF TRAININGPGLICY

Bureaucrats are rational. They will adopt new management methods if
these methods nelp them fulfill personal or orgarizational objectives.

If the mezhods obstruct achievement of these cbjectives, bureaucrats will

either subvert them, or reject them outright.

Honails's rasearch on Third Werld expexisnces with administrative
reform points cleariy tTo the imporzance cf 2 scund undsrstanding of the
pelitical constert in designing comprehensive Trzining policies.  Lttemzts
to restructure c<ivil ssarvice systams by izzrzodusing such practices aas
standariized wags and yupesitien cleassiflcz-ocn =20 meIlc LICHOTICRS nave
often Fziled to anzlvre their impact oo Tihse fIsvalllng political systens

represents a poiitical agresment, 2nry zTTtsrzt T2 alter  parsomnel
selection or classificazion procsiurss <o-zzzsns 2z dsliczte politicel
balance rezlizsed <tnhrougnh aa TIViLl F2TTILzs CaTIonage comoact.
S ey ety gy, bl o D mmA = hmm mns m e e e e s e T =~ S - ™iiao s
cAmirizorasive raofeorm znd Ths Trazlning Tl LE:IoTT iT, must
addéress zthis =twradecii Dpstwesn zivil ==rvice ccopetencze and
mainvaining politizcal goazilicy.



The necessity of accomodating political concerns during the
implementation of an overall training policy and overall administrative

reform programs is also vividly demonstrated in countries made up of many

differert etiinic groups Responsibilities are often dictribucted, and
performance appraisals conducted on the Lasis of ethnic, tribal or

reviews by intrecducing a Zormal set of cri

to failure, since there functions are already being rationally perfocrmed,

even if +the rules and procedures are nether clearly nor publically

Trairing Policies <+hat disregard <nese political and cultural
concerns in the devalopmsnt and maintenance of an integrated set of

tions can expact to ex

pclicy interven

vil. THE NATURE OF THE TECHNICRAL ASSISTARCZ

Badzn Diklazs will =5t penslitc Zrzz =zzszizzanze o the Zomm of
consultants conducting survevs, orecaring he=Yolobaal-t and making
recommeniations for thne dssign of an cverzll Tralning Policy. Guru-type
consulcing azzrstance will ngct sven =zzc:iziy Zzd=n Dislat's need for

producing results in the snort e

ne oonsuliting aszelsz




required to build in self-sustaining mechanisms required for maintaining

a dynamic training oelicy that adjusts to the changing context.

zt the moma2nt, USAID is providing assistance to Badan Diklai through

LGT-II +o build 3adan Diklat capacity to perform components of its

]

introducing improved learning methodologie
improving “he relevance of its curriculum
training quality trainers to use content & methodology

The performance improvement technigues used by DPMC consultants are

damonstrating zheir effectiveness to both Badan Ciklat's and USAID

o - E oo e Tma wmees ST ~ - < ——— ey - Spevre - - = -
SE&T1EIaTTLCON. LOE BZADEe aporoaclan o .LT‘..J._.‘..\,L-.‘.C,I‘.:.l develooment bazed on:
Y ~- re 2y v —~ . -~ - - —~
building capacity by achieving near term results
develeorine crperacicral zroups around purccssful zczion

can be used to davelop Badan Dislat z2z22I7;

+trainin olicy.
p Y

There zre certain condivicns =wnzs fsziloczz: <hse dzvelcpment of ithe
comprenensive overall Training Pelicy what nave IZesn discussed zbove.
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1. pressure for and commitment to changes from both internal and

external environments, such that there is genuine concern for seeing

results

2. the institutional flexibility for multi-level staff involvement in

purposeful action and the improvement eliIcIt)

3. leadership that has broad support, is in for the long term, and is
P PP

given flexibility in planning and structuring to meet new objectives;

4., openness *o innovation, new ideas and methods, a willingness to

examine data, information and new opportunities wich an open mind and a

€. a mirimum level of =stability in thes z=si:-zte sxteInal enviromment

and organizazional context. Dynamizsm i3 zuT sc s continulsy
zv azpser to exist at the
—zin=zined i1f USARID is ©O

support this larger =Ifort.
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IX. PHASED APPROACH TO THE TECHNICAL ASSISTANCE

A phased,

step~by-step approach to building

Badan Diklat capacity is

recommended. Since the cost of failure is high Zor Badan Diklat, it is

suggested that policy development expertise be expanded in a selected

pilot area (such as project management) where the chances of success are

particularly high. Tnese criteria can be readily identified. Based on

the learnings of the pilot, <the Badan Diklat can -‘then begin the
etc.

replication proczsss in other areas, levels,

Any approach begins with Badan Diklat's

effort and its objectives. Some of the key

identification of a policy team
review cof current Eadan Diklat policy
review of and site visits to organizatic

design of the peclizcy develcpment eifcrt

mutually agrzed upon cbjectives

sponsizlizies

clear roles and re

accurate schecdule and bufzez
built in learning systexm [ocnizcoring
coordinated executicn i pilcs

planning next steps

definition of the improvement

3teps in the process are:
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Based on the experience of this pilot, the USAID can reconsider it

position in terms of techniczl assistance.

(22S3R)
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ANNEX 23a
REPORT MEETINGS

PROJECT STATUS REPORT 6/1/83
TRAINING OF TRAINERS IN PROJECT MANAGEMENT FOP LGT-I11

USDA/DPMC CONSULTANCY TEAM (Terry Schmidt & Moses Thompson)

SUMMARY STATUS

PROJECT PROCEEDING REASONABLY WELL

COLLAEORATIVE PROCESS WITH BADAN DIKLAT

INDICATORS OF STRONG RADAN DIKLAT COMMITMENT

GOOD PADCO SUPPORT . ZNCELLENT USAID ADMINISTRATIVE BACKUP

CONSULTANT STRATEGY PROVIDES CURRENT PAYOFFS AND MULTIPLE FUTURE OPTIONS

WHILE MEETING S.0.W. REQUIREMENTS

ISSUES T DISCUSS

USAID concurrence with project objectives (See Logical Framework)

Phase I & 11 Linkage

5]

Resource requirements and trigger conditions for Phase 11

Addition of Mr. Tansonboon to consulting team

(2993A)

\b °



STRATEGY
APPROACHING PROJECT IN LIGHT OF EVALUATION FINDING

- “Buku Kuning does not adequately emrliasize that the creation and
strengthening of an institutional capacity within Badan Diklat to
properly plan and implement a training program is at least as
important as the training itself”

- "emphasis should now be expanded to assure o major focus on enhancing

grow organically in response to the GOIL's

o

Badan Diklat's capacity to
change evolving necds relating to regional develepment planning and
managemnent”

- "require euplicit acceptance that the focus of the project needs to
be on the process of institutional change and growth rather than on
achieving outputs measured in narrowly-defined terms”

- “project management systems truly supportive of LGT-IT strategy,
goals, and objectives must be redefined and implemented ....

including rational definitions and procedures for managing the

w3

. U -

regional and rrovircial training activities; for curriculum

0

development, for reporting, monitoring, evaluation systems; budgeting
and financial accourntability; agreement regarding project
wanapement's velations with the jrcject's consulitants, and programs

for uporadine La

S ae mye— o ompey ey

Ui CUnRIlULon G TZAM WHO WILL CARRY ON

WORKLING CLUSELY wirn o G
THIS PHASE T (See Flow Chart).

WORK PLAN DEVEILOZED

CONCENTRATE ON PRCIZ35 A5 WELL A5

[¢1}

FR R,
inplien

in Badan Diklat internal management.

- "Synergy and linkages”
- Integration with PADCO consultants and their work (e.g., training

formats)

- Experience sharing with FDP consultants

(29934)
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ADDITION OF MR. CHAMROEN TANSOMBOON TO CONSULTING TEAM

WE RECOMMERD INCLUDING MR. CHAMROEN TANSOMBOON (FROM BANGKOK) FOR 3
MAN-WEEKS TO PROVIDE CONTINUITY AND FOLLOW-UP FOLLOWING PHASE I,

CHAMROEN TANSOMBOON WORKED IN USAID/THAILAND WITH SCHMIDT AS ACTION
TRATINER. TINVOLVED IN NEEDS ASSESSMENT, PROGRAM DESIGN, CURRICULUM
DEVELOPMENT TRAINING DELIVERY, IMPLEMENTATION PLANNING, TRAINING
TRAINERS, PKOFESSIONAL RESULTS~ORIENTED, EXPERIENCED.

TASKS FOR MR. TAXNSOXMBOON

- Assist with PMS workshop delivery and development of Badan Diklat
action plan during next two weeks.

- Conduct one-weex visit in mid-October to (a) evaluate Badan Diklat
progress with training preparation plan and determine whether Phase
I1 "trigger conditions” can be met, and (b) provide related

assistance,

BUDGET

2 round trips -- Bangkok-Jakarta @ $700 = $1,400

per diem in Jakarta 21 davs @ $90 = $1,890

salary 15 days @ 35100 = $1,500

local travel & misczllaneous = $ 200
$4,990

(29934)



RESOURCE REQUIREMENTS FOR PHASE 1I

ADDITIONAL TWO WEEKS REQUIRED TO ACHIEVE PROJECT OBJECTIVES
REASON

- Original design presumed training 18-20 BD/RTC/PTC trainers in
Phase 1, followed by TOT and coaching. Thus trairers could conduct
PMS work.hop in Phase 11 with modest consultant support.
However, candidate trainers not available during Phase I.
Participants at Phase I pilot workshop are not (with some exceptions)
designated to be PMS trainers, and no regional/provincial staff are

included.



REPORT MEETING!

Final Briefing Meeting on: LGT II CONSUTLANCY RESULTS: PMS Workshop
By: I. Moses Thompson Installation
With: D. Tinsler, B. Dakan, A. Hirsch, Agqus, J. Arington.Effort

Meeting Objective and Overview
Objectives set in TOR and Results Achieved

PMS Currirulum Designed
Curriculum Design TEam Developed in Badan Diklat
Demonstration PMS Workshop Conducted and Evaluated

Results:
Brief Resume

Curriculum Desiqgn Reviewed:
Conceptual Framework

Generic Elements
and Planning/Implementation integration

Specific Context:
Target Group
PADCO Needs Assessment

Criteria for a Project Management System
current GOI mangement systems .
GOI laws on DUP/DIP etc.
cuurent tools & techniques used
USAID training

Methodology for PMS Training
Team Centered
Cost Effectivensas
Accelerated Learning Approach
Simplicity and Speed
Early Success

Workshop Design, revised for phase 2
What was produced:

Team who set objectives, outlined Workshop Design, Developed
Content, Presented 50% of the Workshop, Evaluated and Re-
designed for &8-day program.

Basic 8-Day Workshop CDosign using Aiccelerated Learning
Method and adapted Curricul

}-
o
i

"

Trainers Notes, Overhead Yaster, Handout Booklets



How Outputs Produced:

LCT II PMS Team High Performance characteristics:

RElated to set of Facilitative conditions

Management Action taken to establish Facilitative Conditions at
minimum levels:

Use of pressure for change
Openness to innovation and new ideas

Valid Learning Approach to

create confidence and competence in
new PMS Workshop effort

Policy Issues inherent in the PMS effort:

PMS Effort as model for 2adan Diklat role

\\.
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