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Foreword
 

In two separate contracts, an Indonesian consultant and an American
 

consultant were asked to review the In-Country Management Development
 

(ICMD) Project of the Training Center (PUSDIKIAT) of the Indonesian
 

Ministry of Works. The two consultants met with leaders of the Training
 

Center and with officers of the USAID, which provided a loan to help
 

support the project, and after discussing the proposed review decided to
 

work as a team. The present report is the result of this team effort.
 

The consulting team wishes to acknowledge all the people who helped
 

us to gather the information on the project: the Secretary-General of the
 

Ministry; the Director and other leaders of PUSDIKLAT; the leader,
 

instructors and other members of the project team; the Project Directors
 

and the leaders of the Public Works field projects; the participants and
 

ex-participants of the project workshops, and the officers of USAID.
 

We found it very helpful also to have meetings to which the head of
 

PUSDIKLAT and the leader of the project team invited instructors from the
 

project team, interested members from other sections of the Ministry, and
 

the USAID project officers so that we could present our preliminary
 

findings. The results of those discussions doubtlessly helped make this
 

final report more realistic and useful.
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As this report is studied and the future course of the project
 

established, having such participation by the project team and others who
 

are concerned with the project will assuredly contribute to its future
 

effectiveness.
 

The statement on which management experts agree and in which we
 

firmly believe was confirmed by our review of the project: good
 

management must have good communications.
 

The In-Country Management Training Project
 

The purpose of this project is to improve the management capability
 

of the Indonesian Ministry of Public Works. It proposed to do this by
 

providing an American expert consultant in management training, who would
 

provide advice and guidance in developing an appropriate management
 

training program and would help to train a cadre of Indonesian management
 

trainers. These trainers, with the consultant's assistance, would
 

conduct management training workshops for officers of the Ministry. The
 

trainers as a part of their preparation would receive special courses
 

abroad in management training. To support the Training Centers'
 

management training activities, the project was also to provide
 

short-term expert consultants and essential training materials and
 

equipment.
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The History of the Project
 

The management training consultant arrived in country, and the
 

Training Center selected a project leader and a group of mature adults to
 

become trainers. Four workshops were held in-country, and the group of
 

24 instructors went to the U.S. for a special 3 month training program.
 

They had 2 more workshops after returning to Indonesia.
 

The instructors presented a series of nine 2 week general management
 

training (GSS) workshops to middle-level (mostly echelon IV) managers of
 

the Ministry. Each group had an average of 25 participants for a total
 

overall of 225 people. The workshops were to be followed some 2 1/2
 

months later by 3 day maintenance workshops, which would provide further
 

management training and which would attempt to find out how the
 

participants had used the skills and knowledge gained in the earlier
 

workshops. Six of these general management follow-up workshops were held.
 

In the general management (GSS) workshops, the participants came from
 

a large number of different organizations, 45 in all, so that the
 

training was widely dispersed. Since this was not seen as being as
 

helpful as it might be to the management of development projects, it was
 

decided to change the tactics: to select groups rather than individuals
 

from a unit or project organization and to focus on project Lranagement.
 

This project then presented thirty 2 week project management (KRP)
 

workshops. Some of these had small groups of participants from several
 

projects or units; others, however, had individuals from only one. In
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this series a total of 766 individuals were trained. Like the earlier
 

GSS workshops, they also were followed by a three-day follow-up or
 

maintenance workshop. To date, all but two of these have been held. By
 

concentrating on a few or even one project, the KM? workshops have been
 

more successful than the earlier GSS workshops.
 

In July, 1985, the management training consultant was considered to
 

have completed the essentials of his assignment and returned to the U.S.
 

Two consultants, an Indonesian and an American, were asked to review the
 

project and to propose a strategy for the remainder of the project.
 

The Methodology of the Review
 

The two consultants, after discussing their responsibility with both
 

the PUSDIKIAI and USAID officers, reviewed the project documentation.
 

This included the USAID Project Paper, the Project Loan Agreement,
 

Project Implementation Documents (PIL's, PIO/Ts, and PIO/Cs) reports on
 
I 

the project by the project team, reports by the management..training
 

consultant, and the actual training materials. Next, they interviewed
 

the individuals who were concerned with the project.
 

At the Bengawan Solo Project, they interviewed the Project Director,
 

his administrative assistance and the ex-participants from a KM.P
 

workshop. From there they went to Yogyakarta and interviewed 30
 

ex-participants from both GSS and KMP workshops. They also interviewed
 

the Director of the Kali Progo Project and three of his key leaders, two
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of whom had been KMP workshop participants and had introduced some of the
 

management system to other staff members through training workshops. In
 

Yogyakarta the head of the regional DIKLAT participated in the interview
 

sessions.
 

The review consultants also talked extensively with the In-Country
 

Management Development (ICMD) Project Leader and instructors, and they
 

attended a three-day KMP maintenance workshop in Lampung. Here they also
 

interviewed the two Project Directors, who attended the worksihcp.
 

The consultants also discussed the (ICMD) project with the
 

Secretary-General of the Ministry, the Director of the Training Center,
 

other officers from the Ministry, and USAID officers.
 

It would have been desirable to have attended more training sessions,
 

but the Lampung workshop was the only one going on during the review
 

period.
 

The Curricula and Methodology of the Management Training Workshops
 

The management training workshops use experiential learning as the
 

primary methodology. The concept is that the participants learn best by 

doing so that the workshops use exercises and techniques which provide 

learning activities for the participants. The contents of the workshops 

consists of four modules: Human Factors, Scheduling, Monitoring and
 

Control, and Resource Management.
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Soecific Accomplishments of the Workshops
 

To evaluate the workshops, the instructors use evaluation techniques
 

to get the reactions of the participants at the close of each day and at
 

the end of the workshop. The instructors report that generally the
 

evaluations have been quite favorable. The instructors said, however,
 

they would like to get more information as to the results of the
 

workshops. The consultants conducting this review attempted to get this
 

information by attending training activities and by interviewing
 

ex-participants and Project Directors.
 

In the KMP maintenance workshop, which the consultants attended, the
 

participants showed great interest in the learning activities. In the
 

.small group discussions, the group members participated actively in the
 

exercises which largely consisted of planning and monitoring techniques,
 

such as the Logical Framework, which were directly related to their
 

public works projects. In the discussions of the entire group, the
 

members maintained a high level of interest. The schedule was heavy with
 

the sessions going from 8AM to 12PM and 1PM to 5PM with only short coffee
 

breaks in both the morning and afternoon. The participants appeared to
 

be very serious about their learning efforts and satisfied with what they
 

were learning.
 

The ex-participants whom the review consultants interviewed, without
 

exception, indicated that they felt that the workshops were very
 

valuable. The Project Directors also stated that the training was
 

valuable for their project staff members. One Director sent 25 of his
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key people, to a KMP workshop and had these ex-participants train
 

additional staff members so that some 200 of the staff (16 per cent) have
 

had some of this management training.
 

As to specifically what the participants said that they gained from
 

the workshops and what the Project Directors stated that their officers
 

had learned, the elements which was mentioned most often concerned better
 

human relations. The participants and directors indicatd that
 

communications had been facilitated, both communications horizontally and
 

vertically. he managers were able to give clearer instructions aud had
 

learned to expect suggestions given by their subordinates. The
 

organization became a closer knit team, and the individual members of the
 

team felt their responsibility to the group effort. The morale of the
 

group was better, and the attitudes of the members were more positive.
 

Both participants and directors could give some evidence that the above
 

was true. For example, one leader stated that the teamwork approach had
 

enabled his project to complete in 5 days a task that had formerly taken
 

7 days. The improved communications and teamwork, they said, was
 

noticeable but not something that could be easily measured.
 

Of the management techniques which were learned, that which was
 

mentioned most was the use of the Logical Framework. This is a project
 

management tool which uses systematic thinking in planning, implementing,
 

evaluating and monitoring a project. It consists of being able to
 

delineate the goal to which tLe project can contribute, to sta7te
 

concisely the purpose of the project and to plan the inputs which will
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result in the outputs that will enable the project to attain its
 

purpose. Each of the four steps: inputs, outputs, purpose and goal need
 

to have indicators, which show the progress at each of the steps. The
 

logical framework also requires those involved in the project to think
 

through and state their assumptions for stating that there will be a
 

logical progression: that the inputs will result in the outputs which in
 

turn will cause the project to achieve its purpose and contribute to the
 

larger goal. The Project Directors and participants said that they had
 

learned how to use the Logical Framework as a management tool and that
 

they were able to apply it to their project. This, they said, was
 

helpful in making the project more successfuJ although some found it
 

difficult to implement the Logical Framework.
 

Both the observations by the consultants of the maintenance workshop
 

and their interviews with the Project Director and ex-participants gave
 

evidence that the workshops were providing the participants valuable
 

The consultants believe that the information gained
management training. 


by their observations and interviews is of such important that it should
 

be treated in some detail, and this is given in Annex A of this report.
 

ICMD Project Outcomes
 

Perhaps the most important output to date is the cadre of 24 trained
 

instructors who can successfully lead both the L.itial as well as the
 

the six in-country
maintenance or follow-up workshops. In addition to 


workshops to train the instructors and the 3 month course in the U.S.,
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the instructors have continued to improve their skills. They learn from
 

the workshops that they conduct, and they have regular discussions
 

together regarding how they might increase their capabilities and improve
 

the workshops. Since they recognize the importance of what they are
 

doing and how it needs to be done well, the instructors realize that they
 

must continually strive to improve their capabilities as instructors, or
 

as they prefer to call themselves, learning facilitators.
 

An important accomplishment is that the instructors have learned to
 

work as a team. This has been found to be desirable also in other
 

countries sJnce a team can offer significantly greater expertise and
 

deeper specializations than it would be possible for an individual
 

instructor to provide. This is also a case in which the whole, or the
 

team, is greater than the sum of its parts because the team members can
 

support each other and react more quickly to the needs of the workshop
 

participants. In Indonesia, this team concept was particularly important
 

since the group of instructors were new to this assignment and
 

particularly new to the methodology of instruction.
 

In addition to the 24 trained instructors, the ICMD project has
 

produced the procedures and content for effective management training
 

workshops. The material for the workshops consists of four modules:
 

Human Factors, Scheduling, Monitoring and Control, and Resource
 

Management. Those modules have been improved as the workshops have
 

proceeded so that they have become better related to the needs of the
 

Public Works Project Managers. The instructors have also learned to
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adapt the learning content to the specific needs of each group of
 

participants. The curriculum is not rigid but can be adjusted to meet
 

the special requirements of a specific project.
 

The method of instruction, experiential learning or learning by
 

doing, according to the ex-participants is more satisfying and effective
 

than the traditional training courses where instructors give lectures and
 

attempt to teach skills and information to a passive audience. The
 

participants enjoy the experiential learning. They report that the
 

same time are very worthwhile since through
workshops are fun but at the 


the activities they learn practical skills and concepts that are
 

immediately applicable to their job situation.
 

Up until now, slightly less than a thousand participants have been
 

trained in some 39 two-week workshops and 34 three-day follow-up
 

sessions, but the numbers of managers reached by the training is much
 

larger since some of the participants, when they return to their unit,
 

put on training programs for their colleagues and subordinates in order
 

to pass on what they learned. The sample was limited that the
 

consultants were able to contact, but in one project the returned
 

participants had taught 200 others, and in another the ex-participant had
 

This means that, at least in part, the instructors
taught 33 others. 


have become the trainers of trainers, an awesome responsibility when one
 

considers how much training and experience the instructors have had to
 

date.
 



11
 

An important point learned from the ICMD project is that managers
 

from the various career levels or echelons can learn together in the
 

workshops. Because of some presumed cultural constraints, it was
 

believed that the workshop participants should all come from one or at
 

the most two echelons. If the concept of "one organization" was to be
 

applied in which the managers of all four echelons were to be trained,
 

the training would have to be in a series of workshops. Actually, the
 

workshops have been successful when two or more echelons of managers are
 

included, and perhaps the most successful workshop included the Project
 

Directors and their assistants down to three levels below them.
 

The short initial and follow-up workshops, of course, have not met
 

all the management training needs but instead have pointed up the need
 

for the managers to continue to improve their management knowledge and
 

skills. The ICMD project has shown that in-service training courses can
 

be very important and valuable. An outcome of the workshops has also
 

been an increased demand for other training opportunities and has shown
 

the need for specific management training for the managers in such
 

specialized areas as public relations, financial, personnel, or materials
 

management.
 

The project has hal a wider influence than is realized by the
 

workshops because the Instructors are in demand to teach in other
 

management programs of PUSDIKIAT, the Public Works Directorates, as well
 

as those of other ministries. For example, some are also teaching in the
 

regular career promotion workshops (KIM-4) of the Ministry of Public
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Works, and one instructor is conducting training in the Ministry of
 

Industry. In these other programs, the instructors report that they are
 

using some experiential learning and other thing that they learned in
 

this project.
 

Conclusions
 

Previous parts of this report have told of some significant outcomes
 

and accomplishments of this ICMD project, but if these are compared with
 

some of the expectations for the project, it may seem to have had only
 

limited success. This is true primarily because the expectations were
 

not realistic and too high. When this project started, those who were
 

selected to be instructors were not trained and had limited, if any,
 

experience in the type of training that was to be involved. Yet the
 

project was to be able to train the instructors quickly, and they would
 

be able to "blanket" the Ministry of Public Works and train most of the
 

managerial personnel. A quick perusal of the Ministry shows that it is a
 

huge organization with some thousand project managers alone plus
 

thousands of subordinates, who also need the training.
 

Realistically, the inputs may have accomplished almost as much as
 

could be expected under the circumstances. After the instructors were
 

trained, they had to experiment to find out what would make the workshops
 

most effective. The workshops were started as general management
 

training courses with participants coming from a wide variety of Ministry
 

organizations or units. When these general management courses spread
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over such a dispersed groups of participants did not seem to be achieving
 

the effectiveness which was believed possible, the strategy was changed
 

and the workshops focussed on project management, and groups of key
 

managers were invited from one or more development projects. Thus, the
 

project evolved and improved and hopefully this process may continue. If
 

it does and the activities of the project are built on the present
 

accomplishments, and if the future resources are carefully exploited, it
 

is possible that the project purpose may be, at least in large part,
 

achieved.
 

Instead of conceiving the ICMD project as a major overall management
 

training project, it might be more realistic to consider it as an
 

experimental project. Instead of a project to "blanket" the Ministry,
 

those involved in the project soon saw that they would have to use a
 

"beachhead approach." If the project resources were to be distributed
 

throughout the Ministry, the effects would be spread so thinly that the
 

results would be superficial. Instead, the inputs had to be concentrated
 

in few enough units that the effects of a management training program
 

could be clearly shown. Since this project is trying to apply the
 

finding of social science research to management training, the full
 

impact of the activities will not be measurable for some time, but the
 

evidence to date shows that this type of management training can be much
 

more useful, practical, and effective than that which has gone on before
 

or that which is now going on here in most other programs. What has been
 

learned so far can be applied to some of these other on-going managerial
 

training programs.
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The instructors recognize that the workshops still need to continue
 

to improve. The experiential learning methodology is not easily learned,
 

but requires instructors or learning facilitators who know much about
 

human relations, group dynamics and social behavior. To apply
 

experiential learning to managerial training requires also that the
 

instructors understand thoroughly managerial techniques and how to apply
 

these in actual management situations.
 

The content of the present workshop with the four modules, Human
 

Factors, Scheduling, Monitoring, and Control, and Resource Management
 

cover some of the most important areas in management, but obviously do
 

not cover all of the important points. The instructors will therefore
 

need to continueing their experimentation with the content of the
 

workshops: what other managerial concepts need to be included, how can
 

the modules be better adapted to the managerial needs of the Ministry of
 

Public Works, what emphasis or attention should be given to each of the
 

modules? The er-participants and Project Directors in telling about the
 

impact of the workshops gave most evidence concerning the Huwan Factors
 

module. They said that the key elements resulting from the workshops
 

were better communications, more highly motivated staff members, and
 

greater teamwork. As ex-participants suggested, the module presented
 

first and given most attention should be Human Factors. From the
 

interviews with the ex-participants, the next most important module
 

appeared to be Monitoring and Control.
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The instructors also realize that the content of the workshops must
 

not be too rigid but must be capable of being adapted to the specific
 

needs of the development project from which the participants come.
 

The material for managerial training using experiential learnJng
 

techniques need to be continually renewed and upgraded. If one of the
 

games or other learning techniques is used too much and too often, it
 

tends to lose some of its learning value. The workshops need to increase
 

the variety of the techniques used so as to keep the interest and
 

learning level as high as possible. As the workshops continue more
 

attention will need to be given to materials production.
 

The experiences of the project up to this time have reinforced the
 

concept that the managerial training should involve the whole unit; that
 

the "one organization" concept on which the project was based is indeed a
 

valid one. In the units where the project has seemed to have had the
 

greatest effect,-he top leaders have been in favor of the project-or ..
 

even better yet have actually become participants in the workshops. When
 

only lower echelon managers have been involved, the training has at times
 

been ineffective and even almost counterproductive. Upon their return to
 

their unit, some of the ex-participants said they found that their
 

supeLiors were not receptive to new concepts so that the returned
 

participants could not apply what they learned. It would seem unwise for
 

future project training activities to be undertaken in units or projects
 

unless the top leaders there were interested in having the training for
 

their staff members and understood what the training would include. The
 

best situation is that which took place in Lampung when the Project
 

Director participated along with some of their key staff members.
 



16 

The evidence so far would also indicate that there must be a
 

"critical mass" for the training to have much of an impact.
 

Ex-participants from the workshops suggested that perhaps no fewer than 3
 

persons from a section of an organization should attend the course so
 

that when they return to their jobs they can reinforce each other in
 

implementing better managerial techniques.
 

Projects or units where the project or unit Director appreciate the
 

value of the training and where he has a number of key staff members who
 

also see the value of managerial training will provide an environment
 

which will permit training activities to have a greater impact. Since
 

this training system is still in the experimental stage, to give it a
 

fair test and to give the best chance to find ways for it to be improved,
 

it will be desirable to select those projects or units which do provide a
 

good environment for such training.
 

One must be realistic in what is expected from this or any other
 

training program. Training is of key importance, but it is one of a
 

large complex of factors. Governmental systems in various countries
 

sometimes may not promote creativity or initiative, and personnel systems
 

may even provide disincentives to trying out new ideas. Experience with
 

good managerial training programs, however, has shown that when an
 

organization or unit has enough creative and eager people in key
 

positions, the training activities can have an important impact despite
 

or regardless of the system. If a whole unit or organization is involved
 

and if the unit provides a reasonably positive environment the training
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activities under this project should result in a significant improvement
 

in teamwork and communications and systematic thinking so that
 

producivity is increased. This project has shown that the ingredients of
 

an effective managerial training program are:
 

1. 	 Support from the leadership;
 

2. 	 A favorable environment or climate in the organization, a
 

willingness to accept new concepts;
 

3. 	A good training course; and
 

4. 	 Enough of the key staff members involved in the training to
 

create a "critical mass," enough people to make change possible.
 

One of the Project Managers, who was interviewed, recognized that a
 

reason why the KMP workshop had a significant impact on his project was
 

that he had such a fine group of key staff members, who were ready and
 

eager to take advantage of the training. But the workshop also had the
 

other key ingredients in that the Project Director shared his interest
 

and support by participating in the workshop. Some 17 of his key staff
 

members also participated, and the interest and effort showed by the
 

group 	 in the workshop was evidence that what they were learning was 

appropriate to their needs.
 

In management training using experiential learning, the instructors 

or learning facilitators play a very key role, and the ability to guide 

learning is much more difficult to attain than just the ability to 

present information. The fact that experiential learning places the 
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emphasis on the participant's learning rather than the instructor's
 

training or teaching does not make the instructor's or learning
 

facilitator's job an easy one. He must be able to help with the personal
 

interactions within the group, stimulate the participants' interest and
 

motivate the participants to learn. Because of the importance and skill
 

required of the learning facilitators, these people need to be carefully
 

chosen and well-trained. In addition to management experience, the
 

learning facilitator should be sincerely concerned with helping others to
 

learn and to grow, be very senstive to the feelinjs and thoughts of the
 

participants, be a good learner himself/herself (in a good training
 

session, the learning facilitator usually learns even more than the
 

participants), and have the ability to communicate effectively. The
 

experience that the ICMD project instructors have had in conducting the
 

workshops has given them a good insight as to the qualifications of the
 

ideal learning facilitator. As new instructors are recruited and
 

trained, these qualifications should be used in making the selection.
 

Recommendations
 

The review consultants offer the following recommendations based on
 

what they learned in a short, one-month review of the project. Hopefully
 

the recommendations will be useful, but they will need to be tried and
 

tested for their validity.
 

It is very important that the managerial training program continue to
 

improve, but it does not seem possible, nor would it be wise if it were
 

possible, to make a major overhaul of the project activities. Changes
 



1 9
 

such as those that have been made seem more appropriate. For example,
 

the evolution that has taken place has apparently made the program
 

better: starting out with a group of managers from one echelon but from a
 

wide variety of projects, then changing to a selection of a group of
 

managers from projects or units, and then as represented in the Lampung
 

KMP workshop, having the Directors and their key staff members together
 

as particip.ints in a workshop.
 

As the instructors recognize, they need to continue to learn from the
 

results of each workshop so the next in the series can be better. As
 

they have said, they need to improve their skills in using the
 

experiential learning methodology and their knowledge of good managerial
 

techniques. The in-service training of the instructors should continue.
 

This in-service training should include the regular meetings of the
 

instructors to discuss the results of the workshops and how the workshops
 

can be improved, meetings with a local expert management training
 

consultant, and the use of library materials on management and management
 

training.
 

The use of instructor teams has been good since it makes possible 

having specialists in each of the four modules working together at a 

workshop. But working as an instructional team also requires special 

skills Go that in each workshop, the team members can evaluate their 

teamwork to find how they may become a more effective team. The several 

instructor teams can aloo compare their experiences so that they can also 

learn from each other in this important area. As pointed out by 



ex-participants, it is helpful when the whole team functions during the
 

entire workshops and helps in the whole group discussions and each of the
 

team members acts as a resource person for the small group discussions.
 

The team should consist of those instructors who work best together
 

and who can best complement each other. If the team has a specialist for
 

each of the modules, each module can receive proper attention. At one
 

time, it was considered that it might be possible for the instructor to
 

specialize in more than one module and perhaps even in all four. This
 

does not appear to have been feasible; hence the teams can function best
 

wheu they have a specialist for each of the modules. However, as the
 

instructors become more expert in the instructional methodology and
 

content, in the future it may be possible to reduce the number of
 

instructors on a team.
 

During the review of the project, the review consultants have come to
 

realize that this cadre of 24 (17 full-time and 7 part-time!) instructors
 

in the coming year is going to be called upon to conduct a variety of
 

activities. For example, in addition to continuing the workshops,
 

PUSDIKLAT may assign them the responsibility for expanding the effects of
 

the project so that it has an impact on all the managerial training 

activities of the Ministry. The workload and the activities of the 

instructors must be planned no that they are not iio overloaded with 

responsibilities that this might limit their effectiveness in the 

attivities. Above all, they must not become no busy that they cannot 

improve their inntructional capabilities.
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The main emphasis in future workshops can best be on improving the
 

quality of the workshops, adapting the activities better to the specific
 

managerial training needs of those being trained, and learning from the
 

experience of each workshops so that the next can be even better. The
 

number of workshops will have to be limited not only in order to put the
 

proper stress on quality but also to give the instructors time to perform
 

adequately the other project tasks which are required of them. With the
 

24 instructors divided into 6 teams, the number of 2 week workshops each
 

year should probably be no greater than 12 (2 for each team) with an
 

equal number of 3 day maintenance workshops.
 

The project workshops need to become institutionalized - that is the
 

workshops need to become regular, continuing parts of PUSDIKLAT training
 

programs with a regular line item in the budget each year if reasonable
 

continuity of the workshops is expected. An objective of the ICMD
 

project team might be to do the workshops so well that the Ministry sees
 

clearly that they are so worthwhile and necessary that they are adapted
 

as a part of the regular, on-going activities of the Ministry. The
 

leaders of PUSDIKLAT may wish to develop a strategy which will help to
 

give the workshops the recognition that they deserve. The project team
 

can be very helpful in designing this strategy.
 

Using the experience from the past workshops, the projects from which
 

the participants are tc come should be carefully chosen. Highest 

priority might be given to projects where the Project or Unit Director 

plans to participnte along with their key staff members. If this is not 



22
 

possible to attain in all cases, as a minimum the Project or Unit
 

Director would hopefully recognize the need and desirability of such
 

training for his key staff members and be eager for them to participate.
 

The projects or units selected should provide the type of environment
 

which would allow the training to have an important impact on the
 

projects' or units' productivity.
 

At least a week to ten days before each workshop, it will be very
 

helpful for one or more members of the instructor team to visit the
 

project or unit site in order to show the top leadership there what the
 

workshop basically includes and how it is to be conducted. A basic
 

management rule is that there should be no surpris-s. The capable
 

manager makes sure that he prepares his staff for coming events,
 

particularly if theie involve changes. Like iise the instructors in this
 

project recognize that they need to be able to meet in advance with the
 

project leaders and perhaps some of their assistants so that the project 

leaders understand what the workshops will be trying to accomplish. The 

visit is also an opportunity to find out what are the needs and concerns 

of the leaders of the projects or units and what are the managerial 

problems so that the workshops can be adjusted to respond to these. The 

ability of instructors to ascertain the specific managerial needs is a 

skill that will need to be further developed, and this can come through 

experience. Learning about the managerial needs of the project or uniL 

can be achieved in part by speaking directly with the leaders and their 

key staff members, but through experience the instructors will also learn 

to judge the situation by becoming aware of how well the staff is 

working, how orderly the procedures appear to be carried out, and what 

the personal relationships, are among staff members. 
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At least once after the follow-up workshops, it will also be very
 

helpful if one or more of the instructor team members visits the project
 

site agaiL to see how the concepts learned in the workshops are being
 

app .ed. This will provide important feedback to use in making
 

The follow-up visit can also be used to
improvement in future workshops. 


The budget should provide
help the ex-participants to continue to learn. 


for both the before and after-the-workshop visits.
 

In addition tc the new workshops, the instructor teams will need to
 

conduct five 3-day maintenance-workshops that are still pending - 3 for
 

the earlier general management (GSS) workshops and 2 for the project
 

Since some time has elapsed since these
management (KMP) workshops. 


groups have had the initial 2-week workshops, this will be an opportunity
 

for the instructors to learn what effect the longer period of time
 

between the workshops has on the value of the maintenance workshop.
 

Also, it will give the instructors achance to compare the impact of the
 

earlier GSS workshops, when they were Just starting out and had not yet
 

accomplished a focus, with the later KMP workshops.
 

At the present time the ICMD project team is a relatively independent
 

unit. This had advantages in getting the project started, but it will be
 

a more permanent place within the Ministry's
crucial now to find 


The project has shown that the management
administative framework. 


odology and the workshops
training using the experiential learning met 


can be effective when done well and under reasonably favorable
 

circumstances (i.e. support of the unit's leadership, a favorable climate
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or environment for managerial training, and a good representation of the
 

key staff members). In addition to improving the workshops, the
 

instructors also have the very important task of finding and implementing
 

ways in which the program can effect and become a part of all the
 

managerial training activities of the Ministry. One way might be for the
 

instructors to introduce the instructors of the other management training
 

programs to the experiential learning methodology. An effective method
 

is to make available workshops for these other instructors. If this is
 

not feasible, the project instructors might be available to meet with
 

other instructors and show (rather than tell) what the workshops
 

include. The project instructors recognize that using management games
 

for this purpose can be effective, but care must be taken to ensure that
 

the participants always come to see clearly the learning value of the
 

games.
 

One aim eventually might be to weave at least some of the methodology
 

and content of the project workshops into the structure of such programs
 

as the KM career promotion courses and the managerial training programs
 

conducted under the auspices of the line Directorates. This, however,
 

needs to be done gradually since the introduction will require more
 

instructors trained in the project's training system to help instruct in
 

these additional programs.
 

A good way to start the introduction into the KM career promotion
 

series is to start a beginning course or KM-5 level, which has not yet
 

been developed. After the new series of KMP workshops is going good,
 

perhaps in 3 to 6 month,,. a committee of the instructors might be
 



appointed to develop and try out on an experimental basis a KM-5
 

workshop, which ures the experiential learning methodology. The will be
 

related to the tasks that the KM-5 person should be able to perform
 

before he advances to the next echelon. The project budget should
 

include provisions for the above activity.
 

Another way to influence the management of the Ministry is to
 

disseminate learning material, which provides information on how
 

management effectiveness can be increased. The instructors have
 

considered publishing a newletter for the alumni of the workshops. A
 

committee of instructors might be appointed to work with the appropriate
 

section of PUSDIKLAT to prepare and send out the newsletter on a
 

periodical basis to both alumni from the workshop as well as to Project
 

Directors.
 

The review consultants noted that the instructors each have special
 

attributes which equip them specifically for these extra assignments.
 

For example, the materials development responsibility might be headed up 

by an instructor, who has a particular interest in materials production. 

Materials development will require a special budgetary provi,;ion. 

The production of materials also requires the procurement of equipment 00 

the project budget should also provide for this. 

Since the participants from tne workshops often give managerial
 

training to their colleagues and subordinntes when they return home, it 
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is important that through the workshops the participants are provided
 

with materials and instructional aids to be used in the training
 

activities. The project team might, through the materials development
 

program and with the help of the others in PUSDIKLAT, who work on
 

materials development, prepare and provide such additional instructional
 

materials. In this regard, the instructors are aware that in addition to
 

conducting the workshops, they are also the trainers of trainers.
 

The project provides for the procurement of equipment which will
 

enhance the training :tivities. This equipment might be of two main
 

types: equipment to make it possible to provide more varied learning
 

experiences in the workshops and the equipment required to produce
 

additional learning materials. In the first category, the project might
 

provide at least 2 sets of TV video equipment (camera, portable recorder,
 

and 2 monitors). The project team could have an in-house workshop when
 

this equipment arrives so that they develop methods for the best use of
 

such equipment. To go with the TV equipment, the project should buy
 

video cassettes (or films if the cassettes are not available) of
 

managerial training courses which are appropriate to the workshops.
 

Several good series are available in the U.S. and England at least on
 

film, and these can be transferred to cassette and dubbed into
 

Indonesian. As with the several recommendations, budgetary provision 

must be provided both for the films and/or cassettes and dubbing the 

cassettes into Indonesian. 

The team can also use the video equipment for micro-teaching: the
 

trainee or instructor is filmed while he is doing the trJining and then
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he and the team of instructors look at the recording and discuss how the
 

training could be improved. The loc-al management training consultant
 

will also be able to give additional suggestions for the effective use of
 

the video equipment. The instructors will also want to experiment with
 

the equipment to find better ways in which the use of the equipment can
 

improve the workshops.
 

" The project might consider providing two portable micro-computers and
 

suitable managerial and managerial training software to use in the
 

workshoPs for demonstration purposes. Since the workshops already have a
 

full load of activities, the use of the micro-computers for management
 

and management training might be demonstrated by the instructors before
 

and after the sessions and during the rest periods or breaks.
 

To produce instructional materials, the project might provide special
 

typewriters, duplicating, and printing equipment.
 

Although the project may not need any more long term technical
 

assistance, it can still benefit greatly from the use of short-term
 

consultants. These can be local management training experts. A short
 

term consultant might work with the project team in helping with teacher
 

training, helping to improve the workshops, and working with the team in
 

the preparation of instructional materials.
 

A second local expert consultant could also be very helpful in
 

relating the project activities to the other managerial training
 



activities either within the Yinis:-.= of Public Works or whih
 

related to the Ministry, such as the training of contractors,
 

and suppliers.
 

In this latter connection, the X>inistry will find that the
 

communication with the external organizations which work wit
 

Ministry can be improved if these organizations know about Snc
 

"elements of the project workshops which are appropriate to :heir
 

situation. The project team might, i& invited to do so, prest:.:
 

mini--;orkshop for PUSBINIAT or tie ,;:her agencies which, ra-n_:.
 

do business with the Ministry so t-at the leaders of these Ins:.
 

are well aware of the project and can call upon the project tear:
 

suggestions and perhaps use instrtict'rs from the IC-'" proje::
 

workshops for them.
 

ttn .rt rea -I to the n,':. 

proje t. unu...r .1 :. Although the latt 

not int,-. :A. -'el trainlnng .- lining program can 

a"t 1ea t in p ,"e ,,p methodology :irning 

association oi the ICID project t.: ith the IBRD projec. 

consultants can strengthen both ":ts. If the IC.W in. 

to conduct a mini-workshop for the iiD group, it could h 

group to complement the ICM proJect effort. 

Since the project ream consists of only 24 members, .".2 

are fulltime, it might be desirable to enlarge the instruc:.: t 

do this, a team of the ICID project instructors with the a 
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the local short-term expert consultant can conduct a series of TOT
 

(trainers of teams> workshops similar to those that the instructors
 

attended. Now that the instructors have experience in this system of
 

managerial training; however, the workshops can be even better adapted to
 

the needs here. As the first in the TOT series, the team of the
 

instructors might put on the regular two week KMP workshop. The team of
 

instructors from the project selected to do the training of new
 

instructors should consist of those individuals who are most appropriate
 

for this special activity. The number of instructor candidates in the
 

instructors training series probably should be nj more than 24 :.n a group
 

(perhaps in multiples of 4) since this seemed to be an appropriate number
 

when the present group of instructors was trained. It is important to
 

keep the workshop to under 25 participants since the group discussions
 

lose their effectiveness when groups become too large. Since a plan for
 

new instructors is to use them in the regional DIKLATS, it might be well
 

to choose 20 candidates, 4, or a multiple of 4, from each of the
 

regions. If the project does train new instructors and expands the size
 

of the project team, it will be a good idea to have the new instructors
 

work on teams at first with the experienced instructors until the new
 

people have learned how best to conduct the workshops.
 

The team concept need not be completely rigid. At times, it may be
 

stimulating to have an instructor fill in or substitute for a regular
 

member of the team if both instructors have the same specialization.
 



Strategy
 

Often foreign aid projects, seem to be very successful while the
 

projects are funded but then seem to have little if any effect after the
 

external funding ceases. Perhaps, the most impor~ant thing to do nc; in
 

the ICMD Project is to start to plan so that this does not happen to 1.his
 

project.
 

At least 2 major ways exist to insure that a successful project has
 

lasting effects. One way is to have the total project incorporated into
 

the regular governmental structure. This is difficult with some projects
 

because they have special features, which cannot fit into the regular
 

governmental norms. It is possible to institutionalize a project as a
 

whole if the special features can be modified so that it does fit.
 

The second way is apply some of the things learned from the project
 

or some of its elements to regular governmental operations.
 

The ICMD Project can be of especially great value if it can serve as
 

an example of how a successful project can become institutionalized and
 

have important and long lasting effects on its organization. To do this,
 

it will need to use both of the above methods.
 

The workshops have proven to be effective so the next step is to find
 

ways to have them become institutionalized and be recognized as on-going
 

features of the PUSDIKIAT managerial training program. Until now, the
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workshops have been in an experimental and temporary phase depending
 

largely on external funding. In the coming months and years, it will be
 

important to find ways to modify the workshops, if they have any special
 

features which cannot be accepted under the regular governmental norms,
 

so that the workshops become as much a part of PUSDIKIAT's activities as
 

perhaps the KM career promotion series.
 

The other method for insuring the long lasting effects of the ICMD
 

Project should also be used. What important things have been learned
 

through this project? This review has listed a number of achievements or
 

things that have been learned. For example, a major learning has been
 

that good management requires good communications, and that this
 

communications should be up as well as down and should also be
 

horizontal. People on the sane level need to feel free to communicate
 

with each other without the commnications going up to the boss and then
 

back down again. Certainly, such important learning needs to be a part
 

of all managerial training so an activity of the project might now be how
 

to get such important learnings to become a part of other programs.
 

The second part of this method is to examine the elements to see
 

which are effective and then to see how these can be applied more
 

widely. Some of the elements of the ICMD Project are the experiential
 

learning methodology and the four modules, and the modules might be 

broken down into even smaller elements. Which of these elements are good 

and how can they be applied to other training activities? The 

experiential training methodology has been shown to be effective in this 
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project, and it is obvious that the methodology is applicable to almost
 

all training courses. The modules have also be proved to be successful
 

so they might be used in other managerial training programs. It is not
 

necessary that all the modules be included in another program. The ICMD
 

will have had effect if any of the modules or parts of modules are
 

included in the content of other managerial training programs.
 

The strategy that is suggested here attempts to outline how the ICMD
 

Project can have long lasting and important results. The recommendation
 

from the previous section gave 3 major areas in which the project team
 

may need to function in the coming year. These are: (1) continuing and
 

improving the KMP workshops; (2) extending the effects of the project,
 

using activities to get the points learned and the elements from the
 

project into other Ministry training programs; and (3) training more
 

trainers.
 

First priority should be given to continuing and improving the
 

workshops since the other 2 areas are based on the success that the
 

vorkshops enjoy. The more effective the workshops are in improving the
 

management in the projects where the training takes place, the better the
 

chances are that the workshops may continue after the external funding
 

ceases.
 

The workshops might be staggered, given at different times, so that
 

after a workshop is given, the team of instructors which conducted the
 

workshop can meet with the entire project team to discuss the results of
 

the workshop and to plan how the next workshop can be improved with the
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objective that each workshop be better than the previous one! The
 

emphasis of the workshops needs to be on improving the quality and not
 

on the number of managers trained. This is a reason for limiting the
 

number of workshops to no more than 12 initial KMP workshops and 12
 

follow-up workshops this next year. By giving the workshops at different
 

times, it will also not be necessary to have as many sets of training
 

equipment, such as the video equipment and micro-compuers, thus making
 

more efficient use of the equipment.
 

In addition to selecting staff members from projects to train, at 

least one of the workshops might select a unit such as a province and 

train the Kanwil and his key staff members and related officials from the 

province such as the leaders of the BAPPEDA. The units need and want 

this type of training too. Of course, the instructors will need to adapt 

the KIP progiai to meet the special managerial needs of the unit. 

In order to accomplish the other activities which are important for 

the project teams, the team members will need to be divided up into tasks
 

forces or working groups with each group being assigned special
 

responsibilities according to the special capabilities of the members of
 

the working group. Task forces might be appointed to do the following
 

tasks:
 

1. to train new instructors; by having mure instructors, it may be
 

.possible to expand the operations more widely, and having a
 

larger human resource base will greatly strengthen the project.
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2. 	 to prepare a newsletter; a newsletter is a good way to remind
 

the ex-participauts of their need to keep learning, and it also
 

provides a way to disseminate information on the accomplishments 

of he project. For example, the success of such an activity as
 

the Lampung workshop needs to be told widely.
 

3. 	 to prepare instructional materials; the content of the workshop
 

is of value, and some of the concepts need to be put into
 

printed form so that project managers who do not have the
 

opportunity to profit from a workshops may also learn to improve
 

their management skills.
 

4. 	 to conduct workshops for other groups; when invited to do so, to
 

introduce the training management system to the Directorates
 

DIKLAT Bidangs, to the IBRD Project Team and consultants, to
 

PUSBINLAT, and others. These other programs may wish to
 

incorporate at least some elements from the ICMD Ptoject into
 

their training activitics.
 

5. 	 to develop a KM-5 workshop and to plan ways for introducing all
 

or part of the ICMD workshop into thL KM-4, KM-3, and SESPA.
 

Certainly at leant parts of the workshop are applicable to the
 

career development courses. The challenge is how to incorporate
 

these 	elements into the KM series.
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6. to develop good Tnstructional uses for the video equipment: the
 

video equipment provides a number of ways for aading interest to
 

the workshops, but the proper use of the equipment will require
 

creativity and experimentation. Video management training
 

cassettes will need to be procured and dubbed into Indonesian.
 

7. 	 to attend the Development Management Course at AIM Manila; the
 

project will be strengthened if the instructors can broaden
 

their management and management training experience. The AIM
 

workshop should help to accomplish this. All of the instructors
 

would benefit from this program, but with the limited financial
 

resources, it miFht be wisest to send a team of 3-4 instructors
 

and then have this team conduct a workshop for the others upon
 

their 	return.
 

These working groups will not have the same membership as the regular
 

instructional workshop teams since the working groups will have need for 

different kinds of capabilities. Some of the instructors will be on more 

than one working group since these teams will be primarily made up (but 

not exclusively) of full-time instructors. The working groups may also 

bring in others trum PUSDIY.AT, whose positions are related to the 

activity. For example, the in.structional materials df.velopment team 

could well involve other materials development specialists from 

PUSDIKLAT. The size of the groups may also vary; perhaps the group to 

publish a newsletter may require only 2-3 members, while the group to 

develop instructional materials may use 4-5 members. A major reason for 

http:PUSDIY.AT


36
 

having one of the expert managerial training consultant is to have
 

him/her available to provide technical assistance for these task forces.
 

Such help will 	be particularly Jmportant with the group doing the 

training of trainers, the one preparing instructional materials, and that
 

which is developing effective use of the video equipment.
 

The main task of the second local expert consultant is to help plan 

and implement these activities so that the project will have maximum 

effect. He will be very useful and important for relating the CMD 

Project to the other agencies and programs suggested above. 

During the next 12 month period the following should take place.
 

This list gives what might be considered the minimum necessary as well as
 

the maximum believed to be feasible for each item. Also the items are
 

given in what seems to be the priority indicated for each.
 

Priority 1 	 Eight to 12 KMP workshops and a like number of maintenance 

workshopw&. Included here are visits by one or more of the 

instructors to the site before and after the workshops. 

Priority 2 	 Five maintenance workshops (3 GSS and 2 KMP) for the series 

which have not been completed. 

Priority 3 	 In-service training for the instructors: regular in-service
 

meetings of the group, assistance from an experienced
 

consultant. The use of the instructor library.
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Priority 4 The preparation and tryout of a KM-5 program and a plan for 

adapting the KMP workshop methodology and content as part 

of the other KM programs. 

Priority 5 A series oIF 4 to 7 TOT workshops to train 20 to 24 new 

inst.uctors (perhaps 4 new trainers for each regional 

DIKLAT). 

Priority 6 The preparation of at least 8 to 12 short instructional 

materials based on the modules of the workshop which can 

widely distributed. 

be 

Priority 7 Special illustrative workshops (1 to 5/ for other groups to 

acquaint them (when invited to do so) with this managerial 

training system: perhaps the IBRD Project Team and 

Consultants, the line Directorate DIKLAT Bidangs, PUSBINLAT 

and perhaps others. 

Priority 8 The procurement of more books for the instructor's library 

and instructional aids to make it possible to provide more 

variety for the workshops. This should include at least 2 

sets of video equipment and 2 portable micro-computers. 

Priority 9 The procurement of the equipment needed for the Ministry 

proeuce instructional materials, such as a special 

typewriter and duplicating and printing equipment. 

to 
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Priority 10 	 The regular publication of a newsletter for workshop alumni
 

and Project Directors.
 

Priority 11 	 In-service training at AIM, Manila for a team of the 3 to 4
 

instructors followed by a special in-service workshop for
 

the whole group so that the team can share what was learned.
 

What will be of vital importance is that all of the above items are
 

Also the working groups must
included in the budget for this next year. 


be carefully selected so that each group has the individuals who are best
 

prepareA tn carry on its specialized function.
 

If managerial training is effective it will result in improved
 

management which in turn will make for greater productivity. When one
 

unit or project becomes more productive as the result of training, other
 

project managers will be interested in learning why the projects which
 

had the training are having more success, and the alert project managers
 

will try to improve their managerial capabilities also. This will be one
 

of most important ways that the results of the training project may be
 

disseminated.
 



ANNEX A 

Reactions and Recommendations of Project Directors
 

1. Although the Project Director and his administrative assistant of the
 

Bengawan Solo project had not attended the K-MP worKshops, they were so 

enthusiastic about the results cf the KMP workshop which 25 of their key 

staff members attended that they asked these participants to conduct 

mini-KMP workshops for 200 more staff members. The Project Director also 

said that he would like to have another K.M}P workV,;hop conducted by the 

project instructors for others of his key staff Mrotbers because he 

believes that will also help to improve the effectiveness of his staff. 

These project leaders reported that the training helped the 

participants to visualize better the whole project and to see how thtir 

roles related to the total project. Thiey felt that their subordinates 

now gave them better support and that meetings ran smoother and were more 

productive.
 

An important rocommendarion was that the Project Directors should 

send their key people to the workshopa. 

2. In the }.ri1l 1rogo projec t, we met with the Plroj,.(tt )irector and 3 

other leader;, 2 of whom had attended ;i YM1P workli p. The ir comments 

then reflect the vivi.,i; of both the pro j, ct 1eaidrraihlp and 

ex-participanta. They said that the couriie oo ver-y valunble, thilt the 



Project Director asked some of the ex-participants to give a 24 hour
 

mini-KMP to 33 other staff members in order to pass oa the things they
 

learned to others.
 

Some 23 of the staff attended the KMP, and they now meet together
 

once every two weeks so that they can improve their managerial
 

capabilities. In most cases, one of the Jakarta KRIP workshop team
 

instructors attends these follow-up sessions.
 

Those with whom we spoke from this irzigation project said that the
 

improvement in teamwork on the project was very noticeable. They said
 

that their organizational style is now more open so the subordinates feel
 

free to bring their suggestions and pro,lems to the leaders. They
 

indicated that this Ihad certain drawbacks in that the subordinates did 

not understand fully the concept so at times also brought their personal 

problems to the leaders. They said the improvement in communications, 

motivation, and teamwork was shown by the fact that now they find that it
 

is possible to complete a technical task, which had formerly taken 

7 days, in only 5 days.
 

They believe that the human relations learnings has made it possible
 

to do things more easily that formerly wre very difficult. For example, 

they had to char.ge one section head to another section. They feared that
 

he would take this as a punishment. By showing him why the switch was 

being made, the leaders believe he did not take the move as a punishment
 

since he came to see that it was clearly in the best interest of the
 

project.
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One of the results of the training surprised them somewhat. They
 

reported a case where a person who has had the training finished a task
 

and came to the leaders immediately to get a new assignment. Formerly,
 

the staff member would usually wait until the boss saw that the job was
 

accomplished and came to him to give out a new assignment.
 

They believe that their knowledge of human factors has also helped
 

them in dealing with their clients, the farmers who use the water. They
 

had to change the water allocation system, and the farmers appeared
 

resistant to the change so they had a meeting with the farmers to erplain 

the situation and the need for a change so the farmers themselves agreed
 

with the project leaders' water allocation system. Similarly, the
 

project leaders also said that have been able to communicate more
 

effectively with the local government officials with whom they relate.
 

According to them, they also use group dynamics in the division of
 

work, and they find that this has resulted in much more equitable work
 

loads.
 

The reason why the leaders say there is better teamwork is that now 

each member recognizes his responsibility so that he does his job as well 

as possible so as not to block progress. These leaders said that more of
 

this type of training was essential. They would like to have an advanced
 

KMP workshop and would like to have more equipment and materials to help
 

them put on their in-project managerial training activities.
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3. While we were attending the KMP maintenance workshop f.n Lampung we
 

interviewed Joesman, the Director of the Wiy--Umpu Way Pengubuan Project.
 

The fact that the Project Director was in attendance all the time in this
 

follow-up workshop was a very good indication of the value he placed on
 

these managerial training workshops. As with the other Project Directors
 

interviewed, Joesman emphasized the improvement of the communications
 

among hig staff. He also pointed out that the workshops had helped his
 

staff members to communicate better with the community they served. They
 

had improved both their attitudes and values. This irrigation project
 

served a transmigration community, and many of the transmigrants had not
 

previously been farmers so that it was necessary for Joesman's people to 

teach them about irrigation. He said that since the course, his people 

were much more successful in teaching and working with the 

transmigrants. One of the main problems has been the maintenance of the 

irrigation system, and by communicating better with the water users, the 

system seems to be better maintained. 

The Project Director said that the workshop had helped his staff to
 

relate to the local government officials, but the communications would be
 

even better if local officials might also be included in the workshop.
 

When askLd why he had attended the workshops, he said that he had
 

been invited to attend if he wished to, and what he had heard about the
 

course made him think that this would give him a good opportunity to
 

improve his managerial capabilities. He was obviously pleased that he
 

had chosen to attend. 



He said that a main reason that the training had had a good impact on
 

his staff was that he had such a fine staff with a few who had had
 

overseas training and other who were striving to do what they could here
 

at home to upgrade themselves. They appreciated the workshops as a good
 

place to learn better management techniques.
 

He said that the improvement in communications among his staff was
 

both vertically and horizontally. He stressed the value of better
 

horizontal communications. Now people at the same level but in different
 

sections, communicate directly with each other rather than having the
 

communications going up to the boss and then back down as was usually the
 

case. This has saved time and made for a smoother, more efficient
 

organization. 

He said that the course had also showed the need for additional 

training opportunities for him and his staff, perhaps a more advanced 

KMP, but also specialized workshops such as financial management.
 

4. While attending the Lampung workhop, we interviewed the second 

Project Director in attendance, Machdiany, head of the SK7 (nedang,
 

kecil, tersier) project. lie too stressed how the workshopt; had improved 

the communicationa in his staff. lie naid that in thete field projecta 

communications is vital. !he staff membern must be able to co=unicate 

with each other, but they also must be able to communicate with the 

central government officiala, the province officilns, the local officials 

and the people for whom they are doing the project. In thin regard, it 

in important for government officialn to get out into the field no that 

they undertand clearly the problem. 

'q 
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He said that the workshops pointed up the need for additional
 

training. He said it would be good to have additional KP workshops to
 

train the other key members of his staff who could not attend this one.
 

Also, he would like to have same specialized training for his staff.
 

This training he said was good in that it gave him a chance to get
 

his best people in the course. Too often when the training takes people
 

away from the job for a length of cime, the Director cannot let his best
 

people go so sometimes training opportunities go to some of the less
 

deserving.
 

He said that he had had to miss sometimes during the first KMP, and 

he really felt he missed something when he was forced by his job to be 

away. 

Both Project Directors attending the Lampung workshop gave us formal
 

reports on the KMP workshops, which they had attended. These formal
 

reports are on the following pages. 
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PE::i*:APAN :TAZ:L KURZ=rM:A~4*~ P7CYF- ''P.JF'%A.I/ 
PADA PROYEK INIu-AZ"I WAY UXPU,/AY PcUUA 

I.DMIISTASIKUAINAN 

1..SEBZ7LUM KURS"&j MA.NA.J"rMEN PJROYE-K 

- Dalom pernecahan masalah memang sudah dida~at suatu hasil rikhi-,p tari 

belum mencer?,inkan sistim yang ada seperti didalar, Kursus Manajemnen 

Proyek -

Sebagai Contoh 

-Didajlam 
 memecahkan masolah masih ada unsu.-2 individu padahal dalam
 

suatu Unit Kerja terdiri dari beberapa Unit Kerja seperti
 

Ass.Tehnik, Asz.Keuangan, Ass.Exnl&Pemel., Ass.A1I'al dan Bendahara
 

wan atau disebut Pernirpin Prayek Pembantu.
 

1.2. SE-SUDAH KURZUS- MANAJUTEN1 PRCYZK 

- asing2 pembantu tersbut diatas telah dapat dirasakan adanya keja sa­

ma, Komunikasi Keterbukaan, baik antara bawahan sesaw.a, maipun terha­

dap atasan sehingga didapat suatu hasi. akhir yang mencerminkan suara
 

satu Kelompok dalam membantu Pemimpin Proyek.
 

-Sebagai Cont~oh L
 

- Ada sebuah SJ yang salah dan dikernba1ikan oleh Pemimpin Proyek 

(SPJ itu adajlah mengertai Perjalanan Dinas KejobSite). Pengembali­

an itu bukcan tidak ada maksudnya. Disini terlihat adanya kerja sa 

ma antara Atasan dan Bawahan. Bagi kita Pelaksana Pernbantu Pemim­

pin Proyek, nielihat' hal itu lalu mengadakan musyawarah diantara -

Pejabat (Aosisten) yang terlibat dan menanganinya. Staif yang meng 

gunakan Perjalanan Dinan adalah Staf A2kal,Staf Tchnik,Staf Exnl&i' 

Pemelh. Dalam rangka pemrciksaan 'isik peralatan dilapangan. 

- Masalah yan-g timbul tcrhadap SPJ yang salah itu, karena adanya 

penggunaan bahan bakar, absensi, dan 2'ahun Anggaran.
 

- Dari sernua Assisten yang ada s~ngat d'.:)erlukaiu sumbang sarannya 

Disini unsur keterbukaan sanGat diperlukan daJlar pemecahan masa
 

lah.
 

- Setelah didapat kata sepakat dari semua Assisten atau Pembantu 

Pemimpin Proyek, dimajukan kembali kepada Pimpinan Proyck seba­

gai hani. akhir. 
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:1. Perencanaan - Pelakzanaan. 

2.1. erinni. Fer-azalahan. 

Perencnaan -lehnsiroyek :rigasi 4ay Umpu-Pe.guzuan te>ah d-4se7e­
sa.kan ceh Team Konsultan dan Felaksanaannya ::Laksanajan olen 
Kontraktor. 
Pekerjaan Perencanaan telah selesai dan pekerjaan pelaksanaan ham­

pi- 1C0 ,%. 

_ 
rer s~a&.an yang tinbul sesuaah agar .,an . selesa dbangun 
adalah, pada bagian i tertentu terjadi defornasl pada saluran dan ­
tanggul. Dengan demikian diperlukan penyempurnaan untuk menjaga ­
agar saluran Irigasi dapat berfungsi sebagainana mestinya. 
Untuk itu kegiatan dapat dibagi dalam 2 tahap 

1. Tahap perencannan. 
2. Tahap pelaksanaan.
 

Tahap Perencanaan.
 

Terlebih dahulu harus diputuskan bentuk/model saluran yang akan ­
dibuat. Unuk itu banyak alternative penyeopurnaan yang dapat di ­

laksanakan . 
Dari alternative yang ada dipilih yang paling menguntungkan dari ­
segi tehnis dan keuangan, serta melihat kondisi lapangan. 

Tahap Pelaksanaan.
 

Tahap pelaksanaan merupakan tindak lanjutan dari tahap perencanaan 

Pelaksanaan yang biasanya dilaksanakan oleh pi.hak kontraktor harus 

sesuai dengan specifikasi yang ditentukan. 

Faktor Alam dan lingkungan sering merupakan penghambat didalam pe ­
laksanaan yang diluar kekuasaan si pelaksana utk. menangguianginya.
 

2.2. Analisa Pasalah.
 

SPerencanaan
 

Untuk mendapatkan suatu asil perencanaan yang balk si.perencana ­
harus mengetahi kendann lapangan dan data& yang diperlukan harus
 

tersedi-A dan benar certa kegunaan dan kwalitas yang ditentukan un­
tuk bangunannye. 

Berhubung sifat pekerjaan adalah penyempurnaan, maka siperencana harus ­

-
nengetahui keadaan lapangan ( kondisi bangunan yang ada ). Penin 


jauun lapangan harun dilaksanakan untuk mencliti kebenaran atas ­

data' yang ada. 
Kemudian perencana/penggambaran dapat dimulai. Hal tsb. diatas ti­
dak berbeda de.-gan pekerjaan yang baru hanya utk. yang baru bangun
 
an lama tidak ada.
 

Hals yang menyangkut pengodaan number daya pada saat pelaksanaan ­
harus sudah diperhitungkan olch si perencana.
 
Banyak alternative" yang dapat dipilih. Tapi Alternative yang pa ­
ling menguntungkan yang akan dipilih. 
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2. "elnksnaan.
 

en~a~na Su.-bez Dava adala- faktor yang domina- da'am :e aksannan ­
d4an metode F:eL',sanaan.. Sebeiu'- eu- a pelakanxan, rencanp- penga ­

daan sumoer daya harus d-,pahari. 

Komunikisi ant-ra Ferencana dan Felaksana pada tahap pelaksanaan ha­
rus tet:p berjalan, untuk menghindarkan kesalahan4 yang tidak di2.ngin 
kan.
 

Unsur waktu sering me.runakan hambatan, karena waktu tidak mencukupi 
Faktor cu-aca dapat rmenghambat pelaksanaan. Faktor penunjant: pada pe­
2laksanaan '-arus dipertahankan, sedangkan faktor pen-ghambat harus di­
kurangi acau ditiadakan.
 

11T-. Penerazan iiasi. KYP. 

3.1. 'a-am Ferencanaan sebe!un KY.,'P.
 

" Pengumpujlan data1 sesuai dengan program yang telah diterntukan.
 
1Data diambil dari i Peta1 pengukuran yang telah ada atau yang ma­

sih periu disur-vey. 
* Penggambaran, 	 Perhitungan VcJlume. 
"Permbuatan Dokunen Le'Lang , disahkan oich Pimpro.
 
" Pelelangan.
 
* Pelaksanaan dilapangan sesudah SPK ditandatangani.
 

Kesim-ulan le Kurang komunikasi antara siperericana dan sipelaksana.
 
2. Sering lokasi bangunan tidak sesuai dengan kondisi-

Jlapangan.
 
3w Volume pekerjaan sering tidak sesuai dengan kondisi
 

lapangan Ctambab biaya ) 

3.2. Sesudah KY.P. 

- Penentuan loknsi yang akan disempurnakan ditetapkan berlasark~an­
prioritas'l- bersama-sama Perencana, Pelakiana dan si pemakai ( aP) 

- Peniauan ke 	 lokasi dilakukan bersama-sama.0 
- Gar.bar yang dibuat oleh porencana diserahkan ke pelaksana untuk­

pc::,elitian di lapangan. 
- 'riaktu pelaksnanaan ditetapkan secara bersama-sama dengan unsur pe­

laksana dan peinokai. 
- ?roses tender 	 sesuai dengan kctentuan yarg beriaku. 

Kesirpulan : 1. 	 Kerjanama, korurikasi, sumbang Garan , Iog frame 
sistem nila2., M.onitoring, cont-ro-'ng , mtnagement 
sumber daya dazat teriaksana dengarn bal4k. 

2. Kesalahan1 dapat dihindari. 

3.3. Pelaksanaan nebeluc KMP. 

- Terasa kurang 	kornunikasi antara si pe.-encana dan sipclaksana, se 
hingga pelak.-sanaan nering terlainbat.
 

- Management number daya , kurang mendapat perhatian.
 
- lMonitu.ring dan Controling kurang berjaJlan baik.
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3.4, Sesudah KMP. 

- KOmunijka 8 j antara Perencana dan Pelaksand , lebih d4 tingkatkan. 
- Sumbang saran dari Perencana dan Exploitasi. dan Pemelliha.-aan­

lebjh dit-;rgkntkan. 
- Yanagemernt Sunber Daya diterapka. 
- Waktu pelaksanaan dapat disesuaikcan dengan kegiatan Exp-'o itasi & 

Pemeliha.-aan Jaringan Irignsi. 
- Monitoring dan Controling lebih ditingkatkan. 

Kesimpulan ;Dengan demikian diharapkan jadwal pe2.aksanaan dan ­

kwalitaa pekerjaan ditepati Besuai dengan program­
dan kontrak.
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III. EXPLOITASI DAN PE.*ELIHARAA. 

3,L. Perinian permasalahan. 

Sesuai dengan ketentuan yang ada bagian E&P ditugaskan dianta.a
 

nya : 

-memfungsikan jaringan irigasi yang telah selesai dibangun 

serta memelihara- kelestarianya.
 

-melalkcannkan pelayanan air irigasi pada sawah-2 yang ,ser
 

ta menunjang pencetakan sawah baru.
 

•-merencanakan,melaksanakan jadwal pembe-rian air serta- me-_ 

nentukan luas areal sawah yang terjamin airnya. 

-melaksanakan pembinaan kepada
 

petugas-2 E&P 

petani-2. 

-mengadakan koordinasi dengan instansi lain.
 

-mengusulkan rencana pencetakan sawab. 

-mengumpulkan data untuk menunjang E&P.
 

3.2.Hal yang dihadapi. 

Sesuai dengan tujuan proyck yaitu mewujutkan terciptanya sawah-2 

baru ,dengan merubah lahan calon-2 sawah yang kondisinya be. 

aneka ragamtanai tumbuh serta tppografinya dan juga petani-2 

yang bermacam-2 dan iacanya bercocok tanam kering diarablian 

bercocok tanam secara bacah.
 

Dalam melaksanalan kegiatan E&P para petugas adclah masih baru 

yang b°:lum mempunyai pengalaman dan pengetahuan dalam bidang tsb. 

5.3.Analisa 

Untuk mewujutkan terciptinya sawah-2 baru di proyek irigasi 

way Umpu-Peng-buan rupanya tidak semudah pclakzanaan pekerjaan 

konctrukti yang tchnilmongingat poncotnkan cawah banyak bar­

kaitan ,ongan maalah-2 e ial,sehingga dalam pcnanganan nerlu 

dan mutlak adanya koordtnari dan kerja csma antar instanci,di 

.mpnna Blnm hnl ini Pomdn morupakan koordinntor. Dnn koordihai. 
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IV. Kesimpulan 

Dengan mengikuti K0P bagi peserta sangat dirasakan
 

manfaat dan arti pentingnya. 

Telukbetung, 7 Agustus 1985. 

PEMIMPIN. PROYEK .IRIGASI 

WAY UMPU - 6PENGUBUAt 

NI 2856
 



PENYAJIAN KELOMPOK PROYEK SEI)ANG, KECII. DAN TERSIIR LAMPUNG 

1. PENDAUL.LUAN 

Penyajian kelompok ini diniak.sudkan wituk tnembandingkan antura ,ebelum meng­
ikuti KMP dengan sesudah mengikuti KMP. Dengan penvajian izi ak'an terlihat de­
ngan jelas perbedoan peserta KMP pada scat sebelum dengan qesudah mengikuti 
KMP. 

II. 	 MA TERI 

1. Bidang Perencanaan 

1.1. 	 Sumbang saran antara pimpinan/staf antara provek SKT sebelum ado kursus 
belum ado, jadi masing-masing bagian proyek mengelolah tugasnya sendiri­
sendiri, setelah diadakan kursus guna menyusun perencanaan ada keterkaitan 
yang harus terjalin, sehingga dapat mencapai sasaran proyek. 

J.2. Komunikasi antara pare asisten perencanaan derigan stuf/bawahan ataupun 
kepada pimpinan proyek sudah ada, tetapi belurn menenuhi sasaran tetapi 
setelah diadakan kursus semakin terjalin bahwa komunikasi sangat penting 
guna mencapai keberhosilan suatu proyek, tanpa kerja sama kita tak dapat 
rencapai sasaran provek. 

(~'Pimpro 

'.7o 

6) 

Asisten
 

Staf 

].3. Dalum pny'nmb~art kepu ixonfl sebelumi ado kursus rialam perenicanaan,
.hanxvalah. pimpinan~ saja )Yang nengambil/menentukan alternatif-alternatif 
sedan gkan 3taf/bauahan hanvri membantu, setelah diadak-an k~rsus staf/
bawahan turut memi'arkan dan meniemuka kan ide-ide sesuai dengon
kemampuannva jadi pimp~nan merupakc.n koordinasi dan membina serta 
mernbimbing, kalau diperlukan olch staf. 

1.4. 	 Kerjasama/teaming sebelum 0(da kurswi didalam perencanoan sudati 
ado yaitu merupaoan pembagian tugas kepada staf, tapi bolurn Ierja secara 
efektif. Setelah diadokon kurswi, maka Icoordinosi dJiti'iokatkan, senloigga 
satu soma lain terjalin hubwiqcin kerlasa ma. 

1.5. 	 Log Frame :Sebelumn ado kursus maka log frame sudah Oa harlya tidak 
secara terkoordinir dan setelah kursus lebih dokoordinir. namwi log frame 
yang Lelah disusun beiurn bisa berlan dengan scmestinvo, karena adanva 
revisi DIP 5esuai den gan asumsi. 

1.6. 	 Sistim nilat Penilaian berrdasarkan atas tercapainva terhtiop rencana 
kerja yang telah disusun, berhasil jika kita dapot mnelaksanakan sesuai de­
ngan program yang telah disusun sesuai den gen pi'ranan masing-ma ing 
pos-pos pekerjaan. 

Afisal :Daluon pL'r(ncatiaan haruslah hal-hal yang ado tiubiuigan erat den gan 
st tcs.i laranqan antara lain: 

- Siirve'v hipon pan linrtus dir(nkan. si'huiqcput ;)sJ r'nCanr,Or wing 
('la/I (Ibuc rior-beniar dopa I dilak.sarjwkun. 

M)aclalcn lie/ll 	 clan po,ipcohan yarnbar­pc'rtituno Ourw-voluti 



1.7. Molnitoring & Controliny : oliam monutitoring doan ConfroinngaQs, asistenfelinhik (an sebelum kursus sucial d:ilksanrkani, setvd ah (1ind~akari kursus Iebih 

seNtoi (1I-nigan )ericrian Yon/h; telah ado. 

1.. lanayemren sunnber iav Soelur ada kuir~u,\ Ip9tigyuflinar rlionagetrien sum­ber daIa n i belum diperguak-az secara efisien koreno keterbatoson ke­nnampuan doni staf sendiri, namun setelch diadakon k-ur-sus 'flak-a secara ber­angsur-angsur berusaha menerapkannya, sehinggo dapot mencapai tujtian
proyek. 

Apo yang telah diuraikan din Las baik pimpinan maupwi stof telah berusahasemaksincl mungkzn wituk menerapkannya pada bidang masing-masing .sehinggasesuai dengan program yang telah disusun guna mencapai efisiensi kenjo dalamdalam mencopai sasanan proyek. 

2. Bidarig Peta/canaan 

-Penerapan hasil hNIP a'igkalani ke V/ secara utnurn dapat diuraik-an sebagai
berikut: 

2.1. SLIMB-ANG SARAN: 
2.1.1. Sebelurn kami mnaikuti KMP anakatan ke V1 int corn pemecahanniasolai cfalarn pro'vek QLQL tugas sehori-honi memang sudah dilak­sanakan waiaupun behiin semnpumna. 
2.1.2. Setelah diadakan KNMP ini, teknik-teknik sumbang Naran ruponvasangat membont dalam pemecahan masalah, dirnoria suaru organt.sasi 

yang terkait dalam sun Lu proyek secana Lerbuka dapat me mberikanWde-ide yang positip, sehingga putuson Y'ang din mtil adolah hasil mu­
svaworah bersa ma. 

2.1.3. Mlan faat tekanik sumbang saran ini telab dapat kami gunakan dalam pe­nyelesaian sidang ganti nugi pnovek SI''T di'Lampwuy L'toa sehmnggaputusan hasil sidang dapat diternia oleh semnuo piliak (masvnnvkat dan 
pe merin tah). 

2.2. KO6MU*NJKASI: 
2.2.1. Sebelum kami mengikuti KMP ini komunikasi yangy ado dalam pro vekotaupun pen yelesaian'. tugas sehani-hani kelita'nny mf rupakon k-omu­nikcasi qat u Grah, riak-stidnva adalah hanya mterupo/.an ins truk-si pun piran saja 

.Setelali2. diodakan ((AlP ii Icami rnvncjan lxitiii (I komjulikas, vangtxiik oloh QUQT1vQ kotro'ikast duo aran . voi tu oart p~itmpinon ke -Lxivaon don N.ebaliknva. hQrifust'ticiri P'bwnou pim'pirian ujolam
utulu kerlao xet e h mnngk-w i 1<(P in inltriniouku mr- inch-! hn ~aihan(Ia in berkomiikasi tor n o (101am pen ye? .~a i fi'q.s. 

2.?..3. 11infoat kwuwtiviiko.s intM vgal Iera~vj .' wka ii N r nolm amt ifuo iien g ­o Inst ~I,-priaalto beun~ik in le rn pro ' 'Ikioupun externdtniuna M'U'vlah (Idat ,v komnun~kam ke.suii tan-ke., lil Intl , ing Ladinvn.sukar diatasi (lkliirtiva dan/t ditemrukan jlan Awltiorn' (a out) 

ohl,i piriipition sula, vnjtiy mno kanti seba qoi bo i niann tinnva meng
ikutt (wnintoti salav, dan be-lurn miengetatiui carc Yong ef.ektip dalam men gambil putusan. 

http:mterupo/.an


3.:3.2. 	Setelah kami minglkutLi K.M1P inl, kanu1i 'enyadari bahwa eknikpenUamblilan keputusan dalam IJemecahan ,naolah banyak .anghaaus 	diperhatikan dengan menganalisa faktor-fnktor positip don serta
faktor pendorong don penghambot dalam penvele ainn sosaran atau 
tijuan. 

4.4. TEAMING & KERJASAMA 
4.4.1. 	 Sebelum kami mengikuti KMP memang unsur kerjasamo,,teaming su­

dah diketahut walaupun belum sepenuhnyo. 
4.4.2. 	Setelah mengikuti KMP mi terryata unsur kerjasama/teaming int memegang peranan penting dalam penyeiesaton tugas-tugas dolamsuatu unit kerfa sehingga pekerJan yang todinya menumpuk padabeberpa orang soa, dapat dibagi secara seimbang sesuat dengan

kemampuan indivtdu masing-masing kelompok kera. 
4.4.3. 	Manfaot Teaming & Kerfasama adaiah dapat meinpercepat penyele­saon tugas, perpbaglan kerJa secara setmbang sesuat dengan kemam­puan anggota team, masing-masing anggota lebth bertanggung /awab

akan tugasnya dan lebih menguasai masalah. 

5.5. SISTIM NILAI a 
5.5.1. 	SebeLum rnengtkiut KMP kami Llak inemahtacm sisim nilai yangdimaksud, waiaupun pada kenyatoannya sering kita lakukan atau

dijumpal dalom kehidupan kito. 
5.5.2. 	Setelah mengikutl KMP Ini, kami dapot menUeeallui bahwa ketidak serasan sistim tlia dart orang-orang lain merupokan sumber-sumber 

utama dar kon(ltk antara indlvidu, don kelompok dan golongan ma­
• 	 ayaroka. 

5.5.3. 	 Manfoat sistim nila( adolah dapat membmbing kehidupan kito sehing­go kilo akan lebih balk dolam merencanakan don menqatur pencapol­
an suatu sosaran. 

6.6. LOGF1IAME 	 • .
 
f.6. 1. Sebefum mefgikutt KMP kami betum mengenal satna "ekaltentang

Log Frame sehingga dalam melak'sanakan peker oan hanya tertujupada sasaran primeA saJa. 
6.6.2. 	Seteiah mengik'uti KMP dengan Jelas kami dopat rivlaksanakan tugas

dengan balk dlmana dapat mengetohut len/ang .tasaran.ang berkailon 
., satu dengan lainnya, mulal dart Input, Put.. danOut Purpose Coal. 

U.U..'3. lonfaatnva dalai tnvu.un progran kerla cin, a ,Ilptrivi .ecaraivica mulai dart cullevwhig auta, wr'InaIaari,peiabonaon aan Lu/uan
serta hasfinya. 

7.7. AWON1 URING & C'ON IHOll" : 
7.7.. 	 Sebelum mengikutl KMP monitoring dan controlc memang sudah ada

dar kami Jolankan waloupun belum secara terperinci. 
7.7.2. 	Seteiah adanya KMP kami menydar bahwa monitoring don controlesangat diperlukmn sekali dalam pencapalan saoran provek, terutomaadigalakkan adanya pengalran melekat paaa aetap proyek.
7,7.3. 	 Moanfoanya bagi kami aengan meningkatkan Monitoring don Controle

dengan segera dapat mengetahul kesolahan yang ter/adt dan .egera
mengaoaslnya. 



8.8. MANAJEMEN SUMBER D)A VA 
8.H. 1. SAbelurn tnencjiku~j 1<M)t suniber aa\n7uIwaka eci ooatau maloh san got kurang s(Qhlnigga menqliorno0 pelaksonaan.
8. S.2. S0o1teil r(iva 1 ,It) (fi'i;nn s('n(Irimo1k2/ (Ikior YOnq 1Ilye ba / w PL 

~ ~r.p~ oyri~ '~' 
fllbori.-'' kekura,11)211 eapo tjo/on keluortiva .sehingga tidtak okan terlcdi 1,,7g,. 

dicorikan 

3. Bidang Administrnmi & Logistik 
Doamr melaksonakan 'aministrasi provek penuillang W4-)oFDescription. Job adoiah D)IP don JobDescript ion komttiop-Liap baginn, clpakoh Pimpro, 

sLuswn berdoarkan rrlcsukkn-masukkanl
Assist enU'num TP/lnjk, .Assistern Keuongon, Assisten 

dari 
don 13endaharowair. kareno

tugas,'batcs kewenangan 
c/alom job Lersebut terbim pun seluruli tugas­darit hap bagian.-bagion Proye/c SKT sebagatkerja. pedoman 

Sete/oi IlP hurun, segero komi rnenqoc/okan rapatKa. Sub. Din. yang clipim pin longLUng oiehPenga Iran selaku koordinozor
Pimpro, Pro ye/ SKT" dengonAss is ten daft Bendahorawart. dihadjnj olehAntara lain dibarios 
- gaji upah 
- Personil 
- lnventorisasi,/Logistik 

3.1. Komunikasi sebeiumrnya 1MP sudoh adorogo-ragu don segon 
Lopi kurarzg herbuka masih adoCapi sereloh KMP rasakami bersalia tingkcatkonmung/cin don 3ecao see fektiflerhuko tonpa roqu-rii, logi.
 

..2. Suixing Saran 
 Nebetum
cu/cup pimpinan 

KAIP dari star urou rek-an-re~~mn kerja'unit saja yang mengetc'-ui tapiwith 'neneruskon kLepada -Ieloh KAWl berusa/ia 
dapatI 

Pimpuian agar pimpinall'1, 'ifdnpat input supoaengetohui somint keba wah/sekeciI-kecilnwa­
3.3. Peiaksanaon tugas :Dalom job teloh dite tap/can togas doan wewenangdon para Assisten, Bendahorajwan. Kerjasama daom 

Pim pro 
sudah dapat unit kerja sebetu/nyaterlihot rflisulnya
 

- -donim prosedure permin loan 
 barang Pim pro mngthcr eipuiuntuk merlgajukan perrnintnan barang keponjo Pim pro, dari Pimpro la/uditeruskan kepado init pen goioh borang, disini diodokan pen ganggarano/eh petugas logistik selon jutnya ditcruskan kepodo rekanan. 
prosedure perjalanan drnas vang bersongk-utan rriwgojtlkon SPPD kepa­do Pim pro doni Pim pro di disposisicon kebuka pan jer unit pen go/oh. umit pengo/ohden gan dike lohu Pim pro don dv'ri.,c0 ,, ce poda Bpnda­haro wan wni u/c diuongkan. 

herj..sorna do/au: 
terosa ini 

witi /crja icon" antara pirrpro kvooivati memo, g soc/oht('rbuicti dwigon adacnvo setiap mosolah olhdon dirembukk/ci. P:inpro diraparkankarmno pimuInan korm telan lebir,kursusu MaInagL'me~n r'JrclnIhul mendapat. ,vodi sucloh ryie ruho mi Nmqo ,mo mnnagermenbat/c cit crop/an doalam pr-oye mvo. M7ng 

Sekarang /ebih jelas larp Ssa-srannya kafreno mengikuti I(AIP jc/i 
staf c/ari pimpmnon jugo telahakan lebih terpodu /cerjoscoma den qanantara stal' kepada star d/an terbukapimpi.non. Ivo/oupun demikcion ~ooakpptusan don14'eivenno te tap podao ptmpinan. 



4. Hidang Keuangan 

4.1. Penyusunan Progiam Kerja
pada dasarna tugas bidang k-euangan adalah mengelolasedia 	 dana yang telahdalam DIP. l'engelolaan 	 ter­ini tentunva harus sesuai atau sejalan denganperaturan-peraturandan ketentuan-ketentuan yang berlaku. 
Sebagai hasil KMP, didalarn penaelolaan dana, karni mengambil langkah -langkah sebaqaz berikut : 
- Semua Assisten yang terlibat didalam penggunaondatam suatu rapat 	 dana, dipertemukanuntuk membahas dana tersebut. Hal ini dilakukan meng­
ingat:
 

- DIP yang turun, tidak sesuai dengan usulan yang diajukan. 
- Jumlah personil yang ada ternyata lebih banak-dbandingkan dengan

yang tersedia dalam DIP.bn 
- Adanya salah ketik dalam DIP don lain sebagainva. 

Didalam rapat inila;i kami mencoba menerapkan hosil KMP, antcr. lain - Diadakannya komunikasi yang terbuka dari masing-masing unit 	ke':ia. 
- Membuka forum sumbang saran untuk perbaikan semun unit kera. - Teaming dan kerjasuma, ini dicerminkan dencan ada penvusunan prog­ram 	kerja ring terpacdh dari . pirtih unit krja. 
- Koordinasi, monitoring dan rapat dlitugaskan kepada Assisten Keuangaselaku Langan kanan Pimpro dibidang pengelolaan Anggaran. AssistenKeuangan inilah yang memberikan input (keuangan) kepada Pimpro,walaupun tetop terbuka lagi Pimpro untuk mengecek langsung kepadamusing-masing Assisten. 

Hasil dari rapat inilah yong dituangkan kedalarn keputtysn-keputu.s 

telah dituangkan dalam kepLuffian, masing-masing 

_akhirn_\a .merupakzn 

unit kerja., 

pedoman atau landasun .'rla boag 
yang. . 

mqsing-mas ng 

4.2. Pelak.sanaan 
Sesuai hasil rapat vang
unit kerja meaksannkatt Iuga.nya sesuai proqram vanq telah disusunnva. 

4.3. 	Loporan 
Diharapkan masing-ma.sing kerja melaporkan hasil ker'in*va baik secara pe­riodik maupun berkala sebagaimana telah ditentukan. 

4.4. 	 Evaluast & Control 
Diharapkansetelah beralan beberapa waktu akan diaakoan pertemuanirapat
yang ukan mengevaljasi : 

lApokal proqrnm V.rilc Ielah isu.w'un dapal dlaksonakall. 
Apualh pelak'sanaan ter.sebut .iesuai den gan rencan. 

" 
Apakah factor-faktac- penghamba*. 
" Langkah-langkuh apa yang akan ditempuh untuk menanggulangiham­baton tersebut. 



Dari uraian diatas jelaslati batiwn KMP ini songat bermanifoot lernodap pent.ng~at­
an koianzpton clon tanggung jawab, se.suai d'ingon bidirg mao,-ng-masinc, baik 
secara kelornpok rnaupun peroratigan dalam menunjang kPD-os~as~n sUQlaU provek. 

L'sarankon kepada para Icisilitntor 3eondoinya adoa hal-hol vang baru yong ada
kaitannva den gan KMP ini, sudilah mernberikan informasi k-epada kumt secara 
berkesina mburzgon. 

Terima kasih atas perhatiannya. 

Telukbetung. 7 Agustus 1985 

h'elorpok SKT, 

(AIACIIDIANY, M. Eng) 

yang mewakili 
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Reactions and Recommendation of the Ex-Participants
 

1. Three ex-participants said that both they and the Project Director of
 

their large river project (Bengawan Solo) were enthused about the results
 

of the KMP workshops. According to the ex-participants, the main outcome
 

of the training was that it seemed to change the staff members' 

behavior. The staff now has more unity and better teamwork. The staff 

members realize that unless they accomplish their tasks on time, this may 

hold up the whole project. They recognize that they have some
 

responsibility for the success of the project.
 

Although they said that the more technical parts of the program were 

important, the greatest stress should be on human factors since the 

motivation of the staff members and their attitudes were even more 

important. 

One said that the technical parts of the course were really
 

Management by Objectives, but he thought that the Logical Framework was a
 

better technique than some of the Management by Objectives techniques he 

learned in university training overseas since the Logical Framew:ork shows 

very well the relations of the several parts of the project. He 

indicated that it was not easy, however, to implement the Logical
 

Framework.
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Though communications had greatly improved within the project, the
 

ex-participants reported that communications with units external to the
 

project still caused some difficulties.
 

2. Thirteen participants from the KM-4 career promotion workshops, which 

was being held by the Diklat in Yogyakarta, met with the review 

consultants and the head of the regional DIKIAT. The individuals had 

-either attended the GSS or KMF workshops. They said that what they liked
 

beat about those workshopG was that they learned by doing interesting
 

exercises rather than by being lectured to. They said that the workshops
 

were very practical with only a minimum of theory. Some of the
 

participants indicated it might be good to combine elements of the KMP
 

workshops and the KM courses. Using some of the teaching methods of the
 

KMP workshop in the instruction of the KM course might help them to see
 

how they can apply the thing they learn in the KM course.
 

They reported that the GSS and KMP workshops were fun. They liked
 

the games, particularly because through such learning activities they 

learned things that could be immediately applied to their jobs. They 

reported that the environment in the KMiP and GSS workshops was very 

different from that in the KM-4 program. In the former there was a lot 

of diacuision with a lot of questions asked and a free exchange of
 

ideas. In the KM-4 program the participants are free to ask questions,
 

but very few of them do. According to the ex-participants, the KMP
 

workshops provide an environment and the type of learning situation which
 

makes for better discussions.
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The participants expressed some frustration because it was not always
 

possible to apply what they learned in the GSS or KMP workshops because
 

their superiors could not accept their new ideas. They indicated that a
 

more effective approach would be to get the entire project or unit
 

involved in the training.
 

They said that learning to use the Logical Framework was helpful in
 

that it gave them an opportunity to see how the various elements of the
 

project were related, and the Logical Framework helped both planning and
 

implementation to go more smoothly.
 

According to them, there were some problems in the group work in the
 

GSS and KMP workshops because even though the group members were of the
 

same echelon, the participants had a wide variety of educational
 

backgrounds.
 

3. In Yogyakarta the two review consultants and the head of the regional
 

DIKLAT met with 17 er-participants from the GSS and KMP workshops. These
 

were from a wide variety of projects and units located in or around
 

Yogyakarta. Some 4 of them were from the BAPPEDA. The latter said that
 

for them the workshop was very valuable because they could and did apply
 



23
 

what they learned to their jobs. They particularly liked the games and 

said that the workshops would be improved by having even more games
 

because through these learning activities, they received the most and
 

best concepts to apply to their work. They also asked if it might be
 

possible to have an advanced KMP workshop.
 

Some of the participants said that an outcome of the workshops was to
 

h-lp change the attitudes and behavior of the participants. The said the
 

direction of the workshops was good with the right mix of theory,
 

practice, and evaluation.
 

They emphasized that perhaps the thing that was best about the
 

workshops was that the programs helped them to improve their
 

communications. The improved communications made for better teamwork.
 

Some of them said they liked the fact that the participants in the
 

workshops were from different areas and projects because it gave them a
 

chance to compare their problems.
 

One of the suggestions that they gave was that the course would be
 

improved if the participants had a clearer idea of the course objectives
 

(the instructors may have already taken care of this, but because of the
 

importance of this recommendation it is given here). They stated that as
 

to the contents of the workshops it would be best if the human factors 

module was presented first since it stressed leadership, motivation, and 

communications. According to these ex-participants, it is important that 

from time-to-time the instructors summarize what has been learned, and 

particularly to give a good short summary at the end of the course. 
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They would like to have more workshop follow-up learning experiences
 

to broaden and deepen their managerial knowledge and skills.
 

Some of the ex-participants were from GSS or KMP workshops that had
 

not yet had the maintenance or follow-up workshops. These asked when the 

workshops were going to be given. They feel that they very much would 

like to have and do need these follow-up workshops.
 

The participants said that the instructors contributed to their 

discussions. They said they liked having members of the instructor team 

be present, particularly during the small group and whole group 

discussions periods. 

The ex-participants had obviously compared their experiences, and 

they asked why it was that some of the KMP workshops had different 

material from other KMP workshops. Some of the participants seemed to 

believe that workshops that they had not attended might have been even 

more interesting than theirs. They hoped that the instructors would 

share their best materials. 

Some participants suggested that it would be best not to invite 

individuals to participate but rather to invite at least 2-3 people from 

each section of an organization since this made it easier for the 

participants to apply their new knowledge and skills when they returned
 

to their units. 


