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Management and Leadership Training 

Kharkov Annex
 

August 8-20, 1994
 

I. 	 INTRODUCTION 

1.1 Purposeof this Training 

In response to a request originatingwith city officials of Lviv, the Municipal Finance 
and Managementproject (MFM) organized a management leadership workshop in June, 1994 
for leaders of Lviv and Ternopil that provided 1) trainingin management skills relevant to 
MFM implementationand general city managementand 2) a strategic planningframework for 

specific city workplan development. The MFM advisor in Kharkov, Ukraine,proposed that 
similar trainingbe conducted in Kharkov. Mayor Kushnriov of Kharkov endrsedthis 
suggestion and issued and invitationfor the training to be held in October, 1994. 

The agendafor the management trainingrespondedto needs expressed to MFM assessment 
teams in November, 1993 and March, 1994 in the three Ukrainian cities.. The intent was to 

provide practicaltrainingand tools related to leadershipdevelopment, team-building(in the 
sense of intra-and inter-unit coordinationwithin the city government), and organizational 
performance. 

Specific objectives of the trainingwere to: 

1. 	 Set the stagefor MFM project implementation by reinforcingthe role of each city Advisory 
Committee as a project management team; 

2. 	 Build leadershipand management skills; 

3. 	 Develop techniques to improve teamwork; and 

4. 	 Apply team management techniques to the identification of city goals and objectives. 

1.2 Acivity Schedule 

The team traveled to Kiev, Ukraine by way of Kiev for consultation with USAID staff. 
Once in Kharkov, the team worked with the Newell Cook, the Rfl advisor,and his staff to 
finalize the trainingschedule and logistic arrangements.Based oi, these inputs, the team 
updatedthe trainingcurriculum andfinalizedpreparationand translationof handouts, 
overheadtransparencies,and other materials. 
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2. 	 The TrainingAgenda 

The trainingfollowed the following basic agenda: 

Retreat Goals and Objectives 	 DiscussionI 

Presentation of the Agenda 	 Discussionv 

Elements of Managerial Leadership Presentation/Exercises 

, Management Styles Presentation/lInstrument 

4 

4 Team Management 
1. 	 Risks and benefits of 

Management Teamwork Presentation/Exercise 
2. Team Management Techniques PresentationlDiscussion 

,F Teamwork Exercise Team Simulation 

" Team Effectiveness Critique Instrument/Discussion 

, Managing for Results 1: Presentation/Exercises 
the Strategic Planning Process 

4 Development of Team goals Priority-setting exercise 
for MFM Project 

, Managing for Results 2: Task Assignment 

Performance Measurement 

, City and RTI Expectations for MFM Discussion 

, Retreat Wrap-up and Evaluation Discussion 

A 	More detailed agenda is reported in the Lviv/Ternopil training report 

3. 	 City Planning Outcomes 

As part of a planning exercise, participants applied processes of team planning to the 

development of a Mission statement and key objectives for the city in the context of the MFA 

project. These mission and objective statements will provide a basis for more detailed planni 

of the MFM city workplan for Kharkov. 

Mission: The mission of the Kharkov city administrationis to achieve a higher standard 

of ivingfor the citizens of Kharkov through the application of integrity and 

professionalismin the setting ofprioriti increased budget revenue, smooth 

administrative operations, and reliable service delivery. 
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Obiectives: 

1. 	 Reduce infant mortality from 16 per 10,000 to 7 per 10,000 (currentUkrainianaverage) by 
1999. 

2. 	 Improve transportationservices by alirviatingshortageof vehicles in working condition 

(suggestedindicators:add 30 trolley busses, replace or refurbish 50% of currentfleet, build 

new metro line to Rohan city districtby 2005.) 

3. 	 Improve electronic communication (especially telephonic connections) by modernizingall 

city telephone exchanges by 2000. 

4. 	 Clean water reservoirsandprovide regularchecking and maintenanceto assurepurity of 

water supply. 

5. 	 Create "greenplaces" for pets in city streets and parks to improve hygiene and rcduce 

health risks to children. 

The following objectives were suggested but may not be within the manageable interestof the 

city administration: 

1. 	 Provideadequatefood supplies to Kharkov citizens by 1998 (largely throughprivatizationof 

the distributionand retail processes) 

2. 	 Secure adequatefinancialstipendsfor students through transportationsubsidies and other 

means. 

4 	 City Expectations 

Duringthe training,participantswere given opportunity to express theirexpectationsfor 

supportfrom the MFM project At the same time, the trainers,with Newell Cook, reviewed 

project expectations of city leadership. City responses were as follows: 

1. 	 Management tools and techniques applicablein their work places 

2. 	 New concepts regardingapproachesto work 

3. 	 Repeat management and leadershiptrainingfor 1) Deputy Directors,2) Commission
 

chairsfrom the city Council 3) Raion Council chairs, 4) Party leaders
 

4. 	 More efficient use of financialresources through applicationof automated information
 

management
 

5. 	 Help with identification of new budget revenue resources, includingoptions for municipal 

borrowing 
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6. 	 Information management system for City Council deputies 

7. 	 Access to relevant U.S. software for municipalfinancialmanagement 

8. 	 Consulting support to address mun,ipal management and service delivery problems 

9. 	 Organizationalsupport to City Council and organizationaldevelopment support to aist 

team building 

10. 	 Comparativestudy of U.S. cities of similarsize to review management issues andproblem­
solving 

11. 	 Management and leadership development programs 

12. 	 Literatureand references on managementpracticeand municipalmanagement (including 

supportfor theirpublicationin Russian) 

5. 	 Kharkov Training ProcessNotes 

This trainingused a combination ofpresentationof conceptual materiaUmodelsand 

experientialmethods and exercises. The design of the workshop sought to help the participants 

identify and confirm their own understandingof management andfit it into current western 

models. This was a successful design and seemed to work quite well. 

One of the clear learningswas the desirability of short descriptioausof real life situationsfrom 

the trainersown experience. We hadbeen cautioned that such "Western Management" cases 
would be med with resistanceby the participantsas "not applicable" to theirown situation. To 

the contrary, there was considerabledemandfor these short illustrations. They proved very 

useful and practicalfor both the staff and the participants. Futuredesigns might include short 

written cases (translatedinto Russian)for discussion and learning. 

Fora variety of reasons, many of the participantswere not informed of theirinvolvement in the 

workshop until the day before, or even the morning of the workshop. In spite of this 

schedulingproblem, all the participantsmade obvious efforts to atend all the sessions, and 

almost all did so. Duringcoffee breaks and lunch many informal comments were made by the 

participantsabout the value of the workshop. These comments were complimentary and 

underscoredthe value of the experientialapproachbeing used. 

The last day included a session of dialogue between the participantsand the staff of the MFM 

Projectin Kharkov (see Section 4 above). This was a most useful sessionfor all, and led into a 

review of the workshop. That review produced thefollowing comments for future workshops: 

* 	 Use more exercises. 

Use and provide more questionnaires,some that can be usedfor personnelselection 
and evaluation. 
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Provide examples of real life practicalapplicationsof the concepts being introduced. 

Demonstratetechniques such as "brainstorming" (translated as "massive attack" in 
Russian!!). 

Conduct a similar workshop with the mayor's top management team. 

Make analyticalcomparisonsbetween the new management methods being 
introduced and the existing 'traditional'methods currently in practice in Ukraine. 

Develop selection criteria(and possible an instrument or questionnaire)for 

identifying personnel supportive of non-authoritarianmanagement style. 

Describeand develop elements of a modern personnelmanagement system for use by 

cities in Ukraine. 

* 	 Offer more leadershipand management trainingfor all levels of city government. 

* 	 Provide references and materials(in Russian) forfurtherstudy by participantsaft.r 
the workshop. 

On an experimentalbasis, many of the "presentation"aspects of the workshop were video 
taped These tapes will be reviewed by the staff of the MFM projectforpossible use by others 
since they have both the English and Russian audio tracks. They have already proved valuable 
to one subcintractortrainerabout to depart to Russia where he will be using some of the same 
materialdeveloped for the Kharkov workshop. 

The mayor of Kharkov, based on feedback from the participantsin this workshop, specifically 
requesteda repeat of the trainingfor other groups of city leaders. Newell Cook will carry this 
requestforward via USAID/Kiev to the MFM project. Plansfor any such trainingwill be 
coordinatedwith the Kharkov study tour andits participants. 
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Annex 2: Kharkov Training Pardcipant 

Alexandra Garkavava 
Natalia Funikova 
Olga Ljashenko 
Anna Yashchichnaya 

Irina Riyaka 
Igor Sidorenko 
Ludmilla Chikotilo 
Vjacheslav Makarov 
Gennady Bondarenko 

Alla Bobeiko 
Vasily Kondakov 
Mikhail Gryzlov 

Chief Economist, Department of Finance 
Manager, City Council Office 

Department for Citizens' Appeals 
Specialist, City Council Commission on Health Care and 

Social Welfare 
Chief, Department of city Council Administration 

Departmentof City CouncilAministration 
Specialist, Departmentof City CouncilAdministration 

Administrator, Kharkov Opera and Ballet Complex 
Chairman, City Council Committee on City Council 

Activities, Local Self-Government, Glasnost, 
and Public Relations 

Director, City Council Committee on Health 
Director, city Council Business and Cultural Center 
Deputy Director, RTI MFM Project in Kharkov 
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Annex 3: Notes on Video Training
 

(repeated and expanded from LvivTernopil report)
 

The MFM project's trainingagenda could benefit greatly from a coordinated plan to utilize 
inexpensive video recording and playback equipment. Since the project will be working in three 
cities in Ukraine, the cross sharing of experience via video tape should prove very cost effective. 
Good technical planning for the audio channel will also allow the best use of translation 
resources required for many specialists working in Ukrainian cities. 

Some of the opportunities for use of video recording are: 

Dissemination of workshop, specialist seminars, and training activities done in country for 
use by a wider audience of city management staff at later times; 

Recording of important presentations and other suitable activities available during the study 
tours. These could be shared with a wider group upon return and form the basis for 
infusing the learning from the study tour into city management practices; 

Technical training materials (e.g. computer and software tutorials) prepared by or for the 
project or purchased from commercial vendors. This might include language training; 

• 	 Modest efforts to document MFM project achievements. 

Technical Considerations: 

I. 	 A survey of existing video cassette players and monitorslreceivers in place and available at 
the cities should be made. This must include all technical details of the equipment suth as: 

* 	 PAL andlor SECAM standard? 
* 	 Stereo capable (important for dual language)? 
* 	 Any multi system equipment? 
* 	 TV receiver with line-in (vs RF Channel) capability? 
* 	 Playing speeds of the deck (assumed to be VHS)? 

2. The basic approach would be to provide: 

* 	 a local standard (PAL or SECAM) VHS video cassette recorderlplayer (VCR) with stereo 

capability (to record one language on each channel when translation is used) and 
television/monitorfor each city. 

* 	 a camcorder (Hi.8, with stereo) to each site, in the same standard of the VCR. 

* 	 some very simple "Y" patch cords and microphones for dual audio recording in two 
languages during presentations. 
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3. 	RTI/NC could have a multi-system VCR for converting U.S. obtained or produced tapes into 
the proper PALISECAM standardon VHS cassettes. Like.,wise, RTliNC could convert 
Ukrainianproduced tapes into NTSC (U.S.) standardViS tapesfor documenting the 
project. This could be done on RTI equipment or done by contract with a service company. 

This arrangementwould allow each city to directly produce its own material,mka cop*s 
onto a common format (VHS), all in-country. VHS copies (PAISECAM) could be sent to 
RTI/NC for conversion to NTSC and use in the U.S. When U.S. trainingmaterials are 
locatedand purchased,they can be quickly converted (with translationdubbed if desired) 
from NTSC to PALISECAM and sent to Ukraine. 

4. 	 If the PAL/SECAM camcorder(s)are purchasedand available in the U.S. when the study 
tours are conducted, they could be used (with the simple microphone arran'ement)to 
capture the presentations. If these camcorders are not available,a local NTSC standard 
camcorder could be used, and the acquisitiontape converted to PAL/SECAM. 

It is difficult to get information about PAL and SECAM equipment in the U.S. Sony provided 
the phone numberfor their European Service Center in Belgium: 32-052-307 with the fax 
number thought to be 32.052-489. The Sony arearepresentativefor the North Carolinaareais 
Julian Phelps at 404/263-9888. 

Kharkov Addendum 

An experimental use of video recordingwas done in the Kharkov workshop. The intent was to 
make availablevideo recordingsof much of the materialpresented by the trainersin the 
workshop. It is too early to asses the use of this materialby others, eitherin the U.S. or at 
Kharkov or other project locations. This potentialuse of the recordedmaterialwill be 
documented and reportedat a later time. 

Some technicallearningsfrom the experimental taping are: 

1. 	 Since the translationis done sequentially (Le. English then pausefor translation)there is no 
special advantage of using stereo recording with each channel devoted to one language. A 
mono audio channel would work fine as long is both speakers wear microphones that are 
mixed into the single channel. 

2. 	 Two microphones on long cords work quite welL In the Kharkov workshop each speaker 
(English and Russian) wore a lapel microphone with a 20foot mono cord. Those two 20 
foot cordsjoined a 25 foot single stereo cord (to form a Y). Thus the "radiusof action "for 
each speaker was a 20foot arc loosely centeredin thefront of the room (where they joined 
the stereo cord). 

3. 	 The camera had to be run on batterypower when it was discovered thata very heavy 
"buzz" was introducedinto the audio channel when using AC. This is probably related to 
lack of propergrounding of the AC circuitand the long mic cords. Switching to battery 
power solved the problem. Two batterieswere exchanged between the camera and charger 
with no problems at all. 
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Annex 4: The Trainers 

Jerry VanSant is the director of the Center for International Development at esearch Triangle 
Institute, the prime contratorfor the MFM project. Mr. VanSant received the MBA degree in 
1975 and in the subsequent 20 years has served as a managementand organization consultant 
to public and provate organizationsin 15 countries. He has performed managemnt training for 
numerous organizationsin the U.S. and overseas. 

Tom Armor is an independent management consultantspecializing in management and 
organizationalissues as they impact economic development programsand staff. Dr. Armor 
holds a Ph.D.degree (1969) from the University of Caifornia at Los Angeles (UCLA) Grduate 
School ofManagement. He has worked with both privatc and public sector organizations to 
improve their leadership,management, and organizational effectiveness. 
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