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I. EXCECUTIVE SUMMARY 

SUMMARY OF RESULTS:
 

The PROJECT YANAGFMENT SYSTEMS (PMS) WORKSHOP Consultancy being conducted 

jointly by the USAID, PADCO and LGT I 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 

regional an p4rovincial_ training centers in the form of enchaned 
curriculum, mi'roved learning methodologies and trainer development 
programs. This was done by introducing a specific prolec- management 
skills semin x/'or s;op: The primarv outut to be achierec tnrough this 
consultancy. The '-orksotarget group ,ofthe Pi4S is the Project 
Implementation Team. This is the multi-eshalon, multi-agency group of: 
Pimpro, %Ireasurer,Secretary, and Field Staff responsible for 
implementing projects described in the Indonesian project document, the 
DUP/DP. T:.e following is a report on the resuits of the first phase and 
the plans ror tie second.
 

Phase One of the Pi-S effort to: 

-z Te,e-a'c'_e' , a I - esi am -o; 

Develot and field tast a P.S Curriculum and 

Plan t:. impie'nentation of -he PMS Curriculum in Pha- 2: 

;- . - .S .. Augst 2. - S ter ber 2 6,e . -iod 
1983. The objectives outlined in the Terms of Reference, refined and 
agreed zo a- the end of the first week, were achieved a-d the planning 
for Phase 2 continued as scheduled. (See ANNEX 1, "TermE of Reference" 
and A2;*EX 2 - , E-t.bl. ino tg e -,.)"Pr-ces- -­

-
I. .ra :..: t."estaz ls-..s co c-e off orst t.o "noaes responsible 

* in collaboration with the Consultants, The Core Team has identified 

a prototype PMS curriculum; related it to the Badan Diklat Management 
Training objectives for Dalam Negeri, ?ACOZg Ii ,anaze,7. Training 
Needs A.ssess:nent, the 3over:,menz or in-ffnei pr:ject ma-agement system 

- .
formats, the PDP project .. anage:-- -a. .. - oD-ectives an i-s criteria 
for DUPi P l a oraz , AA) :Cf _a :,az d-de'ne cesnn Zrats. 

* Thie Core Team in to h- - -r ";-h-h! -ia-. - - !as -panned 

Phase -wo and the period eadin- u - inei an, "e -=.ase three 
follo:-hrou h in cenera!, 
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Key activities included:
 

Assessment of the minimum conditions required for undertaking the
 
consultancy;
 

Ref irement of the Consultancy Objectives at the time of
 
implementation;
 

Estab is.lent of Badah Diklat "core" group to guide the curriculum 
development; 

Joint planning by the core group and consultants to design a 
Demonsration PMS Workshop; 

Conducting and evaluating the workshop to identify needed
 
modifications, and
 

Conducting a planning workshop for Phase 2.
 

(see Consultancy Logical Framework in ANNEX 3) 

Strategy:
 

The 2onsuL-as' a -oci stressed the deeopment or a aan Diklat 
instittio.l sa-obility -o conduct an-, manage PMS wor;:shops in the 
future, rather than tne Consultants simpl.y conducting a PMS workshop for 
Badan Dikla-_. The emphasis then, was placed on establishing (within the 
7 nerson kadan ):: ore ou Curri--,, Design Teaz) an understanding 
of tre so:. -r-ua 1 -,der-ninni ,,:is of a PS, eparin4 tiiem to play an 
active roce 1r. :,-'.! - n-.te pilot - ae:ncr.a io n rk- s c ecuipping 

tnto evajuate -une pilot P:*S w:orkshop and modify the curriculum in 
preodration for Phase 2. 

This stra-esy responds to recent evaluation conc lusio-s indicating the 
nee] t;, em:[.hasize irns-i-_tior.al c]hance ans -crzw; ra_.- than tne 

producing of outputs alone, and the neec d ito.,: ,.ement rational 
project managem:ent syste.. supzor;ive sf - . - -als, and 

".auaea !m' , . .,S.' 4.) Z.n a.idi'_- :r., :mr n i..._ __ were m c 

with the PADCO team, the LAN-SESPA program, and the PDP Project. 

The consultancy strategy was geared to fulfilling the near-term specific
reauiremens of :he determine j] Client, whi.e Isorscopealso 

contributing to the longer terms i'-sof I-Mr oving institutional 
capacity to plan, implement, and nage:orts using efecve 
project management methods. We viewed PRCCESS to be as important as 
PRODUCT. (See 2 and2:'"'E ) 

eFir,.a -, s , 

xKey Findin~s: 

1. Facilitative Conditions Sufficient for Ianning and implementing
 
Phase 2 exist:
 

http:irns-i-_tior.al
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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 Dik]at 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
 

officerz. in acco':dance with the Goals of Badan Diklat and the findings of
 
the LGT 1 evaluation. In a meeting on August 29, 1983, he stated that 
the P4S Lrogram was not a simple adjunct to the LGT II program but an
 
important component of the over-ll Badan Dilat Training Davelopment 
goal, itself.
 

His willingness to identify a top level officer as the team ler.der for 

the PMS sub-project effort demonstrated his commitment. 1'Then the 
consultants suggested :a& t.e two officers initially appointed might be 
too junior, Sumitro responded by appointing an eschalon 2 officer, Pak 
Kuswandi, currently the top level officer responsible for the supervision 
of IGT II oroject. 

-,17r-1' *.- ---:'csect .:a:arer, Arief, the Project A%,inisrator, 
Pak Syahrir, Sucervisor, Pak Kuswandi and senior PADCO consultant, Pak 
Soesiladi ga-e full time support throughout Phase 1 of the PMS effort: a 
I ey factor leading o t:his initial high performance. -nis successful 
experience of using top level officers to spearhead a change in 
organizational prc. -ams ardetnuds has affected the phase 2 
implementation .strategyi 

* PRESSURE FOR CHANGE: 

improved PDrjec-t ma~nem.-.' :s -mp ,as; zed in -he L3T Ii evaluation 
(pages xi, 5, ANEX 4). All ies emhasiZe the nee for 
improved project minagement traning curricurlm and :raining methodology 
to do this.- S "E. ":) . cr-page 3, A"N<EX 4.)
 

* MULTI-LEVEL INTVOLVEMIENT: 

At the beginning of the effort, this did not exist. During the course of 
the first week, conmitments were made to working in muti-eshalon and 
multi-unit teams. Eshalon 2,3,4 and consul-ant officers joined to form 
the Core PMS Curricuium Design Team, demons-rating their willingness to 
work together contrary to traditional tenden.ces not to collaborate in a 
team mode across these barriers. .he sa-e"'=_willinness -:o work in 
multi-level teams was again --- - --- Pilot PMS Workshop. 

such as a project, it is apparenziy pcssible -o use the team approach to 
training in Indonesia. This finding has 'ad dramatic implications for 
the planning of phases 2 and 3. 



-4-


OPENNESS TO INNOVATION, NEW IDEAS AND METHODS:
 

The PMS installation effort in the central, regional and provincial
 

training cenzers demands new methods and skills. High and lower eshalon
 

officers demostrated a desire to take learning risks in front of their 

peers, by participating in teams, making training presentations of new 
content with a new methodology. LT II project responsibles were even 
willing to acply the PMS to their own project. Where learning is an 
essential feature of the PMS implementation strategy (that is, Phase II 
planning depends on what was learned during the Phase I experience), 
effective performance has depended on team openness to innovation. 

OPERATI0.AL GROUPS CAll MAINTAIN SELF-RELIANCE BUT ALSO ABSORB 
EXTE',R 'A.L :E7-LP : 

Badan Diklat leadership as well as the members of the USAID technical 
assistance team believe strongly in the importance of institution
 
strengtheninz as a means to achieving near term results. The PMS was 

seen in this liznt. The Curriculum Design Team has been committed to 
developing i-s capacity to implement and maintain the PMS Workshop. 
program independent of continued consultancy assistance in the future and 
has conductef its chase 2 and 3 planning in this light. 

7,L£ OF STABILITY, C NINUITY AiqD SECUPITY ARE 1MAkINTAINED: 

All officiers wi-h whom we w2re working directly were secure in their 

positions and were receiving adequate remuneration for this additional 
P:4S work.
 

T---e position Df Craier does not exit in the Indonesian civil service and 
therefore does not carry with it either status or security. Without a 
career ladder or possibility of professional development, the preparation 

of regional and prcvincial PI.1S Trainers cannot orocede with kind of 
continuity and -tab-.ity recuired for a sustained effort. 

strategy for ini: - -vi. aanltv :fficers as PMS -traiersis to 
use top esha on tfficers as t.e firs- z- direct-ors of training 
::3n-erss'Mnersaf .rainic in the regional and 
zrovincial ce.te:-rs, and to tne g-tecratecro';incia! g.vernors in the 
selection process for both PMS participants and future trainers.
 

The officers currently participating in the PX4S program will be able to
 
continue their commitment for about 6-2 months before another wave of
 
lower eshalor. trainers must replace them. in spite of its criticality to
 

the achievement of expected results, it is unclear how successful this 
transition will be. 

2. 	 THE PMS 2URI0L;CULU!.: dIS .:LYAP-:Oo -TE2-2H IN EED OF 

REFI NE :'"::T: 

;-ith the active participation of the Badan Diklaz core group, rhe 
Consultants .lanned and conducted a pilot workshop geared toward 
acnievinc tne o "generic" 	 proven* .l.g 	 attributes by world-wide 
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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 PMS workslhop equipped participants with knowledge and skills to 
convert thwnse generic requirements into practical management plans for 
real projects in Indonesian context. Workshop results with five "live" 
projects deonstratd the appropriateness 6f this approach (though some 
refinement and translation is necessary). (See ANNEX 5 fcr sample
 

products). -.. ft'r understandin::, basic PMS concepts, participants were 
equipped :o prep_.re I,,onesian- project documentation (DIPs and DUPs and 
quarterly implementation reports) in a substantive, thoughtful manner. 

3. 	 THE 3ADAN DIKLAT C-,URICLUM, CORE GROUP IS CAPABLE OF MAIaNO TAE 
NEEDED ADJUSTMENTS IN PREPARATION FOR PHASE TWO. 

The Core Group and Consultants estiblshed two sets of objectives for the 
pilot workshop: 1. developing maximum participant facility in PMS 
concepts through skills transfer and i- j application, and, 
2. using the workshop experience to test/evaluate/refine the curriculum 
and methodology. Evaluation of results confirmed the overall PMS 
concentual validity and the core group has developed an action plan (with 
clear tar- e-t , _-esosisi ties, a:- i schedule - See P:ase .- i lanning) 
for r nnd preparation for Phase ii .or-ts[,ss and 
trainer training o r21 - December 16) 

RECO: DATI OdS: 

1. 	 ComnT-it to Phase Two. The Phase Two on-site plan described in depth 
elsewhere combines an 8-day P14S Workshop (for an audience of RTC/PTC 
Training Teams of the training directors, partial trainers including 
selected BAPPEDA and dinas staff) followed by a 4-day TOT workshop 
to__rc_ t:ef or : e le e:;siations ,,;ian.r..or 

illteams. Core ze::ez_'s w:so acpi.'eI' zarticfzate in conducting 
the workshon, and all ar z Czul1- be zrai7ed as -rainers. The 

- of-mplee::a:-1S .. C- r : - Recozmmendedtr.e P- Iect teas.S. 
timing in November 21 - December 16. It is recommended that the 
consultants; 

2. 	 Monitor Core Group pro~ress. Between now and November 2_1 the core 
group is charged with adapting and ref:fnng the curriculum. Their 
progress should be formally reviewed o/a October 14 to see if they 
have 	met the targets for material, refinement/translation
 
established in their wrkln. Th-f a hie;i specific and 

objectively verifiable -arcts will r-de evidence taraets 
(See ANNEX 7) of Badan Dikat CC---.t t _ I ack of sanme) and 

o- a. s 2 f -,I 
planned for October 14 should "zri;ger" :nase Two go-ahead; 
non-achievement means that Phase Two should be delayed or
 
reconsi:2 _red.
 

http:prep_.re
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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 docunentEtion improvement. The full results of this consulting 

effort should be givan to the PDP team (inlcudinj materials, 
participants evaluation, also discussion with the core group) to be
 
used as a starting point in their curriculum development efforts.
 

ISSUES:
 

Badan Di"i - at currently conducts a broad program of tralning it may in the 
fu-ure wish to manage rather than allocate limited staff resources to
 
imolemen.. As Badan Diklat, like other Ministerial Central Training 
Agencies, vels the institutional sele in ts capacity to 
research, design, and develop curriculum responsive to its clients and to 
provide services such as training in the management of training and
 

training of trainees in the curriculum it develops, it will begin to 
redefine its role at a policy level. 

The PMS Workshop implementatiron ffort can se used as an experimental 
microco'sm of the potential role uefinition among Badan uikiat, P.W, PTC 
and client groups. Relaoions.i Ps -_hat prow:;e effecti., res-lts can 

Badan Diklat leadershi p is fully aware or toe overwhelming magnitude of 
trinn .- responde:.------;.:es.adan *~ 

to these 	 1::.-,s : pr;vidiwi -_ainiqi wit its few staff, instead of 
imclenentors-_r- xg it can be :re -ef-,ez-oi.,e as a cocrdinator uf RTC.of 

and PTO management of '2rdining Pro,--ams, by 

Research 	 and _Desin -urriculu:n 
Development of Stanfardized Mat-erials 
r S --- - snaf and contractors 

Pr ovsn ; --. gn:-*. 

-
Lt ,.;ou -.ai.-a to b... t.:t o:-ese oo.:v ecisions o,-t tne role
 

--. u±e;a- a."cenze:c:.d-e ':-- an
neBa--an sarso 4n of 
open discussion of the personnel policy decisions necessary to support 

training efforts. these discussions nave not been a part of the brief 
PMS consultancy. However this issue is resolved and whether Badan Diklat 
evolves as a trainer or -raa omana:er, -;i one cre sus area 
that should be developed and maintained. Aoplied use of P..S concepts is 

inststitutional dvo I e,. t ir acv-en ar-i;e use an teac.,ing of P:,S 
(if only to the RTC/PTC staff) is a key .mean of strengthening management 
and institutional performance' . is -__zt - -:-.or managing 
applied research in regiona an--------------.n- .inin ano 
im lemen tation. PMS is neeoer an: . . ..... . --... e.. . cess or 

capacity-building. (See P.ijES[ i2 - "- e.oa .aonal 
Training Policy in Dalam Ne::eri" for furher ouline of basic policy 

r_.e te -the ... -. ne effort.) 
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II. 	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. 	Buildinq 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 activities overlap a great deal. It is
 

possible to design and carry out all thre in a single event or 

set of events. In fact, it is desirable to have all three 
dimensions considered simul-aneously through t*e implementation 

process.
 

H 	 CONDITIOS:B. 	 OSSiNETFF:dIL:T,::-, 

(See ANTEX 8) 

C. 	 CLARIFICATION OF 2HE PHASE I STRATEGY: 

1. 	Establishing Terms of Reference and agreeing to contract: 

The opening days of the consultancy on site were devoted to 

reviewing the Terms of Reference defined in the cable traffic 

and renego ing desir.-d changes at the point of 

implementation. The basic intent of this oz -t-4on proces 
was to produce mutual agreenen-- on -e consuz-ancy objectives by 

___ o, .- ,-,--. : le e - - n. .'-.a.ic rocess 
includdint i iU 0-CO, IIad 	 D, LGT and 

Badan Diklat actors involved in introducing PMS in Dalam 

Negeri. the overall pattern was the following:
 

negotiate via cable agreemen-s,
 

discuss on site .,ith:
 

USAID:
 
Mr. Tinsler
 

Mr. 	 Dalan 
Mr. 	Hirsch
 
Mr. Agus
 

PADCO :
 
Mr. Arincton
 
Mr. 	Soesiladi
 
et al 



Badan Diklat LGT II Project Staff:
 

Mr. 	Syahrir
 

Mr. Kuswandi
 
Mr. Arief
 

Mr. Sumitro
 

Consultants draft summary statement using PMS tools for up-coming
 

seminar/workshop.
 

PADCO and Badan Diklat teams rewrite the TOR based on their
 

understanding.
 

Consultants assist PMS Team to draft detailed Phase I TOR.
 

'TORpresented for concurrence to t.SAID actors and agreed to by 
Consultants. Logical Framework drawn up.
 

(See ANNEXL3 1, 2 and 3) 

Tne 	 basic objec-ives for Phase i were: 

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

o 	 Conduct wit:. o:sul-_ant guidance a 5-day Demonstration 
Workshop ani Evaluate it; and, 

o 	 Plan Phase effort; and 

2. 	Projectize t-:e P:,!S Installation: 

The introduction of Project Management Training into the Badan 
Diklat's overall training programs was treated as a sub-project 
within the L3T II Proaram. unit of time to usedlarer ane be 
for the ini-iai -ou rT1eon 's "5 :-1. .. ,oeriod of the 
P:.S instal-ation roj ect was diviei 

-	 -6 

De 	 17Phan~ise e:; ber - -1,--3.b'­
* 	 Phase 3 January 1 - Decem.er 31 

(See Diagram 1) 

The 	strategy usd rfor tne r--..ase of the P:4S Installation 
Project was based on an Accelerated -aarning :4ethodology 
(ANNEX ll)for improving performance n- near term while 
developing longer term ' 2 ;. to 
identify the work to be a!,e, - , .iov conceptual 
models and essen-_ia_ :: s, :. .... 

~p* u:-+ ' - ::./ -: : -: -,.- :.c:t : ?: : +.= ++ < a :+ :o5a e 

another live ap poica-ion. 

The 	 planned r-a-egy dur n'n ohasee was to t_:'.th following 

form: Hoe Diagiram 1) 

http:Decem.er
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a. Assess the conditions which facilitate using the methodology 

(See ANNEX 7). 

b. Identify a P!4S 

(See ANNEX 8). 

project team for the curriculum design phase 

c. Clarify the kind of Project Management Traininc 

the capacity to be developed. 

Desired and 

d. Identify the targets groups for the P14S Workshops. 

e. Identify potential trainers. 

f. Conduct a mini-skills workshop on curriculum design, 

including; 

structuring a 
(see ANNEX 9) 

5-day workshop (7 Steps to Adrogogy: 

identifying generic elements of management - relating needs 

assessment to content definition (See ANNEX 10). 

basic pri-iciples 
(See A,;EX 1) 

of Action Tr6 ining Methodology 

Basic principles of curriculum evaluation and survey 

techniques ,see ANNEX 12). 

The use of ' 

team approa-n in 

ieamsin c:ganizazions and the application of the 

P.AS Training (See ANNEX 13). 

g. As a team, apply principles 
PMS Workshop as a team (see 

to the actual 
AlNX 14). 

design of a 5-day 

h. Dezer-14-e roles 

of the ;,or. 
(See ANEX i)X 

i :espo: 

j prepare 

:ii:es for tz:e impleme:ntation 
a -dule and bdget, 

Invite or:)7. 
Participant ea-s 

S 

in 
-o 0 

ANNE'X a, 
'.vi S op. 
2b) 

Se Lst of 

j. Conduct the workshoo: Cnsu-tan-s do 2/3 of the the 

presentation id tne new 3azan -'ikiat Curriculum Design team 
conducts 1/3. 

k. Conduct the PAS currculuz de 
appropriate ater als f .... 
for use in the secznd z . 

evaluation and identify 
A-eiomen- and translation 

1 5- .- -



D. 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 is critical is:
 

lessonF learned during Phase I implementation are necessary
 
for successful design of phase 2.
 

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

tak's place. 

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

* imortance of project team based training strategies 

* use of top level cfficers in implem.anta:oon strategy 
* applicability of P::S concepts, tools and skills 
* effectiveness of the P2:S "orKshoL ethn:>0ogy and design 

For ..e .:.e or>.e: oat rorai. g ' projJ:t t.o.< 

te .s s a r f cw- 3raining than'. sortecy 
"stra.r e fnr "r z":Ii ma e rs zven tne reluctince..
 

to -.:vest .r. a team -a7-- - ,-rcacn due to cultural 
restri c .. , -:;, :,- -. .. 4 -e2 -. ,-l!.'ed on. .-" en it has been 
experience. -- , -' efe-_i 

:f -_is c:-.fiee:e r:. o -amae training aphroac-. is not developed 
during the fi-st k:aSe, it WIIl be diffic)l-, .tomake full use of 
the IS me:, ;oo G .on one secono :nase. Core:a-a0a-.on 1 The 
Currcu .. am-ererf. full zarzici nans 1. t- 11ot PMS .............. ... . -_. eeti'oa.ness
 

of . o . rundC. UciDnur - z- ... .. 3 Dful 

Based :.o.i [:i'.'._- ..- , eeam _ oeen aXt, y 

Another example is the use of top level support in he
 
implementation of a new oraining menhodology. -ne Curriculum 
Desixn Team was enc-:3ra-. to use esnalon 2 and 3 offi-er as the 
first P?4S trainers in order to ra:ve tne new curriculum and 
met,,odoao ne nec ssarv presoica and r. Based on... edii-ty. 

.. decidedtheir positive e-oerence -,...with ti rategy, they have 
to use tis approa: .ur..:ne-"3 by inviting RT0 and 
PTC Directors to one - -. 

.... curracul. and.-.-tnodol Selecting 
curriculum without exnrior.e- cin it andlicbii--v on a Iive 

oroject of ersonal i seres-does no- roj:uce -te confidence 

the actual PS . themselves. 

http:a-a0a-.on
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required for enthusiastic implementation during tne 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 methodology is related to 
cunfidence in its effectiveness. T'his 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 this structured approach to organizing a training 
session and then involved the Curriculum Design Team in applying 
the same approach to designing the Pilot PMS Demonst:ation 
Workshop. Tnis androgogical structuring has also been applied to 
the PMS Worknop to be implemented during Phase 2. 

The 	basic learning by doing approach 4s used, modelled and 

practiced throughout the firsz phase of implementation. 
-E. 	 BUILDIL; 1i SMS ii- SELF-SUST: L P-L S W--',-ISOP 

The basic features of strengthening Eadan Dikia- capacity to 
provi-;de C.:nt e WrKshc:DS nt-I,:-oyfc>~ inde e n con sult-a nt 
assIsta;ice are: 

1 	 r - ,e:,-. me', a functioning Design T eam that understands 
orinciples :f Workshop Design (content and methodology) 

2. 	 Use of Team to im-emen- or -tot'oe ;"-r:shoo I, Design
 
Prototyje ;;o- s Cp "an ster-.se zle .
 

3. 	Identification of PA2TO conultant as ful---ime responsible 
for P"M ffrt. 

4. 	 Integration of PMS Workshop .,ith Badan Diklat's Provincial 
Training Program. 

5. 	 Approval of a Eadan Diklat "diet allocation for The Phase 2 
and the 1964 Phase Zii. 

6. 	Building Regional and Pro-incial Mul-i-discipline Training 
-Teams of Trainin- -- an. -t- - m' ccl 

specialists. 

7. Ln,,ZjL -::vi:.- 3t':r.-rs =n t.e = f Project 
Teams to be trained and candiiates -o baconme Trainers. 

http:ster-.se
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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.
 

USAID, LGT-II, and Badan Diklat decision makers made it clear
 
from the outset:
 

The PUS consultancy must be done in such a way that it can be
 

self-sustaining at the end of the 2-phase consultancy
 

While they both feel that the strengthening of Badan Diklat
 

capacity to sustain the implementat.on 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 
sufficient self-sustalned implementation by December 10 for a 
successful Phase III. 

If a decision is made to expand the PIAS Workshop Effort beyond 
its current parameters, additional consultancy may be both 
necessary- nd .esirable.d This issue will be discussed for 
decision dring the first week of December 1983. 

To date the fundamental mechanism for sustainability of the PMS
 

Workshop Training Program is a competent, cormitted and funded,
 
Core Imulementation Team of Too level officers who have the
 
ccnceptual frasp, necessary skills and sufficient 
aut"r.o1r,' .. ___ to install -e PMS progran.cred 


This team, has designed thle PXS ... totype, field-tested and 
arefined it and is oreD red -to de e-oped 5 Regi..al PMS Workshop 

multi-disziolinary Teams az 5Sadn Di.*-,at's Regi7onal and 
Provincial Training Centers. Their intent is direct 
institutionalization of the curriculum and methodology from the 

outset.
 

To assure local support, the RTC and PTC teams -will involve the 
Provincial Governor in zhe selection f participating teams and 
trainers from the Dinas. The Trai-nig Teams will work with 

potentially successful j- -it in rder to generate 

enthusiasm and build crediZilizv. 

The 	3_ai'.n : -s- .e e..... .. .... e_. .c t .r 
Provincial Training Program in order to give it the proper 
support, prestige and visibility.
 

http:implementat.on
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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 

easier to master within limited time frames. if the PMS %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 team was able introduce 1/3 of the first -'S Demonstration 
Workshop after an !P--L'-ur exposure to the Consultants and will be 
able to conduct the fuil PMS Workshop in Phase I. 

Enthusiasm and support for PMS training will be sustained if 
Project Teams find it useful. Since PMS training emphasizes 
improved use of EAPPEIAS designed formats and, more importants, 
improved performance on project objectives, project teams will 
percieve it as useful if their improvement eftorts are: (I) 
supported by BnPE',.ASBAPPEDA personnel and (2) rewarded with 
opportunities to do additional projects in :he future. 

This reruifes earlv coorcination wit APE;S to w.,or; out 
agreemen-ts about curriculum objec-ives and de- in an-d a method 
for providing support to participant projects on a pilot basis. 
(This,was discussed only briefly in Phase I). 

It was also recuire a conscious effort at the Provincial level to 
reward successfu T-. ....... io-s .l th the assi rnment of 
additional challenging projects. 

F. 	 PPEPARIN FO. PLiCATlOi L' OTTER PARTS OF Lq-lI PROJECT AND 
BADAN DIKLIAT 

Efforts like the ?.S Worksnop instaiation are expensive. The 
cost/fectveness s imprve-d by z-.e degree to w.hich the client 
orcaninZ izn "e:- cate i: -u----"lleStrodu,' to other 

curricu-um dOes-4cr.S :, -: rnu: ro -- m ent s 

The 	P4S Workshop effect was based on the Performance Improvement
 

Approach (PIA): a methodology for improving organizational 
performance t a Fasdesigned by the ILO and refined by a group 
of consultants working with the DPMC of the OICD/USDA. the 
Consultant and client can clearly observe their use of tne 
approach in the PMS installation effort and distill iz out for
 
further use. A bDrie* - -_he meh-odslouy is included
 

in ANNEX 16. 

for organizing and managing other curriculum design efforts. 
Their choice of RTC and PTC Directors and training staff as 

implementation teams aas made with he n-entiznor building 



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 II
 

The Core Team used their PMS Implementation Logical Framework as
 

the point of departure for the Phase II design. The Logical
 
Framework provided as Diagram 2 is a fourth iteration of the
 

overall PIAS effort, developed during the final days of Pha'se I.
 
It highlights several significant management decisions:
 

Clearly defined target group:
 

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


PI1MPRO 
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 for -. neFields _arms DIP 
authorizes fcnds and resources and the PMPRO is responsible 
-or the specific ou-puts of the document. The PMS Workshop. 

would assist this PIMPRO, his Treasurer, Secretary and actual 
field st-aff of implementors oranize to set mutually agreed 
u0on objectives, define roles and responsibilities, establish 

aian-: pn .... accurate scedules based on government 
implenentazion documents and establish on ongoing monitoring 
and internal evaluation system. 

The puroose of the PXS is to oromcte te use of PMS skills in the 
imp'enen'a ton o- gc-. rnment proec-s defined in the DUP/DIP. 
Although it -ionormally assumed -at if people are trained in new 
management skills they will necessarily use them on the job, the 
team decided this to be a weak a sSton ea : rezuired 
management atten::ion. -ne decision to nring t.is assumption into 
the responsibility of the PMS project has affected the design of 
the output objectives for which the Core Team will be responsible 

during Phase iI. 

- Curriculum must be USEAaLE
 

- project Teams must be able to produce useable Project 
Management Sys-e-s in the Worksh'p. 

- Training MIethod-logy must make use of direct live 
acpcication of to - -r - -octszo 



a PMS Worksnop installation Project: Baoan Diklat of Dalam Negeri 
s PMS implementation Team Logical Framework 
a September 24, 1983 

GENERAL STATEMENT OF OBJECTIVE 	 PERFORMANCE INDICATES OF SUCCESS
 

GOAL:
 

Effectiveness ano efficiency of Regional and Pro­
incial Proiect Management of government resources
 
increasec.
 

PJRPCE: 	 END OF PRO ECT STATUS: 

PMS SKillS ano coneDts used Dy Ntaional ano Pro- I1. ME teds useo c" of Darticioatinc teams 
vincial -roiect Teams to impiement annual program. I to ,es =o eicnr system inclding 

Logi.cal FrmeworK, Trees, Responsicility cnarts, 
B-r cna .s, 'i'Z 5s, Buccet.....


2. 	PiMF-r% calls .rcject Team zcgetne: for annual and
 
uarteriv rev_ew ar re::annin. meetings and 

incluces 3zicznal prcject ces-cner. 

3. 	Cua:reri, reports use PMS ccncects ano trinkirg (i=­

sults szecific recorts vs. actl:ity oasec reorting).
 

OUTPUTS:
 

i. 	ProJect imolemenzation anacement: sKills of I1.1. wor<ing Project Teams at National and Provincial 
razicna_ anc Provncia- Prc ecTTeams (lnclucinc I revels aFclv FM conctes ancto:os to "live" 
tne :m Iirc, Treasurer, Aoministration, and Fielo orojects under sucervisicn anc crocuce useanle 
szaft of imDiemer.tcr5) !MrroVeo ou:nt Sn 6-Iay =rcjecL -onacement syszem sciusec to 
PM3 SKIls worKsnoo concuctes Dy RTC an bacan using an B-cay scojecL rranaement WCr snoc. 
DiK.at :rairing c:aff. 'zee cuicuium oc::zon ano metnccolcgy 

ce ini:-cn. 
2. 	 PmS -sailation Team estac1isnec to oes:gn 

2_. I .
..... 


2.T-" eam uses t.e management system to
 

Pnase 1 

2. 	Piiot 6orKsnop conducted
. ­3. .. : t:rCuZUr C. vS uate

=:.:L ar're
 

2Se -" ES=- n'".. .. .Cuir,z 7T 'n ..r. a==z : 

3. 	Loncuct TOT tc snoN now t, ' ­

.J oan sone- ' ------- ,nsC u: ie : t. i­

5. 	Revise curriculum
 

r-nasec!
 

1. 	Lon3_:t coacnan: anc creoaratdon. 

. nc. s~i: s s R. p :sea
T 	 eams 

.C"aac re~aF-ME effon=e 9 mootrs. I 



B. 	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 	Diagram 1)
 

- Identify On-going group of Trainers for 1984
 

- Core group conducts PMS Demonstration 

- Consultants conduct TOT in use of PMS Workshop 

- Future Trainers develop Phase III Implementation Plan as 

their "Live Application" during PMS Workshop 

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

-	 Core Team supervises preparation effort.
 

The Core Team has developed a set of activities, scheduled them 
and assigned responsibilities. They have n, coia ed the Phase !I 
objectives for Pnase Ill directions :tn tre :.e>Ja Baian Diklt, 
PADCO Team Leader and USAiD Project Officer. . budget has been 
approved for both Pnases II and LI and consulting assistance 
agreed upon for Phase I!I. 

ANNEX 17 .es-:riotion 	 these .=. 18asa of Plans n.;E and 
b provides the draft agreement to the Phase IlI program budget. 

C. 	 BUTLDILI'G ZL SELF-S SIA { E-riA'iSiS 

The 	Kepala tihlit has suor-ei tahan strengthening of RTCtne 
and PTC teams to introc'fe P:,:S o:soo through a P:4E Workshop to 
hair e ntne .r-:ho installation effort and preparethcm, planS 
nhem -:. inital Pr:S trine s. also te hs Teame 4as*lf Core 
to psovide t.e impiemen-a-io: su:erv-sion recuired for the 
maintenance of cuality standards and continuity. 

D. 	 PREPARIN 3 FOR REPLICATION OF THE P:S EFFORT APPROACH 

The Consultants, PL-IS Lore Team,, Kepala Badan Diklat and USAID/RD 
Chief have begun define the P'S Workshop as a pilot effort: 

For rapid inno.atizn within the .oara.-.eters of given 
USAID/Dalam N'eoeri 7-Dje-s 

For:,Lnistry ;:ie i;.-eg-------------:-e . Project 

Planning and impeiem-ation rccess. 
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Therefore, the Phase II and III 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 initial PMS training Terms of Reference.
 
But we also believe it can be expanded from the small to the
 
large, bearing all the complexity required to respond to the 
demands of the effort envisioned by USAID leadership.
 

Badan Diklat staff have identified several opportunities for 
replication of the PIA (page 19) approach used to implement the 
PMS Workshop. T-e general management skills seminar, the SESPA 
and SAPADYA curriculum imorovement efforts are obvious candidates. 

L3T-II Team members have also suggested th.t the PMS approach be 
used to improve project performance overall, and RTC/PTC 
implementation of new curriculum. 

USAID Rural Devjelopment Officers are prepared to explore 
opportunities for using the methodology to improve/introduce 
local government training programs in two additional projects. 
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III. PROJECT MANAGEMENT SYSTEM CURRICULUM 

A. Design Considerations: 

The are several characteristics of the curriculum designed during 

the first phase of the PMS Consultancy that require emphasis. In 

specific they relate to:
 

* Generic Elements of Management 

* Use of Team Training Strategies 

Use of Accelerated Learning Methodologies and the Live
 

Application
 

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

1. Generic Elements
 

The Project Management System Workshop being introduced into the Dalam
 

Negeri Professional Development Programs build upon a fundamental
 
conceotual framewori. First, management is u-nderstood as the systematic
 

guiding of -he planning and irplementation process. *in practical terms
 
it means organizing people and information in order to achieve desired 
objectives.
 

The successful guidance of the planning/implementation process of any
 

endeavor, for any organiza-_ion, regardless of culta.L context, depends 
on three generic processes:
 

* manageria! funct ie S 

* anaiyzic decision making processes 

* himan orzanizational processes 

(see dia zram 3 for a brief statement of these functions in summary and 
ANNEX 19 for a fuller treatment- of zne generic elements. 

The manager's success in guiding the ma-nagerial process will depend upon 

his ability to perform tnese managerial processes and inergrate them into 
a guidance system. The generic elements -el1 us What the manager must do 
regardless of context in order to be successful. But How he integrates 

these elements and how much of them he must perform will depend on the 
situation.
 

Effective managerial performance is, -ion, the effective 
performance of tne generic elements by -e-.- people organized around-f 


purposeful action.
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DIAGRAM 3
 

SUMMARY
 

GENERIC COMPONENTS OF THE PROJECT MANAGEMENT SYSTEM
 

I. 	 MANAGEMENT FUNCTIONS 

A. THE DEGREE OF TEAM AGREEMENT ON OBJECTIVES 

B, THE DEGREE OF TEAM CLARIFICATION OF ROLES AND RESPONSIBILITIES 

C. 	 THE DEGREE OF ACCURACY OF RESOURCES SCHEDULES AND ACTIVITIES 

D. 	 THE DEGREE OF ;IHICH MECHANISMS ASSURE TEAM CONFORMANCE TO 

AGREEMENTS 

E. 	 THE DEGREE TO WHICHl MECHANISMS ARE IN PLACE FOR TEAM TO RESPOND 
TO CHANGE (MONITOR/EVALUATE) 

II. 	 ANALYTIC PROCESS: 

A. 	 THE DEGREE TO j¢'ICH OPPORTUNITIES/ALTERNATIVES ARE GENERATED AND 

CONSIDRED BY TEAM 

B. 	 THE DEGREE TO -.HICH TEAM4 DECISIONS ARE BASED ON COST/RESOURCES, 
FEASIBILITY, IMPACT 

C. 	 THE DEGREE TO ;WH.ICH DECISIONS ARE ACTED UPON BY TEAM 

D. 	 THE DEGREE TO WHICH MECHANISMS ARE USED BY TEAiM FOR LEARNING 

ABOUT EFFECTIVE N'ESS OF ANALYTIC PROCESS 

Ill. HUMAN OR3ANIZATION 

A. 	 THE DESPEE TO W-iICH IND VIDUAL' S OBJECTIVES, ATTITUDES, 

COMPETENCIES, NEEDS ARE INTEGRATED INTO, ARE CONSONANT WITH THOSE 
OF THE WORK SETTI-

B. 	 THE DEGREE To WHI.CH TEAMS OPERATE CONSENSUALLY 

C. 	 THE DEGREE TO WHICH MULTIPLE TEAMS COOPERATE OUT OF JOINTLY 

SHARED OBJECTIVES 
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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 which it improves its performance of the generic 
functions. But the project team has some specific curriculum/training 
needs in order to do this. 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 is 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 transitJon 
to practical applications is diluted when the needs of the heterogeneous 
training group must be responded to. Wh.nen tne group is a homogeneous 
work team of individuals who have come together 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 
shared management vocuabulary and concepts and practice the same skills, 
using the same tools.
 

Instead of returning to his job alone and to a staff that has neither 
shared with him tne iearning experience nor developed similar sets of 
expectations, the manager returns with an integrated implementation 
Team. When a project team is particiapting in a PMS orksnop, it can
 

-
develop a live project mangemen system for its real world project. 

This simple opportunity L-ooes the cosz/effectiveness of the training 
intervention dramatically. The training is not skill development for some 
job in general, but the application of new skills on actual work. The 
fact that training time is devoted to productive activity is an important 
consideration for the participant, the supervisor and tne trainer. 

3. Learning by Doing: 

If the objective of training is improved performance through the USE of 
new or improved skills and concepts, than a trairning intervention is 
effective to the degree to which it influenoes sustained and routine use 
of these new skills and techniques. 

Diagram 4 below describes aherarchy of training interventions. 
Traditional lecture methods na'e seen - - inTroducing new 
knowledue in the form of concep-S n -. -a-n. But experience 
demon 3=ra-es that attitude chances do n. imply behavioural.eesarily 


changes in the form of improved skills. Experiential Training methods 
were developed to emphasize the development of both knowledge and skills 
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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 reauired 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 a.work group is brought into
 
the training room, simulation of the real work event can be replaced with 
a "live apolication" of the training concepts and skills. Since this is 
happening under the supervision of the training staff, participants can 
practice skills 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 sum-amary of tiheo Action 'T-aining Methodology AN-NEX 20 
"Installing an Action Learnina System" in the Badan Diklat is a more 
detailed description of the methodology used for this consultancy's 
training efforts. 

USE ON THE JOB: ROUTINE AND SUSTAINED 

APPLICATION UNDER SUPERTISION 

SIMUI TED PRACTICE OF NEW SKILLS AND TECHNIQUES 

TRANSFER OF NEW KNOWLDEGE AND IDEAS 

Diar am #-4: Training Hierarchy of Interventions 

B. CONTENT OF THE PMS WORKSHOP 

Generic and Specific. 

The objective of the Curriculum Design Team 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 iorkshop Content (see Diagram #6 below) 

From a framework of generic funczions , the Tea:a tried to analyize the 
specific context of the project teams. Tne PADCO developed needs 
analysis was used to identify -he se i-ifi '_ r red of the project 
teams and match them to the ..... nt.... . -eDiaram :7 fora 
description of how these skil.l.s were ccn-,'-=re into tools and techniques 
to be introdrced through the P:4S Workshop. 

As a result of the demonstration workshop and the evaluation that
 
followed, additional curriculum was identified for inclusion. Tne most
 



- 24­

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 Monitorinj and Control Systems
 
Motivation & Productivity (conceptual understanding, only)
 

C. METHOD01jD3 Y: 

Since the consultancy objective was "The development of a PMS Workshop 
Curriculum" through a developed capacity in the Badan Diklat, the first 

two weeks of the 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 to be conducted during the 
first phase and of the 8-day Workshop to be conducted during the second 
phase 

The Workshop Design Structure is described in ANINE 9. The Core Team 
learned how to use this structure and then aoplied it to the PMS 
Workshops. The resulting 5 and 8-day Workshops were designed by the Team 
under the supervision of the consultants. The two Designs are provided 
in ANNEXES 14 and 21. 

The approach to structuring the workshops is based on sound adult 
learning method: the essential elements are the 7-step approach to 
A droarov and i it.- - j Cjcle. 'The fi-rs nranizeS the overall 
design of the Workshop wile th.e latter organizes the individual modules 
within the design. 

-D. PHASE 2 PILOT PMS WORKSHOP DES31- N 

A Team effort under consultant supervision, the Phase 2 PMS Pilot 
workshop defLonsrates the Core Team's understanding of the basic 
principles of the Accelerated e.arn Technology and ability to use the 
essential elements of the Adult Learning method to design and conduct a 
"live application" Workshop in Project 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 TRAINI NG 

GOAL:
 

Indonesian National, Provincial 1st level Regional and Kabupaten/ 

Kotamadya 2nd level Regional Government personnel of Development Planning 

and Management Agencies,/Divisions use oroject planning and management 

skills to successfully plan and -mranagedevelopment projects. 

Badan Pendidii-an dan Latihan, Regional Training Center/SELAPUTDA, an: 

Provincial "rain,' -an-er : .*z..er s.nl onduct -roject z Svs-e ,'"s 

.Semiar/,;;off-ms usinc PS content and Action Training :Methodology 

adapted to t-he Indonesian systems and procedures to improve the planning 

A en ci es/Division s. 

1. Project Management Seminar/Workshop developed, field tested, refines, 

and translated by a collaborative team of Badan Diklat staff and 

USAID consuitant. u 1eminari'orkshooRegionalg Trainingb Pbe 

Center '....,u:..... P ~r:a ai-. nes_ '~ n~­

planning and management capacizy of Deva=lo-ment Planning and
 

Management Argencies,'Divis:ns 
 in ocie-e..n-vetosmenects: 

• , .sroecns
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b. 	Demonstration PMS Workshop evaluated and refined, and curriculum
 

agreed to, translated and produced for use in RTC/SELAPUTDA and 

PTC 	workshops.
 

2. 	management Trainers trained in the use of PMS skills, concepts, tools
 

and 	techriiques and in the use of and Action Training Methodology both 

adapted to the Indonesian systems and procedures for implemen-4q the 

PMS curriculm adapted to the Indonesian needs: 

a. 	 At least 2 Master Trainers trained in the PMS content and 

me-hodology adapted to the Indonesian systems a-nd procedures and 

functioning as Assistant Trainers for Demonstration workshop and 

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

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

Worksh'op. 

3. 	 Action Plan developed by MS .. rkshop Installation Team to be used to 

impler.ent the PMS curriculum adapted to the Indonesian needs in RTC/ 

SELAPUDAs and PTCs, including: 

- Clear statement of objectives;
 

- Curriculim, syllabi and training materials (in standard training
 

•a-.it fo.zat) ;
 

- Clear roles and responsibilities;
 

- Ac ne schedules at;
 

-	 2 :_' ".-:;iuorinz, 'er:.in! s-s-m 



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 aas 
PMS workshop install]tion -'fort- The intent of the process is to: 

1. identify all actors who have an important perspective on the 
definition of the cons,! tancy, or play some kind of implementation 

role in the effort.
 

2. 
establish sufficient mutual agreement on objectives and -he
 
boundaries of responsibility to assure understanding of roles and 
responsibilities and commitments to specific implementation actions. 

3. provime a basis for cm::szrctive monitoring and --eview of the 
consultancy effort.
 

The following basic stems define the outline of the process initiated by 
the consultants: 

1. Pie-cable neco-iatie conducted 

2. Cable raffic -o establish aireeme!-s of" R reviewed 

3. On Site Discussions & Negotiations conducted 

With USAID officials conduczed: 

Mr. Dakan
 

Mr/ Hirsch
 
Mn'- A.jus
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With PADCO Team:
 

Mr. Arington 

Other Team Members
 

With Badan Diklat Staff and Project Personnel
 

Mr. Soesiladi 
Mr. 
Syabrir (Project Manager for Administration Mini-project) 

Mr. Sumitro 

4. Consultants draft summary statement using PMS tool from up-coming
 

Workshop. 

5. PADCO and Bad-Ian Diklat Tea~qs rewrite the TOR based on their 

6. Consultants assist PMS Team (newly ilentified as result of 'DI)R
 
process) to drzafz detailed Phase 1 OR. 

7. TOR re-negotiated and accepted by PADCO & Badaun Diklat actors. 

. nsOR or
fas. Co-iurrsnze :o JSAID a:torz and 
 reed toby 

Cons!, 17:an : 
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-intla Pic=! M37.3:e,-.o..t of government resources 

END OF 2CTE 5T T2 
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ANNEX 4 

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

c) Systems designed to optimize utilization of external rescurces 

(other governmental age.ncies concerned with training, lndore3ian 

universities ,nd other rion-governoental institutions, etc.) in. 

fu.lfillment of LGT-II goals and objectives should be developed and 

i npienented. 

3) Project Management
 

a) A ccm~tne- t to a "manag ement-by-learning", as contrasted to t;e 

prevailing "planning/trainig" orientation of the prograam, should b­

t" Proj 2	 u:-uiyn~t~.!tut. . .c ma:agement systems suzport i'e of LG'-IT 

strategy, .:.. , nar~objec!:bves must be redefined and ieleente. e 

.. d\'.zsi..incorroraT nut not be liited to: rational sets o 

r C '1, 7 pr':':' J.' c-,7i 'cin (1, fo r lO12 :pC)r C 17' 

C C r r *-C V, nC 

r 1 J..I.. 	 . r .. ... , n 

. n .ca'.t.g--no staff
D~i!:rdxr's 


7- F~ a11 -ra 


...* .. .; - -* . :. ._** . . cs 2 t n; t* ro c ; .
 

................. 	 . 23 :' cnd u't'!i:::-.'
 

process, w hic h LGJ.-7 should help develop. Trained personnel. are a 

valuable resource used efre t-.e. . Badan mul:: eveloponly if u 

tbe c~paci;. to .1" ::- -4::.-n . !nes in ilio:si.; areLsa-e 


n'tta -- .zd SJ. n c) cr at-,e :'.:,azon o fn.rs r I -ro,oi a c 

staff to D '-I - 7 7 L:" ".''::7 cc..-:.-J)-L 	 .d 

: d r-	 le:- 1$
ac , s: ti : :f - :'i],.;i:.-i ::.-. 	z.-e..: e:::e , a-.: ) - ' 
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and revised on an annual basis. LGT-II should be recognized as being
 

primarily an institutional development activity, and only secondarily a 

training exercise. T:e emnp*1asis of project implcmentation therefore 

should he on flexihi lity J.n creating and rengthcning an en....ed 

capacity to ,_velo 'n n cfiect.,f l 

and -n...t Drograns, not oniy on the rrainig pEr ne. GoCArei:-g 

and relewva .... :-'L;-a fo01o0 l,,.,ica..l consedquence... sroiild P. the - c 

.-ntm:i ansc-ce.:u i. . on oZ such approach. The. cperaZinai 

ilicar ion- of a,:tan3e -f r-s reao"'. a._r: :;ouid be. vatou[ aeLa-s 

in the phasinS of :rriing accivities (l--us. p;iicn:t changes iT the 

content of the overall training progran) in ortier to enable. greater focus 

now on strenat,- ing LC-Ii s n..:;,ent capabilir.ies. 

2.) Insti :tionra! ?-,ei : s 

a) L3"-LI ahLl:":. irt.gra ed into the B.djan 

--,.na;ennt ,:ru.cctr.., es well as into the larger gcv.'entl system 

...s , have to continu .- l L 7u 

n ::.o retains its o ciaracter ardthat it Ln 
'a ... . . - T-T 

. - -', . .. t ing""
 - , i.L -J*z " a e.f c t ve. .J' 

-
as a progra: wiThin.,ad.n Diklat, un the program directorship cZf a 

sein .or (E Z a a : .Ui .:-fv : :r §:nc tienol res - t CS 

sub-,'civided 7-:r . .. o.- . . -Z -I -t i es a si:nec 

project nana."e: "'uid ,.cL --.-:ia:.2:. n oJcad 

assigned adequare staff to enable the proper fuf I. osigned 

respons.ibilitie s. 

National Steerin 


and Managenn -hould be reac:i e-. and .__. . .. b.1. 
he""n? prtie o~:i "irec::cn te efior t ,as ...l as for 

.,.e Co_-n_ irtee ;c- -.goz:ai'e.velopmout Ptlining
 

-ta trni... 

he~r~yn:, p'ovi. ...
.........................:......, 


at tivi ties. 



CHAPTER I: ORIENTING CONCEPTS 

The term.s of reference for the evaluation of LT-Il, as epanded
 
upon by !USAID in discu.-ssions imedJately prior to thie beginnin-g 
 of the 

tem' wor :, t ouhate-d both a-i evai a.... of pojctipenna~~iti)L~ C-d o!; e at. JA.. eV! ;r: O pro-ject p n t: o 

d :e ani a2 zeL -, reccmnc-en3ations concern.in - .. b_mdifizaton5 1i 
...)rooct I~. Ti-nis .ltter r-r a._c3 s2.spnCts espec..lyi Iytant
 

v--P. varicluo dev lcpets which will be outlined 
 in the ext ofr thn: S 
r.:'L, :,.e the zro j ec t s ,ithcrrzed in A,1,-.t. l9i u1ithau. h
 
re;- une::'ck to i s 
 'uifillual man ate a.s o.-;rec.. 5.Jvl as time
a: .c c:.rc t': tn ' s ":culd -- i!.,' tuti ,.ep w21.n.c "~~a' , ir- ~-

on the t,ac recc::.nd ai o Cor the future, and tLu. will draw upon
 

its rinai:> s ,,rrg r:-ojc inpenenation to date rima rily to
 

2 ,2 :-! r Cozolme .! tie n . je t reCl"-n'. . _n th 

appropria-e historic.--i :d situat.onJ.l context. 

IFri ress r.C is -. J. _-.te. ths. L.e-u found " ceCos.s' to 
g:Z:l n.:ih C---- 1.... ; " 1 

br.-'e itlicoions beyvu:nr7. e 3eciics of n particular,p.T-Y-"] 

r.rese {,:,.c inzlude- .- ,n.
c d] 

A. C :raizction e. r,4.tT-'on c. ntriL:u es tor) aet.1i:ation. 

..... ......~ cn .. ed .... .'on f -eita h .",a 

iunt-r.ons i d e si. se :i , t:red ... ­pr,o i a Lbe n" r -iai 

.. i. r 

at ,.ho arov.incia . and s -provincia l toC. beco ', !ffectjvelv 

i.vu2v.d in planni,, and coordit- ,. h cenatonLe n 

C.',';- z,.::2n aztivities lr7,.n cu 'e ) cc-chh re on t. ca. pet.;. an 

http:recc::.nd
http:concern.in


approach is substantially different from the highly centralized
 

top-do*'n planning which has characterized Indonesian development 

efforts to darte. As such, moves in this direction are not 

u ncontro-'r s al. After all, the !olitica history of modern Indonesia 

is in large measure the history of efforts to create a uai"ary state 

out of a prev,'muily disjointed archipeiago of incredible, 	size and 

d~i¢e.-ity. To now begin to move toward decentralization 	 throu., 

delegating development pl.,nning authority to sub-national levels, i. 

seen by sope as potentially could undermine the national 	 interest. 

No wj ths:-_anding this, the team believes that the move to'ward 

decentralizst.4on, as least as it night affect programs such as LGT-lI, 

will prevail. If this assessment is m-istaken, then many of th 

concl;.:sirins and reccrim..erdations outlined in the bod'y of this report are 

1ik.... yto become invalid. 

, -u:t",. e There can be impor an. ­

r nvcbor in, acivitis, asn iF all o
.s..
 

of humar',no-r. "h..s may be especially true when dealing l'th 

'a 7-v rin, o rc-o-,;rces dovelopment, .'-ere the w-rld 

:-..... es uf ..evr..cpment assistance h11n.'.gra.,. 

considerable sound and fury ended uD sign iying relatively litcle. A 

prloject suchn as LG. . "- en up being either. CurricularpCoL:e2 t s ch a '-- r 	 :.. materials..----

-'	 ' o	 .d b_ v.,.. -.. , . .ur. s c ... h2 :-. rainers could be os En i v. 

-trained, o-r-	 advisers .a'ivforeign 	 cxtrordiiarily a.d 

indicaturs of a highly successful project. And yet, in activities such 

as this, practically rhe opp:sitE might in far.t be tru. Curricular 

iaterials could have bean rr.to .,s r. culd 

courses upon which t'ey :,ere basat; tr_'ars co'.id last -as lo'g as Che 

project then lose t..:r . " ... ..... ,.. drift off 
to other, unrelated a -I-':i " -. ; ", s1-',-- ,he": 	 .C -,::.: 

D 	 . ud n C -r 

U v; 

IL 
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being equal, the deciding factor could well prove to be wheher
 
quantifiable output 
 (i.e., number of curricula devoloped, of trainers 
traiued, or cour.:zcs taught) or more qualitative factors of sysLcmic, 

iredh .the noivat. ng fn,,tor3 Lehind project
 

.impleaent
nLihin the Tndcnesian conrtoxt at the present tine, the 
forces C"' oces and the forces of otp are doc ng hat.." Whie 
toL te.a. i.- c.t :.repa rEd to predict what type of sy hei be -,:n e 

n ,.., i c.pts in the of " 1 anncac. L(.- ror 


orlenzotion :'rA:Cr Cres the need 
 to be more concerned "with nrocess
 

tan -h 
 I:.ct i. e the te am 's f;Ind i s r;s ... that andf..:lrnni ac 

mana einent ithn , :hc LGT-rI conteyt are far more impcrtant at thc
 
presc::t ti:zc 
 than i; -n% rigorous adherance to produti::on scheduIes for 
courr;'s zaurht oir rrL .- , trained", znd its reor ecdatjc.s ,rco. 
thaL SUch .: roces.s url e naacn be more e:':plizit v inorporac d into
 
L- pr oject JCsi,%g,, for the remainder of the project 
 period, 

. rtm-'r I 

G. CV':: '.C;)n::',,put - ....- -. .. ,. n!,n. nt...,,-.f; 111o eis-ni~ore inuint . 4.,c.c specific it . 

e..-a...'t s .z.rFt n 

.! ei :e- o I c>,:0'.e i a . ;i -n cp.sia s :irst u.~4 rn .y h.. rg ,.',.e* 

, e9,F), ;'-screae s.uycand ago, in as such con'.es Lu be
 
co. r.... .. ih ts own--, E y cons derabie d . a-"I 7:c;!, .... ..- .;. 


of ip. Kgiu.al I.h= ror'uie ofc aco-r cir:2:.c'Lna . , a, rcC- f'r.-er 

is what iL3 required simply will no ork, or ac least will not ":crk 
e._ eiiou.,.. aa yet."i is u .,$; l:,, r'c.;i i...... e rn ne.s-i. , "ti. the 

they too e.sily cut"dD: ...._rj,, .:ith n" 2'.sIhi eslsT. e- Spredictable, --.- :-: ,-! r ---- ....... -c ... , ,.­.: -: :- - - :- -::. ::.~i ".-. , : , 

over L>e "-' a s, :.aJ w. -. ': t '.* ".> .... :.-,---.-.:2 ' - : / ': -. :; ' . f"-.... 

J 1 7 

-%'I 
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Thie team is unable 
to predict how soon, or' how pervasively, this
 

concept might come to be understood and embraced. It does, however, 
See *.ncourg:Qizr!g signi that "_'h GO is Vecomi ng sensitive to the
 
d ifferen .:.i , need,' 
an et c,:rxctive steps are 
likt,, , Lo o" attcnpted rC, nabny .c . Su h :tep. oul, significantlv 

.S..W_ c..-.,c SC! Y u - fl 5-s0.nthe ir .. .$e2, x.'. i6 . ' to aor ...tVnhea~r o; c.GTu.0cjche c .n n_~~:i~ s c i CIc ty to .oi'2, so. 

D. hurtaucratl Ch e. Tnoones :3 currentJ1y expe rens-. 

revo t1tonn r- rht n structure of governmen,. A mofern
 
:1:2 en:oet irlf"aSr-UC.ttUrC 
 has been build rap idly, symo ized by h2
 

rise buildf-.gu, echelons of civil servants, aiineI do f i fn
 
,t.-rati.ons rom.s, aod 
 ,e cordlitionin.g con 01o.:-t---,­

1iLirc a uz Ic chzi o.e 1 Sc-10 W i ,7- - .
 
pat-rimonial styve Ju eauratic be'avizr is
Eu. still mIch in evi e 

~ 
" c n -,\ .- -C ! , C' IJ o E >"j 2 7!2 3 UC', TI oc 

Cr'fe'r b;-: tLo " . C.: j " > 0 5 ; .' ! C I J S I '. ' 

-'.g Q . - ­ n :,.,C: I- scs 

f -- C . n tUU.ta"ZrI-Ga 
acL-) ....... 

de 
,-. -* 33,, ' -" [- i 0. zThIJ . d '....,. L 

ex:)ecte d to man.i an coordinate many functions ra' r than c ti .... 


a few. 
 -af17;-1' r a l'' n'-,.. r -neS v on'.. a Dj, 

L: . z'e z1 - n a .,.4
 

w'it.. su c i z. '. *:. --- aa e f, 
 ab l t .-s L' u cn~ oe ab iii y 55o 

perform well in modern complex orzani,i sns with sec "cally defjned 

!IrposcS. 

Z. It :iag-'cen '.c _._-innn-,,_ 
. 7"'se ar~a.< : J-dchotomus 2 .,aies. 

1ia~sce'- a - D f)us 

d,. n e s, a i t:= "! 0.
 

Ty c.: s.,7 u 7 _3C......I ,

Z! L 1 .--1--..C-272L e-n'
c.C in execution 

http:buildf-.gu
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of DUPs and DIPs and most of the other activities required for regional 

deve1opaent. The prublem areas must be identified, the data gathred 

and coliated, impucs deliberately analyzed, an Line r'esults aCr'.'garEd
 

"t a ; nd t or 
 ua. ]nse roust then be
 
cSrefii. ma d to outputs Ond costs. 
 ,.cvcr, welns ,hich can not

beaiep!- •.- •.bene.ner. are rzecnirng2.ss, and tm22i.7 implntatien cones it' ,,-.trh 

.rn of the ccrrying, out of a ..,i. o" prc jets, soe larg. >b - .t
 
s... ].,.J]. ,which uet t:>.e -,-ed.s of :copul ace. ...5 r'= .
[', 2. i n- . .J2:2!,-

trn.e pc,)>ct~, 
 Lrne ir.&st2-Ce _u,-po:-r . te nu tiseictora:sct .L.-.-..iut

'I L2~~t C ... ej S-. r ~j' e L . 
of~ 

. 

of pro ort. 'ct., athe elicirati.n of fee-.ac ate tie. fm.z 

-,eneftinaries,.- ... t ; skis of mnariagement are so Importrt
 
Fune tions 'ucat be i": tittit:.. aizd -guuse. :s o.. 'ate 
 witLian. 

inzernally. accet, ad set of ;coals and procdu.-es, and decisions must be 

e fdefic.enlv and carri ed ut f c-- cy. 

,-a.-n-Iie:, ans p0 .sn arti precai? and quickly tra.nsfered. By 
cuntrJst, :. .,- ---, "s not only a .I 1l, it is an ,:.: is
 

a.... • --. --to~a.-- i.n 'wnhh £):-.na2. t-'es play ,'n important p-art, a:nd
 

.;ich m an,zy.ir instances conflict with establish.-d bel-vi cr taS 

a.d socia! structures. Successful mana- er-?nt c.n.- be acrrm .iAhed fin1y 

wit ski1 and s'-n' iticity with the emphasis on the latter, but wthou t 

- ' ' L:c'L "- ]: .- -- " -r c a - -" * ' ~ ~ '' c e 

L'at 'his imbalance ipus t: beecci.fi.ed. 

...... ..... ,..... . z . .. T,,eE.... .'Ij r '_.:t rcc a, 

-skil 1s which ... into the z-r'n p..,,a.....rlu circu . 

roo-....... s. c ­ -., - - ,-- . 

thi- inltitut ions c:an be pc -u!.'ate: into . r-'osful in'.'l'svenen r izn t h, 

http:beecci.fi.ed
http:rzecnirng2.ss
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planning and implementation process, as well as into providing 

feed-back once projects are underway. Training programs, whether in 

plannin or ralagfilent, tend to ,nrderemphsize the socio-humanistic 

,cn t Kf de'-. 1 .r,-n in favor oW :echnological and quontitativelv 

. 'res-s . ac,,-..I -.... fts. Emphasi is on ince..e in , 

ilonstors or v1nier courses, numzOrs of .. il, incru-e in .ver..e 

nCOVe, rd X- n. SQH'Q s crnle' on t.r other OR t.ellsT-e cM 


Ont who ac wDoseos ex ho"' vilage social a-nd JOVi'l Ca1
1 &.ense, 


'
3 : ru cT ,r .r a r e[n n.,
os i nn,"vp tu l n K ainh i n t s-o f : i ;~g , ! rt
5 V -10 " ± -2'... . . .. w hae''e A C. II . 

effet of .onc-ic C".. on unmod i.a'social p

in 

., -, and howturn this a-fc. =. . =:i:y . ..r, ., Th e .. v-v,-lt . c-s 

regional ,Sh'd not be S:waticaill.'s taI, ed =rtsics 

C" even rE7 l,:l y - ve ] .ian3: rn z2Avel' OD.t@1t > ': the welfare
 
of hP oc=-0. LO how in Winttct r d rr v f
 

implementu ,-f tse "plans, ibis 'ociaF c crienzatCi must
 
- '
n," hoc~jal s" I'-,_.r,.ckedibe WONhind cr ... " nraining por. it has no, 

. ,
in .codui "s inve.stigzrns an.. frulat its conclusions, 

, 
 "
t.e Wva iOc f---. -- t1 Ll,- mM - , , ,Ce.SS . 70 :170-A_ - 4­the prefo'rrz .-,- n of th.ers ,2 ' - s--- " -s-..:- . 

ori-enting conc,?nz, ,ouzus in the -am's collective Dot fof it w ould 
be Apuso;sible -- impleme.nc thie pr.ojec==:' roperly cany.-p: u=l'e or 


W OO=t ?s;.:in- F. Pr: FP" H"~y" 
g -. Va.Z U7a C=.1.0:212 Ohl: t;....e
 

3r project uf:,which as ,haa,. .r..... whe project hu' fat. Ey
 

,Wh-a;.,re r P OsSS MiL t o'.0... 0 .. A~ i n t o o J .I, r w... 

-. o:4-. .­
hopes..,., ,con.t ib,.r-e.... th,::e c fi t/ n of t'.'s shr:,.r
to - a::ming'.
 

/
 

http:impleme.nc
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ACTIVITIES DASHD HE5IY) 3I 1B1 1,111'E 7_ 	 -- ',k 'II'w' . ;'11I li.:___ 

oil OW'.ECI 'ES 
b~a[NC IC I 11-AL'LX1EI'hII A 11.-il~NI .liA~ 11 A Ni'IUY 1U j JL 

1. 	 Conduct Team Review ieet-j

ing to integrate 
 absent
 
in embo rs.
 

2. 	 Collect Trainingi

materials U
 

IIiIin a t e r i a 	 I s 
3. 	 Analyse and select
 

materials
 

*1. 	 Meet with PADCO Team mem-I
bers to agree on Trainitig[l
 
Unit Development andl
 
Materials 
 Developmiint. 

5. 	 PrAL1uCe materials and 
translations. 

G6. 	 Notify Participatin 
U IITeams and 	supervinurnI 

7. 	 Select site and prepare 
ve nlie. 

U. Organize admiilnLi-atLvo 
support. 

0. 	 Secure budget aval lail­
11ity.II II 

10. 	 Practice using video ­
(See Bill Owen). 

11. 	 Monitor Progress to date 
(Novemiber 2) . 

12. 	 Consultants puovid, pre­
workshop 
 coaching. 

13. 	 Conduct workshopNovember 21) (Begini	 I 

14. 	 Conduct TI' (negin Dec. l) I 

15. 	 fladan Diklat approves

RTC and P'C implementa­
tion plan 
 for Phase III
 
PMS installationI.
 

16. 	 Core Team conduct., moni­
toring meeting with RUTjC

and PTC Teams (Dec. 20).
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7 ANNEX 

FACILITATIVE CONDITIONSAFFECTING PMS INSTALLATION PERFORMANCE:
 

Pressure for and commitment to change from both the internal
 
and external environments: genuine 
 concern for seeing devlopment 
results. 

Multi-level involvement or Darticipation in the purposeful actionand the improvement effo-rt:- -1lin 
ness- to work in teams:
 

a degree of realistic self-reliance on the part of operational

groups such that they 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 methods, a willingness
to examine data, informaicn, an new opportunities with open m
minds and a rec:.ivit7 to learning: 

Top Level Support for changes to be made 

a minimum leve I -tvfStaLI-, continuity ad" secruitv bothin the immediate external environment and in the organizational
context: cynamrism is necessary, but so is continuity 

hen hes ive iot1;-r7-- i in suffi­
cient degrees, anv innovation .r chance eF:ort will experience

performance oroblems. The consultant can take mangement 
re­
sponsibility to q r toimrove - ree which these condations are 

s3Cd aet.t...- mucpresent, but so~~~~~ ,tha .0 cotenthat t the
minimum conditicns are no ceino ._e ore zoo much commitment 
is made zo a -ar: icular ef----. 
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ANNEX 8a 

PSM WORKSHOP PARTICIPANTS
 

September 8 -14, 
1983,
 

No. NAME INSTITUTIOU.AL POSITION 

I. Moch. Dlad3ad :adan DikI z Secretary
iKoes'wandi Faidn Diklat Head, Training Center

3. Suhagjo S. 
 Badan Diklat Had, Administration 
4. Sarwoto .. Badan Diklat ead, Admirnistration, 

Ecolcogy {,VIS 
5. Syairir AS B'dan Diklat Head, Admnistrative 

Divi si on 
6. M.Arief Djamaluddin Badan Diklat Head, -veopment 

7. Koesnani Badan Diklat 
8. Slamet Warsito 

a 
Badan Diklat 
 Head, .Montioring & 

Evaluation Division9. Sujono Badan Dikiat 
 Head, Recruitmert 

D i on10. Munar Nawawi Badan Diklat !aad, rr..-


Division
11. J. Ranwandan 
 Badan Diklat Head, Rural Dev. 

i2. Sadoso Pri-o Badan Dikiatta r-.,....l
 

13. Djo.o -Prase7-vo Radan Diklaz " ­ , .... r-'
 

Finance Sub.Div.
 
- • £o,.. 
 Badarn Dikla-
 -

15. Surva Para:-,a 3adan Dikla- -ff 'o -trinc. 
&Evaluation
 

16. Abadi Barus 
 Badan Dikat ".-s ,.ucor in 

17. Sutrisno Badar Di*-iaz18. R. Sehava:.: A- -ED Hiead, ELa-a C-c :2 I. 

Jar-_a :7 BPDAD Z 7iis, 
-. Sugiarto L..., -- ,­

z0. E -ii a E ucation . T- i-.nHur~d 
 --- f -~ b., :r:r: 

21. Sugiarti 
 Direcrorate da..erai S-aff 
Regional 7 

22. Koesdiono 
 -"tectot eneraaff 
Rural evel:rmern­

23. Situmorang 
 o enera! Head, rogram 

(2993A)
 

,. t 
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ANNEX 8b 

Figure 8 
COMPOSITION OF LIVE PROJECT .UBGROUPS 

(PEMBAGIAN KELOMPOK PESERTA WORKSHOP MANAGEMENT PROYEK) 

No. JENIS PROYEK 	 PERSONNEL 

1. S E S P A 	 Koeswandi Ranwandan
 
Sujono Sugiyjarto
 
Sarwoto
 

2. L G T 	 Koeswandi Djo':o Prasetyo 
Arief Djamuddin Sutrisno
 
Syahrir 	 Hadi Djuwito 

Eddy Nurvadi
 

3. 	 S L A M E T Slamet Warsito
 
Koesnadi
 

Suro arama 

P R 0 G R A M 	 /.lunar .awaw.2. 

Erlina
 
Sebayang
 

5. F 1 S I K 	 _4iz 3-2: ang 

(2993A)
 



ANNEX
 

DESIGN STRUCTURE FOR A PMS WORKSHOP
 

A seven-st-p !reedhack system begins with a consideration of the 

environmental situation, passes through planning and motivational stages, 

organizes for specific activity and controls through an integration of
 

results with the next phase of planning.
 

The seven steps are:
 

Climate
 

Mutual Planning
 

Assessment of Needs
 

Formation of Objectives
 

Design
 

Evaluation
 

snall consider eazh one in turn and view their inter-relationships in 

a feedback system. 

1. Cl!li.-ate 

In Drd,--r to ut:iize a feedback _: for -em -n urroses, it is 

:;.<t' -u] -.. t c,. ro' . :,h z . ,i0 i.i. r2; : i c ir rojett 

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

environmient for personal communication. Climate in anaerial terms has 

d.o %,ih . 'e int eracLn i .. n-'"a :::! , ti"s ind with the 

cuestion of how personal co--unifai-'. 
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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 miany more factors involved here such as 

physical illness, for ex.ample. All of these factors affect how we feel 

and how wj comitnicate with 7tirs. 

Psychoo,-ica- 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 

organizaLions, a certain amount of tension is re(uired for effective
 

action. A sense of need, purpose or time constraint amone. other things 

'
provid.es t tensio wi .t which o,0 - st.... the, . .. ... :ct..,, ot e On 

other hand, too much t:1sion crrducs an..:iev A "a lann.e of tension is 

requi red between the :,:trc:ns or anxiety and passivity. Such balanced 

tension .w e t''5-w r i:ewith :he term "morale." 

Organizaticnal Climate: While there are many factors that make up 

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

seems to e :most -Lreytv reIated to c:uantit of-. and quality 

:I".. '--. " . . ,: , alL I. .: ' i n l ~ i, s. O;rcanizati'ons-""'':'.. ... -. .. :,]t 


require direction and clarity of purposes a;.d goais. if we expect peopie
 

to follow, we must know where we are going; but, even more important, is 

the necessity for describing b'oth :he d4ec t ion we pla n to Lae and the 

way of getting there. If we wish to make sure that others want to go 

too, we had better consult 7 rwen - :, may discover that we 

one of our potential followers.
 

, . , 

http:provid.es
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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 exclusion of persons who are exTected to be active 

participants from any part in the planning Frocess. There are two 

issues: the first is one of hierarchy and status. "If the boss asks for
 

something, he expects it to be carried out"; the question, however, is
 

"How?" Mqutual planning is a frnk and open discussion of alternatives 

and options where the boss may remove himself temporarily from the 

,-or:tr-r:in his _ile, and Whileo_ 1eadershi. " "bcc,,-.:<:sa ar:A.p .:.-.bcr. 

this may be C0.fo table to some who may hav, a need for th- protection 

that authoritv ru ti ons offer, it is ,reciselV the ' =Moval of the 

arbitrary u.. "
St-of .ri Lhat allow,:s different .dePs o tios toand 


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

one of knowledge. Whenever a meeting is called, each person who enters
 

the room willi, -in .ith h;im 1is OWn r, :oeCv. of the situation." It 

is on]. ":.n :':-. .. C ]as -1-ci- :: -if:.i-. that- :ere::tions 

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

plan of action and obtain to it. 

3. Assessment of "'eos
 

Program or project needs :an .w-'.'s be viewed from three different 

Individual: Xeeds of individuals can be considered from the 

s Ianoint ot ;:crr(2,al de".".]lont.n .o on. can .er:o:-n eff.ctively if 

,,'..
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they lack necessary training or experience for the position they occupy.
 

But individuals also need the opportunity to-gai: experience and to
 

develop improved capacity. This situation requires an exercise of 

careful and mature judgement and the willingness of management to invest 

in human Totential. 

Organizatio-nal: 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.
 

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

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

' 2 ent al hierarchy. 

balci:-c vhat so:, tes appcars as intergroup co-:et ition or conflict. 

1 .2n . d .nr -,-et This recuires a 

When needs are fully assessed, objectives can be formed. It is
 

necessary t1hat s-_ecific objectives be integrated with long-range goals
 

and overall :-ratin :fans. here _is where a major difficulty often 

occurs i S.'SL SE:2 1. SnD:h , ---D incefo crate tail setting at 

different organizational levels and between departments and operating 

divisions. 

5. Design
 

This is the step that is sverloolked zc'e :r-.uent ly than any other. 

C t , ," - "ru h iTrto 

impleentation. Designing is apTlicaicn anning. we havec Once 

ZiZ2 :7-. - mo :*.':L:r'i , it i n ces :v , naincarefuilly 

,A
 



consider how to achieve the objectives.we have set. 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. Implemtentation
 

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. Evluati<n 

here we are s ,eakin2 of evaluation in a different sense than it is 

often taken. c s ing of description, not judgement. If we 

review all s4->, ers 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 reassessment of needs. Evaluation becomes feedback, and 

we are able to ircor~ore our firdings -ased on actual experience into a 

complete this circle, we are broadening and ceepening our experience and 

using it to further our overall objectives. 

Evaluation can be divided inco :wo phases: Specific Outcomes and 

General Outcomes. As project feedback, the specific outcomes are 

measured against :he specific c--,eci.es in terms or :ost/benefit 

used to improve overall manag,,,ement effec:iveness and continuing program
 

r,
 

http:c--,eci.es
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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, organizing, motivating and 

controlling activities in an organic and natural manner, using each 

function when and where appropriate to the situation. 



ANNEX 10
 

RESULTS OF SEPTEMBER 5MEETING: 

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 len and apply concepts toP 

improve teamw:,ork 
develop work plans 
monitoring progress
 
evaluating project results
 
estabish project organization
 

The Otftcome Objectives based on the Generic Elements
 

>!anaement Functions
 
Team Or-1aniztion
 
D cisin 1 Processes
 

Based on th-e Generic Functions, a minimum group of managemen tools were 
selected from tie S- VET UF A-INAGERIAL NEEDS conducted by Dr. Soesiladi: 

1. Defining P Ject Ojbetives 

3. Project0 a tin 
4. Design of P',ect ':avr.em;entcont,.< s.'rem 

5. Decision a Or DrL grssaereeen. charts 
6. ProiJec i-e' - z for PlanIn anc i..=emenation 
9. Ipr, '-ir. :7c-s:m.niteip. , i-2.matatlcn sTstem 

12. Piannin, for .roJ c," impl.emenZiaio 
16. group decisions 
17. a Cvitv descritpons sheets 
18. schedules and bar charts 
21. bar ciarts 
27 loical framework and N BO 



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 w-'K to 
be done, the 
results or performance reQuiri:d. Training refers to a methodology that 
emphan i;zes :aIrtLcipation and the responsibhility of rhe learner in the 
learnin p:ocss. 

Action Training is founded on the Proven Principle of adult education 
that:
 

ADUL-LTS LEARN BEST BY DOLN:: THE ACTIVITY 1hEY ARE
 
EXPECTED TO. PERFORM
 

In contrast 	to traditional teaching philosophy, Aztion Training is not 
general preparation for the future but specific, problem centered 
training for actual work situations. Training is designed in response to 
an actual performance need. Action Training then is: 

* results oine
 

* problem and need specific 
* learner centered 

At a .,1nimuam, Actio "n.- I c n afcCT:an s .'elon concepts and
 
................... zor"s~
 

Works.oc t-o t:z=ise 
 th:ose skills through the use of experiental. 

training zechniues such aZ: 

s-ruCtued exerciss
 
.casestudies 
role plays 
management simulations 

etc.3
 
ezc
 

Action Tr_-aining is S ---.........- '-on s2.mulazed practice
 
or man a 7,encontets ...* 
 'fill -. a -ruc-ure opnertuniZy

for 'c-, , . ._ s .. "i _-: 3_.: -. :et-in}° 

. -cr ena. rle, . i .
 'a "-{ 	 .n r 


learning will be acceLerated If ::as an opporzunity to put them to use 
on an actual project of its own. 

The Action Tra-inina Methodolosv zan !De usea ee L-yI'. we!! w t the 
training of individua-s o._ -z .. "--..l.a builds upon the ..... ........o _- . upo zn
 
principle "'thoe %,h.a0 .'-t-,e " to nan
Z ' , ,e-he 
teams join together in a 	 :raining effort, tey 

develop a shared se: of c.. 	 _a " :w;-ry r talking aboutthe manageme.-n.t of tnei-'_-. 

vehicle for 	i zroduc_..- ree .'an_ and rc-riculumn, the 
netrhoK loz 	 is .. ,---L -. i ..---- ec'. ns fr conducting 

'S... .'-2:Lt_.. . ..,J.. <. 
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T! . . .......' 
 . .. . 3 

OBJECTIVE DESCRIPTION 	 ACHIEVEMENT MEASURES IMPORTANT 	ASSUMPTIONS 
PURPOSE: NFASjII-S OF 117CI ..... . TO ACHIEVE PURPOSE:
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111-tI . -.I . t o ro-jlsr - rll:; till-iotul alm! 

ttf-ftt P.R-t ""i-"- it,'I tl Fl a re. I* uert i- nn . Prir t t -r ltpin t s a r e k no t 'eg e a b +ina b ou t t he 
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I. ", i.ii ,t ',-ii f-+t-i ltlit-t 
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---. t 	 i,.okit . . . ,, E.rtt;I 	 "I,"p '[ l i-+ L+i- tlilt,- ,,,ttJttlii t , I . ALI t-a osrrslera willi.ng to before aind after 

,1',.lp ',.t . I I 1h .	 ] ulsr uo king hourtsu hnin na essary. 

l , i -l.i-if ; - ,.+ t -h t -17; .o1. ft,­t. . I ttiti. l;-( i ftr. i.c 

-It: t fltf - it - - ifti tic-it itn -ftrttirrtrirr
 
] ",;. ,r 'l ,, II,--- r fltirif rl tr ,ii. -ti-f it titf
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TEAMS IN ORGANIZATIONS:
 

"MATRIX IMANAGEMENT" APPROACHES
 

by 

R. .?'o~es Th.-.crto & F .:'_-'c-an .3chrid:. 
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TEAMS IN ORGANIZATIONS:
 
"MATRIX MANAGEMENT" APPROACHES 

WHY TEAMS IN ORGANIZATIONS?
 

Experience shows that projects are often the most effective means of
 
achieving important objectives, adapting to change, deleqating responsibilit:., 
and motivating people. Many of us have spent a number of years developing

approaches to project design, 
 implementation, and evaluation which 
maximize these project benefits.
 

But projects do not exist in isolation. They are usually undertaken by and
 
in organizations. Therefore, an effective stratEgy 
to improve productivity 
often includes methods for incorporFting projects into organizations in
 
ways that don't negate the impact either of projects or their parent organi­
zations. 
 This hes led to the developert of a creative s*'t of hybrid
oroanization struc-ures called matrix management teams -that overlay

project organizati-s on 
 . .i .,rat . in many situations,these _-tr'uc ,tu =re ro,,', zots a to- ' fw rId 

TYPES tODTpX 'APLj1 T rTTT.D 

The use S. nf LJzct te.h--niques in convEn.ionaj organizations can 
be divided into three basic apProaches. 
 Thase d ffer s inificantly 
in objectives, Pr:je --t- or . --4-stics, and relationships oF the 
team to the -:- 'r.-. . :rc-
thr.e ba-ic ty,% of ;-trix t ae:::a 

Hatrix jaoem..ent n ..r.,u irc nd PrcO!,s ses 
Team Type 

,.y- Cne rFx or Strencthen 
Type Two -ap,nemnt 
Type Three ant
SuPl 


-J
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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 fMM project team identiFies the problem, desions a project 
to correct it, implements the design and evaluates the results. f
 
the projecz reacnes its "EOPS" (end of project status in the Lo-Fra.me
 
scheme), then the team disbands.
 

TeTwope -teamhas the basic objective of su. ementina the regular
 
organization by the addition of one or more new functions. 
 The new functions 
provided by the team usually involve integrating or facilitatinq the work 
of several ccnventional organization units. For example, a team may be 
installed to integrate the efforts of top mana' eent, enoireerinc
 
production and marketing ,ivisicns in new 
 product-1 ne devel opim,e 
Typic aly, such team1 come into existence or, Irn-teone or permanent 

.' th, nthe fr.e,,. , 

. reFvre t rth e.... D::s t r ad, i .ir
 
from corv.'er,:on 2- .... ."oion by tinD -­tesinn suc ii tm hiera-chic
 
modes withi teams responsible for the major activities of 
the organization. 
The teans 
replace t,.iioal orgar,IZ-tin units ei'thr compleely, or
 
l e a v e i n p,, -ac - e _ 111 ­onlyV ,t s t. t r l : fI 4., 

and support roles. ma.,,. :e-.eThe ,-- tCim5 .. ei -enzs,ne,-s r the' .ore nia~.,, r~ _"t e .x t_ Cn. a ?7 e-:, :E-,s or .re r acaec. by 

_r -S *- 1, ,,:t..r-. r e -. ,er case, ucn .: . differ 
in kind frm project teams of the PSt',S e 

The three M,' appPlica ion, t .y.ps-e t ditinguished 3" each can be 
understood correctly. This is n-cssary even thouch threeall tecnniques 
may be used in siccession in a =1-e r-ni-_-.n imr.vement Program. 
Nevertheless, un.,l recently, di.SSo '-se& these techniues
 

. . -t ' 1". .... ,- . . 
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Specifically, well-founded criticisms of early Type Three applications, 
which have involved high risk strategies and largely unvalidated
 
techniques, hove been mistaken for evidence to discredit the use of M!M
 
teams in genera].
 

What follows concentrates on the first two types of ,N appi icatiolIs, without 
passin judgment premiDatrely on the possible future refinement and use of
 
the Type Three approach. We already k'now 
 enough to h3ve confidence in 
our--bility to use the basic matrix team concept to solve organization 
problems od llceffective elements todd new supplement organization 
operations. 

U~yI4G iiLSC TH, I'y CC2 

V.her does the need for team insid_ oranizations come from? According 
to Cay C~r-.bith.*, Te e..'o": o. ,. or. onso-. Iccjs c 3 n 

-_ - T o Sr ,,: ile W 
Or, o --ffec-i,'e inte,.,;ve n ....- ms to kep t-e orcar, z; tian from 
oIcr nt
s s 

in the above diagram, th_ oroanization tenzs 
to grow incomplexity in
 
response to 
environmetal pressures for greater size and effectiveness.

Gre'.erco:;piexit !eads to more s,-o ,..lizt'on among zub-units, and togre e-r =v i = . 8A. "S-,' r -C - ,: ,4- -- -o 
greater .. tnterder.... missionD. --t the overall 

Jy ' rai, ino Cm. 1 73. 
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accomplished. This in 
turn leads to the need for some means for the
 
coordination or intc 
 iu:on of the sub-units so that their specializations
 
and interdependencies can be managed and guided to 
a more efficient overall
 
effort.
 

This requirement for greater integration can be satisfied in seyeral 
ilternative or complementary ways, each of which represents cocts and 
benefits for overall organization design. 
 These arranGements tend to
 
be applied one after another as the organization evolves, and so increase
 
reliance on forrl miahanisms 
 of integrat-ion. If we view the primary
 
process of integration as one 
of processing information and making

decisions in the organizations, the main alternatives for integration 
can be represented as below: 

integr3ticn'ec.:nisms: (n inforation Processing model) 

II H~erarchy 

o 	Rules, Syst-ms and Procedures 
e Pr~.rir. -	 2:als End Tarzet 

S' rnization sn 

"Slack" Self-Contained 	 Fcrml !nformation "Lateral Torms"Units T-hal~ 

Reduce Interdep-ndence 
 Increase Capacity to Process
 
Information
 

From this viewpin+-,the main i ntecrative trn,,ives a": 

* the early introduw ion c' .. , involves creationof one or more addito
r2h -- ',-.,... .. . - "- .. .. ,..-.- -
:;-. in n decisions 

o the specificotion of rulESs, at orocedures, all of 
,hich n.ave 4',= - rC 	 r-

-,Cr~ 	 eso ,= "nq r""~e - eC:" 
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the setting of planned qoals and targets, which give lower level
units guidelines that let them make "tactical" 
decisions themselves.
 
o The adoption of organization design features that either reduce
the amount of interdependence between units, or 
increase the
capacity of the organization to process inforation between
interdopendent units. 
 These features include:
 

- ,.c - units, so that breakdowns
 
or delays brt',;en units do not stop work "downstream."
 

- creation of self-cuntained unit ­ , that have little o- no
depenJence on otrherunts because they do evervthin
need tr.,e!mselvels. they 

- greater i-;vecznon- in-ion 
such as ccimpur-sfr.s
devices, to caneiecTrcnic communicationspermit more and faster intercommunication and
decisi---
on-mr, g.
 

- t.he -eation of "lateral_ fo-c.s", or re!atiorships that foster more direct con-act btween '-er6!Dent units. 

In general, te ad ptio of "S te,-- fom" 
 , IU r; efamily 0f -'-c-"
 
'..to -tMii7. e tr i ca: tendencies" of 

mor e t r adit, i c n 1 fc .;. f -', .- .o ; 
the 

'-- int a r ; ,,n .. th 
itemlS in the l''-
_-_ - f t., r,,;- vat .... 
 . O,.:S Can
be dia~r 7. a Thee can be viewed as a "conir; r"or ScAle of 
formalizaticn f lateral reationshi 

Tvces orc -tr! rf': 

f,, Liaison 

,,-, . -,) -

Li.. 
UJ_ 

'..,
 

S5," " _ + r ­ -- - .,- . ..
-+,. _.. I " 
• 
 C - .- -- I -T ". 

0 
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The key features of these lateral forms are:
 

o 	Informal - the fostering of direct and informal contact andcormunication between asunits, for example locating twointerdependent units next to 	each other to facilitate in­tegrative interaction.
 

5 	Liaison ­ the designation of internmediaries between two units(or attachnent of representatives of each with the other) tofacilitate integrative interaction. 

v 	 Matrix - the building of teams composed of members cf interde­pendent units to foster their inteoration, or to accomplishobjectives 
 frcm but related to tho-e of the unitsrepresented.
 

APPLYINGItAThIX TEAM APPROACHES TO ORGANIZATIONS 

Actua l application of one or more MIapproaches to organization improvement
depends on the ahility to recosnize an aPpropriate need. When this 
conditicn i s , 	 of t22 correct t,,!A faenr the situation.nd 	su:ezs fui inszal 1Ation and operation the teamof are the next steps. 

Uhen to Use a !,A ech? 

Scme of the most likely situatiors for consideration of use cf a IM approach 
include the followin_: 

_.re.m.-_~ to . osore~hin:is new, -nd thre exist nopPropriate org, ni:.tio,- units -. i
 
;;'hen 
 the requirement is old r icrs:-anding, and previous effortshave stalled or created a ofclimate "defeatism" Or scepticism. 

& 	 when the recuire2..5;nz cuts across LeI i.res of aut h rity a dspecial zatior, of the x z"-­

o 	when tne requirement is too lrce :n scale to be dore by any oneof the existing :r nizt, -, uni-s,
 
e when the situatio n an.C :-n :id 
 , a!d the resuIng 

... ,
~~~...... 
n 	 rsltn 



0 when the requirement involves risks of failure too great to
 
jeopardize the morale and effectiveness of existing units. 

v when the requirement involves simply the upgrading and systematic
performance improvement cf units currently operating with moderate
 
effectivenzESs. 

o 	 when the requireent involves the diagnosis and remedy of some 
signI iant organization problem or "pathology." 

The above ~i~ comes, oe to a.s.rting that virtually any situation is a 
a i! .potential cantidate fojr intervcntion of one type cf another. In fact 

since making any kind of cnange in an or;--niza ion can benefit from
 
the "project-iing" of that effort, we 
 can safely assume that consideration of 
s .om.e o t ',-,or: teaT ot':on always m e': senns 

?=-akino i. i -e--ms Effective 

U>'TYCC><f ~ ~ ....... a~QCn ne~ .. a . ,,Ler.of
 

f.zures that fL ,- , inzo zhe team: s organization and oner -, -nto 	ma'e it 
F c, 
-. 

.,,'1 
,-"- it- " sion(s), Tn rener~i, tch- con,.itinsioidI , r,,-. 3 .	 Tn's E,ri e. h ... r,, ons i nc 'Iude 

imp 	 . - .en-ion i the .. 1 "' rei- t c: o- a• 	 e 
the 2t.3 tc-ms of reference. In addition, the spnciai siu,,tion of doing 

a prceo t ins 1J a .e :, c ran t ioa o fotheru -	 . = m .- a ,:,,._,_, o; othe re.suirement; 

I..... v,,- :r aierIy inemnfagers), 

tta,am ,m s iP 	draaw from am.ng the best and most respectedF,eplC in he ,,rt.s re.aoeset (i nte- ,f" rem tn most 
dizpensible). 

rd an e .f.fective 	 7 7-rs while onschae ;or -ewardinoIneM for success
1 	 n C! ., 
from normal dutie, 

.',ry o;-cjani ti ,, Lir;i-. as neea Zo J -zs job. 
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o members are delegated authority to make coumitments for theunits they represent (instead of having to run back repeatedly
to get OK's for team activities and decisions).
 

at least a "critical mass" of team rembers are assiorned full time,with the others involved on a part-time basis (arid with ample
provision for a ressrve of standby members if attrition ocCiirs). 
o authority relations between the team and the conventional hi.rarchicpower system o-' the organization must be clearcut and ffective
(typically by explicit Statelent in the t-am Charter of its scope
of authority, and the superior authority or athsities to .;n, itis accountable and on wh-.t basis).
 
a influence and leadership with the 
 teaam should be based primarilyon knowledge, skill and degree of corn.itment t,. team success(rather than on undemocratic or hierarchic Power relations). 
t only people with s,ro. Oni3:1-osk i i shvcul d become members,and internal group process-s s'ould emphaze ve.-n- a prolemsolving approa.sch, fr-2 cis"' cn and artijpstion, and conflictresolution based on co2:ensus to the m-:im . 

POI E' TIAL ""'I1.,LI . T OF I TEA 

As iLh .-v w-. of " -r *. 4,:- -n or t,zn:!Lt- -, - are 
,itnificantimittic.-. an ......- z,'-,,,, -l zs.,oc t .0! ith the baproblems 

M team approach, -me thso-F concerns Apply to all c t h tr Types
of e._4 r -coz , -- a.bo:e,.:..ny ,-thers .e.emtems to su far chiefly or most 

.. hen 
, ar;, .... LIuppiantinc 

trad tiinal o - :.n ..... , r,):- ann s­

tne co,rnim .nt to org.anization imProvemen. usin team techniques. Some 
of the main types of costs and problems are: 

c any ,M team appl cati n i m-.- . .- ,1,. en.. - . -,i invo ves
large amounts of,8 t-n e F-a v
talent), and th.rfore 

sCC-2t .0ur (top anagea2nt
if 'v" nt bmost qla2:roe.s) v,. y ' " *r,.het- cot-effective (evenn 

bosses at the same time, .,nd'' conflicts an oflac coherentcorman= c,'id-nze , .. r .as i 



a W4 teams always require considerable tolerance for fluidity andopen-endedness 
on the part of team members and other organization
personnel, and the consequent stress (especially for older and
more traditionally oriented people) will represent a substantial

price, particularly during the transition to MM.
 

o over-reliance on teams can tilt the balance between stability andadaptiveness in the organization to-ward excessive fludity vergingon anarchy (as in one manager's view of an MH organization as"having an identity crisis every day"). 
o a series of "matrix pathologies " described by ,Dvis and Lawrence* 

that occur mainliy in the Type Three situation, including: 

- power stru g es be-veen bosses and be..tween teams. 

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

- abandonemert of team approaches due to organization economic crisis.
 

- excessive overhead involved in keeping both teams and conventional
 
units afloat.
 

"decsin strar,,,ion, or drift due to the need to get ever;one's
OK for e;ery decSion. 

"sinking,' or the gradual slipping of the teams down the authority
level slopes of the or"anization. 
"iay _,i,, or the excessive prol',feration of overlapping teams 
that make the organization chart look like "a complex electronic
wiring diagrarn." 

"navel cazing," or the loss of a results oriet tin by the teams. 

Stanley E:avis arc Kul L .r.. .- , ,'...x. " . 

%\j
 



ANNEX I'
 

DRAFT AGENDA FOR BADAN DIKLAT PROJECT MANAGEMENT
 

PILOT WORKSHOP (9/8 - 9/14)
 

DAY ONE (THURSDAY, SEPTEMBER 8) 

Morning
 

FORM.AL 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 neasurabie objectives for ;,;rkshor (to be 

evaluated at end of week). Describes process to be used, covers 

any needed locist ics items, briefly describes *'.e schedule. 

(HO--.5 ;c. Py;' 

SUBGROUPS CHAR.=ACTERISTICS OF PROJECT SUCCESS randomly divide-- large 
roucp into or sub' have group hat3 4 rouDs. eac, "Ifne a 

.1rject Cd up' with of fo I listsis, c o'.e one the lo 

- h¥ Projects ScceZ7 .... rrxerience to 

identify the c,?non element- cf successful projects they have 

observed.
 

:. >>.t , Z.C. -- Ai:=nis:>Live, technical, 
and other constraints that interfere with project 

effective ne ss. 

Charcte:ristic,: cf Pr:~ec- Team -- Some things that 

a good project .an..=ac-a=rs and tea-=...rs do that accounts for 

success. 
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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 GE.NERIC ELEMENTS OF PROJECT SUCCESS. Presenta-ion of 

results of worldwide research and experience. 

(30 min. Fresentor - ) 

Lunch
 

Afternoon
 

PRESENTATION: PMS OVERVIEW -- Description of some of the key concepts 

and tools for effective project management. (30 min. Presentor 
- Vu :a i 

PRESENTATION: OBJECTIVES AND LINKED HYPOTHESES -- Discussion of 

means-ends anaivsis, cause-effect relationships in projects. 

(15 min. rree nt-tion by Soesiladi with 20 minute exercise) 

PRESENTATIO,: Tf ES ANALISIS -- Discussion of expand=d means-end 

analsis, Sh.. n:r,- 1 o orga ze the multi :l objectives found 

:n dt.velo 7n. rroo cts (15 -. inures. Frese:tor Thcmpson) 

objectives tree for PU*,O (or other) case. (30 min. to prepare 

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

DAY ONE EVIE.:' . ,ra ,-., q.uest. a-.swers, oeneral discussion, 

lead by particirant. ?art ici-an:s a_-ked to help with evaluation, 

and write down and .and in - rte fol1owin_0:swers uestions: 
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- What did I learn today that I understand: 

- What was confusing? 

- What aspects of what was taught today will be useful in my job? 

- What p.arts will not be useful? 

END OF SESSION 

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

changes to Day Two
 

/" 

2 



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. (7resentor - Schmidt) 

OVERVIEW OF DAY -- a brief description of approach to the day, and how 

the tools to be covered fit into a P,,S (Presentor - Schmidt, 10 

minutes). 

PRESENTATION THE LOGICAL FRAMEWORK APPROACH TO PLANNING PROJECT 

IMPLEE'NTATION -- Trainer presents and describes the use of this 

important tool for teams to use in clarifying objectives, 

identifyinp 2roject goal/purposeotmputi/in 'uts, choosing 

e ,,:.c.- .... .]i- ion
. Z u .... Brief 

1.t c::r- Cin lenar. or snal rour's) on clarifying 

indicat-ors. (Presentor Pak Arief, 60 -in. ) 

PRESE TAT........... '-,)T :,; -- Presentation on how to identify and 

evaluate imrsortant assumsptions. (Presentor Thompson 15 min.) 

SUB(ROUPS --T, ...I f, . ',-,. noR or...........' PUK.'O -- 3 L u u, s 

of 5-7 :0o2:le each C.-veloc a al ,raework-for Puno (50-60 

SUBGROUPS > ,TATIG,.,S: LO_-CTCL FT1M'.EWORK FOR PUNO 7' .rrp 

briefly presents its solution to the full group. instructor 

,na .es com.2en ,-,, r ,use cfs r.ro - .a" - ent ", ' 

DAY TWO REIVIEW -- Wrap-u:, •UeS n 7-, nswe rs, .r 1 .eneScus. on 

lead by BD trainer. Acaen, :"ir"'i .,,d to write down end 

hand in resr,;nseri - . v e .' ,tt-n -­

Sle..s, S1cfl ,',-S, -- s, 



END OF SESSION
 

Core group meets 
to review Day Two and make any needed adjustments
 

for Day Three.
 



DAY THREE (MONDAY, SEPTEMBER 12)
 

Morning
 

PROJECT TEAMS DEVELOP LOGICAL FARMIORKS 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 begin by 

developing Objectives Tree, continuethen with Logical 

Framework. Core oroup "floats" to assist with 
proper use of 

concepts. (Groups prepare white-board or flip chart to present 

to rest of group (2 hours)). 

PROJECT TEAMS KAKE PLENARY PRESENTATIONS (-- Each project team 

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

Lunch
 

Afternoon
 

PRESENTATION: M'NAGEMENT RESPONSIBILITIES AY D PLANNING TOOLS. 

Presentation on role of a manager, and introduction of two 
additional tools -- Work Breakdown Structures and Activity 

Planning. (rresentor Thomp.ron/Schmidt. Time 30 min.) 

SUBGROUP WORK DEELOP -;-1VI1Y -- Small grjups aply tools by 

10
deveo r activi{ty 1t fs r project. (30 m-.)
 

PRESENTATION: PROJECT AGREEMENT CH.'RIS 
-- Presentation on use of this
 

tool to clarify the multiple responsibilities of various actors
 
in a project. Triner demonstrates by de,,o-in chart for a
 

sample project. (-I5 m.)
 

SUBGROUP WORK: ROLES An.D .ESFC.:SL- "."- Subgroups use 

tools to develop rol and----'ity a-reements. (30 min.) 

if ti.-. ,? - . -- - - ­
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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 EXERCISE -- 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: BAR CHART AND ACTIVITY LIST TOOLS -- How to use these 

planning tools (30 min. Presentor ) 

SUBROUPS DEVE LO3BA-C: rk FOR ;iiRPOJECT - Partici_nts develop 

bar-chart or other schedule for their projects in small groups. 
(30 rain. ) 

Lunch
 

Afternoon
 

NcOIT'ORI:G AND REPORTING -- Presenr.aion on key concepts of monitoring 
, .=..... :-::r: ': !.-.e~ratwoi, '. reuort>-v.ohrs. n ,.,DI 

forms. (60 zin.) 

REVIEWING AND UPDATIN.,G PROCESS -- Presentation on methods for Froject 
itea,-s to period callv valuae :rosrress and nodify approach. The 

use of quarterly rerlanninr. worksho-s. (30 min. Presentor ) 

SUBGROUPS: DEVELOPINGT:...PORTIN:Pi-OR. 

inditorse and.. agr" p . (, m,.)onitorinC 

A SYSTE--- Project 

indicators and agree on process. (45 min.) 
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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-,1IAKING -- additional tools for developing 

project strategy and maintaining project success. Presentation 

and workshops. 

DELEGATION AND SUPERVISION -- the purpose of delegation and the 

advantages to more done. How to superviseget work effectively. 

Presentation
 

Lunch
 

Afternoon
 

REVIEW OF KEY CONCEPTS -- discussion/presentation which ties
 

eve rthi~n toEether.
 

POST-TEST --

SrUMeARY EVALUATION -- Participants ccmplete questionnaire by
 

evaluation group.
 

FORIAL CLOSING -- Formal re:arks and handing out certificates.
 

END OF SESSION
 

(Doc. No. 3129A) 
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INPUT ACTIVITIES 

WEEK ONE: SET UP AND INTRODUCTION 

- meet key actors (mission staff, BD, other GOI) to identify/shape their expectations 

- review workshop location, logistics, etc. 

- revise/refine Ltrainiug plan for weeks 2-3, TS/MT agree on roles 

- review recent IPA\ICO needs assessment 

- additional ma teria ls p-eparation, chart-making 

WEEK T1WO AND THREE : ACTION ''RINTING ANi 'MIS DEVELOPMENT 

- follow traininig plan 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. 

- presntation of I'M,]'S Ior LIFT package to senior management (mission and Badan Diklat) 

- development of work plani for best use of remaining time in Phase I 

W:;K FOUR: REFINEMEI1TT AND I ASE'I1 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 

- communications/reporting plan between BD trainers and consultnats 

- final briefings, meetings, wrap-ups. 
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ANNEX 16
 

THE IMPLEMENTATION CHALLENGE:
 

A SY-TM A,,I,,.T ALT NtTIV-E
 

Project Implementation Manag,ement System
 

Consulting
 



THE IMPLEMENTATION CHALLENGE:
 

A SYSTEMS MANAGEMENT ALTERNATIVE
 

What 	is PIM1S Consulting?
 

The Project ImDlementation Management System Consultancy is 
an on'site 1 to 4
weekeffort (epenjing 
 on tne project's complexitv). Guided by a consulting
 
team, its objectives are to:
 

1. 
Update and improve the original project design and plian of operation

at the time of implementation;
 

2. 	 Establish an-, integrateU al 	 am of partner,,Ua= A effe t+ ,vei mpleI nt tion of-pa t e 
country managers and donor agency advisors that can; 

3. 	 Develop an integrated Project Implementation Management Systems
(Pi!,,S) to coordinate project implementation, monitoring of key
project events, and reporting to ard from key actors. The basic set 
o1 management tools includes: 

Locical Fram Vork 

_R, S r, ' "r tSe It ,,lit 
Sub-Ro ine Charts
 
*Monitorir,o . .. . '
4-, ,,-I3 

'7 
R-porting System

T .T 

Aiddbdec, y 
 people with diverse pr-'essional and cutur-alviewpoints can 
deelop an intecrated project implementation system ready for

immediate use. 1 .m-,.
Equ i y 0rt ant, they can develop into an effective
 
management team a8 1t e -_rt of tne project. 

,'hy Do Pro'ects F-___ 

q 4 -" 4 	 z -. .. .. -4 -::rree bas-ic Tac :_% 2 :7 1;--,:.::;¢ . - .-	 .-L . 

failure to establish clear, specific objectives, mutually 
agreed upon by all project Dersonnel; 

failure to define 1l-- , dheresr-e 
sp bnIibiiities of 
p-ujec: me-t
r~a.lon pe-:cq;
 

- ipersonnel and - t.... : -
az L,e y the time 

ra sl 	0ne1a,' fo project imple....ation.on.P;:I~~ 	 mt 

result from entering the im-. n a:, 
 -- ' i a E e rerradeq'5emangement 
sy stem. 



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 timesolving implementation problems of their partner countries. 

Implementation in environments of complex 
social, political and economic
uncertainty requires special 
 management attention. 
 Until recently no
integrted system of management tools existed for implementating developmentprojects. The Project Implementation Management System (PIMS) was designed torespond to this need.
 

1. \,Thf REV-E,' AND R7VT THE POJECT FDIfTnj /T IMPL,'t TATI"ti? 

Updating the project design 
 and plans of operation at the time of
implementation is usually an essential prerequisite to the effective executionof a develcp.ent project. are:Some of the reasons 

Deficiencies in the original design:
 

If critical deficienci es are pres ent,,Ima"]4if .- ' ' .. cu"-inn'. t,;e lim,;lem:n in the project 
".
design, they aretion ,DiiaSe. r,- " irn.c Cnf -,din 

trae p op eratc-;, necessary.e s-"o, 1ay a 

Original plan of cperation 1s not specific enough:
 

Origiral deins, ai Di.zns omeram-i
of on included in p;roject documentsfte eare often _ne.- ua.nines and inadeqate -or uSe aE il.e Ie ttImanagement syste-s. Developing the clarity and precision needed mayrequire extensive onsite work with partner country team members.
 

Lack of info... o at t-he time of oriaa 
des7,r:
 
e.:CeDesi r aeficienciess 3an-ien.re nott a] to p::r n f 

D 1 - t -eT7 , roles
 
:k:,... . ,,- .. .: - .-e e a a : : e o ,. ne time o


implemen ation. Est,imates of a-ali abIe staff and resources often
require serious amendments. 

Time lag in the project de.'elCpme-t i 

The time Let,.En . ,cf a project idea and the :cint ofactual implementation is tp:ially c-2 m-onth. During the long lagtime, new economic, c .s : 7, M 07a L
 
can affect projec asS 

' 
 n
 



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 inability to define clear and specific project

objectives often 
results in emphasis on expansive overall goals on the one 
hand ard highly detailed input activities on the other. Experience
shows that teams with a single, clearly stated and mutually agreed uponproject purpose are usually more effective than those with ambitous 
multiple aims. 

2. WHY T... I . D EFFECTIVE TI FA 

in srite- of 
 o,e, 20 ears c ceveloment ex-,,ieredemonstratingunquestioned need for intecrated e.patriate 
the 

and partner country management
teams, de,,elopmEnt t designers still plan and implement projects in
iSoIation from partner country personnel. The results are nearly always thesame: low motivation, lo,,' Perforr,.ance and limited carry-over effects after
project completion. 

Most d .elopment projects define partner )ou,;try team members a5 proectmanacer-s and* assistance aency staff as ad"' r Ts-Is re 1o-, E 5Sto"-": !., fecti,.e intec'"a ' rcaaenen e- i, req'>c. The
S-_-, 'SLS a!- e f e r- T 

.I ...
n cretion cf an r. , -teIffC> 'ie mar aee 1 L -7T,. 

sIg a Sie7 .. S f a . t s , a cjrc-. of DeoD e w,,O 
a.ene.,er- ,:e:- . ,'ous-l. can 

t azb ish c1ear ma,) _ l y agreed upon objectives; 

Dfine clearly n cl-.=--he'nnsively the roles and responsibilities of each 

De e o ac__ur_ ,,.. ..­_,L , , s :e a._, an, charts.
 

Project implementers have expressed the need for a
management process that can
structure tIat participation effect:-ve y -- r-1a rmngirTror re.-ults. On the
fc1i1cing pana a trat is a:Cesnicrtion of a -rCee.a.-h moth 

comprehensie,, iCerra e .,-h-"*i--- a 
 nd
 

the PROCESS frr e:--' ------------------ ... 
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3. WHAT IS AN INTEGRATED IMPLEMENTATION MANAGEMENT SYSTEM? 

All 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 Cyi e shown below: 

PMS mana.-.-a: to-l .have bEen selected from a w ,de ranCe of...techniques and inte,7rated into a system of proven effectiveness. The tools 
are simple to understand and e-'v to use. Tn', have been developed andrefined based on actual ey 'erience of tre p)roject nteam: in hundred­
of project si .to. r TK .. a e E 0 n 

eractie. 

T',2 basi Sic set , ;.' tooS 
ir-. S -,- - -. - - ,,. .. 

T eLogal ramewor, caris the speic results as well as the
 
hoped for results from a project. It identifies important assumptions
and showS how we will me e ce. - of project objectives.
 

Perforrze Net-,c *S whi-c s ow hc, thE ooec will be,
impiemer:je, over timte. rkserfraTe'I ner:, i denti fy the sequence and 

-.
relationship of project..........ec= mesureperforma.nce throughout
esure 

the project. Te, - _.. ....-o' o.. -e... 

t 
of the

widely em'oyed Cr Yz­

m_~~---,ve ----Cr _-------

acT.-,"ties ano 
7 Z 

specnc azcr_- re-:-: e : leir accompiishment.
These charts indicate w]e aativi-.es il.t be monit-red, providing a 
, 0 i -:ca t o n nr c o :- : ' : , '-. 

http:aativi-.es


,Proect
Sub-Routine 
Charts: 
 modular descriptions of
sequences the steps and
 
They 

invove -in carrying out standard processes and procedures.
in ure optimal sequencing and standardization of procedures in
each case.
 

Monitoring & Reportinq Syste: 
 simple, effective, time saving means of
communicating 
status 
 or 'ey project events as 
 these occur, or as
problems arise.
 

Evaluation S'stem: systematic planning mnd techinques
project to measuresuccess relative to primary objectives both during and afterthe implement-tion phase. 
 The results are used to improve the project,
or to improve later projects. 

THE PDDEU T !TT 

At the time of implementation, the consulting team of: 

1 Action-Trainine Specialist
 
1 Implementation Systems Specialist
 

is called in for approxim -elv 3 weeks.
im-lerren.'tion team. 

The first step is to identify theWorkir 
 with this team, the consultants esta-blish
Pn fr the cnSu ta,,cyt a work-- or, 8, aS.se5_sment of the orhginal project design

' ' "- . .. ...., = , -.- .-, r e .
=., leat u'r e s.
 

Eased on the principlete- ne s that peoe who work tocether should train toether,learn the ma-- ',-. to"S and ther togther,
process, i, Cths a .:S s an,l the atl project.cons then to

aInES e a- neutra l process cons;uansThe process ma re and 
colIect 

re the proiet tea. to make site visits or toadit ional informat11io The followina is
a brief summ.aryl of the full
consul tancy procedure:
 

- It ts 

rre', - C. * :! e . : e 

1 

| l
. A.........
e 

452J­
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TRAINING MIETHDOLOGIES: 

practical application and hands-on
The training upproach depends on direct 

are based on contemporary
The techniques
e perience using the PIMIS tools. 
represent the state-of-tha-art in 

principles of adult education theory and 
Their effectiveness has been demonstrated in
 ,,.evelopmert management training. 

in both the west and the developing world.
 

the private and public sectors 



ANNEX 17 

OBJECTIVES - PHASE II
 

1. 	 RTC Teams of Trainers master overall PMS content and metholodology
 

and are capable of conducting an 8-day PMS "live-application"
 

workshop for project teams 
using the adult learning methodology to
 

introduced PMS content. 

(Skills and concepts): Each individual capable of acceptable 

performance in at least 2 of 10 modules. 

2. 	 PMS core curriculum refinie and further adapted, including field 

testing nf new case study, adap-ation of modules on Indonesian 

governm -. :tana-gement system formats. 

3. 	 Phase !I! org3anize by -- e2r: s for implementation as the "live 

applica-ion" of PMS during wockshop. 

Defined by CeP-:S Tear.
 

September 21, 1983
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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 oriented whereaschange concept 


administration connotes a greater degree 
 of passivity and orientation the
 

maintenance of the status quo.
 

The distinction between administration and management has become
 
less 	sharp in the public sector as governments have increasingly
 

undertaken development programs and projects. 
There is a growing
 

aw-rness 
Lhat 	:blic nars rcs-onsible for development tasks must be 

pro-activu . d ab!e to influt-nce change even though they are subject to
 

external polihv constraints. Public administration is no longer
 

concerned solely with "maintenance" but with [he formulation of goals.
 

II. 	 Notes on a conceptual framework for developing a management 

development training rograms. 

The Project Management Skills deveinnen: programs being introduced 

in.ad 

a
 

fundamental conceptual framework. 
Firs:, management is understood as the
 
systematic guiding of the planning/implementation process. In practical
 

terms it rean organizii.g people and infor.atior 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 elements tell us what the manager must do 

regardless of context in order to be successful. But ho, he integrates
 

these elements and how much of them he must perform will depend on the 

situation. Thtse cen, ric eeents are outlined below. 

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

implementation process. Effective managerial pirformance is by
 

definition 
 the effective .. rfor.ance of the ,.2neric ele-.ents. 

A management developnent curriculum bulids from tcie generic 

requirement of tr. .....-. ...... .... :ne 3Tecific application 
of these 1 Lorgeneric Ds n,- tat 

make decisions a : 1 te .... t'.e.. ... . .. e' i 

e, te. a.l cana,-res must 

° 
ui' tL _I *'*, ___ uc__, c s 

benefit analysis) the level of commitment required for implementation 

(team consensus, authority, majority rule, etc.). Regardless the manager 

must perform an .-analytic decision , -a-:"'rocess effectively in order to 

achieve desired results over the long term. 



III. 	The Generic Elements
 

1. Managerial Functions:
 

The manager must be able to get enough:
 

* agreement on objectives
 

* 
 clarity and agreement on Roles & Responsibilities
 

* 	 accuracy and clarity on schedules & budgets 

* 	 follow tilrough on agreements & commitments 

flexibility to respond to unforseen events (monitor) to achive 

desired results. 

2. Analytic Processes:
 

The manager uses a 3ystematic approach to making decisions about the 

planning/implementation process in which he gets enough: 

clarity and agreament on tre prcb!e/opportunity/objective 

* 	 clarity on the alternatives & accuracy in comparing them 

* 	 clarity in plans for action (commitments, schedules, etc.) 

* 	 implementation follow-through
 

flexibility to 
 respond :o feedback to learn to be effective in 

achieve desired results. 
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3. Human Organizing Prccess:
 

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

to get enough: 

* 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
 

expecLaLions 

roles 

norms 

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

objectives.
 

(2993A)
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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 national
 
objectives.
 

What does ffectiveness 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 meaning other than 
that related to results.
 

In order to enchance the National, Regional and Provincial Officer' s 
effectiveness in working with staff to set ad achieve objectives, the
 
Badan Dikiat i3 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

m:anage:ant development technolog ies are now avai!nble to upgrade the 
cluality of -kpr cro-rams.
 

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

* identify arpropria-e curriculum 
* development uuality curriculum materials 
* introduce improved learning methodologies 
* develop instzuctional pazi-- t nuC' 
* maintain stan dards of c-Criculum, methodology and presentation 

ACTION LE.,RNI.2 YsT2:.s 

;istorizallv-n the two nitrmae.t f=r !ea-ning hare been education 
and -aroi:in - . i2c-zicn :einc.no -- ­
knowledge, understanding and/or skills hich may or may not have specific 
uses in mind, or is meant to serve for a lifetime. Tr'aining is 
distinguished from education in its specific work orientation. Generally 
education is the starting poLnt for t-raini-.g. in some cases training is 
an alternative to education, in all cases trainin builds upon a 
person's past education. 

ACTION LEARNING is a system desi--tne -o az:ieve cost effeztive learning of 

* orientation, 
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* understanding, 
* skills, 
* ability to follow specific procedures and 
* appropriate responses 

for p-.rfor irig the',_n.tasks required for a larger effort. ACTION TRAININg 
is embedded in a chain of interrelated processes that lead to a least 
cost effective performance of the larger effort, taking into account the 
whole system, not mierely training as an isolated element. 

Action Learning be-gins with the overall results to be ac-hieved. Specific 
tasks are . .. - thosedefi, from objectives anJ the work S-tructure nroken
down. Based on thle task:s to be ar identified and made 
available for tra nn. -raining is desi ned to assist the trainee in
 
.erromn.... 
 trainee is -given conti_ training on
 
the job and his performance evaluated.
 

The Logic of the approach is: 

Proara:.n ohecte
 
Work Structure Breakdown
 
Specific Tasks Identified
 
People Identified and Competency Assessed
 
Training Desime... 

?lce .0:;-I jJob 

ng s a ne-ns "o a specific end. it is related to the objectives 
of senarne.-.s a'. "is and can-the actors within this groups. Training 
be se-., a-3 - of a larger system of organizational objectives.

Ins-alling an Ai-JO LA-UI!: SYSTEM
" in con-rast to mai.isaining a general-rofessional deveoo-ment programeattErequiresp at t andr-ul_ special e:-ti-on phasing 

D. D Tn.s-Z 7rcr~'7 

r'{r - :e ..-. - Pro- . ..r,---..... --.-- - ect.- -. . 

such as a program or a project which -as been descriDe in some 
definitive way. Tis mea:s describing a program with a- least 2 or 3 
levels of cbjectives such as Soal, Purpose and Outputs and the range of 
proceses . e- u,,r to achieve e-re. ou-nuts. 
-r, e m o0 " - " --.aa ::n :.*e.'e~ %.- n,:otnt :calns -. efe-_'. '--f-use-] ,z-nnv- cannot 
take place withouz f i-r--------i------ atte -- Prsjec- >:anaser wants to 
achieve -,.ith his sta-ff -7-- ­ --- i s -n-- a co..mon feature
 
in most governsenta':nzts -. 
 : ,.-.l - n i 

Identify the detailed tasks to be Perfor:-. t-o a:e -.- these objectives. 
.hese -asks c-an be broken K ,.n into s3ecii: jsbs to be done. 
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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.
 
T'his can he 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 t!he training advisors. 

4. Design Standard Procedures 

From the task definition and observations of Project Manager' s 
performance, standardized procedures and techniques 
can be developed.

Budget cycle rocedu es, personnel procedures, work organization 
procedures, etc. can be-aefined in clear patzerns. 

Where decisions are contingent on complex relationships among variables, 
these procedures and technicues are more complex and recuire standard 
frameworks within whnich decisions are made. The framewor-s developed

would be - basis for ore-Service training.
 

The Action Learning Systems Aoproach necessarily involves a redesign or 
reconsideration of How Things Are Done. Job related Action Researchzezo::es a.n imcc.ort7a:nt fu~ction of tae Bad.an Dikla-- .t... 

-5. Desig'- nd rDeli-..r -a -j­

aincis i...d tae of--i ... on ss the kinds of eopa who Taill be 
trained, wihat fr-me... .. k r procedures they will be working Linder, and the 
.r eCise :!sil, orienta-ion an , understanding that they _ecuire to meet 
specified s:andards of er ormance. The design character stics of
 
accelera-ed training are as follows:
 

Da.i.ned*ni.n.. in Close Collaboration with Organ z ation of 
ParZici, -Ts 

:Tction :rainino is a b* hichzns or ani.ation can achievetaeir Obzectizes o:. efczv* - h-si 

* Inclusion of only absolutely Essen-ial Elements: 

Action Training includes only those elements that make an important
contribution to the partician-s being able -o perform the required 
tasks. Most conzents speci St:-wS o are D o:,.many Years 
academic trainin e -o 
that may be useful at some poin- in ::heir f e but no focused on the 
specified job. The profession - he:a determine the 
appropriate seuencz of trainin k- -­ vn. the a;,ol,,el' essential 
elements of -.-.a job.. increasi oc-- ...,~-,.. .. ie-- - . -- t trolicin;- -..- .. -- i-- ro ucin new 
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* Use of Peer Learning and Ttrainees as Instructors: 

Greater economy and effectiveness is achieved by building in peer
 
learning and the use of former or 
 present peers as instructors. Peer
 
learning increased by
e ca use of teams to do work in the workshop
 
context. It is esoecialiv effective as well as economical ,where the
 
language of the 
 country is different from that of the exoariate
 
instructor.
 

* Reduction of Variation in instructional 2aaity: 

The instructor is oten a grreat source of variation in the effectiveness 
of training. By creating a detailed -trainingdesign to achieve specific
task performance it is possible to achieve relative uniformity or
 
effectiveness from various instructors.
 

*,Merging Learning W'Xith Doing 

in Action '"aining the learning and performance on the job is tightly 
linked so t'a there is less plo4pge from training to performance on 
the job. The content of what is learned (concepts, perceptions, skills 
and techniques) is immediately followed by opportunities to use them on 
real problems or 
carefully simulated problems and situations that match 
signi f ..a... eeents that .ill he enco'.ntered on the -ab.n 

7-a-"i~is :n:-k p;ans fc-s : ),-.i-.- -- --.- ,- an jab aree*fo bar: the and 
given structured opozrt-uni ties to return to their work place and begin

to ,moemrt.than, retlate:: to 'the wor'-shoo se-t-n 
 to evaluate
 
their Decrfornance. 

* Emhssonsces 

Successful co:p'.ion a- training is evidenze by results of tests,
 
oerformanc of the tas.:ks on the job, or representations of such tasks.
 

-3-- can -; ,.net- and targetted, 
making per;for-nance aruraisal a =:aalisticzrs--.Slit!v. 

There are many advantaues to usinu ac-ual wcrk as a Zocus For accelerated 
training. First, it has the advantage 3f getting useful work done during
raining. Second, it orovides buil .n that .assurance israining 

a, licable to the job. Th{rrd, train4- s -an made ,.r-r meaningful to 
participants and tneir suparvi.. ....rrs, as r.n. y tranees
 
-nd greater 
a.cen -------- n--e---.-.--1-.-._izaticn-s. Fourth, it can 
highlight inadequacies of Irocedures"n -. and provide an impetus for 
appropriate cnanses. 

Somtimes izt is nct nossib t . ..
 
- - o_ ----. _v - - - . -._-:.--- - . 

.> .e r~l'-ue e'-rrs "-.a- are *---=- .'.hi .. :L- v .9r ir_".........
c "al 
only a great cost. Ot is may be d l o incorporate actual work in 
training. Even if it is possible -o incorporate real work,: tr:, will be 
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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 expectatio:.s, the design of the training may be one source of the 
problem. Review and redesign of training is a logical part of -any 
training program. 

Follow up can take a variety of formns: short workshops, questionnaires, 
newsletters, etc. Follow up should be seen as a necessary component of a 
comprehensive training program, rather than a luxury of a single budget. 

Action Learning Systems are 
a part of a highly interactive system for
 
organizing purposeful action. They cannot function well unless they
reflect the other parts of the system and in turn influence these other 
parts. T'ne ALS provide the concentual framework and the method for 
offering cost effective directions for Training Institutions like Badan 
Diklat. 



TIAGTGROUP: Reg1 
)nal TrailA g Center PIS 

PROJECTS FOR LIVE APPLICATIOIN: PMS installation 
"'MRAINERS: Badan Diklat PMS Core Team 
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effort: In 

Teams 

WIcs 

DAY 12 3 5 7 
Openning (P) 

(Sy)
Climate (P) 

Setting 
(Sy) 

Introductions 
(Sy) (P) 
Setting 

Expectations 

(Sy) (P) 

Setting 
Objectives (P) 

(Sy 
Schedule (P 

(Sy) 

\R/TP 

Trees Analysis 

(so) tf,) 
Tree Analysis 

Wrkshop (W) 
(SO) 
Trees Group 

Presentation (P) 
(So) 

I/'1'P I 

Complete 'obrkshopl Jirief overview 
(Ar) (14) of others PMS 
Assumptions (L) tool!: ( I) 
(Ar) (Pj) 
Assumpt ions Introluction to 
Workshop (W) Live Case (T) 
(Ar) (Sy) 

j "lve" "l're,,; 

Analysis (W) 
(Sy, DJ) 

j 

YI!/TI'Y /x, 

Presentation!-

Trees and lt)g 
Friames (P) 

(Ko, Ar) 

I 

of ACTIVITY LISTS 

(So) L 
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lI, ST o'I)iKliIOP (W) j 

l -sIKS )!45 il I I 'lY 
c IIA ITS (I.) J 

(Ar) 
II1ESI )oJ!IHI11 y 

cICIIARIS '.HKS lOP 
(Ar) (w) 
PROJCiT MANAGE-

IAST WEEK IN RE-
VI E%4/'i'P 

1AR CHARTS FOll 
SCJIE:[JLINk; (L) 
(.11)) 

I.IVE lAR CHARIS 
;AVxRKSHlOP (W) 
(S) 

ERI. ORMANCE 

III[xGE.: will PlO-
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ANNEX 22
 

THE DEVELOPMENT OF A TRAII:NG POLICY: 

BY BADAN DIKLAT OF DALAM NEGERI:
 
A DISCUSSION PAPER
 

Submitted 	 by R. Mosses Thompson 
Cosultant 

Sezze.'.,ir 	 14th, 1!'3 3 

Jakarta, lnorsz.a 

SUI.*IAP.Y 

The USAID has an opportunity to assist the Badan Dikiat through the 

Local Government Training (LGT II) Project in: 

1. d eve .oo..ng B dd:r, ikpat caacity to construct an integrated, 

dynamic national tranin polizy for u;..a. ' a.i, and 

.
2. -zziz t in ti.- nni::, 	 and maintenance of that 

For years, the Ba n 	 en azemping to ....fill its 

mandaLe to provide e::e..... professional dv" 'vmcnt :raning for over 

1/2 muiion civ- ser;a-s. Ai zo....-.......... z--.e areas o: 

i-ts- tr.--'" --.-"-- -/ not_ deveiced a 
arnit s 	 -

, 


'
 
~ r.2 L ~ ..... . . .. ,...:., , .~ .~.- - -V,­

cin re:.c .z~r sr2.I" v.'r;n f - - . .5." L z - .--.. "=. ..... 

to direct 	 the development of its o0- zralr~n --. - i 

Because zf recnt . ".e -,z .-.-. " new mraini.ng 

metnodjciocuies, in-.r.--= in .ns---~.- __alv-o; ;: .... , 

a-training 	 s: rice s an cran s- --- . --- - ---- u_ 

-an eopporur.nity now ez ta - -S ­

http:mraini.ng
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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 of;
 

I. the constraints to -raining effec:i ;eness
 

II. -he inared4ens of a zra ni n .o"_4c 

III. Badan Diklat institutional respcnsibilities 

IV. relationship of training and personnel policies
 

V. the political nature of training policy
 

VI. tne conult-4-n i'.. the USID can off ar Badan Cikat 

VII. 	 the character stics of t-e ass..s---ce =por-unity, and
 

.Iil. a ohased anroach-o-o . s -nce
 

I. BASRPERS TO T Tl!:Z.7:S EFFECTIT-7- Z[SS 

Past at---ts zo :rL-rove - - --	 un a 

raining nronraas : --	 _7­

ceddling of unresarched and za-a- - so-u9isnS ansuch fr-s4n 

as CPM,PERT, ana'-c tools and tecn.-icqe:, etc. Samuel Paul's res..r 

: n 4rd ;,.orid ex.enc .s "'-w -"- --. s deveooment 

programsaes he Za--rChin g=_r_._ ro.eSSi.nal
 

development crocrams as an nt -- -----------	 s 

Four trinzoric rl amsoareo 

servant tra: ninu zrrcr:-ars are: 
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defined overall training policy resulting1. 	 The absence of a well 

in: 

* lack of adeauate needs assessment 

* unclear responsibility for proaram and development. 

* poor design and Impiementation of training activities 

* lack of monitoring and evaluating -raining effectiveness. 

2. 	Poor management of the training institutions characterised by: 

* inappropriate or-anization forms 

* lack of attentio to faculty -;evelopmentand m-tivaticn 

* poor leadership 

poor use of trainng methodolozie.s 

* inahiiizy -o ln±t.e " n-ng with and consultancy.arae. 	 research 

3. 	 i nad I c.z:-_ ,f resources to uparade -h.e -'a iy andzate _. 


relevance of trai z result- i
 

* non-.-.noVa-ve traininc _eslrn . 

* ma-ei-­

* disre =rd for R & D 

4. 	 Lack of sunDorLVe _- s that7..e- in-zerrelae 

- career_ s_=andpromotional nolic-5, 


-
path design w-_ h Ia 


d e 	 l -Ve ot-r 4 . ' Training policy developed n 


C 	 -­assurs inffec~-'Lvness 
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II. INGREDIENTS OF A TRAINING POLICY
 

Ideally, a training policy for the public service should state the 

objectives and scope of all training activities, approaches tQ training 

needs assessment, the priori-ies and finncinz arrangements for training, 

the roles and functions of different c.tezcories of -:raining institutions 

and mechanisms for coordinating heir wrk, linkages of training to 

career planning and development, and guidelines for the monitoring and 

evaluation of training. 

III. BADAN D hLAT M.kDA.E 

Badan o! -c - ,-pectd to . . =. .- service t aining 

policv and cocrdinate its - eyn- =a l e -=-- enaticn. In 

practical terms Badan Di:iat is resccnsi -­

assessina manacemen. shil.l. _- _ 

training and accredit ­

. ­

monitoring and v a I - -- ­

coordinatzinc -ne --- --

See aa--n ac nz z SI In _-._ -': for 

Badan Dikiat" for more detail) 

A\
 



-5-


The training Policy and the design of the management institution, itself,
 

will have a direct bearing on the development of management training for 

which Bad an Dikiat is . e. Wh e n rain-ing arereson . activities 


performed in an ahoc manner without zhe cuiince of a policy framewor-, 

inefficient use of scarce resources and d-=.i'ation of efforts ar _ bound 

to occur. The :raining needs of differen- categcries of personnel and 

different a- encies of oovere... ar n=ric-e ous and varied. It is 

imperative that the obje-ctives of training and guidelines for planning, 

directing and monitoring this activity are laid down by government as 

part of an integratzed policy. Over;-l mn iy . 

for effective local public Cover ment and nublic.. an.r.istraton 

enterprise manag-ment t-raining programs.
 

IV THE E!*I-HAG O" DTcPz M'... 2ZNT 

The USAD's reem=- -ais on s-- --- . an- -he vorid Bank's 

focus in -h Wcrid :evelzzn-n -- 'c* n-e . :ana n 

Devveop.ment" nr'- .-..--­

:Mrove.ent rocess. For Baan -:.l, ..........
lo 

covernment - to- -hte ==-J-- - develoomet process is 

impo= ant. 

At the :t-ime cf s s--s----e, -.--- . esornel 

govern-ment coera-ions and- .- -- - -hem out. This 

traditionl cae nta-.on e ---' Z echelons a--a h: 0f -.- -uc 
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positions rather than functions, job content and adequate standards for 

measuring performance. The Badan Diklat with other organizations like 

the Ler-a a Ai ni stra;i Necara, was civen the responsibility for 

shifting -his ei:.0hasis towards reievent _croaraz-s for human and management 

developmen-, sound manpower and.ning,__z .. inc azzivities based on 

job re lated skills. 

Since independence, the expectations of the public sector personnel 

have also changed. Increasingly, the civil servant is expected to 

perfom develotsen . J. a.. to iicnal a-J-.zrat. ye.. -ra 

functions. if administrative ass ca en as routine ande" -ract-erized 

IIar.tena.c. orien!I, t:een . . .- ,e.,, ara .- t -:as- s a re d ined 

by their c ne-relatea, rosui-s-oie' - , -rc-aczive .nature• is 

c.an..e in _ . . . e::.zernalv -o 

loca s of c:7:,e, rreening ds.. --- ue-rs 

rec<uired a different tr.ininc, orien-_ation: _ . ..c. with whi.ch the 

Badan Di!,a, 4s -- :c - . 

V. TRAINING POLICY AND PERSONNEL POLJ/y 

When Personne± .7o i - r _ c Ser vice za-J'no 

activities, training beco.es...-... ....... th.se 

policy linkages requires -e - - _ .- n on the 

n. a. r Z- - - . he 

natiotal person~ne! a .-. hritc. Z reer d-'el-m -fs must be . :.
T:i T. nr0MC<-' C W:' a 
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into account inputs on training evaluation. When promohional policies 

and per-formance evaluation reports make no reference to training it is a 

-clear Si.-al to the Dublic servant trhat traior -s s disensible. 

VI. THE POLITICAL NATURE OF TRAININGPOLICY 

Bureaucrats are rational. They will adopt new management methods if 

these methods help them fulfill personal or organizational objectives. 

If the methods obstruct achievement of these obectives, b .reau.ratswill 

either subvert them, or reject them outriaht. 

Honadle's research on T-ird Worid e..eriences wtn -a r n=-rat v 

reform toints C7r o .. ,;=-rstanr-ng- of t e 

=on--:ee---.-z--s- - - - - - - - ­

to restru'u.-zre civil service systems -V . such ractices aas 

standardized ware and position ciass- -- --- r-iOnsh 

often ca-±ct -o anaivze -heir :--a---n-- -_--------n--­

accurate.
 

Sinc. .. composition of a - srvice .tem often 

represents a zc .izical aareeMenn, _n-" =tt _ -o alter personnel 

' 
selection or clas if ca-ion r - -- =t oitica! 
.......-- - "-"---.
- _ 

balance reaized -ouh a...... . _ -- : rcna= c--act. 

address -his trasec:f "t.... c-cD c and 
m-._-.inompetencezaanrai.S Iz-iaevc 


mainailinr ...-------- -- n'-. -. 

o1y
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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 

differen- ethnic 4roups. Responsibilities :-re often distribu-ted, and 

performance appraisals conducted on ,he is of e.-nic_, tribal or 

regional affilia'.ion. Any at,.zmt to s'tes- ize job assignments and 

reviews by introducing a formal set of critz:l will therefore be prone 

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

even if the rules and procedures are nether clearly nor publically 

articulated (Hionadle) . 

Training Policies that disregard these political and cultural 

concerns in the development and maintenance of an intearated set of 

pclicy interventions can ex:pect to experience _-r .res.ts. 

.II. THE NATUPR OF THE -E IC.. ; .LS'-C 

Bad'an Dikla-. wil!I nst be-:nefit fr as-_-..-e _., 7:he f--mSZ cZ 

consultants conduc-ng surveys, :rea:zn andreorts making 

recommensations for the design of an o-era> :raining Policy. Gu- tye 

consulting assistance w ill not e;en -dI *" 's need for 

producing results in the shc_ ­

........... - 1- . -.... . . 

maintain national traininc oino-.'.:.:-- ui.... ---------------­ t 

ans inztu-iona! - T - a:. -'- - ....."-. assistance 
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required to build in self-sustaining mechanisms required for maintaining 

a dynamic training oolicy that adjusts to the changing context. 

At the moment, USAID is providing assisance :o Badan Diklat through 

LGT-II to build Badan Diklat caDaCity to oerform comoonents of its 

overall resoonsiblities. Badan Diklat is successfully: 

introducing imDroved learning methodologies
 

improving the relevance of its curriculum 

training quality trainers to use content & methodology 

The performance improvement techniques used by DPIMC consultants are 

demonsrating -_hir effectiLveness to both Badan Ziklat's and USAID 

atis-f--aton. The ste approach to ins2ttut' znldevez.ent b==ed on: 

uin..ca-tx', achieving n-r term results 

learning frcm success ans what works
 

step byV stecp -;. cra a~'n'sr- ''----- -ir-~ 

prcject.izing aczroahand -ccLS
 

buidic n self-'us-ainin ,- .-=-.--- ---....
 

building in an instizuziona1 learnn- e 

can be used to develco Badan =----- --- - ;evelop and mlnta-n 

training policy. 

.-.... are ce-zain. conditi . -- v
 

see.comprehensive overall Training cen at .- . .scussed;-e above. 

T..s asic set is: 
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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 malzi-level staff involvement in 

purposeful action and the imorovement e::crt; 

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

given flexibility in planning and structuring to meet new objectives; 

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

examine data, infor,ation. and new opportunities with an open ind and a 

.... pt .,t': to er n ; 

5. recent success with change strategies; 

6. a minimum level of stability :n t.. - envirorte;.t 

and oran.zao -iona o-ex-. Dna IS S :......... 

7. donor inzerest. 

These faciiratie conditicns a'--- ---- =-ar to: exst a thie 

moment wi.l have to be reassesse= 2 --a- -- t-=ned USAD is to 

support this larger effo­



IX. PHASED APPROACH TO THE TECHNICAL ASSISTANCE 

A ph ased, step-by-step approach to building Badan Diklat capacity is 

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

suggested that policy development exper-ise ne expanded in a selected 

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

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

the learnings of the pilot, the Badan Diklat can -then begin the 

replication process in other areas, levels, etc. 

Any approach begins with Badan Diklat's de--- on of the improvement
 

effort and its objectives. Some of the key steps in the process are:
 

identification of a policy team
 

review of current B Diklat policy
 

-
review of and site visits to organizaton successful in policy 

develonment: 

- Southeas-.=t ASis m.a=asia, for e­

- USA 

desian of the Dclicy develcment effor-z z=-. or
 

mutually agreed upon objectives
 

clear roles and responsib1:ties
 

accurate schedule and budre­

built in learning s'Z-­

coordinated execution
 

planning next steps 

Av
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Based on the experience of this pilot, the USAID can reconsider it
 

position in terms of technical assistance.
 

(2993A)
 



ANNEX 23a 
REPORT MEETINGS 

PROJECT STATUS REPORT 9/1/83 

TRAINING OF TRAINERS IN PROJECT MANAGEMENT FOP 

USDA/DPMC CONSULTANCY TEAM (Terry Schmidt & Moses 

LGT-II 

Thompson) 

SUMMARY STATUS 

* 	PROJECT PROCEEDING REASONABLY WELL 

* 	COLLABORATIVE PROCESS WITH BADAN DIKLAT 

* 	 INDICATORS OF STRON G BADAN DIKLAT COMMITMENT 

* GOOD PADCO SUPPORT EXCELLENT USAID ADMINISTRATIVE BACKUP 

CURRENT PAYOFFS AND MULTIPLE FUTURE OPTIONS .	 CONSULTANT STRATEGY PROVIDES 


W11ILE MEETING S.O.W. REQUIREME-NTS
 

ISSUES TO DISCUSS 

" USAID concurrence wi:h project objectives (See Logical Framework) 

" Phase I & Li Linkage 

* Resource requirements and trigger conditions for Phase II 

Addition of Mr. Tansa-boon to consulting team 

(2993A)
 



STRATEGY
 

APPROACHING PROJECT IN LIGHT OF EVALUATION FINDING
 

"Buku Kuning does not adequately emphasize 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 a major focus on enhancing 

Badan Diklat's capacity to grow orgawirally in response to the GOI's 

change evolvinp netids relating to regional development planning and 

maaa cement 

"require e::xplicit 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 manapement systems truly supportive of LGT-II strategy, 

Foals, and objectives must he redefined and implemented .... 

including rational definitions and procedures for managing the 

regional and rovi'.ncia1 tranin"activities; for curricul'n 

developnt, for reporting, monitoring, e'aiuatiDn systems; hudgeting 

and financial accountability; alreement regarding project 

.anapmenc's relations with the prcject's consultants, and programs 

for nu.win 0da.n lt's umnnt stnfi!Min mar: 

WQKrx .,if R ... ..........,ILL CARRY
* e C i . -7 ,, C ...... ;. : ON 

WORK PLAN DEVEL ED rI:G THIS PHASE _ (See Fi, Chart). 

CONCENTRATE ONMC ESS AS WELL AS F35vUcTS
 

-. . . . . . . . . . . . . . . . . . . . Wn7. . p~r. ach. . to plan. . 

i,,im.=_!;-. -Ms[ Ezr- as demonstration ft concepts applicable 

in Badan Diklat internal mana;ement. 

- "Synergy and linkayes" 

- Integration with PADO .. sulta.ts and their work (e.g., training 

fornat s) 

- Experience sharing with FDP consultants 

(2993A)
 

http:sulta.ts


ADDITION OF MR. CHAMROEN TANSOMBOON TO CONSULTING TEAM
 

WE RECOMM4END INCLUDING MR. CHAMROEN TANSOMBOON (FROM BANGKOK) FOR 3
 

HAN-WEEKS TO PROVIDE CONTINUITY AND FOLLOW-UP FOLLOWING PHASE I. 

CHAMROEN TANSOMBOON WORKED IN USAID/THAILAND WITH SCHMIDT AS ACTION 

TRAINER. INVOLVED IN NEEDS ASSESSMENT, PROGRAM DESIGN, CURRICULUM 

DEVELOPMENT TR.AINING DELIVERY, IMPLEM1ENTATION PLANNING, TRAINING 

TRAINERS, PROFESSIONAL RESULTS-ORIENTED, EXPERIENCED. 

TASKS FOR MR. TANSOMBOON 

- Assist with PMS workshop delivery and development of Badan Diklat 

action plan during next two weeks. 

- Conduct Cne-week visit in mid-October to (a) evaluate Badan Diklat 

progress with training preparation plan and determine whether Phase 

II "trigger conditions" can be met, and (b) provide related
 

assistance.
 

BUDGET
 

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

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

salary 15 days @ 5100 = 01,500 

local travel & miscellaneous = ) 200 

$4,990
 

(2993A)
 



RESOURCE REQUIREMENTS FOR PHASE II
 

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 trainers could conduct 

PS 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: R. Moses Thompson 
 Installation
 
With: 
D. Tinsler, B. Dakan, A. Hirsch, Agus, 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 Design 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 
U[SAID training 

Methodology for PMS Training
 
Team Centered
 
Cost Effectivenes 
Accelerated Learninq Approach 
Simplicity and S5eed 
Earlv 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 Lesion usinf Accelerated Learning 

Method and adapted C'rriculum 

Trainers Notes, Overhead Master, 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 Badan Diklat role
 


