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DETAILED OUTLINE OF WORKSHOP CONTENT

SUNDAY _AFTERNOON AND_EVENING

75m A,

1.

2.

Welcoming Remarks

Introduction and Approaches

a.

Introduclions
Staff and partlicipants

Schema for Entire Workshop Series

(1) Financial Management - Planning and
Budgeting
(2) Financial Managemeni - Reuvenue

Generation

(3) Financial Management - fxpenditure
Management and Control

4) Financial Management - Planning,
Organizing, Staffing, l.eading,
Controlling, and Relatod Support Issues

Workshop_ Goals

a.

lo clarify Kenyan Government processes and

5:00-
6:15

experctations rogarding planning and budgeting.

lo dmpart new knowledge regarding the
fundamental dimportance of excellent planning
as both a slep prior to -- and incorporating
~- developmenl of Lhe budgelt and as
absolutcly essential to sound financial
managemenl by local aulhorities.

To impart «kills reqarding Lhe proper steps
and processes required to develop sound plans
and budgels for local authorities and their
departlinents .

To develop attitudes and modify behavior so
as Lo lead to more realistic and effective
planning and budgeting by local authorities,



4. Workshop Materials and Program

Refer to Item # 1 "Overall Program"

Refer to Item # 2 "List of Materisls"

Extensive use will be made of graphic and tabular handouts
that illustrate the substance of this workshop.
Participants will frequently be asked to engage in small
group exercises. They will have the experience of
developing model plans and budgets on a step-by-sten basis
over the five-day period of the workshop. Central
government officials participating in the workshop will bhe
drawn on as experts in their respective fields throughout
the workshop

5. Workshop Schedule
Sunday Afternoon and Evening

05:00 p.m. ~- 06:15 p.in. Opening Session
07:00 p.m. - 09:00 p.m. Opening Dinner

Monday-Friday

08:00 a.m. - 10:30 p.m.. Workshop Sessions
10:30 a.m. - 10:45% a.m. : Morning Break
10:45 a.m. - 12.45% p.m.: Workshop Session
12:45 p.m. - 02:00 p.m.: Luncheon Break
02:00 p.m. - 03:30 p.m.: Workshop Session
03.30 p.m. - 03:45 p.m.: Afternoon Break
03.45 p.m. - 05:00 p.m.: Workshop Session*

* Se§£¥EEE”HEy run to 5:30 p.m. if necessary
Friday Evening
07.00 p.m. ~ 09:00 p.m.: Closing Dinner

6. Workshop Logistics

Remarks as appropriate.

120m 8. OPENING DINNER 3:88-

MAKE EVENING READING ASSIGNMENT: Items #s 7 through 17, and
Appendices A, B, C and D,



MONDAY_MORNING (285 minutes, including a 15 minute break, are
programmed out c¢f 285 minutes)

5m Call group to order 8:00-
8:05

8y

S1ANTIVE PROGRAM ON PLANNING AND_BUDGE I ik,
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NANCIAL MANAGEMENT

We'd like to begin this workshop by putting (1) the
subject ot planning and budgeting into Lthe ouverall context
of the job of the financial manager and (2) the work of
the financial manager into the context of the local
authority's overall concern with sound public finance.

Om L. Importance of Sound Public_Finance at 8:05-
the Level of local Authoritics. 8:25

Let's start wilth public finance, which is
extrenely important Lo a local government. Ask
how, from the point of view of an 2conomist or a
political scientisl, we might define "public
Finance"?

The answer s thal public finance 1is the name
given to the economic side of the total
activity of a local authority,

The political scientist will say that a local
government is formed to provide for the needs of a
given local population.

determines what shou!d be done at the local
government level as distinguished from what is
done by the central government and what by the
wananchi themselues?

The answer ds that those things that can best
be provided through common action at the locsal
level should constitute the responsibilities
of the local government.



Refer to Item #3: "Public Finance at the Local
Level" (diagram).

As Item #3 indicates, these needs and services
include infrastructure such as roads; major
services such as water and electricity;

facilities such as markets and slaughterhouses;
safety and security in the form of askari and fire
forces; ecducation; health; and many others.

On the cne hand, as Item #3 indicates, carrying
out these activities causes the expenditures of
the local authority. On the other hand, to
provide for these needs requires an inflow of
money .

Ask where this money comes from?

'he answer 1is, as also shown in ITtem #3, that
the revenue comes from:

o the citizens Lhemslyes through charges
for services render ~d;

0 also from the citizens, fees, licenses,
and taxes;

o] borrowing from the central government and
other sources:

o] increasingly limited granls from the
central government: and

o grants from outside agencics, sometimes
foreign national or international.

The boxes on the extreme right side of Item #3
indicate Lhat the imatching both short-range and
long-range (1) sf the expenditurcs to meet tLhe
needs of Lhe wananchi and (2) of the raising,
preservation, and management of funds to pay for
meeting these needs is the subject matter of
public finance. On the sound handling of this
responsibility depends Lhe health - indeod, the
very existence —— of the local authority,



Refer to Item #4: "How the Local Financial Manager
Looks on Public Finance" (diagram)

Item #4 looks at public finance in a different way
~- 1.e., from the point of view of the finance
comnitlee, clerk, and Lreasurer --— more like an
income and expenditure statement. As you can see,
it is still Lhe needs of the communilty and the
services provided to meet these needs that are
responsible indirectly and directly for all
revenue and expenditures. However, in this
exhibit primary emphasis is pul on balancing
revenue and expenditure so as to yield
salisfaclory operating and overall results.

Ihe leader should review the content of Item #4
with Lhe participants.

Discussion



10m

,4gnlg¢menkqu“£hq_K9y.LQ.Sguﬁd

im

X
u

lenl Fi
ic_Finan

[N e

ce
bl

1o

i

Ask, from the poinl of view of management, on what
sound public finance depends?

Many good answers may be given. One
especially uselul answer is Lhat sound public
finance depends on excellent financial
management and Lhat this depends, in turn, on
the management work of specialized personnel
== 1.e., in the local authority, on the work
of the treasurcr and his staff ..

qen
ized personnel trained in financial

work of spe

managemeni:?

Ask why goung_f;napqiq]>mgnaj7hgnt depends on the

The answer ig because;

o] the whole area of public finance, at the
local authority level, carnot be seen --
or managed - by Lhe operating department
heads who are responsible in Lheir
individual arecas for bringing in the
various revenues and for expenditures,

0 but only by the professional Financial
manager, i.¢., the treasurcr, who 1is
required Lo oversee and balance the
overall picture of expendilures and
incomo,

We are not leaving oul Lhe department heads and
section heads who must also accept the
responsibility (o be Lhe financial managers of the
resources enlrusted to Lheir conlrol and of the
expenditures made wilh those resources,

But it is Lhe local aulhority's oveorall financial
manager, i.e. the Lrecasurer, whao in public
Finance matlers is always at Lhe right: hand of
both (1) the chinf administrator, i.e. the clerk,
and (2) higher-level authority, i.e., the council
and its finance committce.

Discussion

8
8

25~
35
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GooJd Planning as an Essential Element of Excellent 8:35-

Financial Management 8:45

But excellent financal management and sound public
finance don't just happen. Rather, a great deal
of attention must be given to them.

o) Needs of the wananchi and assumptions as to
the nature of the evoluing environment must be
set forlh;

o long-range goals must be set;
o} more immediate objectives must be determined;

0 programs tc achiecur these objectives must be
Lhough(l out , including the work to be
performed, when it is to be done, and who 1is
Lo do 1it;

0 these work plans musl be costed out, sources
of income to pay for Lhem determined, and the
costs and dincome incorporated in budgets that,
once approved, will provide the resources to
carry out the work to be done; and, finally,

0 policy guidelines to cover major issues that
will arise, and procedures spelling out how
the work is lo bn performed, must be thought
out and put in placc.

Refer (o Lﬁgm7#h:“ﬂMgn@ggmeanfgﬂgtigns Performed
by the Good Financial Manager” (diagram) .

Llewm #% illustrates, from a broad management point
of view, the work of a good financial manager -—-
including Planning, Organizing, Staffing, Leading,
and Controlling. Item #5% also illustrates the
twenty-three principal management actijvities that
comprise thece five major management functions.
Our several workshops louch, in various ways, on
all of these responsibilities.

Discussion
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B. SOUND PLANNING AS THE FIRST MAJOR RESPONSIBILITY OF THE

1AL MANAGER AND FIRST STEP IN THE

FINANCLAL MANAGEMENT CYCLE

But it dis the responsibility for planning and budgeting,
which all ot you share in some degroe, that is Lthe focus of
this particular management workshop .

10m [ntroduction 8:45-
8:55
Sound planning is not only the first major responsibility
of Lhe management work of Lhe financial manager. It is
also the first stop in the financial management cycle.

Refer Lo Item #6: "Another Uiew of What Good Financial
Management Involves" (diagram).

Good financial management begins wilh Planning including
Budgeting, and goes on to Generating Revenue, Managing and
Controlling Expenditures, and Fualuating and Reporting,
all of which are supported by Organizing, Staffing and
lLeading.

As you will note in Item #6, our preseat series of
workshops 1is arganized iround Lhese several elements of the
financial management cycle.

Refer Lo [tem #7 "Planning €lements and Considerations"
(outline).

Item #7 dis dincluded for your refercnce purposes as more or
less of an oulline of Lhe planning o lowments and
caonsiderations that makc up Lhe contents of this workshop.

Discussion
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Rlanning Required for Hll Aspects of a Local 8:55-
Authority's Activitics 9:25
a. Planpning for Capital Projects

Everyone recognizes the necessity to develop
excellent plans {or a capital invesiment project,

Ask what are some examples of projects for which
such plans are always necessary?

The answer is such things as:

0 Markets
0 Bus parks

0 Slaughterhouses
0 Housing

0 Sowers

0 Water sysiems

o Roads:

o Town hall

0 Stadium

0 Etc.

Discussion
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b.

But many of us don't recoynize
of planning for our normal,
activities and for administrati
support to them -- or we only g
planning for them.

Ask what
activities of
planned for?

aroe some exam
local authorities

The answer is such Lhings a
Police sorvices

Fire services

Health servicoes

Highuay maintenanco
Recreational serwices
tducation programs
Market opcorations

Bus park operations

Housing operations
Sewerage operations
Water system operations
Elc.

OOOOOOOOOOOOO

Discussion

Planning for_ Operating Activiti

on-

ples of ongoing op

[§

iD

El

the equul importance
going operating
ve and financial

ive lip service to

erating

that should be

S

Slaughterhouse operations



Planning for Administrative and fipan cial Sunports
Ask what are some examplos of administrative and
financial support activitics of local authoritics
Lhat should be pianned for?

Tae answer i such things as:

0 Adiministrative supports
- Human resources - personncl needs (in

1986, Kisumu had 1800 einployens,
Mombasa 2,800, and Nairobi 10,000 -
imagine the scope of planning required
for their rocruitment training,
compensation, promotiaon, transfer,
retirement, otc.)

-~ lools cquipment requiroments
(typewritors:, adding machines,
calculalors, olher office eauipinent,
cooling and heating systems, trucks,
atntamobiles, heavy equipment, etc.)

- Software — supplics (paper, pencils,
and other office needs, cleaning
supplies, otc.)

- Utilities - electrical, water, and
sewage needs for the Lown administration

Facilities - owned and rented buildings
for administralive staff and physical
operations - town hall, housing,

garages, olc.
Fte.
o Financial requirements
- Budget ing

- Improved controls cuer revenue
generalion and colloclions

- Improved management of local authority
oxpenditures and controls over them

Borrowings and repayments by the local
authorily

- Etc.
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Ask whether in any typical year the most human and
financial resources are devoted by the local authority
to capital projects or to operaling programs and
administrative support activities?

The answer will be thal the most resources aroe
devoled Lo operating programs and administrative
support activitics.

Ask whether Lhe local authority's activities in any one
vear will typically have their greatest local impact on
a local resident as a result of that year's capital
expenditures or of ils broad programs of local services
and octivitiee?

The answer will be that the greatest impact will be
Lhrough Lhe broad prograins of local services and
activities.

Ask where, then, in developing good long-range and
short-range plans, including financial plans and
budgets, the greatest atlention should be given?

I'he answer will be that the greatest attention
should be given to planning for the broad program
ol local services and aclivitios

Refer to ltem No. 8: "Planning Re spansibilities of
Local Authoritics" (diagram) .

Ttem # 8 secks to jJlustrate the relative proportions
of allention Lhal should be given to various aspects of
local authority concerns.

Capital project planning is very important. But one of
the major concepls to which this workshop is commillod
is Lthal good planning is, to a far greater extont,
required for your ongoing programs and supporls

where you collecl the most in recources from your local
wananchi, spend the most money, and have the greatest
impacl.

Discussion
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_Major Categories of flans_and Budgels*

Throughout this warkshon, we will be constantly faced
with the nesd to recognize that planning and budgeting
needs can be breken down into two different catego-ies:

e}

b.

planning and budgeting for the work of an
organization, and

planning and bhudgeting for a time-limited project.
Work of an Organization

Ask for cxamples of organization units for which
ongoing planning is requirad?

The answer is:

o The local authority overall

o Departmenls (treasurer's, public
heallh, alc.)

o Sections (chief accountant, veterinary,
etc.)

o Other units administering major ongoing
activities (markets, slaughterhouse,
etc.)

Carrying Out of a Preject

Ack what might be examples of projects for which
unigue, one-time planning is required?

The answer is projects —— both capital and
non-capital -- such as:

o New slaughterhouses

0 Market expansions

o Computerizations

0 New personnel systems

o New planning systems

We will be dealing with both types of plans and
budgets over the next several days. Regardless
of whelther we use a project or an organization to
illustrate the concepts involued, with
approsriale adaptation everything that we will be
discussing will apply both to planning for an

organization and planning For a project.

Discussian

*This Section 2 is not very important or significant -- don't

make

Loo imuch of il.

9;25-
9:35
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Long-range Planning_Undertaken First

BolLh long-range and short-range planning are required.

a,

importance of Long-range Planning 9:35-

9:50
Nsk whether we should start our planning with
long-range or with short-renge planning?

Mhe answer is Lhal we should start wilh the
lang-range plan so {hat we will know where
we wanl the next sewveral years' shor{-range
plans to take us. If we start with the
short-range plan, we may never identify our
long- range goals .,

Cities built years ago often grew helter skelter
with, for example, roads running cvery which way
Following brooks, caltle paths, and the like.

One doce not today, howouvor, begin a road network
by follewing old caltlas paths —- or by planning
only for a 20 kilometor stretch to bo built next
year. Today, if we are goirg to build a road it
is necessary Lo know:

o where {he road is going to lpad;

0 how it will fit into the highway pattern
conneceing major urban centers;

o how the entire road network will ultimately
relale to Lhe population distribution and
geographical topography of the country;

0 whatlt is Lhe long-range weat her patlbtern;

o] what dis the structure of Lhe soils that are
Lo bear Lhe weighl of Lhe pavement and
traf fic; and

0 many morne faclors,

Furthermore, if we plunk down our first school in
a new neighbourhood in the widdle of 1its present
population arsa, it may be poorly placed when
population growlh compels us Lo build the second
and third onocs .
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Time Span(s) of Long-range Plans

Ask how Far out must we plan, i.e., how long is
long--range planning?

The answers given may be such things as:
0 3 or b or iQ years

- Someone may suggest 3 to 5 years

because that is the time span of Ke

government Forward Budgetling.

- Others may cruggest 5 years because
is the time span of the national

government's Development Plans or of

9:50-
10:00

yan

it

LADPs or because that is the time span

of ten adopted for a long-range plan.

o Life of the assct or program

o} Period it takes to recover -- i.e., fully
amortize - our costs, our investment .

o} Estimated period (o obsolescence of our

investment

Answers given will probably all have some merit.

But an answer that can apply to all long-range
planning -- a statemenl of guiding principle -

is Lhat.th@_kimﬁ,QPQD_waplﬁﬂﬂiﬂgHQEQHJQ“lQQKEQME

for_that period of e_on w we_need
information and assumpltions in order Lo make
sound current and near- m decisi

o} for Lhe anticinatad life of our present
comnitment (e.qg., oil produclion leases:
loan repayment periods or housing), or

0 until amorlizalion s complete (water
system), or

o] until obsolescence occurs (e.g., compuler

equipment, communicalions system, school
buildings), or

o until broad programs, initiated now, can be
Finally completed (e.qg., nulti-year programs

For training, improving personnel systems,

improving security and fire services,

eliminating malaria or other communicable

diseases, improving revenue collection),
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For temporary employment of young people during school
recesses, or planning for a vacation period recreation
program in our parks, planning for 10-12 weeks may be
enough.

But in planning for a new highway, or a new school, or
improvement in our current operations, our time span
needs to look out over the period of time those
resources will be in use or our plans will be
underumay . Otherwise, we may over-size or under-size
the facility, fail to prouvide flexibility for further
growth or change, or otherwise fail to provide
adequately for the future.

Ask, having stated this principle, what is the most
common time span adopted by organizations for what

they call their long-range planning?

The answer is that across-the-~board long-range
planning for an organization usually settles for
a period of perhaps three to five vears for real
long--term program building even though planning
for a few long-range projects and programs still
may need to look out for periods such as 10-50
years .

Discussion

Detail Required in Long-range Plans 10:00
1o:10

Aisk how much detail is required in the lor.g-range
plan? .

Lots of answers can be given, most probably
containing some truth. However, the answer, in
principle, that will apply to all long-range
planning, 1is that degree of detail requireda to
make sound current and near-term decisions.

[f the plan is for a five-year road-building program,
a very greal amount of detail is required regarding
route, width of highway, depth and composition of road
surface, traffic patterns, construction schedule,
labor availability, raw material supply, and the

like.
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However, for a training program for workers in a
given department, one that you broadly lay out
over, say, a two-or-three-year period, very
little detail may be required past the first 6-12
months

Discussion

Financial Representation of Long-Range Plans 10:10~-
10:15

In any case, we must not forget that our
long-range plan must include a long-range

financial plan tor the 1income and expenditures
that will be required to accomplish it. This
long-range financial plan 1is the long-range
plan's equivalent of the annual budget that we
must develop as nart of our short-range plan.
Without these financial plans, we cannot assess
the practicability angd frasibility of our overall
long--range plan.

Discussion

et

Lona-Range Plan a Detailed Guide to Action_or 10:
0

pos— 4t foal d Jetalled Lulde to Action o 5
e : 20

Merely a Signpost?

s
N

Ask whether, once it is developed, the long-range
plan 1s (1) a detailed quide to action or (2)
more of a signpost pointing the general direction
we should go? Paerhaps the gquestion is better
stated as whetner, once Lhe long-range plan has
been developed, 15 it to be Faithfullv adhered to
and followed, ctep by step, without change over
the years ahead?

The answer - - which may not be obvious -- 1g
that all any plan can be is our best
assessment of what we should do in the
future -~ to be modified as future
conditions change from our jnitial
expectations .

be pFéBEFEEETB—ﬁBJEFy our future long-range plans
whenever our basic assumptions need to be
modified.
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For example, if we begin digging a cul Lhrough a range
of hills for our highway and encounler unexpected
conditions such as rock where we expected soil, or
quicksand where we expected a firm base, we nced Lo be
prepared to modify our long--range plan,

We dare not look on a long-range plan as soinething we
must slavishly follow over the years ahead.

fhe planning process is like a seek-and-destroy
missile launched againsl an enemy's warhead. The
missile slarls oul on a pre-programned path but
constantly modifies its course as its sensors and
computer systems delect changes in Lha direction and
speed of Lhe warhead that it is sceking to destroy,

In like wmanner, our long-range plans need {o be
continually updaled and adjusted in light of evolvuing
circumsiances and changes in our basic assumptions
about fulure condilions.

Discussion

Updaling of long-Range Plans 10:20-
sRediing ot tong--Range Plans 10:30
lhis brings us to our final point regarding long-range
planning. 1o be effective, we should periodically

update and exteond our long-range plans.

Ask how of ten should woe update our long-range plan?
lhe answer is thal, tdeally, cvery year we should
drop off the year completed, add a new vear to
our {ume horizen, and modify the plan in light of

evoluing circumstancoes .

Discussion

MORNING BREAK 10:30-

10:45



4. Short-Range Planning as -the Immediate Step Ahead in
Implementing the Lon Range Plan
Short-range planring nust aisn go uncertaken
5m a Short-range. Flanning Following on Long-Range 10:45
Planning 10:50
With the long-range plan ¢efinedg, the local
authorily manager must lay out 1n considerably
greater deta:l and for a closer-in oeriod of time:
o} a set of more immediate sbinctives defining
what he wants to achicue,
o] the program of work in bo carried out to
achicue those objeciives . and
0 a statemenl of Lhe incame and expenditures
that will be reguircd
This work 15 {aat of 1oueloping the short-range
plan, including the budget
Discussian
15m b. Time Span(s) of Short-ran e Plans 10:50-~
~aMme_e2pan(s) of Short-range Plans
) 11:05
Ask houw long a perind of time should the
short-range olan be for?
The answer depends ., as for the long-range
plan, on what ¢ oeing planned for. But
moGern Srganizations huUP generally settlad
on develoning 4 major chort- range plan for
Lhee comtrg e lyn months, i.e., the year
ahicad
Discuceinn
10 ¢ Relation of the Short-range Plan to the 11:05-
Lopg-range Plan 11:15

Ack heow the short-range annual plan relates tg
Lhe long-rangs plan?

The answer, which muet be apparent, is that
the short-ranqge arnual plan is the fFirst
year of the long range plan, but necessarily
put under o magnifying glass and with a
great deal more detail cet forth.


http:plarnirr.gr
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Refer to Item # 9 "Relationship between
Long-range and Short-range Plans" (diagram) .

The top half of ITtem #9 illustrates the
relationship between the long-range and the
stkort-range plan, the short-range plan being a
much expanded version cf the first vear of the
long-range plan.

fhe bottom half of the diagram iilustrates a
typical schedule, for a July-June Fiscal year,
for the updating each year of long-range plans
and development of Lhe short-range annual plan.
No effort is made here to relate this model to
specific Kenyan qovernment timing requirements.

Discussion

Detail Required in Short-ranqe Plans

Ask how much and what Lype of detail is required
in the short-range plan?

The answer is (hat now we need to specify

exactly:
) what we want to achicve:
o whal work is required to achieve it;
o what our month-by-month, and perhaps

week-by-week, schedule is to be;

o who is to be resporisible for —- and who
is to perform -- Lhe work: and
o what expenditures will be incurred and

what our amounts and sources of income
will be.

11:15-
11:25
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Obviously, the short-range plan for the year ahead is
itself composed of many ruen shorter-range plans.
lhus, as time passes, lowcr-louel manaqgers will be
developing still more detailed shorter-range plans for
the half-year, quartor, month, week, and cven day and
hours ahcad.

Discussion

Short-range Plan a Detailed Guide to fiction or Merely
a_5ignpost?

Let us again ack - but this time for the short-range
nlan - - whether tnis plan is a detailed gquide Lo
action or merely a signpost as Lo general direction?

the answer s, on Lbe one hand, 1n principle, the
same as for the long-range plan, but, on the
other hand, 1n roal practice, somewhat

different

0 We must, of course, be prepared to modify
the short -range plan as changing
circumstances roquirs

0 But, as a metler of real Fact. the closer we
get to actually performing work -  that is,
the closer 1n and Lhe shorter the tiine
period of wur plan - the less opportunity
we will have to wodify our short -range plan
and the more we will find that it ¢
becoming a worc-or-loss rigid guide Lo what
we wili de,

For vxample, if we acquire a piece of Jand and
start to build a building on it, we will S00nN
have no opportunity tao modify our short-renge
plan regarding placement of the building on the
site; its length, widlh and height; the materials
to be used; and the Tike,

Neverthelcoas, cuen the short-range plan musti be
continually scrutinized and mcdified - as (his nay
still be possible - when actual conditions prove to
be diflierent than we anticipated.

11:25-
11:35
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15m 5, Long-range Financia! Planning and Short-range Budgeting as 11:35-
Integral Parts of Planning 11:50

A plan thal comprises only goals and objectives, and work
to be performed, is not enough. As noted in discussing the
long-range pian, il is always necessary Lo develop, in the
cose of the long range plan, a long--range financial plan,
and in the case of (he short-range plan, the short-range
budget .

In fact, the budget may be looked on as the mirror_image,

in financial Lerms, of Lhe program of work to be carried
out .,

Refer Lo Item # 10 Programs and Budgets — A Mirror Image.

¢.  long-range Financial Plans
The long-range olan is not complete until, in addition
to defining what you want to achieve and what work is
to be done to achieve it, you have determined what it
will cost Lo carry it out and where you will secure
the money to pay for thece costs,

Discussion
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Short-range Annual Budgets

We are, of course, more familier with the fact that
our plan for the year ahead must include not only (1)
the program of work tc be carried out but also (2) the
costs of performing this work and the sources and
amounts of funds to pay for it.

In fact, all too often in our short-range planning, we
focus almost entirely on the expendliture and income
figures, 1. e., our annual budget, and pay relatively
Iittle attention to the objectives and work prograln
themselues

Refer to ltem # 11 "Planning_as 1t Is Done and as It
Should Be Donc" (diagram)

Item #11 1illuctrates the following:

o} in long-range planning, vsually we do not devote
enough attention to the wark to be carried out
and even less to Lhe long-range financial plan,
and,

e} in short-range planning, while we often devote
adequate altention Lo the budget figures
themealves, we usually underemphasize defining
our objectives and dewveloping and describinyg our
work program.

Discussion
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KENYAN GOUERNMENT PROCESSES AND_EXPECTATLONS REGARDING
PLONNING AND BUDGE I'ING

Now we'd like to turn to an examinalion of Kenya government
processas and expeclalions regarding planning and budgeting.

1. Local Authority Planning

Let's start out wilh planning at Lhe level of local
authorities.,

i, Contribution to the National Gouernment's 11:50-
Five-yecar Development Plans 12:15

Local authoriticrs have boon roquired in the past,
and can he oxpeclted lo be required in the future,
to make planning cortributions Lo Lhe Kenyan
government's five -year Dovetopment Plans .

Ak what were (he conlribulians cxpectoed of local
authorilics in connection with Lhe devolopment in
1983 of the Kenyan qovernmenl's curront {jue yoar
plan?

the leader should notoe parlicipanls' answers,

0 tExplore wilh parlicipants whethor Cheir
conlributions did not consist mainly of
detailed lists of possibloe capital
project e,

6] fry te gel parlicipanlts Lo soo
wilhoul weeming Lo crilicize Lhom
that these contributions do not cqguate
Lo Lhe preparation of meaningful and
realicslic five year plane by and for

local aulhoritics, Note that Lhese
planning contribulions arc not updated
each year -- as would be required to

mainlain Lhem as meaningful guidance to
local councils.

Discussion
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3m b, One-Year Estimates of Local Authorities

Next, we would like to discuss the planning you
do in connection with the preparation of your
Annual Estimates . *

Refer to Appendix A "Esti mates and Related

Matters - 1984", Circular No. 20/83, Ministry of
Local Government, August 31, 1983

Appendix A provides the MLG's instructions for
preparing the draft estimates for 1984,

Refer to Appendix B "lLocal Authority Estimates
1985", Circular No. 28/34, Ministry of Local
Government, October 10, 1984

Appendix B provides the MLG's instructions for
the preparation of estimates or budgets:

o first for January-June 1985, to be submitted
by November 30, 1984, and

o] second, for July 198%5-June 1986, to be
submitted by February 28, 1985,

Refer to Item #12 "Excerpts from 'Estimates and
Related Matters - 1984'"  Circular 20/83,
Ministry of local Government, August 31, 1983.

*¥ Lead a discussion about what regular iterative planning
is carried out by local authorities. The discussian
should lead to the conclusions that systematic planning
by local authcrities is almost entirely limited to
preparation of the statistical schedules required for the

annual estimates. This represents, in the mnain,
“incremental budgeting", i.e., the adjustment —- usually
upward -- of the current year's shilling figures for ecach

budget item in light of (1) revenue prospects for the
yvear ahead and (2) expected cost increases.

This item is programmed for one hour from 12:15 ~ 12:45
and, after lunch, from 2:0% - 2:35. Probably the major
presentation should be made before lunch and the major

discussion should occur after lunch.
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Item #12 excerpts the Following key pointe from
the MLG's instructions for preparing the 1984
draft estimates, i.e.. “rom Appendix A. These
key points are listed in the next page or two
herein. Bul il will be easiest for the workshap
leader to turn to Item #12, which participants
have in front of them, and review the key points
with them.

The following summarizes the key excerpts
contained in Item #12.

0 The treasurers are responsiuvle for advising
the councils, through the finance
committees, on these budget matters.

o The clerks are to ensure proper coordination
with and cooperation by every department

0 The treasurers are to keep in constant touch
with provincial local government officers.,

o Minutes of the Finance and General Purposes
Committee approving the 1984 budget,
together with a copy of the committee
chairman's speech highlighting the 1984
budgel, are to be provided.

0 A variety of schedules and statements are to
be prepared, mainly:

- For income and expenditures:

Actual figures For the most recent
completed year (1982)

Approved and reuvised estimated
financial figures for the current yeur
(1983)

Budget estimates for the budget year
ahead (1984)
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- Positions of individual funds

- Approved overdraft facility during the
current year (1983) and amount thereof
utilized

- Project.d cash tlow statement for the
forthcoming budget year (1984)

- Staff numbers, staff list, and list of
amployees who will be 5% years of age
during the budget ycar (1984)

- List of capital programs {for 1984) to
be limited to those "whose sources of
finance have beeon identified and
commitment obtained from the financing
instilulions to the effect that fiunds
would be made available in 19844

0 f'he treasurers are Lo provide notes
explaining figures that vary significantly
from the previous ycar and new items of
expenditures.

0 Proposed reviscd fecs and charges are to be
subimitted varly and separaltely -~ i.e., by
September 30, 1983 - (o make it possible

for approval Lo be given in Eim: to make
collection possible starting the first day
of the budget year (January 1, 1984) .

o] Estimates are Lo be submitled by October 15,
1983, to provincial local governmont
of ficers and to Ministlry headauarters by
November 15, 1983.

To summarize, Kenyan local aulhorities are askod
only Lo provide:

o first, figure data an:
- income and expendilures [or past,
current, and the forthcoming budget

years, and

- positicn of {funds and overdrafls;
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second, data on staff:

third, & simple listing of capital projects;
and

fourth, the treasurer's notes and the
finance commilbltee chairman's budget speech,
which are the only information required to
be provided on the current and future
siluation, needs, problems, objectives,
priorities, work programms, and the like.

Without appearing to criticize the local
authorities, attempt Lo get recognition that
generally budget figures are essentially
submitled without any meaningful description of
the programs that they are intended to finance.

o]

The speach of the finance committee chairman
ordinarily provides a one or two-page
inltroduction to the estimates document and
does not purport Lo be a statement of the
local authority's anticipated situation,
needs and problems, objectives, priorities,
strateqgy, objectives, and work programs to
be carried out.

he tressurer's notes are ordinarily quite
abbreviated, limited to explaining in a few
words (1) major variations from the prior
vear's expendilure levels and (2) major new
items of expenditures.

It has been observed that in some cases
neithaer Lhe finance committee chairman's
speech nor the treasurer's notes have been
submitted at all.

An occasional local authority does attempt
Lo provide, in the context of the finance
committee chairman's remarks, a fairly lucid
description of at least some vital overall
aspeclts of the local siluatlion anticipated
for the year ahecad.
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o} At least one local authority has placed the
treasurer's notes immediately following the
finance committee chairman's remarks and
ahead of the budget tables realizing that
some substantive explanation of the budget
figures should be presented to the finance
committee, council and Ministry of Local
Government &s a preface to -- and before
plunging the reader into an examination of
~~ the columns of figures. ¥

o] Moreover, there is no information requested
and typically none provided lo explain andg
justify the capital project list. this list
generally being limited to a one-page
listing of capital items and amounts to be
expended therefore.

Discussion

75m LUNCHEON BREAK 12:45-
2:00

¥It is also not uncommon (1) for columns of figures in
Lhese submissions not to add up Lo totals shown and (2)
for a given figure in a summary table ~--5ay a department's
Lotal expenditures —- to differ fFrom Lhe figure for the
supposedly identical total found in following detailed
tabulations, etc.
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MONDAY AFTKRMOON (180 minutes, including a 15 minute break,

programmed out of 180 minutes)

Call group to order 2:00-
2:05
KENYAN GOVERNMENT PROCESSES AND EXPECTATIONS REGARDING
PLANNING AND BUDGETING
tocal Authority Planning, cont
One-year Estimates of lLocal Authorities 2:05~
2:35
Continue morning's presentation and discussion
Local Authority Development Program 2:35-
00

One additional systematic planning exercise being
initiated at the local authority level is the
requirement for preparation by some local
authorities of a Local Authority Development
Program.

Refer to Item # 13 "Excerpts from 'local
Authority Development Programme Guidelines To
Assist in Development Project Planning and
Implementation -- Manual One: Preparing
Development Frogrammes'", Ministry of Local
Government, January 1985,

As Item # 13 indicates, the LADP is intended as a
strategy for the local area's development, via
capital projects, over a coming five-year

period. It is to be updated annually, It is
intended to predicate the development of capital
projects on a very extensive survey of the
community and un inlcensive process of capital
project development,

Until late 1986, only the 15 local authorities
participating in the USAID-sponsored Small Towns
Project had been asked to submit LADPs. At that
time. the MLG intended to request LADPs from some
nine or so added local authorities in the near
future. Sessional Paper # 1 of 1986 indicated
that all local authorities would eventually be
asked to develop LADPs.
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District Focus 3:00-
3:30

Local authorities are also expected to

parlicipate in planning activilies under the

Districl Focus for Rural Development program.

Refor Lo [lem # 14 "Excerpls from Documents
Relating to District Focus".

[tem # 14 oxcerpts pertinent language from
several sources to indicate Lhe rclationship,
in Lerms of planning and budgeting, between
local authoritics and Lhe District Focus
program. Poinls made in [Lem 14 include the
following. (lurn to ltem # 14 and review key
lanquage wilh participants as Llistod also
below.)

o From the LADP manual:

~  The LADP report is to be sent to the
District Development Committoee (DDC)
for ils review and comments, and Lthe
council is to consider and make
appropriale changes in light of any
such commenls by the DDC.

o] From tLhe basic District Focus document :

-~  The district responsibility for
planning covers projects supported by
local authorities.

- Local authorities have a special
relationship with the DDCs as follows:

(i) Local authorities are to vet
their development projects
through the DDC before Forwarding
them Lo the MLG to enable the DDC
Lo coordinate these projects with
other districlt development
ackivitios.

(ii) DDC endorscmenl of such local
aulhorily projocts is necessary
to assure the MIG Lhal Lhe
proposals have boon reviowed and
arc consistent with district
dovelopment priorities,
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Fhe COK Tecls o strongly aboul Ul
importance ol This coordinalt ion thal
the Disteicl Jocas dacumenl slalos Lhal
local aulhorilices whould, to Facililate
coordinal ton, adjiost {heir (bdacal yoear
Lo coincide wilh that ol Lhe conlral

GoJer e |

Dol crn oo o n Coammr (oo
mewmber whebp be Lo dnctude councillors of
tocal author il foe

o From "Disteict Tocns Circular No . 1/784%",
Nugust 27, 198y, i.0., the curront updale
of the basic Districl Tocus document

Local aulhorily projects must b
discucsed by Uhe Divisional Devefopment
Comnittoes belore submivsion (o [he
District Developmenl Commillers i
order Lo cnsure Phat grass rools inpuls
arc dncorporaled in the local
Aaulhorily's project propouals,

Ask participants what their expericnce de wilh

the Dictrict {ocus programs and Lhe DDCs. ) oad
a discusaion thal allows Lhe oxprossion of both
poasittive and negalive painls of view. Rut

conclude Uhe discuseion by "admitUing” problems
but poinling oul the neceossily of cooperat ing
wilh this dmportant Kenyan pragram and making
T worl.

Diccuas ian

15m AFTERNOON BREAK

3:30-
3:45



Nalional Govermmenl Five-Year Developmenl Plans 3:

lhis ds not a waorkehop intended primarily Lo
familiarize yon with Lhe Kenyan Govornment's
planning and budgeling requircements . However, in
carrying ool our workshop, 11 is cortain Lhat
maltlers retating Lo the COK's roquiromonte will
Frequent iy arise. So we would like Lo roview with
vou Lhe formal planning aclivities of Lhe national
govermment and ity inisirios and parastatales,,

Since the Kenyan Govermnenl s preparalion of Lhe
First wix year Dovelopmentl Plan covering 1964-1970,
the government has rogularly compiled such plans for

succerding (ive yoar poeriods. Ihe Tast cuch
excercise, Lhe f40th, was complelsd in 1983 f(or the
period 1984 1988 . Fhe product of Lhis planning

cffort was publiched as {he "Develapnent Plan
1984 -1988", daltvd 1987

Nsk il thic national long range planning exercise is
vsedlul and wlhiy?
the anwwers given will), surely, assert Lhat
Lhese five -year plans are uselul and will
indicate why.

Lel ue ook al this Jacl ffue year planning document

more carctully, FU way propared on Lhe basis of
Five year planning submiscions mado by the scueral
winivirics, parastalals, and local anLinorilties. As

we have carlicr discussod, vach local authorily was
asked Lo wahmit its own rocommended Five--yoar
developinenl plan, defined at the time as mainly

compricing capilal projects,

Fhe resultanl Kenyan govornment document covered Lhe
Following major secl tons:

Q Progrecs cince dindepondeonce

0 Straiegy Tor Tuture dovelopment

i) Nationai developmont Largols

0 Fiscal policy and Lhe District Focus
0 Financial asprcle of development

0 Sectural patterns of developnent



- 36 -

lhis lalter soction on "Sectaral Palterns of
Development " dncorporated goals and objeclives,
programs, anlicipated income, and planned recurrent
or opcrating, and capital, cxpendilures {or the
fFive-year period For all basic sectors of Lhe Kenyan
economy, under the following broad hoadings :

0 Basic inlrastructure

o] Social infractructure

5] Primary production

0 Manuiactoring, commerce and touriem
0 Other governmenl services

This mosl rocent national Development Plan e
continuing to provide diroction Lo Lhe government:
and ils ministrics and paraclalals as they move
ahead with the development of Lheir shorter-range
Lthree Lo five years and one- year - plans and
budgels Cor rocurront and capital expenditures,

But pleace note that Lhe grealt bulk of the summnary
nalional Development Plan consisbs of writteon
language deccribing needs objectives, priorities,
and program. . tabulations of anticipaled income and
expondilure which comprise the groeal bulk of
Jocal aulhurily cubmiccians of plans and budgols
occupy only a ftew briel pages in Lhe Kenyan
government "o five year Dovelopmenl Plan.,
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Ministries, District locus,and Parastatal Planning

Fach

year, the national government's ministries and

parastatals arc asked by Lhe Minisiry of Firance to
prepare both long range and shorl range plans.

a.

Three-year Plans of Ministins,VDier;gtuﬁpqgﬁh
and Parastatals

lhe Manistry of [inance iscurs cach yoar
instruct itons to ministrieos requesting Lhoem to
prepare what de called the "Programne Revdow
and I orward Budaol" for Lhreo years ahoad,
Refor to Nppendix C "lircasury Circular No., 5 -
Programme Reviecw and Forward Budgoet

1985/786- 1988/789", Miniactry of Finance and
Planning, July 12, 1985, pp 1 - 11 of 31 pages.

Your attenlion o spocifically called Lo
lanjguaqge {from Appoendix €, Ircasury Circular

# 5, which o oxcerplod separaloly as Ttem # 15,

Refer 1o [Lom # 15 "Ixcoerpls from Jreasury
Circular # 5 - Programne Review and Forward
Budgrl 1985/86 -1988/89", Ministry of_Finance

And”Plannjng, July 12, 1985,

Ftem #15 wakes Lthe following clear. (Ihe
leader chould turn Lo ITtem # 15 and review the
koy - undior lined - lanquage with Lhe
parlicipante a¢ also summarized below. )

o this exorcise of preparing the threo-year
forward budgel die an dmportant tool for
planning. [t has nobt been done as well as
il shouid. 1( musl be laken more seriously.,

o  lhe treasury will rogard Lhe Lhree -year
budgrl co srriously Lhal il will not
consider 'or inclusion in Lhe next year's
budget any program unless il dis also
included in Lhese Lhroe -yoar planning
statoements .

¢ N carcful review of all current aoperating
aclivilies is cssenlial as a basis For
develapmenl of plans [ar rocurrent
oxpendilures,

o Bolh parastatals and districls arc to be
Fully invelued and included in Lhe
development of thesce Lhroo year plans,

4:00-
4:30


http:MiniSt.ry




- 39

For the devclopmenl {orward budgel, Ttem # 15
makes cltoar Lhal lreasury Circular No. 5 also
requircs Lhe following:

0 N palicy staloment with prioritics For
investmenls and developmenl programs
wilhin the seclar and for major
projoecta/programs it cach sub coclor,

0 N budgoet swmiary [or cach sub -vote
(compornent organizaltional unil) and head
(projuecl, program, ar aclivity).

o] Details of Lhe threo year deve lopment
budgel <howing wource, lype and roepayment:
terme for [ inancing,

0 Considerable added detarl an Ve
ministry's tolal project il including
(howe deterred, phased oul, redesigned, or
carncellod Lo provide [unding or prajrcls
Lo be fmp lewnern e

O Very delalled tnformation on cach
individual projecl e bo included in the
theoo yoar program.

For 1986/87, (hese three .year plans wore to be
submillod by minictrice and purastalals as
carly as possible and not laler Lhan Ocloboer
Th, 1984,

In addition to the informalion in Ireasury
Circalar Noo Y, added informal ion on Lhe GOK's
expeclal ione regarding Iong range planning is
provided in oa related documentl issund by Lhe
Miniasley of binance.  This documonl predicalos
Lhe Budgel Ralionalizal ion Programe on a
candid and cxplicit weilleon acvosament of key
needs and problems acing Kenya .



Ref nr o anm No. 16 "txcerpts From 'Workshop
1 - Budgnt Ratjonuljzutlon Progranmme
a ,u1dPL1nns ffor Prugrammn Reviow an lonward
Budgp . 1985/86 “_J988/89“, Minislry ofm_;_

and Planning.

Excerpte from this document are provided in
Ttom # 1€ which wmakes the following added key
pointls. (The leader should turn Lo Item # 16
and review Lhe koy undorlined - Tanguaqe
with parlicipants.)

o Fhe quality of the programs on which
budgcts are based necds to be "improved
consideorably”

o] The forward budgel chould be considered
essentially as a planning oxercisoe,

o] The distinction boetweon the Llwo processes,
Lhe (orward bhodget and Uhe dralt
estimatcs, is uvery cloar.

- Ihe Torward budgel is a planmning
exercise

- The draft cotimates translalte {he
Forward budgel inlo budgrtary
allocations and provide one more
opportunity (o | ine-Lune Lhe
proposals in the {orward budgel in
Light of more roconl informal ion an
the resource position, dmplementation
record and common Minancial
guidelines,
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0 The forward budgelt process involves the
modern approaches of (1) zero-based
budgeting, i.e., evaluating existing
programs from the ground up, (2)
establishing priorities, and (3) full
costing of programs and projects including
calculating the costs that must be met
through thz recurrent budget. Thus:

"Zero-based budgeting":

Budgel discussions at the planning
stage should be made without any
presumption thal a given
service/activity should continue more
or less along its present lines.
Ffherefore all ongoing activities and
projects should be very carefully
reviewed to assess benefits being
generaled and the process of
implamentation.

- fstablishing priorities:
Operating ministries should clearly
identify and prioritize Government
services, acltivities and
infrastructure, expenditures on which
will lead Lo maximum returns or
benefits in the present
circumstances, and establish
priorities for investments and
development projecls within the
seclor.

- Full costing:
Full costing of all projects for both
conslruction and implementation is
essential,

In addition, mindless across-the-board
cuts as a means of budget adjustment
should be avoided.

Discussion
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One-year Plany and Es Limates of Ministries, 4:30~
Districl tocus, and Parastatals 5:00

A recont Minislry of Financoe and Planning
instruclion il led "Orall Eslimalos of Revenue
and 'spendiluro L985/86", was issund as
Treavury Circylar No. 2 Lo "all accaunling

ol Nicera™ as o April 18, 198, and was Lo
cover the ficca' yoar 19845786 .

Reber Lo Appondix D “Iroasury Circular No, 2 -
Drall Latimateos of Revenue and Expenditure
198457806, Ministry of | inance and Planning,
April 14, 198,

Genterally Lhiroughout Nppondix D, policy
quidelinoes wre provided by the contral
geveriment to guide minislring in sceloclion of

Doactivities and sorvicos in Lhe operal ing
program., and

O projoctys in Che development progrems .

Standard accounling codes are sot oul lNor use
by all minicirice.

Again, celvclnd Language from (bis circular has
been excorpted in Ltewm o0,

Relfer Lo Ttewm 4 1y "Pxcorpte from “Treasury
Circular No. 2 . Deary el imakes of Revenue
and Ixpenditore 1984786, Ministry of [dinance
and Planning April 18, 1984,

Llaw 117 makes (e lollowing clear. (The
leader Chould furn 1o Llewm #17 and rovicw koy
urndor i ed languago Mrom it wilh he

parlicipants.)

O Districl Incye programs arce Lo boe dincluded
in this oxercioe,

o The annoal eelinal eq are Lo bo supporleod by
Lhe three yoar plan,
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0 The estimates are also Lo be supported by
planning stalements For which the shilling
figures are simply Lho financial
represenlal ion,

Thus, these excerpls include references to:

0 Finalication of ceilings for individual
voles (ninislrics) coctablished af tep
detadled discussions on each vole during
preparalion of (he throo-year (orward budget

o ldentillicalion of ¢lear priorities

o Identificalion of where and how revenues can
be raised lo pay (op extending services Lo
NGl Arcas

o Inclusion of botlh capital projects and
operaling lfunds required for development
programs Lo be dimplementod at Lhe district
Level under Lhe Districl Focus for Rural
Development

o btxplanalory notes or bricfs giving:

- a slalement ol objectives for each
sub-vole (major organizalional unit), and

= a deseriplion of Lhe work program to be
financed lor cach budgetl head (project,
Program or acltivily) Lo include
"gquantitalive figures indicating Lhe size
or coverage ol Lhe praogram, 2.qg., Lhe
number of velerinary clinical cenlers,
heallh cenlere or waler schemas 1in
operation, or Lhe number of sludents
enrolled all schools".

Ihese draft one-year program and budget
slbalements were Lo be submilled by April 29,
1985, for (he year beginning July 1, 1985,

MAKL TUENING READING ASSTGNMENT : iLtems #s 19 Lhrough 23
and Hopendix b


http:figu-.es

5m Call group to order

5m

TUESDAY MORNING

- A4 -

(285 minutes, including a 15 minute break,

programmed oul of 285 minutes)

8:0¢

C. KENYAN _GOVERNMENT PROCESSES AND EXPENDITURES REGARDING

PLANNING_AND BUDGE ING, cont.

3. Mi

O

A1
con

nis
nt.

trics, District Focus, and Parastatal Planning,

summary of Kenyan Government Planning and 8:
Budgeting Procossns 8

Refer to Appendix E “"Excorpt from District
Focus for Rural Dnunlopm nt, Office of thn

PrOSJd(nt Revisced June 1584 -- Annex I1: n

Short _‘?u,uun@ry_ of the G.0.K. B_u_._d_g_q.,..a_ry,m_!?nqsgs_ﬁ_'1

pp. 31-327.

Aippendix b oof your workshop matlerials is
included for your convenience Lo provide you
with a chort summary (wilh special attention to
District Focus) of the COK's planning and
budgclary procrossos,

Discussion

= O
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Jrends in Kenyan Governmenl Planning and dudgeting

We have been discussing the prescnl GOK systems for
planning and budgeting. Let us consider what seom
to be some likely trends.

0

(8]

Q

Q

Firsl, the GOK is certainly going Lo place
incrceascd emphasis on good long-range and
short-range planning. One indication of this is
the recent cstablishment of Lhe Ministry for
Planning and Nalional Development .

Second, the Kenyan governmenl fully realizcs
thal riding out present problems and dangers,
achieving cconomic growth, and maintaining
political stability require Lhat all of 1its
organizations and sub units parlicipale in
highly rational planning processes.,

Third, Lislrict Focus is hore Lo stay for
reasons such as the foullowing:

Miniclrice carry out major projects al Lho
the districl - 1.e., local - level, and Lhe
planning for mecting these local needs should
be done closer to where Lhe projects are to
be carriod out .

Bul cuch planning and coordinalion of local
minisley projecls reqguire laking inlo account
Lhe capilat programe carricd out by local
aulthoril fes,

therefore, while the nalure and content of
Lhe intoreclalionships boluieon NDCs and local
authoritice may vary, the Dislrict focus is
here to stay and all concerned - including
Lhe Tocal aulboritios musl join in helping
il 1o wchicun qis objoctives,

Fourth, the GOK s increasingly concorned Lhat
the local authorilics bocome morae clfective in
meeling local nends cf fectively and with highly
cllicienl use of resources, With Lho examnple of
the long range and short- range planning and
budget ing required of minislirios, parastatals,
and Districl Focus, tho Minislry of lLocal
Govermnenl g alreoady planning Lo ask local
authoritics (o adopl similar carcfully-designed
long-range and short -range planning and
budgeling praccsces,

8:10-
8:30
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ELEMENTS OF ?LANNING AND HOW TO CARRY THEM OUT

Plarning can be broken down into a number of steps.

1.

Good Planning Involues Several Steps 10:15-

T 10:25
Every time we set out to do something, each of us

goes through the scveral steps involued in good

planning even if we are not conscious of doing so.

o We choose our mission or o0 We decide that we want
purpose Lo go on a safari.

0 We assess Lhe future 0 We see Lthat it will be
situation in which we a sunny day -- or look
will operale. in the newspaper or

call the weather
service to find out
what the weather will

be 1like.
o We decide whal we want to o We decide Lo drive to
accomplish. Lake Naivasha for a
picnic.
o We decide on the work to o L will drive there,
be done, when it will be you will pack the
done, and who will de 1it. lunch, and we will

both mind tLhe
children.  We will
complote our

preparat ions by about
9:30 awm, arrive by
11:00 am, and return
by 6:00 pm, bofare

dark.

o We find out whal il will o We detormine that Lhe
cost and where we will coste will include o
gel Lthe money Lo pay for hall Lank of gasoline,
it. toll charges, and soft

drinks, and we will
stop by the bank Lo
gel Lhe wmoney.,

Ask if Lhere is anylhing wrong wilh this Lype of
intuitive planning for all of Lthe work we musl do -
and, il so, why?
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h. o Workshop Ixcrcise: Lvaluate Opportunitics for
Improvement in Planning and Budgeting by local
Aulhoritioes
Refer Lo Item # 18 "Workshap [xorgjcq_“lﬁuq]qqio
Opportunilics tor biprovement in Planning and
Budgeting by Local Aulhoriticg®

60m form into wmat | groups and complele oxorcign, 8:30-
9:30

45m Aok <mall groups 4o reporl an rosultle of the 9:30-
worhshop oxercive, 10:15

X X X

lhis concludes aur rXantinal ion of Kenyan governinent
planming and budgeling prociaars, Mo this point we will
turn to our work.hup objocl iven of Ivarning how Lo do Q

beltor job of planning and budgeling in our daily work
back home
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I'he answer is Lhalt Loo often we do much too casual a

job of thinking through our plan. Then, whon we have
carried it oul, the resulls den't measure up Lo what
we wanted - or the costs are greater than we expected

=~ or Lhe time required lo complele il is grealter than
we planned.,

All of this i Lo say that we will be betler (inancial
managers i we learn consciously how Lo do the work of
developing an oxcellont plan, dincluding its budget .
And thal is whal we will be spending much of this
workshop doing.

Diccussion

MORNING BIREAK

10:25-
10:40



15m 2, First Step: Defining Mission or Purpo

'

@ 10:40~
] . . ) . i 10:55
The first step is to define our mlssian or purpose.

a. Whal is "Mission" or "Purpose"?
Ask what s "mission" or "purposc" .
Fhe answer is that it is oup broadest notion
of (1) the ond Lo be atiained, i.e., why we
are called inlo existence, or (2) what we are
suppose {o achiove.
Discussion
b. Examples of Mission o Purposc
We must slart any elforlt with some notion of what
we want to achicve - let's call Lhis our "broad

purpose' .

Ask what might be the miscion ar purposoe of Lhe
new Ministry of Planning and National Dovelopment .,

lhe lradoer should guide the group to a
reasonable slalvment .

Refer (o Ttem # 19 “Ixamples of Mission or Purpose"
Examples from [tem # 19 aro Lhe lollowing:

Faor a Housing Project

Fo develap 5,000 housing unit e by 1990 to mectl {he
needs - on Lhe basis ol amartizalion of all
capital and operaling coste - of {he presently

unhoused Low-income wananchi who have gainful
employment in {he council'e arca.
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fFor _a Local Authority

To provide to (he wananchi --. in implementation
of the tocal Aulhorily Ack - neoded prograins and
services within the geographical arca of the
council by deoveluping cost -offective organization
and staff, facilities, and other rosourcos .

For a Markets Department

lo assiat in achirving bolh the

delivery -af sepryjien obligations, and Lhe roevonue
needs, of the local aulhority by providing market
facilitivce and <upport siervices bholh (1) to the
persons celling fruits and vogelables, meals, and
other Tood reflated 1Lems and supplics, and 1tems
to meet general hovcchold needs, and (?) to the
wananchi ol the cauncil's arca and surrounding
smaller urban contors,

Por Preparation by a local Authority of a lLocal
Authority Develapment Program

fo develop and secure govermmonl approval of a
Local Authorily Development Program for the
council that provides a slratoegy for Lhe area's
development over the nextl fjue years, describing
the basic needs of Lhe local authorily, outlining
the priority projocts Lo meel Lhese needs, and
demonsteraling thal (he council is able e manage
and finance the projecle, all in accordance with
the MIG s publiched quidelines .

For the Dictricl tocus Program

Fo broaden the base ol rural deurlopment and
encourage docal initiative in order (o improve
problem tdent il jcal ion, resourens mobilization,
and projoect dmplementation by developing and

bmp Lemwenting Uhraughoult Kenya a District Focus
for Rural Dovelapment Program Lhat (1) develops a
compleomentary relationship belween (1) the
ministries wilh their secloral approach to

deve lopment and (i1) the dislricls with their
integrat od approach Lo addressing local needs and
(2) delegalos to the dislricls Lhe planning and
operaltional aapects of district-specific rural
dovelopment projoecls.,



For a New Prougram for Development of Long-range and
short-range Plans by lLocal Authoritics

fo develop, 1issue, and render coffective a sot of
approaches and techniques for Lhe development/updaling
each year by all local aulhorities of long-rangn
(threce to fiuve year) forward plans and budgets and
shart-range (onc-yrar) forward plans and annual
budgets (estimates) that dnclude slatements of
miss.on/purposc; forocastls: goals/objectives;
programs with work steps, schodules and
accountabilities; and financial plans/budgels for Lhe
guidance of the local authority.

Discussion

However, we will not dwell further on this initial
step in Uhis workshop, assuming thal our broad purpose
is clear Lo us - or will be made clcar.

Instead, wo witl move on lo whal is required in order
Lo develop a good plan to achicue Lhe given broad
mission or purpose,
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Step: Forecasting the Relevant Environment in
lans Will Be Implemented

The next step is developing forecasts.

10m a. What Is_a Forecast®? 10:55~
11:05

fisk what is a "forecast"?

The answer is that 1l 4s a statement of what
e expect future conditions to be like as
they can be expecled to impinge on what we
will wanl to do, i.e., an estimate of a
future happening or condition.

A forecasl is made wilh respect to a factor that
is essentially uncon lable

view of Lhe organizal- . If the factor is
controllable, then what is involved is not a
"forecasl" but a "planning decision".

Discussion

¥Previous workshops have indicated that participants
sometimes have diffFiculty in understanding what a
"Forecast” is. So be sure Lo devole enough time, with
examples included in those materials, Lo make this tarm
perfectly clear,
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Jwo Types of Farccasis: External and Internal 1l
11:

In relationship to an organization, there are Lwo

Lypes of lorecasts. Ack whal arc Lhoso two Lypoes

of forecasts?

the answer ds (1) forccaste oxternal Lo {he
organization and (?) forecaslys internal lo
the organizalion.

0 Thus, Torrcasts must be made lor
factors external to our entoerprisc,
such as Lhe rale of growth and the
exprcled location of our urban
population, and

o} lorccaste mustl also boe made of faclors
internal to our organization, such as
objeclive Tacts regarding funds Tikely
to bo availaole, changing quality of
our work 1orce, possibility of
acquiring new and more advanced
cquipmenl, and the Tike.

We will discuss these two Lypes of forecasts in
turn.

Discussion
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30m (1) Forecasts of the External Environment 11:15-
11:45
We have already agreed that if we are to
build a highway, we must assess .- Lthat is,
forencasl — whal conditions we will

encounter and what the future situation will
be regarding population size and location,
traffic density, climatic factors, and the
like. Indeed, for cuery significant project
we undertake, woe must make similar
assesasments - - or forecasts - - of future
condilions.,

Ask what are some major calogorics of items
on which forecasts must oflen be made?

Write down responses on flip chart.

Ask whal we muel forecast in connection with
building a new water cystoem?

Write down responses on Flip chart .

Ask what we musl forecast in connection with
a slaughterhouse projoct?

Write down responses on flip chart.

Discussion

Refer to Item # 20 "External Forecasts —
Facltors and Examples".

Let us Jook now at the Lop halfl of Item #
20% . Here is a lisl of external fFactors
that we will often want Lo cvaluate for one
or anolther of our plans. The list includes
such Lhinge as:

0 future changes in laws and requlations

(For aur schools: age lovel for
compulsory oducalion):

o} [ultre population size and composition
(for our housing project: location,
age, and income of the local
populalion);

Kon' L skip thece ditews.  Ns you caver them from this text
or from Llem 4 20, the participants will be able to revicw
the wame dlems Cin differont words) on 1 Lem i 20.



o future prices that can be charged consumers
of our services or products (for our
slaughterhouse: whal we can charge those
raising livestock)

) future market demand (for our food
processing plant:  consumer prefercnces and

volumes that will be purchascd) ;

0 fulure auailability of construction
materials and equipment (for our
slaughlerhouse: availability of machinery);

0 future labor supoly and composition (for our
new school: availabilily of oducalional
adminislrators and qualtificd {cachors);

o future costs Lhal must be paid (For our
highway: whal we must pay for road building
aquipment);

0 wealher factors (for our porl facilities:
expecled monsoon conditions): and

0 olher such facliors.

AL Lhe bollom of page lwo of ltem # 20 is a list

of faclors thal we musl (orccasl (or a walcer

supply projoct:

0 populalion pallorns:

0 fulure demands on our waler source (rainfall
Lhat will accumulale intlo rivers,
reservoirs, or wells) and Lhereflore fulure
waler availabilildies;

0 costs of pipe and other malerials:

0 availabilily of new meubors of our labour
lorce wilh needod skills: and

o) other such faclors,

Discussiun
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Also shown at the bottom of page two of Item # 20
are factors that we must forecast in connection
with planning for a slaughterhouse:

o) volumes of cattle, sheep and goats, and
smaller animals, to be slaughtered over the
vears ahead;

o population increases in our market area;

o changes in distribution facilities, such as
in public markets;

o changes in local Lransportation facilities,
e.g., highways, that will facilitate
delivering fresh meat to nearby market
centers;

o need for and willingness of suppliers to pay
for Lhe coslts of a refrigeration facility:

o growth in export market demand to nearby
comnunities; and

o] other such factors.
Discussion

Aisk how we qgo about making external environmental
forecasi:s?

The answer is that we must:

o first make up a list of things about which we
need to have some assumplions as to the future in
order to develop sound plans, and

o then we must accumulate the best possible
information about how these things will turn out
in the years ahead.

Discussion



Ask how we might go about securing this information?

The ansuwer is that we should look to the best
information sources available to us (consistent,
as always, with the Lime and money available to
us for Lhis part of our planning work), e.g.:

0 wealher offices;

o] public librarics;

o] rescarch publications;

0 knowledgeable firms, departments, and
people;

o our own projeclions from historical data;

0 indeed, whercver we can get the best

informalion.

Discussion



30m (2) Forecasls of Lhe Internal Environment 11:45~
12:15

You must also asscss what is likely to occur
in the environment internal Lo your own
organization. Please nole that this does
nol refer Lo what aclions you are going to
take as part of your plan. These latter
actions would be planning decisions, not
forecasts.

Ask what "internal forccasts" -refor Lo?

Fhe answer is Lhat they refer to
objeclive factors inside your
organicabtion Lhal over the time span of
vour plan arc not rcally under your
control but will happen anyway.

Discussion

Ask into what threc broad categories the
forecasls inlernal to your organization
might be grouped?

fhe answer s that most but not all
such factors can be grouped under the
threce broad categories of (1) human
rosources, (2) physical resources, and
(3) financial recourcos. Another
calegory of such internal forecast
factors relates to the impact of
changes in Lhe organizalion's systems
Examples follow.

0 Human resources
Management staff
- Professional staff
- Technical staff

- Office, clerical,
and manual staff
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o Physical resources
- Buildings

- Equipment

- Supplies

o Financial resources, o.q.:
- earnings
- interest income,

debt repayments,

- etc.,
and also
0 Systems, e.q.:

- impact of new accounting
systoems,

- impact of computer upgrade,

- impact of communications
changes underway,

obtc.
Discussion

Refer Lo Item # 21 "Internal Foreccasts -
Faclors and Examples',

Pages 2 and 3 of Item #21 give eleven
examples of internal forecacsls From among
these above four major categories. (Review
Lhese individually with the participants
from Ttem #21.)
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Here again, Lo develop your inlernal
forecasls, you shculd:

o)

lislL those dinlernal faclors thal will
affecl your plan,

develop the besl possible information
on whalt is likely Lo happen with regard
to these faclors, and

write down your conclusions about what
the future will bring.

Discussion
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Implications of Forecasts

One morc step that is important regarding both
your external and your internal fForocasts is
writing down the implications of your lorecasts,

Ask what is an "implication” of a forecast?

The answer ds that il is a slatement of the
necessary consequence -- ar significance
of a forccast for your plan.

Discussion

Examples will be helpful in understanding this
concepl .

o Let. us supposce that in conneclion wilh our.
plan for twproving our securily force we
have forecast Lhat uncmploymenl will rise by
100% over the noxl {ive years accompaniod by
a substantial dincrease in slrceol crime in
the urban conler,

0 The dmplicaltion for our plan might boe Lhat
we must substantially dincrease the number of
askaris ascigned to patrolling Lhe clreele,

Give other examples of forecasls - possibly [Trom
the sccond pages of Tlewms #s 20 and 2| and ask
what wight Lo dimplicalions of Lhewm pelovant 1o
our plan. Poinl oul Lthat the dmplicalions mus(
be relevanl to the plan or Lhoere was no need Lo
make the forccast in the firsl place.

Reter Lo [lem # 22 "Lxamples of Relevant
Implicaticns of ftorccasta™,

Fhen revicw with participants oxamples of
forecasts and Lheir dwpltications in Tlom ff 27.

BREAK
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TUESDAY AFTERNOON (180 minutes, including a 15 minute break,

| programmed out of 180 wminutes)

'5m Call group to order, 2:00-
L. ELEMENTS OF PLANNING AND HOW TO_CARRY THEM OUT

3. Second Slep: torecastiing Lhe Relovanl Environment in

which Plane Will Be Implemented

10m d. Writing Down Forecasts and Their luplications 2:05-
2:15
Please note Lhal at this poinl we <hould pul down
our conclusions about the future in writing.

Let us ctup for a moment on Lhie point of writing

it_down.

0 Qur plan 15 Tike a complex picce of
machinery. We noed lo understand how its
parts arc pul together and how they relatn
Lo one anothor, LFowe don't, we are likely
to build a very dncfficicent piece of
machinery - or plan,

o] Morcover, if we do have, in writing, a

blueprint of our plan, we can readily see
how a change in one part will affect ovory
olher part.

Write down cach of your fulurce cnvironmental
forvcasts and Lheir implicalions:

0 so Lhal you and cveryone clse concerncd with
he plan will understand on what you have
baaed J( and

0 o that you can Lhe more casily modify it as
will be necnssary as a rosult of the Future
working out differenlly than you had
originally oxpeclod,

This same point aboul Lhe valuce of writing it
down will apply Lo all of the later pltanning
stoepe Lhal we will be discuss ing .
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Ism e, formats for Forecasts

NN
N
ol

At the conclusion of our discussion of each of
the planning steps, we will spend a few minctes
on typical formats for stating our planning
results. We don't want Lo make too much of these
discussions of formats. Our purpose 1is to
suggest, for your futi-e use, the key elements
that should be included in stating the planning
results in cach of these areas.

Refer to Item # 23 “Examples of Forccasts Formats"

[he format for Forecasts should provide soctions
for both External Farecasts and Intornal
Forecasts as well as provide for stating the
implications of the forecastls.

(1) Forecasts with S2parale Implications

First, illustrated in the box on page 1 of
Ttem # 23, one possible format is to state
each forecast and follow it with a statement
of its 1implicalions.

This approach is Lhe most rigorous and will
yield a better rosult than including the
implications as parl of the forocast
statement but is wmore difficult for
praclical officials Lo accomplich.

(2) Forecasts including [implications

Second, as shown in Lhe box al the top of
page 2 of Ltem # 23, the forecast and its
implicalions can be incorporated in a single
stalement .

This approach is the simplest Lo carry out.
(3) Forecasts Followed by Set of Implications

Third, as shown in the box &t the bolilom of
page 2 of ltem # 23, another aliernalbive is
first to list all forecasls and then Lo
follow this sebt of all of the forocaslks wilh
a set of all of the relevant implicalians.

*Note: Review with participants this and subscequent
alternale formalts from [tem # 23
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lhis approach is best used when it is
discovered that some forecasts lead to two
or wore implications and some implications
are derived in whole or in part from two or
more forecasls.,
Your choice may also depend an whore vou wish to
nlace cuphasis . lhus, he firsl approach ma
place a comewhat great emphasis on Lhe
implicat ions than does Lhe secaond approach. And
the third approach may make possible a more
logically organized and lilerate sot of
stalemont s .

h
y

Discussion

lo conclude, we must not overlook Lhe importance
ol bring clear in our winds about what the

meaning of our forecasts is for us -- that is,
for our plan, Fhus, a well-developed plan will

state bolh (1) our cnvironmental forecasts and

(2) whal their relevant tmplications are for our
plan.

Discussion
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Workshop Exercise: Develop Purpose/Mission and

Forecasts for an Organizalion or a Projucl

Reler to llbem # 24 MWorkshop Exercise - Develop
Purpose/Micsion and torecasts for an Organization or a
Projecl".

Form into small groups and complote exercisce. 2.

Hopefully, al leasl one group will choose a major 3:

department of a Jocal aulhority or a major program of

such a major department..  Others should choose a

capilal project ar other one Ltime projecl .

BREAK 3
3;

Complete group work., 3
4

Ask small groups lo reporlt an Lheir results., 4

5

Discussion (Ieader should ask participants nol Lo
criticize the subslance and wisdom of Lhe projoct
details bul inslead Lo comment on wholhor Lhe
mission/purpose statoments and Lhe Forocasls and
fmplicai ions are or are nol good examples of Lho
concepls thal we have beon sludying and to suqggoesl
houw they might be vlated bollop.)

READING NGSTCONMINT . [tems #s 25 through 331 excopl For
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AEDNESDAY MORNING: (285 minutes, including a 15 minule break,
programmed out of 285 minules)

m Call group Lo order

D. ELEMENTS OF PLANNING AND HOW TO CARRY THEM OUT, cont.

4. Ihird Step:  Setling Objecltives for an Organizaltion or
Project

n a. What ls Nn Objective?

Nsk, once we have stated our foreocasls and their
implicalions, what is the next slep in good
planning?

the answer dis that next we must docide on
our objeclives.

Ask what dis an "objeoclive"?

Answers given may delfine "objective using
synonyms such as "goal' or "aim"., Do not
accopt Lhese answers.  Solicil the ansuwer
Lhal an objective is a statement of what,
specifically, we intend to accomplish,

Discussion
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Specificity

Refer to Item # 25 "Objectives - Planning
Consideralions and Cxamples.

fis indicated din TlLem # 2%, objectives must be
specific. Fhey must define such things as:

o What -- describe?
o} How much - quantily?
o When - dales?

txamples follow (Lhe leader should turn to Item #2%
and reviow ils conlenl with the participants):

o To build added 0 o build 1,000 ncw housin
roads and improve unilts by 1942
exisling roads so
Lhal Lhe national
highway syelem
will be able Lo
handlc H0% morce
traftic by 1995,

o To construct a road o To build twa low-tdincomo
20 kin long lrom lown housing ostatns
X Lo lown Y by 1988 of 100 unils each by 1988
o] To huild the planned 0 To build housing units
road 10 metlers wide costing nol Lo cxcred an

average ol Kshs. 100,000,

o To construct stroct o Jo construcl 'he housing
curbs 15 cm. high units with locally -
along the new road produccd building matoria

where il passoes
Lhrough market
cenlors

Discussian
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30m c. Hierarchy of Objectives 8:20-
8:50
Objectives come in many shapes and sizes.

(1) Introduclion

As dindicated din Ttem # 2%, there is a natural
hierarchy of objectives.

Ask what we mean by a "hicrarchy of
objectives",

The ancwer ds thal a hierarchy of
objectives ranges (rom Lhe most long-range
to the mosl dimmediate - from the uery
broad to Lhe most sprcific.

The long- range and broader objectives will
usually conlain lanquage often called
"qualilative™, i.e., statcements describing
resullbs in terms of broad objectives or
condilions being sought, e.q., education of
Lhe people, through classroon prograins,
consistent with national laws, ote.

Fhe shorter range and moroe specific objectives
will veually contain language of Len called
"guantilal ive", .o, slatomenls conlaining
specific measurements such as 60%, KShs .
(5,000, by 3lst December, al Lhe intersection
of X and Y ctrecls, olc.

Dilferent words are used by various
organizalions for thoso seucral Lypes of
objecl tues, lwo sels of such Lorms are Lhe
following:X

¢} Purpose or Miscion o Key Objoclive
0 Goal o Critical Objective
0 Objoctive 0 Specific Objective

Discussion

2 not make too much of the distinctions between Lhose
terms . While Cheso connolations are very generally
accepled, it dis the ideas thal are important, not the
particular Lerminology.
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Some persons make the major distinction
between "sltrategic objectives" ("goals" in
this workshop) and "specific" or "operational"
objectives,

Examples of the hicrarchy of objectives are
praesenled in Ttem # 2%,
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(2) Purpose or Mission

We have already discuesod Lhe development of
staltements of purpose or wission as the first
slep din planning.  Item # 19 gave scveral
examples of such statemenlts . Now we have
provided an cxample for an education ministry
on o page 7 oot [lem # 2% of how such statements
might be fmplement ed through dincreasingly
apecilic sels of goals, objeclives, and cuen
yoelt more specific objoclives.,

Fhee TirstU stalement on page 2 of Lkem # 25
provides an example of 3 broad purpcse or
mission (or an education ministry as fFollows:

Miscion/Purposc: o provide Lhrough an
cducat ion ministry for eoducation of the
urban and rural populaiion Lhrough
classrovm programs moeting nationally
adopted cducalional laws and standards.

Mhis wlatement is roally not time-limited. It
looks Lo the dndefinite fulure., 1t will
change only slowly over btime. Tt secoms —— and
is — quile geoneral. Bul il is not quite so
general as il omay seom ab (irst. Indeed, it
telle wue quite a tot:

0 Lhe organizal ion, (o do the work, i.e.,
he cducal ion minis ey

0 whalt il is lo do, i.0., providea
cducat tanal programs

0 Lo whom the programs are Lo be provided,
i.eo, the urban and rural populations;

0 e vehicle for delivering the services,
iLeL, clasaraom programs; and

0 o where Uhe organization will look to
delerwine the numbers of class grades, the
age Teveds af Lhe population to whem the
programs will he of fered, and the types of
programs Lo be of Fored, i.e., nationally
cdopted cducalional laws and standards,

Bul noie agein that iU is not usually
apprapriate Lo dinclude quantitative measures
in a purpose/mission statement for an

organizalion,

Discussion






range Specific Objectives

An examplce of a shorter-range, moro specific
objective, derived from Lhe longer range goal,
as suggested in Item # 2%, wmight be as follows:

Specific Objeclive: 1o conslruct 300
classroom: ..ior the next 18 manths in local
aulhorily X al an average cost not Lo
exceed Kohe . 15,000 per pupil space, with
each facilily so localed Lhal intended
pupils will be within 3 kilometlors of cach
school facilily.

Now we have clated an objective that, indeod,
tells us a very groatl deal about what we want
to achicve over {he year ahcad.  Now we can set
about determining the locations ol our now
schools, how large cach will be, what each will
cost, and Lhe Tike. And, ol caourse, now we can
aclually Jay out (1) &a program {or site
acquisiltion, construction, and ciployiment of
Leaching stall and (2) an expenditure and
income hudgert or bolh construction and initial
operatlions,

Discuwsion

And, (inally, Lo implement the above

short -range objrclives, we can - indeed, we
IR carry our specilic objectives down the
objecl turg! hicrarchy inlo greater and grealer
specilicity and detail until we Finally ond up
wilh such doetajlod objectivies as Lhe oxaunples
faund al the cnd of [ Lem 24

SL1LL More Spocifiic Objoeclives

lo acquire by February Jst, far

conslrucl ion of g primary school, Lha
90,000 cquare metop picce of property on
Lhee soulhwes U cornor of the intersection of
X and Y sircele al a cosl nol to excoed
Kshis . 5,000 por square metor,

lTo construct wilhin 10 monlhs a primary
school building on site 2, cantaining 300
pupil spaces, al a cosl not Lo exceed Kshs,
1,000 per pupil space, adhoering to
nalional and Tocal cducational and
conslruction guidelines and standards for
such a facilily,
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Standards for Objectives

We can, of course, state the central thought contained
in an objective more t.iefly than in the examples in
the preceding discussion. Thus, we can say:

Brief Objective:

To construc: a primary school

Ask, if we do this, how will we know if we have done a
good job?

The answer is that if we state not only our
objectives bhut also standards for them, then we
will have something against which to measure our
performance.

Discussion

Ask what is a "standard" for an objective.
The answer is thal it is a statement that further
defines the objective and provides us with a
measure to tell us when we have actually achieved
it properly.

Discussion

Refer to Item # 26 "Examples of Standards for

Objectives”.

Page 1 of Item #26 lists a brief objective and four
standards for the Ministry of Education goal discussed
earlier. Sometimes we will wish to state our
objectives in the simple form stated at the top of
page 1 of Item # 26 but accompanied by standards as
also shown on page 1 of Ttem # 26.

As another example, page 2 of Item #26 shows -- for
the second of the "Still More Specific Objectives”
shown at the bottom of Fage 2 of Item #25 —-- both

(1) the objeclive stated in simple form and (2) stated
separately, the six standards that will tell us if we
have done a good job.

8:50-
9:20
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Ask again what is the value to us of stating the
standards?

The answer is, as suggcested before, tLhat these
are statements that tell us - if we meet them
-~ that we have done a good job.

It is not enough simply to build a primary school.
We can do that and still end up with an inadequate
facility, spread owver Loo much land, built at toc
high a cost, and failing to satisfy our
nationally- and locally-established criteria for
construction of a modern, efficient and effective
educaltional tacililty.

but when we have built the building to the
standards that are part of, or {hat accompany, our
objective, we will begin {o know thst we have done
a really good piece of work, one that we can be
proud of .

Another example of standards might be for this
workshop itself. We might have something like the
following:

Objective

To put on a five-day workshop on planning and
budgeting for senior local authority officials.

standards

1. A1l basic elements of the workshop subject
matter are covered within the five-day time
frame .

2. lhe members of the re osurce team are judged by
other tcam members to have fully nunderstood
and adequately presented the substantive
workshop concepls.

3. The atlention of the workshop participants 1is
visibly maintained at an excellent level
throughout the workshop.
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I'he back-home programs developed and sot forth
by the participant teams on the last day are
judged by {he resource Leam and participants
both (1) to indicate that the basic ideas
presented in the workshop have beon well
underatood by the parlicipants and (?) to
represenl programs of back -hoime actiong that
can be dmploment od wilh construcliue results
For Lhe participants' local aulhorities,

The participants give a consolidaled rating in
tLhe workstop cvaluat fon queslionnaire of at
least 8 on a ccale of 10,

Workshop cosis are containeod within the
initially cotabliched budgoet. .

Discussion

Finally, pleasc note that in order for standards
Lo be uselrul, it must bo possible:

o]

to meaasure performance againet Lhe standard
and
to delermine variances (ram the standard so as

to be able lo evaluale performance end take
any nccded corroctiye actian,



10m

[0]

- 77 -

rormats for Objectives 9:20-
9:30

Let us turn now Lo approaches and formats that

might be used Lo stale objectives and standards

for them,

Refer Lo Ltem # 27 "Examples of Goals/Objectives
Format.s"

Imwriting down various of the hierarchy of
objeclives, Lthe Lorm "Goal" is bosl used in a
lang- range planning contlext and "Objective" in a
shorl -range planning contoxt .

Goals and objeoctl ives should, as leasible:

0 be action orionled,
0 be speocific as to rosult, and
0 includo standards or measures that will tell

us whon we have dane a good job.

Goals will, of courso, Lend to incorporate more
qualitative meacures Objectives will include
more quanlitive or spocilic measures .

First, as dindicaled in Ilem # 27, we should begin

wilh an aclion uoph using the infinitive case. We
should also uyae descriplive verbs Tike "build" or

"collock" and no! qualilalive verbs |ike "improve"
or "stroengthen" . for examplo:

0 lo conslruct

0 lo colloct

Second, we vhould be specilic as to the result

desired, i.0., Lhe "what"., For examnple:
0 lo conalruct a primary o choaol
0 lo colloct HO% more in ;jluFUﬁjup“rqt 2

Ihird, we should alan cither give standards op
measures in Lhe goal op objeclive jtselfl op
include standarde in & separaloe standards
slatemoent |
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Item # 27 illustrates these two approaches to, or
formats for, stating objectives with standards.

As discussed, it is when the standards are met
that we will know we have done a good job.

Discussion
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f. MWorkshop Exercise. Develop Goals and Objectives
for an Organization or a Project

Refer to Item # 28 "Workshop Exercise -~ Develop
Goals and Objectives for an Organization or a
Project

Form into small groups and complete exercise.
Small groups to report on results of exercise
MORNING BREAK

Continue with group reports.

9:30~-
10:15
10:15-
10:30
10:30~
10:45
10:45-
11:15
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Fourth Step: Develo ping_the ,AA_’)I.‘_QQ_CQHLS.’.ﬂ_?!9£.B_._1Q_.QQ
Accomplished

Once we have stated our objectives, 4t ig neccssary to
decide on, and write down, our program for achieving
those objectives .

a. What Is a Program? 11
Ask what s a "program"?

lhe answer is thal it is a statement of whai;
work we are aclually to da.

Discussion

lhe GOK follows this approach in its dinstructions
Lo ministries, barastatals, and the Nistrict
Focus . Mhus Appondix D and ltem # 17 Indicatle
Lhat Lhese erganizalions are (o provide:

o) first, a summary ctatoment of objoctives for
each sub-volo, 1.0, vach major organization
unit under a ministry, and

0 second, a short descripiion of the work
Program Lo be financed by the estimales
provision 1or ovach projecl, pragram, or
activity.

Discussion

Ask what (hreo things our program descriplion
consisls of :

The ancwer s Lhat il consists Gof :

v} First, whal 1is aclually (o he done,
0 second, whon it is Lo be done, and
) Lhird, who is Lo do i(.

Discussion
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20m b. Developing the Work Program 11:25-
11:45

In developing our program we must start by
deciding:

o what is to be done, and

0 what specific work steps areo required.
This must eventually be done in great detail.
Discussion

For example, if we are to build a new cooperative
housing project, we will have many work steps.,

Ask what are some of the steps that might be
involved?

List responses on flip chart. Answers given
will range from location of Ihe site to actual
construction --— and from forming the housing
cooperative Lo making tha legal arrangements
with members for rental or for long~term loans
or morlgages and repayinents.

nsideralions and Example of List of MWorksteps®.

efer to Item # 29 "Programs - p lanning
on rali

O =

One list of such steps in a work program for a new
cooperative housing project 1is given on the First
page of Item # 29, as follows: *

o Form housing cooperative as a legal corporation
o) Determine size of site
o) Delermine location of sile

o Arrange overall financing

*¥Be sure to turn to Item # 29 and review this list of
steps with participants since these steps will form the
basis for the next Lhree exhibits and the discussion
related Lhereto.
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20m c. Time Schedules 11:45-
12:05

Next, as referred to on the second page of Item #
29, we must determine the time schedules for the
project -~ when we are tv do the work. This
includes determining:

o When is each step to be performed?

o How long will it take to complete each step?
o Are overlaps possible?

o) What is the critical nath?

Discussion

Ask how we develop a time schedule?

l'he answer is Lhal we must decide how we are
going to undertake the work:

o What will we do first? second? third?

o What work sleps can be carried on at the
same Lime?

o Which steps must be completed before which
olther ones can be begun?

Diccussion

In building our new cooperative housing project,
some cf the individual steps must be undertaken in
a particular order.

Ask what are examples of steps that wmust be taken
in a particular order?

The answer will be such things as that we must
acquire Lhe sile before we can survey it, we
must curvey it before we can lay out the

streets and the housing plots themselves, etc.
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4 d. Critical Path 12:05~
Om ritic 12:02

A very useful tool for developing the detailed time
schedule for a program of work is called "critical
path analysis"*,

Ask what is a “critical path".

The answer is that the critical path is that
particular sequence of activities that will
necessarily take longer to perform, one at a time,
than any other sequence of activities.
Paradoxically, the shortest possible time for
completing the program is Lthat sequence of
aclivities that takes the longest to perform,

No matter when we want to complete the project, the
shortest possible time from start to finish will be
determined by the time it takes to perform
sequentially the work steps that lie on the critical
path. It dis the sum of the completion times of all of
the work steps t-~+« lie op the critical path that is
the limiting facte- in gelling the work done quickly.

Refer to ltem # 31 "Example for New Hnusing Project of
Critical Path Analysis of Project Activities"
(diagram).

Ttem # 31 illustrates the concept of the critical path
For our housing project. (Review this exhibit
carefully and in some detail.) The critical path
involves 9 of the total of 16 work steps and occupies
an ovciall elapsed time of 113 weeks.

Discussion

Now we can develop a detailed time schedule for our
program, with beginning and ending dates for each step.

Refer Lo Item # 32 "Example of Work Program with
Critical Path, Schedule, and Accountabilities for a
Housing Project" (table)

ITtewm # 32 dllustrates a completed schedule for our
housing project. The time in weeks required for each
step is indicated on the diagram. The total of times
for all steps is, as noted, 236 weeks. But, as also
notwd, the overall elapsed time is 113 weeks. [his is
determined by the time it takes to carry out, one at a
time, all of the activities that lie on the critical
path.

¥Knaun also as Program Review and Evaluation Technique
(PERT) and, in Lhe conslruction industry, as Critical Path
Mot hod (CPM) |
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WEDNESDAY AFTERNOCN (180 minutes, including & 15 minute break,
programmed out of 180 minutes)

sm Call group to order 2:00-

15m

D.

2:05

ELEMENTS OF PLANNING AND HOW TO CARRY THEM OUT, cont.

5.

urth Step: Developing the Program of Work To Be
complished, cont
Accountabilities 2:05-
2:20

Finally, as indicated on page twer of Item #29 we
need to decide on assignments of accountabilities,
i.e.:

o) who is mainly responsible for each step, and

o does someone have a major collateral
responsibility for any step?

Often, when more than one key line or staff person
will be involved in a major way, we will want to
indicate both a principal assignment and a
collateral responsibility. For example, as
illustrated in Step 1 of Ttem # 32 "Form Housing
Cooperative":

o our rlerk has primary responsibility for the
formation of the cooperative itself,

o] but our attorney has major collateral
responsibilities to assist in and monitor the
arrangements from a legal point of view,

Discussion

In any case, if we want the work performed within
the time schedule and budget, we need to make
extremely clear whose feet are to be held to the
Fire for accomplishing each part of the job.

Discussion
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Formats For Programs and Projects

Now let us turn to formats for writing down work
programs .

Refer Lo ltem # 33 "Example of Program Format"

Fhe formal I'or Lhe program statement must provide
for:

0 keying into the objective, and
o stating:
- the work to be performed,
- when it is to be done, and
- who is (o be held accountable.

LLlem # 33 presents an cxample For a project
(review examnple with participants) .

I'he conltenl of lthe program stalement will, of
coursce, vary depending on the project or program,
Bul including the essential elemenls of what,
when, and who is absolulcly essentlial.

Discussion

2:20-
2:30
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g. Workshop Exercise: Develop a Work Program_for an
Organization or a Project

Refer Lo IlLem # 34 “"Workshcp Exercise - Develop a
Work Program for the Organization or Project".

Form inlo swmall groups and complele exercise,
AFTERNOON BREAK

Small groups Lo continue with excercise

Small groups Lo report on rosulls

FUENING READING NSSICNMENT: Ttems #Hs 35 Lhrough 4% cxcept
Items #s 29 and 42
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THURSDAY MORNIIG (285 minutes, including a 15 minute break,

programmed out of 285 minutes)

Call group to order. 8:00-

8:05

D. ELEMENTS OF PLANNING AND HOW TO CARRY THEM OUT, cont.

6.

Fiflth Step: Budgeting as Lhe Financial Representation
of the Program for the Orgdnlzatlon or Project

Mext we musl develop a budget

a. What Is a Budget? 8:05-
8:1u

Ask what is a "budget"?

The answer is that a budget is an itemized
estimate of expected income and expense for a
given period in the future, i.e., the financial
representation cf our work program for the
organizational unit or project. .

We illustrated this relationship earlier in our
pirogram in ltem # 10 "Program and Budgets - A
Mirror Lmage" (diagram).

Discussion
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Our initial budget must incorporate both:

o the_cosls of our program or project, i.e., our
expenditure budget, and also

o Lhe income we expect Lo receive to finance it,
i.e., our income budget.

Discussion

Refer to Item # 35 "Examples of Budqets"

[tem /# 35 dlluslrales expendilure and income
budgets. 1hc +icst page illustrates a_budget for a
project. Ihe second page “lluslrates an annual
budget for an organization unit.

0 Nole Lhal in Lhe examples of both types of
budgets, planned expenditures and income are in
balance - as Lhey must be.

o Note also that the expenditure budget for the
organizalion unilt includes:

- budget totals for organization units and
sub-urits, and

line item detail for individual types of
expenditures within organizational units,

(1) Expenditurc Budget
We will neced to develop an expenditure budget.
Already having laid out our program of work in
some dctail makes it easier to determine costs
for carrying oul ea % work step and activity
with some accuracy. The total of these costs
will he Lhe expenditure budget for our project,

Having developed Lhe schedule fer our program
of worl steps will also make il possible Lo
decide when it will be necessary to incur
expenditures. thus, if, for example, our
cooperative housing project uill extend over
more Lthan one year, we can more easily decide
which costs must go into ecach successive year's
annual budgel.
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o Income may also be available from the
members of the housing cooperative who may
be asked to put up deposils when they enroll
in the housing scheme.

The complexily of the financirg pattern just
described illustrates the necessity of having a
good hudget plan for the income required to pay
For the project cosls.

This overall income budget must be divided into
segmenls by bath (1) source and (2) time period
so that all concerncd - gowvernment and
non-government. bodies -~ can include in their
own, overall annual budgets the outlays of the
cash required from them.

Discussiaon
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Y ¢, 1nitial Budget Appraisal* 5135
. g:35
The next <tep 1¢ to conduct a budget appraisal.
her what 1¢ o "bucget agpraical””
The ancuwer 14 “hat 1t 1¢ an atsesement of
whetner we carn attualily tecure the income
necded to meed Lur nlenned crpendiiorec
fie soon at wie Fncu e actual tntal b Lsneefditures
ralculated oo reguirec v o r
program, e Mmush appralts
ceruring ell of the funce 21 oout
*In thie pert, Section ¢, of the workshop program, focue the
diccussior on the initial informal budget appraizale (1) b
the tection or department ctaff developing the organization
unit plan and budget or (2) by the group developing the
tupiial project plan and budget, ac the case may be tocue
it aive orn the initilel budget appraical by the nest higher
organizetion leuel  But postpone untill later consicering
Chiee mater il o 1n the Section 4 whnich follows, 1., ithne
procen. of budget apprelcal that cccurs when tne
Grearizat . unit or project budget is submitted for faormal
budges wn; sl to deciding autthe rut;ﬂ cuch ag the filnance
g, bes s council), bthe MLG, vne LGLA, another minittry,
o oodher nuen higher-level more-or- J;sc final or near-final

anprousng authority .

fitee, e not Jet the discussion get diverted to a detanled
csaminat un of what are the bases and processes involued in
the revseuw wnd approval by the MLG of budgete submitted to
1! ihe point of the ditcussion here ic Lo make clear (1)
what i good budget conciste of and (2) the fact that the
initially calculated budget of income and expenditures must
no through several preliminary steps of budget appraisal
and consequent revicion.



Often, when the initially projected expenditure and
income totals are known, it becomes clear that the
amounts initially stated to be required are simply
out of reason. For example, nearly all treasurers
—— of local authorities and of nearly every other
public and privale organization -- find that the
funds initially requested by the several operating
departmenls total to figures larger than are later
made available. For nearly all construction
projects, also, it is Lhe comnon expericnce that
when the detailed design and work program have been
developed, the calculated costs are greater than
the funds Lhat are ulltimately made available to pay
for them.

Ask why this may be the case?
The answer is that it may be:

0 because il is realized that the immediate
higher level in the organization will not -- or
cannol approve such large expenditures for
the given purpose, or

o becausc - for a project intended to stand on
iks own feet financially - the project will not
generate, in the time allowed, the revenue that
is initially calculated to be required. This
may be, for examplce:

- because the number of livestock available
to be slaughtlered, taken together with the
fees Lhalt can be charged for each, will not
be sufficient to meel the operating and
capital costs of the new slaughterhouse,

- or perhaps lhe morlgage paymenls or rent
that c¢an be paid by the persons who will
occupy the ccoperative housing will not be
sufficient both to meet Future project
operating costs and to pay back the project
financing.
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formal Budget Review and Approval 8:35~

8:45
Once the budget for the project or program has been
balanced Lo the salisfaction of the staff that has
initially developed the plan, the budget must then be
submitted Lo higher authorily for formal review and
approval .

o 1f approved, the cosls and income will be
incorporaled in the organization's overall project
and annual budgets and the work will be begun in
accordance wilh Lhe plan.

0 It not approved becausc coslts are still considered
excessive, such higher authorities may either

- modify the plan themselves, or

- simply order the project manager or department
head to cut back the planned expenditures,

Discussion
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Revision in Light of Funding Decisions 8:4

8:5
Often, the higher authority will simply decide that less
can be spent than initially requested.

Ask whal is Lhen Lo be done by the staff most
immediately concerned?

The answer is that an attempt must be made, again,
Lo revise Lhe projecl.

Ask what is to be done if the project cannol be revised
$0 as to make il possible Lo accomplish was was
originally intended?

The answoer is that will be necessary Lo attempt to
go back into the plan and modify the specific
objectives and their standards and sometimes even
Lhe broader goals thomselues.

Ask what is Lo be done if Lhe projecl cannot be modified
to Fil within the reduced Funding available?

The answer ie¢ that if the changes are so extensive
as Lo "gul" the plan itsclf, Lhe project managers
will need to return to the top-level decisions
makers and say Lhal Lhe funding decisions will
necessitole a complete revision in the originally
apprc »d projecl goals and objeclives - or the
canceslation of the project.

Fhese Lop-level reviews and consequent program decisions
are still really part of the process of feasibility
appraisal.

Discussion
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An important concept here is that Lhe decision that
will ultimately be nede will ve wiser and the
ultimate program of expenditures will be sounder if
a good job of planning has been done up to this
point .

O

Such planning will make it crystal ¢lear what is
being gotton for the money Lo bhe experndod, what
the dmpacl on {be program will be if cost
reducltons are made, and what the impact on
¢osts will be of giuven program changes.

Without this rathor detailed planning
information, decisions on bucgel revisions will
be wmade in the dark withoul tull knowtedge of
their consequences {or Lhe program or project.

Discussion






- 101 -

o Of course, because of the nature of the
program or project, it inay be
necessary, in some inslances, Lo state
the budget differently and in terms of
types of expenditurcs rather than
waorksteps, as 1s shown in Lthe third box
on liem # 36.

While the Ministry of Local Government
requosts certain schedules as part of the
submission by local authorities of (heir
annual estimales or budgels, no specific
formats have boeen prescriboed for these
subimissions .

Generally, the formats utilized by Lhe
local authority for ils overall budget will
determine the budgetl {formats that each
departiment or section must use.

(a) Ouerall Organization FPudget

Mosl organizations dourlop the annual
budgel for the contire organization in a
descending (or ascending) hierarchy of
budgets - onc budgel for cach
arganizalional unit -~ with each
higher-leuel budgelt constructed as an
agyregaltion of the budgets of the units
reporling Lo it.

Reler Lo Ltem # 37 "Examples of Formats
for Annual Budgets'

The tirsl box on ltem # 37 illustrates
this in protolyp2 form.

(b) Line liem Budgel

Within cach unil's budgetl, the
breakdown is usually by what is often
called "line item"”, i.e., a particular
class ar type of
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expenditure. (It is recalled that the
GOK defines an "item" as the lowest
level of disaggregation in the budget,
typically representing a type of
expenditure, o.g., Personal Emoluments
or Iransport Operating Expense.) This
is illustrated in the sccond box on
Leam # 37,

Such annual line item budgets for the
organizaltion will usually include the
costs of Lhe annual slice of the
several specific work programs or
projects that arc to be carriced out by
the local aulthorily and/or department,

The usual offort of tho centra
organization's financial staff is to
have all budgeots basod on the same set
of line items so that the line-itom
budgets of the lowest organizational
levels can readily bo aggregated into
the linc jlom budgetls of higher levels,
2.9., personnel cosls, pensions and
other bonefdite, cguipment supplies,
utilities, travel, and Fhe Tike,

The GOK's dinstructians Lo ministirios
and parastalals accomplish this by
prescribing standard codos for such
line dtems and requiring them to be
used not only within cach
organizalion's Lhroe syoar and one-yeapr
plans and budget« but also as among all
GOK units, Ihis permils aggrogabtion of
data in a standard way, and,
especially, roady comparison of, a.g.,
personncl cosls and traue] cosls as
anong reporling organizations . It is
nol possible, at presonl, for Lhe MLG
Lo undertake such Aaggregat od
comparative analysis of local authority
budgels,
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(¢) Mixed Department and Project Budget

(d)

(a)

Sometimes, however, the annual budgets
for the organization will be a mixture
of both (1) department line itom budgets
cuch as the abouce and (2) specific
program or projeclk budgets, as
illustirated in the box on Page 2 of ltem
# 37.

Capital Project Budget

In Kenyan local aulbhorities, it is
customary to submit what is usually a
1-2 page stalement of capital projeoct
expenditures along with the far more
lengthy statement of (ho racurrent, or
operating, budget .

Another type of dinformation of ten
prosentoed in budget documents is a
brecakdown for control purposes of
expenditures - and, sometimes, of
income also by guarters or months.

Refer to [tem # 38 "Examples of Other

Budget format Considerations!”.

This is illustrated in the first box on
Ttem # 38,

Ask what wmight cause the
quartcr-by . quartor variations shown?

I'he answer is Lhat such variations
between poriods might reflloct
variations (1) in weralher (resulting
in variations in feoes collected on
markel produce or in expenditures
for road maintonance) or (2) in
projected avaiiability of scasonal
labor or other resources op (3) in
wananchi demand or (4) in any one of
many other factors.



Ask what is the value to the council's
Financial management staff of breaking down
projected income and expenditures by
quarters -- or aven months?

Ihe answer 4s that (his will provide a
finer Lool {or moniloring and “ontrol.
It will also permit govelaoping cash {low
staloments providing bal ter nanagaement:
of cash and short- Lorm investimen! s,

lypical Nnnual Budgoel with Comparison Y. ars

Almost all organizalions in statomentls o
their proposod budgets show comparative
budget data from carlier years - and
samel ines projectod figures or a yeoar or
two af Ler the budgel year immcdialoly
ahoad . Ihis is illustrated in thoe socond
box on Ttem # 38,

Ask 10, in this slring of actual, budgetoed,
and projeclted Migures. ane were Lo soo
figqures or the coming budget yoar such as
those shown in the parcnlhesos, what
Lhoughts wight this raice in Lthe wminds of
highor- Joue] reviewing authoritioe?

Fhe answer i< thal one would question
the realism of the budgel work unless an
excellonl reason could be found For such
@ sharp reduclion to KShs 300,000 - ar
increase Lo 700, 000 - f'rom Lhe provious
vear's figure of 160,000,

Discussion



(g) Examples of Assumptions Frequently Included

in_Budget Submissions

Annual budgets will often include exhibits
or allachments that explain the bases for

figures in the budgets,
third box on Item # 38,

as suggested in the
e.qg.:

o Wages are projected 7% higher than for

Lthe current year.

o Heating o0il is calculated at KShs.
17%/barrel delivered at port.

o Electricity costs
above {he current

Ask whether —-- and if

are assumed at 6%
year's prices.

so, where —-—- such

assumplions are now provided in submissions

of annual estimates?

The answer is that
is provided in the

some such information
treasurer's notes %

*e sure Lo point out Lhat no comprehensive list of such major

assumpltions is currently provided, those provided in the
treasurcer's notes being limited to those required to explain
major changes in shilling fiqures from the previous year's

estimates and any significant new items.
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(h) Revised Budgets*
Finally it is quite common 1in
well-managed organizations ko praepare
revised budgels cach half year or each
quarter. As is illustrated in the
last box on Itrmm # 38, the usual way of
presenting {igures in such a statement
is to show the original budget lor the
year, bthe expenditures o date, and the
revisced annual figurc. 1t is good
practice Lo include space for an
explanation of the reason for {he
budget revision.

This whole topic of budgel revision
will be discussed more fully later in
the workshop program.

*Distinguish belween (1) rcvisions preparcd for submission
to the MLG as Supplementary Estimates for formal approval
and (2) revisions in what might be called "working budgets"
used &s a management and conlrol device Lhroughout the
year. Surely, the second is reaguired even if the local
aulthority chcoses not to do the first.
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g. MWorkshop Exercise: Develop a Budget for an

Organi ation or a Project

Refer to Item # 39 "Workshop Exercise - Develop a

Budget for an Organization or a Project”.

Form into small groups and complete exercise,

Small
MORNING BREAK

Small
above

groups to begin reporting on results.

groups to finish reporting on results of
workshop exercise

9:15~
10:15
10:15-~
10:30
10:30-
10:45
10:45~
11:10
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_Developing Policies for Plans Irplementation

In undertaking a project or program, part of the planning
work involues determining what policies will apply.

a.

Whal [s a Policy?
Ask what is a "policy"?

The anewer dis that a policy is a standing decision
of ongoing offect.

One develops a palicy for classes of events expected to
recur again and again and where it is more efficisnt:

0 to decide just once, in advance, what is to be done
in given circumslances

rather Lhan

0 to neced Lo reach a decision each time the same
question comes up.

The word "policy" +ds usually reserved for major
questions Lhal require top-level consideration and
decision.

Examples of Policies

Ask whal mzjor recurrent questions might arise with
respecl to a now cooperative housing project.

The answer is that such recurrent questions might
include such things as:

o the length of Lhe morlgage period to be allowed,

o] the inleresl rale Lo be charged the housing
occupants,

o] whelher Lhey may renl out space in their own
dwelling once it is conslrucled, and
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0 how many months the cooperative or its
financing institution must wait before
seizing the propertiy in the event of
delinquency in mmonlhly payments.

Ask what major recurrenl questions might arise
wilh respecl Lo a slaughtlerhouse?

The answer is that such recurrent major
queslions wighl include such things as:¥*

0]

[¢]

(¢]

0
Refer

Draw

whether compelitive butcher slabs ar
slaughlerhouses will be allowed to
operate in the vicinity of this
slaughlerhouse;

whether Lhe facilily may be used for
Lhe slaughtering - not only of cattle,
sheep, and goals, but also -~ of
chickens and ducks or wild gamne;

whether creditl may be extended to
livestock raisers who have difficulty
paying the slaughlering fees;

whal Llypes of animals mmust be inspected
by a licensed inspector; and

Lhe like.

to Item # 40 "txamples of Policies".

altention to and read aloud each of these

suggestced policies so thal Lhe participants
will have heard al leasl Lhese eight examples
of carefully drafted policies.

XIn addition Lo those suggested by the participants, review
each of Lhe questions listed here for a cooperative housing
project and a slaughterhouse facility.
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Policies as Part of the Plan
Decisions on all of these questions are intrinsically
part of the plan for carrying out Lthe project. And all
of these queslions can be answered by policies,
developed in advance, and applying Lo all such cases as
they arisc.

Developing such policies in advance dis economical and
efficient. Ask why Lhis is Lhe case?

The answer is (hat Lhis is:

0 because Lhe project wanager or higher-lave?
authority nceds Lo consider cach matter covored
by a policy only once rather than over and over
again, and

o] because Lhis approach has Lhe important
advanlage ol assuring consistenl treatment of
all similar cases, which is itself a most
desirable objeclive.

Discussion

Ask whether participanls have adopted policics in thedir
local authorities?

The answer given will be "Yes"

Ask in whal form Lthese policies exist?
The answer will be in the form of bylaws, financial
regulalions, council minutes, council or clerk or

treasurcer or department head memoranda and
circulars, olc.
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Ask whether il would be possible to readily
provide a sel of all of Lhese policies to,
say, a newly-clected council member or
newly -appointed c¢lerk?

The answer dis most likely Lo He "No"

fhe Lleader should Lhen make the point that
it would be desirable to:

0 bring together in one place (e.q., a
3-ring nolebook) all policies;

0 roview Lhem at least once a year; and

0 revise and keep them up-to-date on an
ongoing basis,

Discussion
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dures for_Plans

The last step in the planning process is developing
procedures.

a.

What Is a Procedure?

Ask what is a "procedure"?

The answer is that a procedure is a statement
of how a routine work operation or activity is
to be performed.

As with policics, for repetitive, routine activity
it is not efficient to need Lo decide each time
something is to be done just how it is to be done.
The word "procoedure" relaltes usually Lo how
operational activities are to be carricd out
—--matters Lhat can be decided al lower levels.
Discussion

Examples of Procedures

Ask what might be rouline activities requiring
development of procedures wilh respect to a

cooperative housing project?

I'he answer is that for our housing project,
procedures should be developed regarding:

0 where Lo apply for housing units

0 where and when applicalion fees are to be
paid,


http:relat.es
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o] how monthly payments are Lo be paid,
0 how to go about making complaints about the
upkeep »f Lhe cowmmon properties and about
the utilities infrastructure, and

0 the like

Ask what might be routine questions regarding our
slaughterhouse Lhal should bhe covered by procedures?

The answer +ds Lhat every person bringing
livestock Lo Lhe slaughterhouse should be able
to find out in advance:

o Lo whom he must apply,

0 how long in advance and during what hours
arrangemenls must be made,

o what forms must be completed,

0 whether he may just bring in his animals
for imnediate slaughter or whether they
must be lelt in a holding stockade for a
period of time,

o] how many and when inspections are to be
made, and

0 the 1like.
Discussinn

Refer to lﬁ?ﬂ,ﬂmil“ZEKEMRlE§ of Procedures".

Again, be suvre Lo read aloud these nine procedures
so that participants will have seen and heard at
leasl Lhese examples of well -composed procedures.
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Bnggganggmﬂswfﬁanquﬁhgwﬁlgn

As wilh policies, if {he manager of the housing
project or Lhe slaughlerhouso facility must decide
how rouline work is Lo be performed each time it
must be done, he will neyer gel anything
accomplished.  So, as part of his planning, he wi:l
need to dovelop procodurcs Lhat will specify in
advance exaclly how such more routine activities
are Lo be cerried out .

Discussion

The pointl <hould also be made here that it is
tnportant Lo keep procedures for each major
activity (c.3., health program, bus park, etc.)
Ltogether in one place, roview them regularly, and
revisce and keop {hem up-to-dale on an ongoing basis,
Discussion

EQKMQ&§«er_Pglipieﬁ_QUQ.angggurga

We have nol included any specific format for
writing down policics and procedures. What dis

essenlial is thal Lhesoe staloements:

o be ucry carefully drafled so as to avoid the
need lor conslant inlerpreltation,

o be as bricf as possible, and

0 apply equally Lo all members of a given class
of persons to whom Lhey apply.
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Workshop Exercisc: Develop Policies and Procedures

for an Organization or a Project

Refer to Ltem # 42 "Workshop. Exercise - Develop

Policies and Procodures for an Organization or a

Project®
55m Form into <mall groups and complete exercise. 11:50-
12:45
75m LUNCHEON BREAK 12:45-

2:00
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THURSDAY AFTERNOON (180 minutlcs
programmed oul of 180 mwinutes)

- 116 -

. including a 1% minute break,

Call graup to order

FLLMENTS OF PLANNING AND HOW 10 CARRY THEM OUT, cont.

8. Seventh Step: Developing Procedures for Plans
]mplrwn(ntcltjnn cont .

. Workshop Exercis o Develop Policies and Procedurcs
for an JOrganization or a PrOJﬂct _cont.

Small groups (o report on results of the warkshop
exXercise,

.
[& Ne)

2:0
2:4
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Summnary of the Planning Process 2:45~
2:55

We have now rcached a very dmportant point in our

workshop discussien. With our statoment of mission or

purpase, our cnuironmental forccasts, our goals and

object lues, our work program wilh time schedules and

accountabililics, our oxpendilure and incomo budget,

and our policics and procedures, we will haue completed

cur planning work, i.e., the development of our plan.

Refor 1o Llem # 43 “lhe Planning Process” (diagranm) .

Ttem # 43 illuctrateoe {he interrclationships among all
of Lhe planning stoeps thal we have koon discussing.

Wee can now procecd Lo carry oul (1) our speocific
projecl or (2) the local anthorily or departmental
program of work included in our annual plan and budget.

the dwnplementation ol our plan will, of course, be
Followed by cualual ion of Lhe results against our goals
and objectives. and Lhis evalual jon will be a wmajor
input as we bogin A noew cycle of long-range and

short rangs planning.

Diccucsian
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E. REQUIREMENTS FOR_SOUND_AND REALISTIC PLAN S_AND_BUDGETS

Several things are, however, essential to the development
ot sound and realistic plans and budgets., I'hey include:

o excellent dalta basecs and
o] sound calculations,
1. Excellent Data Bases
Good dala bases dewand bokh:
) data on historical trends and

o] up-to-dale information on the past year and, for
many planning purposces, recont months and weeks.

25m a. MHistorical Irends
After cuerylhing is said and done, very many
planning and budgeting figures for future periods
can - - al least initially - best be calculated as
a logical extension from current and recoenl yeoars!
experiences .

Refeer to Ltcmw#.ﬁd‘ﬁﬁx@mplQa,gfA&Lgkqnigél,lrpngﬁ”
(table and diagram).

Examples given in Item #44 include, for, say, the
next year:

o) the size and composition of the populalion of
the country,

0o the size and composition of the population aof
city or town,

0o the consumplian of clectricity per houschold,
o local aulhority income,

o the number of catlle slaughlered per day,

w N
) LN
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o the amount of vchicular traffic on a given highway,
and

o prices of agricullural producc.

Ask which of Lhese above ilams are least likely to vary
from a straight line projection from Lhe past? which
are mosl likely to vary?

The ancwer i {hat :

0 Lhe population of the counlry and a city or
Targe Ltown, and Lhe concumplion of electricity,
arce least likely to vary, while

o prices of agricultural produce and Lhe amount of
verhicutar trallic aro most tikely Lo vary.

Spociat factors could, of course, cause sharp changes
From past oxperionce in most af lhoso, Homever, Lhe
initial bace projoction by the planner is very of ten
besl made as an oxlonsion ol whal has boeon happening in
currenl and reconl years .

lo do Lhis require.s a guod base of historical data
relevant Lo planning and budgel projections. So it is
important bolh:

0 Lo maintain good histarical records and
0 co undertake ongoing analysis of Che trends that

Lheao data will reueal .
Discussian

Ploacse also note thal reflecling important statistics
for recent yoars in charls and graphs, as is illustrated
for a country's populalion at Lhe bottom of Item # a1,
is often an oxcenllont way to comnunicale important
informat ion aboult planning factors (o vour bosses and
Lhose around you,

Discussion
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Up-to-date Information

Having available historical data for years gone

by is, nof c¢onurse, nol snough bt itsolf, For
Yy g Y

Many purpocces, copecially the local authority's
revenue budgel, 1t iy absolutely vital to have

very current anformaticn on come items, o.g.
prices, amarket supplicw. rocent gqovernmient
circutlarae, ot

In connection wilh development aof the annual
budgets, all Loo ol ten the | inal figures an
dctual rosults for the year just pasl do nol
bocome avar lable for wix monl s to a yeoar or
more after the ond of Lhe year in queslion,
Lhis point, the figores are of 1iit e value
anyone concoerned with annual planning and
budgeting.

o} Morcover, du managing Lhe budgel, actual

reporls on income and oxpondilures are in
yoar

Mahy cascs necded not just for Lhe pa«t
bul also Cor the Gmnodiato periode just
compleloed e, the past weeks and
months

4] o ds dmposaible Lo reflecl in {he

’

nt
(8]

expenditure budge sudden, rocont changes in

planning faclar. I, for example,
exchange rales and Lhorolore cosl o ol

imported materials, or in locat prices far
in
the absconce of good, curront data on recenlt

comenl., or in reconl Wage agreecment s

develapment s .

o Tt de wico fmpooa bl daring Lhe courae of
Lhe budgil year o delommine where variancoes

from plan and budget cxinl and Lo Lok
correctivee aciion o doal with Lhie o
variances onleae wo are provided with
up-to dale reports on curront rosul s,

Discus«ian
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So, if we musl project cosls and rovenur for
the year ahead withoul knowing what
axpendilures and income have boen for the
period jusl completed, we are in roal Lrouble
and will ind it very dilfficull:

0 Lo apply contrals,

o] Lo take carrective aclions Lo stay on
course,

o) Lo bring expenditures inlo a current
balancoe wilh inceme.

Discusaion

AFTERNOON BREAK

3:30-
3:45



Sound Revenue and Expenditure Calcl

3
4
Good planning and budgeling aleo reguires good ardithmelical
calculations of individual income and expendilure items.
Good hiclorical data, and current reports on aclual resulls,
arae nol onough .

It is the comnon obsorvation of Lhose who study local

authorily budgel subinissions Sas we noled in discussing
Lhe annaal eatimalos carlice in our woerkashop - thal in many
cases they conlain serious ardlhmelical errors . lhere is

considorable room far improvemont hero.
Diveunssion

I'momany caven . also, informalion is nol provided to explain
how perticubar rovenue and cxpanditure lgures were
calculalod Nogreal deal de caid dn the GOK's dnslruclions
to the wmintslerics and parastalals aboul making carclful cost
calcutat ions, analyees of henelila, and {he Tike.

One way Lo ek e qood coalculal ions ts Lo be sure Lo
understiand proporty the rolationahip e e

0 a revenue Pl oo oan oxpoenditure iLem and

0 the ccvere ! anterrelaled fTaclors Lhal cause il Lo he Lhe
si/ze il .

Refer Lo Ttem 4 "Exawples of Planning Retalionchipe ax
Bases tor Calculal tons!

Th b, thuo, oacenlial - tn o projecting the number of
schools we will necd in our housing development Lo know
Lhe auerage numbor of ol dferon per family in the local
poptilalion, the pber ol Lamilics in | he hous ing
development, Uhe average monber of children per clacaroon,
and Lhe average nunber of ¢ lawsrooms per school
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Fhus, as shown in Lhe Firsl oxamplo on ltom # 4%

0 10 we know Uhet {amiliecs average 2 oschool age
childron cach and Lhat [ hore will be 10,000 wmarried
couples in Lhe housing developmont, we can
calcalate thal we will have about 30,000 childron:

O and if we know thal childroesn wrll average 40 per
classroom, we can caleculale Lhat we will neod 750
classroams ;

] and il we know Lhal our wehools will average 20
class rooms cach, we can calculate that we will
need somelbiing Like 37 ar 38 schools .

Again, in proiceiing natiopwide consumption ol
clectricily, we can, of course, project the figure
based morely on rocont vears' lronds. But woe are
Fikely Lo get o better roeaull we projoct
tdividually the Tactors | hal are o responsible (fop
clectricily vsage.  As sugqgestoed din the cocond cxample
inobbewm 44%, (hoeoe might involup consumnplt ion pope
houselinbd, poputation, family size, and numbers of
househo Ly, (Rewvicw cxamples in Thom # 45 wilh
partroipant o)

Do oo

Gotbing thean types of informalion will require some
degging Bul 00 will bo worlh it. Wilh an
understandong of what Lhe baadc faclors arc that cause
Fhe war e cupenditure and roevenue ditoms to be what
Lhew are and with necded detad | on Lhese underlying
Factors, we can make maree accurate and dependable
calculalion. ao o basin far all of Lhe nuinbers in our
plans Lar our Torecasls, Cor our abjectives, For our
work programs, and for our expendilure and income

Figure,

Diccuasion
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MANAGEMENT OF BUDG

Several dssues roegarding budget

be addressed.

1. The Budget as Detailed Cuide

As notoed carlicor, The progroaan
organization's ourrall annual
spectil e quides Lo all concoer

Once an expenditure/roocnue y

generally too tate to cont o
and to counge plans and plann
expendituroes

AL this point, we must move v
hnp lementing our existing pia

particular, with achicving ar

guals while holding our oxpen
Diccuasion
2. The Budget as a Cantrol Jouol
The specific program or proyo
aorganizat itonal unit ' s annual
best tool. available Lo manag
0 in the one case, ol the p
0 in the olhor ¢aco, of the
overall program of acl v

3. The Budget Manager

appoint
oroconlroll
Queraie

Most organizal ions
financial manager
roesponsibility Lo
money  Lering <ol the organin s
thatl we suggested the tiarai m
Financial wmanagomenl doponds
personnel, .o, the tinancia
local aulhorilics, thoe troasu

Chie

L IMPLEMENTAT

LON

implementation should also

or Merely a Signpost?

or budget and the

rather

project
budget serue as
N

car has boguny, Gt 1s

o debate alternabives

and

o

cdoeovente

wilh
and,

Tgorously ahoad
nsy and vbudgets

cxcerding our rovenue
dilures in line.
¢l budgetl, and the

budget, constitute Lhe
oo Lhe financial oulcome:
rograim or proiect, and

organizalion unit's
ties,

by come title - &

o [t dis his
tmptrwentalion in

alion's plans.  Remembor

orning Lhat cound

on Lhe work of spectalized

I wanagor - in Kenyan

rer

4.

&

R
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Aslc what some of his responsibilitics are?

The

answers are such things as that the budget

manager

0

(o]

(&)

aduises departimenls of the allocalion of monies,

approves major expenditures as being wilhin the
budget boefore they mey be mado,

monilors expendiluros manthly and quartoerly and
analyzes variances {rom {he annual spending
plan approved ol the beginaing of Lhe yoar,

advives higher author: by of danger signale and
of the noeed Lo Take corvect ioe actions to slay

within the budgel plan . aid

s the Tirst Level 1o roview and develop
recomiendations on requeste for modifications
Lo Lhe exiszting budget Lo aceommodale new needs |

Discussion
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Modifying Lhe Budgoel
Several considerations <hould be discussed regarding
modilications to the budgel,

8. Ongoing Revisions

Many of the changes required in the budgel during

the year are relalively minor both in scope and 1in
impact on the overall budgel . Many of Lhe initial
budget (igures were, indeod, only best quesSses as

to the costs or dncome  involtued,

O Exponditure examples might be training casts
for stall, or parl. Uime vacation period labor
costx

4] Revene cxamples might be added license (oo

ncome, and the like.

Ask what Lhe budget manager will do in dinslanceos of
such variances when they are nal really significant?

Phe ancwer i that dn those cases whoro changes
do not threalten to unbalance Lhe onlire budget,
the bodget manager will usually simply nolc Lhe
deviat ions from the hudget, accepbing he
aclual {igurce that arc resolting asc, in

el foct, ongoing miner revivions in Lhe budged .
Unloee their cumulalive dmpact bocomes
significant, no particular corrective acl ton
will be called (or,

Discussion

4.



- 127 -~

10m b. Major Budgel Changes regarding Which No Option 4:25~
Exi 4:35

From time to time, major now necds will arise
during Lhe course of Lhe budget year. Some of
these must be accommodatod no matler whal,

Ask what are some axamples of major noew needs that
must be accomnadaled?

Many arswers can be given, bul some are such
things as the ol lowing:

0 It the parliamonl legislates a 5% increase
in wages or Lhe Kenya Power and Lighting
Company gains approval for a 15% increase
in elecltricily rates Lo take effect during
the year, this must be accommodated by {he
local avthorily in .ts budgoet .

4] If a fire deslroys (he adninistrative
headguarters of a deparlment, neow space
must be rentod and basic cquipment and
supplies roplaceod,

Ask what (he budget manager dis Lo do in such cases?
C g

The answer +dis that in thoese cases,
correspanding adjustmer must be made in other
planned expendilure budget —-- or
in planned income - or a deficit must be
accepled.

Discussiaon
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kvaluation of Proposed New Priorities 4:35-
4:45

However, somelimes major "necds" will be raiscd

during Lhe year which can be postponed. [t may be

asserted, for oexample, thal changed roguirements

necessitate oxbending Lhe planned new road soction

from 20 kilomcelers dn length Lo 2% kilomelors. Or

that Lhe new elementary school should have a

suppline and equipmenl annex buill adjacont 1o it

Phe arguments brought forward For doing theose

things may be very slrong.

Ask what is to be done regarding Lhese supposed new
needa?

the ancwer ds Lhal the priority of the now
reguiroment musl be weighed against Lhe
prioritics of other dtems already in the budget
and cvilher Lhe proposed new expenditure
disallowed or significanl adjusiments made in
olher budgel items.

It 3s nececcary Lo rocognize Lhat the municipality
or department cannol, in Uhe long run, spond more
Lhan it takes in., Unirse il ds certain Lhat
revenues vt ll excoed ariginal projections or Lhat
other expendilurcs will be lese Lhan carlicr
anticipated, the hard facts of budgel balance will
require an cvaluation of the priority of Lhe now
reguiroment againsl Lho prioritics of olher ilemg
already in lthe budget and eilher Lhe disallowance
of Lhe proposed new expenditure or significant
adjuctments in clher budgel items,

Usually Lhe budgel wmanager, along with Lhe
concernced dopartment head, will make {he (Hdrst
evalualtion of Lhe asserted new neod.  His analysis
and recammondalions will be revicwed by higher
authoriby, i.e., Lhe clerk, Lhe appropriate
substantive council commiltleo, and tha finance
comnilttee of the council.

To repeal, il dis dmportant, if the new rooudcement
is to be added Lo the budget, Lhal new revenue be
lound to pay (or i or other planned oxpendilures
be cut back on a priority basis. Olherwise, Lhe
building of the added (ive kilomelere of highway or
ol the elementary school annex should be pos Lponed
to a future year.

Discussion
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1om d. Periodic Lssuance of Revised Budgets* Ve
Many organirzaticns actualiy dovelop and publich a
revised budget or budgets during Lhe year to

reflecl major changes. In desuing such reviscd
budgets, Lhe original budgel {igures are usually
stated also.  Thie ie dillustraled in the last box

on Ttem # 38 where KShs 3.5 million or 70% of a
KShs h million budget has boon cpent in Lhe first
six months and it has bocome ¢loar Lhal Lhe
remaining KShs . 1% miilion in tho original budget
will nol gel us Lhrough Lhe Jasl hall of {he yoar,
Sec also bolow:

Initial Fxpenditures Revised

Budgaet To Date Budget

(for yoar) (6 months) (for yecar)

5,000, 000 3,500,000 6,500,000
We have been talking mainly about Lhe budgaeling of
expendilares.  MHowover, the budgot manager will -
at least al some organization lovels - be as

concernced with revenues as wilh oxpenditures.,
Thus, far cxample, collections of teé s that fall
below budgel reguire eilher:

0 Pmmediate correciive aclion to meet the tax
collection geal or Lo raise one or more other
income lines, op

6] cnoadjustmenlt downward in the expenditure
budgel o reffoct the reduced resources that
are being realized.

sk what development might require significant
revisions in your “working budget"?

List answers an flip chart.

such budget reoviciens woulu al<o be required in the
event of major reduclions from plan in market
income or in any olher planned revenue item,

*Distinguich botween (1) revisions prepared for submission to
Lhe MUG as Supplementary Estimates for Final approval and (2)
revicions in what might be called "working budgets" used as a
menagemenl and conlrol dovice Lhroughout Lhe year. Surely, the
second i peguired cven il you choose not to do the first.
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e
o]
pm

clusions on Budaet Implemen :ation

The central points in this above discussion are that:

0 the budgel should be tsed not just as the initial
expenditure and income plan,

o but also as a guide and control tool all year long;
and

o strong central financial managementl by a trained,
experienced, and molivated budget manager - i.e,,
treasurer ... g requirad.

This means the frllowing:

o] Actual figures for current poeriode should be
reported to the budgetl nanager - treasurer - - with
explanalions of significanl variances,

He should analyze actual results against Lhe budgel
plan cach month for all organizalion unils and
advise top managemont of signilicant variances .

o]

o Major new nceds should be cvalualed in Lorms of
Lheir priority versus Lhe priorily of (ho
expenditure items included in the base budgel .

0 Major budgel changes should be made consciously and
deliberatcly by Lop management. .

I'he budget manager should keep a rovised budget up
to date far Lop Management throughout the year Lo
reflect major shorifalls in rovenue or oUerages in
expenditurcs as well ao major addilions Lo and
deletions (rom il made by Lop management .
Moreover, at least if major revisions have
occurred, a rovised budget should bo published at
least semi-annually,

@]

The budget is an important Management tool.  Our aduice
to you is to take it seriously and ge' as mucn value
out of it as a planning and control tool as you

possibly can.

NDiscussion

NOTE: If it has not proved possible to complete the above
program by the end of the day, the workshop leaders should
feel comfortable about continuing with the above program

for another hour or two the next morning -- since more time is
allowed on iP'riday than is really necessary for the "back-home"

programs.
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G.  "BACK-HOME" PLANS AND BUDGE1S

l. Degg}gpmgﬁt_QfWWB@gkfngmgt_ﬁlgnswendwﬁggg9£§

This
and
esan

8:00-
8:05

8:05-

10:30

exercise is the culminalting cvent of this workshop
stress should be placed on its importance and Lho
ntially of undertaking it with due deliberation and

care

a,

b.

"Back-Home" Plans and Bud

qets of Local Authority

Jeams

Each threo- member Leoam (Lypically the chairman of
the tHinance commiltlee of Lhe ceuncil, the clerk and
the treasurer) from cach local authority 1is Lo
develop a planning stalement and budget for its
local authorily for the coming ycar in the formal
and using Lhe approachos autlined in Lhis workshop.

Refer to JﬁgmAﬁnﬂﬁm?Wthshgpmﬁxgrgjgguz_Elgﬂmfgn
the Local Authorily Represented by Each lLocal
fiuthority Tcam® (program Formatl (o be completed by

cach local auvihorily Leam) .,

"Back Hﬁmeﬂ_Rrgqnqmnofnthp”Jeémhgﬁ,anﬁrgi*éﬂg
Provincial Government Officials

Central and provincial government representatives
should also develop a program of steps Lhat thoey
can take Lo help in improving planning and
budgeling by iocal authoritins,

Refer to JlQW”#mAZH“WQfK%hQthKQC£j°?”Tugﬁggﬂémmfgﬂ

ninents for

the Central and Provincdial G ning r
19..by Local

Lmproving Planning and Budge

Authoritics" (program format Lo be completed by the

team of central governmenl parlicipants),

m - MORNING BREAK

10:30-
10:45
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2. Reporls by local Aulhority and Central Government Teams
on "Back Home" Plans and Budgels
a. Reporls by Lhe Local Authorily Teamsk 10
12
o Presentations on the programs doveloped earlier
(aboul 10 wnutes vach)
0 Discucsion/crilique Ly olher parlicipantis and
aspocially by contral quuernment
reprosentalives (aboul Y% 16 winules cach)
LUNCHEON BRENK 12

X The Jeador mus
control of the 1

L note the essentiality of keeping carcful
iming of these presontations. Often it is

desirable to allow morc time for Lhe firet couple of
presentations (partly because of some overlaps on Lhe part of
later presentations). But in order Lo complete 10-12 or so

presenlations by
carefully monito
these reporls,

Lhe end of Lhe afterncon, the leader must very
r, against Lhe clock, the overall progrosa of
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programimed out of 180 minutes)

Call group Lo order

G.

DEVELOPMENT OF BACK-HOME PLANS AND BUDGETS, cont.

2.

Reports by Local Authorily and Cenlral Government Teams

on "Back Home" Plans and Budgets, cont.

a. Reporls by the Local Authority Teams, cont.

Local authority Leams are to continue with their
reporis on Lhe programs that Lhey have developed.

AFTERNOON BREAK

b. Report by the Central and Provincial Government
Team

0 Presentation of the results of the central
government's Leam on ils program development
(about 20 minutles)

o Discussion/critique by participants (about 15
minutes)

It is hoped that any senior representatives of the MLG

and USALD present for Lhe closing ceremonies will
participate in Lhese critiques.

2:00-
2:05

2:05~
3:30

3:30-
3:45
3:45-
4:30
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FRIDAY EVENING

CLOSING CEREMONIES

pod

CLOSING DINNER

A cocklail period and closing dinner is to be held for
participanls and guasls,

DISTRIBUTION OF CERTIFICATES OF PARTICIPATION

Llem # 49 “Certificate of Participation” is to be
presented to each participant.

7:00~
9:00



