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DETAILED OUTLINE OF WORKSHOP CONTENT
 

SUNDAY AFTERNOON AND EVENINC
 

75m 	OPENING CEREMONIES 

5:00­

6:15
A. WELCOMING REMARKS 


B. INTRODUCTIONS AND APPROACHES
 

1. 	 Introductions
 

Staff and parLicipants
 

2. 	 Schema fo Entire Workshop Series 

a. 	 Financial Management -. Planning and Budgeting 

b. 	 Financial Management - Revenue Generation
 

c. 
 Financial Management - Expenditure Management
 
and Control
 

d. 	 Financial Management - Planning, Organizing,

Staffing, Leading, and Controlling
 

3. 	 Workshop Goals
 

a. 	 To impart new knowledge regarding the importance

of .-- and the 
means for --- managing and
 
controlling the recurrent and 
capital

expenditures of 
local authorities.
 

b. 	 To dvelop new skills regarding practical ways of
 
identifying expenditure 
areas needing greater
attention and of establishing quidelines,
measuring performance, evaluating results, and
taking corrective measures to manage and control 
expenditures better.
 

c. 
 To develop attitudes 
and increase motivation on

the part cf workshop participants to provide for
better managertient of and control over 
expenditures in localtheir authorities. 
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4. Workshop Materials and Program 

Refer to Item # 1 Oerall Prorom 

Refer to 1t0rn A-2 -_-s_ of -orkshop Materials 

xtensi,_ , , w.i: 
be. mode, of graphic and tabular,

handout, 
'trat illustrate the nubstartiue concepts to 
be pro i:ad in this works o, Par'ticipar, 'il,
frequertly to engagero small group
Iwdd in 
exercisro Kc a ill hac theo xperience of- analyzing
and denvinuuo solutions problens
to and issues in
 
manager n; and control of /p,-nd.tures ouer the 
Fir-day p,:r'iod of he Jorkshop Cental go ernrner 
officials pdr c]iatng in the workshop will be drawn 
on throughout 'ho worksh op as experts in their 
resppctauc fQ .d . 

5. Workshop S dul , 

Sunday Afte rnoon and Euening
 

5-00 p m. - 6:15 p.m. Opening Session
 
7.00 p.m. - 9:00 p.m. Opening Dinner
 

Monday - Friday
 

8:00 a.m. - 10:30 a.m. Workshop Session 
10:30 a.m. -10:45 a.m. Morning Break
 
10:45 a m 12.45 p.m. Workshop Session
 
12:45 p m. 2:00 p.m. tuhcheon Break
 
2:00 p.M. 3:0 p.m. Workshop SessdJon
 
3:30 p.m - 3'43 p.m. Afternoon Break 
3:45 p.m 5:00 p m. Workshop Session
 

X- Sssions may rTun to 5:30 p.m. if necessary
 

Friday Eenirig
 

7-00 p.m - 9:00 p.m. Closing Dinner 

6. Work 0h .og istics 

Remarks as appropriate
 

120m OPENING DINNER V:00-
MAlKE ENING REA[D]NG AISSIGNMENT: Item #s 4 through 12 

9:00 



5m 

Im 

m 
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MONDAY MORNING (285 minutes, including a 15 minute break, are
 
programed out of 285 minutes.)
 

Call group to order. 8:00­

8:05 

RdiORIS ON PROGRESS MA[E IN APP[YTNG CONCEPTS FROM THE REVENUE
 

We'd like to beg:in the 
day by asking local authority and

centralI gover'nment teams to report on progress and results
 
achieued in application of concepts and approaches presented :.n

Lhe most recent Fin<arncial MEnagement Workshop on 
Revenue
Core nrr i.'Li 

Ho fr to teiM #13:orNShoqpLxerci si1m $1pp 1 1. g( (Jooc pP. s Report on Made!I _ Progress!!ro _tmie _ReLve fnlue Ge norationn.War'k sho..p 

1h leader should briefly rcuiew the major concepts from this

previous workshop as a "reFresher" for' t:he participants. These
 
co "'pt, ar. presented in out.-ire Form in lt:om #3.
 

,t I.ho ,m hsL r',cent workshop, participants were asked to develop
 
a J1H I j the
to -ncr,,we generation of revenue 
for' their local
 
author it:y.
 

I oc-l authorit Lt.eams are, Lherefore, now to prepare a 8:05­
repor L on 
progress achieved against and in terms of that plan. 9:20
 

Slhe leader should pass out to each local authority team a

(:py of the back-home program it developed at the previous

wo.'kshop to ans:ist the 
team in corpleting this exercise.
 

o AternaLiue]y, local authority teams report onmay progress
mrad( s-ince the last workshop in implementing the concepts
and stops to increase revenue generation that were 
pr'eserntcd in that. last workshop as outlined in Item #3. 

Ask a rpro'sent at ue of each local authority team to report to 9:20­
the participuis on progress made since the Revenue Generation 10:30

workshop. fn order to conFine :he length of the reports to
 
7-10 minuit''' 'och, the reports
if become lengthy, ask the

spokesmen Lo report on just 3 or 4 important areas on which 
real progress has been made. 

MORN[NG IREFAK J0:30­
10:45 
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SUBSTANTIVE PROGRAM ON EXPENDITURE MANAGEMENT AND CONTROL
 

Now 	we want to 
turn to the subject of the present workshop: the
 
management and control of expenditures.
 

A. 	RELATIONSHIP OF EXPENDITURE MANAGEMENT AND CONTROL TO

FINANCIL MANAGEMENT TO PUBLIC FINANCE
 

The 	follccwing discussion, more or less 
a repeat of material
presented in earlier workshops, is intended to re-orient
 
participants to the primary objectives of these workshops.
 

10M 1. Importance of Sound Public Finance at the Level of 10:4,­
1Locai Authorite 1:' 

Public financ, is exLremely important to a local 
government. 

Query: From the point of view of an 
economist or

political scientist, how might we define "public

finance"?
 

Answer: The economist will say 	that public finance is

the name given to the economicsid; 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.
 

Query: What are examples of things that (1) the
 
central government does for the wananchi, (2) the

local authority does For the wananchi, and 
(3) the
 
wananchi do for themselves?
 

Answer: Leader to 
make lists of responses in the
 
above three categories.
 

Querv: Ask what political and economic princik

determines (1) what should be done at. the local
 
government level as distinguished from (2) what is

done by the central government and (3) what by the
 
wananchi themselves?
 

Answe-: 
 The wananchi should do for themselves those

things they can do best. The central gove-nment

should do those things it can do best. 
 And 	those

things that can best be provided through common action 
at the locl leve] should comprise the
responsibilities of 
the 	local authority.
 



- 5 -


Refer to Item #4: 
"Public Finance at the Local Level".*
 

As Item #4 suggests, 
these needs and service areas

include infrastructure such as roads and major
services such as 
water and electricity. They include

facilities such as 
markets and slaughterhouses. They
include safety and security in the form of askari and
fire 	forces. 
 They also include education, health, and
 
many others.
 

On the one 
hand, as Item #4 indicates, carrving out
these activities 
causes the expenditures V12tne local
authori.ty. On 
the other hand, to provide fcr these

needs requires an inflow of money.
 

Query: Where does this money 
come from?
 

Answer: 
 As also shown in Item #4, the revenue comes
 
from:
 

o 	 the citizens themselves through charges for
 
services rendered;
 

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

o 	 borrowings From the central government
 
and other sources;
 

o 	 increasingly limited grants from the 
central
 
government; and
 

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

Not- -tLo all-workshop leaders: Except for case 
studies, workshop exercises, and "road map" exhibits
(Item #s 17, 18, and 39), experience has shown that
t:he leader should NO. refer 
immediately to :xhibits
 
during this five day program. Instead he should begin
by engaging the group in 
a discussion of the conceptsarid should solic.it examples from partici pants. It isvery 	lmmpurtant 
 uent ual.ly to go carefully over each

exhibit -- tracing out diagrams and reading aloud

substantially all examples 
since they have been 
carefully draftLed (and field tested) to illustrate theconcepts c.rly. 
But going t:o the exhibit:s in this manner should he reserved to the last part of the 
discussion of each topic. 

http:solic.it
http:authori.ty


I 
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The two boxes near the extreme right side 'of Item #4
 
show (1) the total oexenditures made to meet the needs
 
be''raised and ranaged to pay 
for0 meeting these needs 

, :The final box indicates that the financill health -­
indeed, the very existence'-- of the local authority

depends on the matching both short-range and
 
long-range of these expenditures and revenues, 
 And
 
this is what 
sound public finance is all about.
 

Refer to 
Item R5: "How the Local Financial M~n ger

Looks on Public Finance.
 

Item #5 looks at 
public finance in a different way, ' 
i.e., from the point of view of the finance committee,

clerk and treasurer .-- more like an income and
 
expenditure statement.
 

As you can see, it is still the nbeds of the community

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 put 
on

balancing revenue and expenditures so as yie. ,d
to 

satisfactory operating and overall results..
 

,The leadershould review the content of Item #5 with
 
the participants.
 

Discussion
 

S}!il
 

yII~y'*
 

. .. 
 ;~
 . .... 


" 




lOre 2 	 Excellent Financial Management as the K qe.t.oud 10:55­
Pub.c Fianc 11 :05 

Query: Frori the point, of uiew of managelment and 
saff. g of tl, l.ocal authori t:y, on what does sound 
p l f inn c.c i eyC _ d p nd? 

lnswer: loader Lo note responses. But the answer 
sought: . s - is alt. w :. 

.-sunul finance depends on excllent 
finan_pc:ia.. l uanago,ion t, and 

o 	 his dptrids, in turn, en thn ilanag.nt:.work of 
,pc~ia] zud i. the local.personnel i.ei.n 
au l:hor i ty, "n the work oF the treasurer arid his 
staff. 

Query Why dus sound. i.,anci a [nanagenen. depend on 
the wjo of pac ..i. person-el tined in.f.na al 
......aginit? 

Alnswer : I he ainsikjar" is as follows. 

" 	 Opir'a L il( deparleInt heads are, of- course, 
responsible in .heir iridi uidual areas for 
hriinging in the uarious reuenuna- arid For 
expendi lures, 

" 	 Houu r , it i on V the p r fesj onal. Fl nancial 
nan qer, i I hi, Lr'.sirr, who is able to 

ouer-sp, nd bH1-ldnL the ouerall picture nf 
x p r i I Ila 'a . (lal I raC Utii ' . 

We do 11,)t Ii , Iu j,'rl]nok [th .ilpor't.art roles of 
d pdr'tnl n Hn.l ncIti n alea s. -hesel d i persons
murtl t .le. ,' I Pt I(, F,,ln ibhi y o be the 
Fin-HC il mI l ,: hull, ,t 1., resour'cas ,nLrusLed to 
lhi I c"iallIit OH !" kh u:pand itutres iiadle withi these 

"a :.; C'! 1i Ca 

Bit it in I Ia t I n1iarc .! lhraqlar, Lhe tireasirer who in, 
fin ni . hand oFp bl ic H i: i,; a lweays it L right

both (1) t 'a chlif administrator,, : ei , the clerk, and 
(2) ii. ,r'-i ,u l authorit:y, jI.. . il., council arid it:s 

)ibcuss ion
 



5m 3 Controlling Ex enditures as an Essential Element of ll:C 
Excellent Financia Manaqement 11 

But excellent financial management
finance don't just happen. Rather, 
attention must be givon to them. 

and sound public 
a gr-at deal of' 

Refer' to I ten ./6 " M n..airc!mrnt Functions Per'formed b 
the Good Financial Mana~3r 

Item #6 jI].Us trates;, from a broad management point of
view, the f ive inarnageient I urIc t-ions p erformed by the 
good financial manager. These are Planning,
Organizing, Staffing, Leading, and Controlling. 

Item #6 also i.ustrates 
rmanagen t activitie.. 
manageme.nt functions. 

t:he twenty-thre 
that comprise hes 

principal 
five major 

Discussion 



-- 
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lOM 	 4. Good Manaement and 
Conlrol of Expenditures as a Majnr 11:0O-

Step in the Financial Manaqement Cycle 
 11:20
 

It is, however, the responsibilities for managing and
 
controlling expenditures that are 
the focus of this
particular financial management workshop. 
 These are
responsibilities 
that 	all of you share in some degree.
 

Indeed, managing and 
controlling expenditures is nut

only a general management responsibility of the
 
financial manager. 
 It also constitutes one of the

major areas of technical work of the financial manager.
 

Rofer to .te[ #7: "Another View of What Good FinancialMan~gemnt involves". 

Item 	#7 Lakes a different 
look 	at what good Financial
 
management involves 
 putting greater emphasis on the

technical work 
to be performed. As can
you see, Item

#7 suggests that good 
financial management begins with

Planning and IHudgetLing. It on
goes to Generating
Revenue, Managing and Controlling Ependitures, and
Evauat-i ng and Reporting. All of these are supported
by Organiz ing, Staffing, and Ioading. 

As you will note in Item #7, our present series of
four workshops is organized around these seuepal

elements of the 
financial management cycle.
 

o 	 Our first two workshops dealt with the first 
three activities represented at the top and upper

and lo.wJer right side of this diagram, i.e.,

Planning and Budgeting and 
Revenue Generation.
 

" 	 This 
present workshop will deal with Expenditure

Management and Control 
on the lower left.
 

o 	 The fourth workshop will provide an overview of 
all of the management functions of the financial
 
manager so 
-as to keep the whole subject of good

financial management in perspective. But it will
 
concentrate, in particular, 
on the suppor

activities represented in the center of the 
diagram.
 

Discuss-ion (if any)
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lOm 	B. COMMON EXPENDITURE CATEGORIES IN LOCAL AUTHORITIES 11:20­
11:30
 

Expenditures of local authorities can be classified in a
 
number of ways.
 

Query: What are major ways in which expenditures can be
 
grouped?
 

Answer: By groupings such as the following (insist on
 
drawing out from the group the first three categories below
 
-- but do not press for examples at this point; this is to
 
be done in connection with sections 1 to 4 below,'.
 

0 	 Organiz ati on aI unit and prooram (e.g., education or 
markets ) 

S 	 Type_. of expendi ture or ho e i..tem (e.g. , wages and 
salaries; or peLrol, oil and tyres; or debt seruice) 

Recurrent vs. caital (e.g., operating costs of the
 
social services depirtment (rucurrent) or building new 
markets and roads (capital) 

o 	 Functional--actiuity (e.g., collection of reuenue or 
procuremflent of goods) 

Finally, later this week we will also discuss the 
management and control. of expenditures by organizational 
leuels, i.e., from a section manager in an operating 
deoartment all the wa,y up to the Ministry and the Office of 
the Controller and Auditor General, 

Refer to I tem #8:_Was__of _Cateqgorizing Management and 
Control of ExpendiLtures. 

Discuss Item #8 briefly. 
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lOm 1. Ex.penditures bOrg.anizational Unit and Major Program 11:30­

11:40
 

Let's look first at a classification of expenditures
 
by_organiza.tonal----ordartment and major
 
proqram. Our object is two-fold.
 

0 
 First is to get out before the Ijroup where,
 
concretely, the expenditures of local authorities
 
occur 
that we must manage and control.
 

0 
 Second is to develop some useful classifications
 
of expenditures for later analysis, This is
 
being done on The assumption that approaches
 
and techniques for expenditure management and
 
control will differ depending on what type of
 
expenditure is involved. For example, we will
 
certainly use a different system to control
 
overtime from that which we use to avoid bank
 
overdrafts.
 

Query: What are the major organizational unit and
 
program categories of local authority expenditures?
 

Answer: Some such listing as the following (leader to
 
put responses on the flip chart -- note that this 
list 
below is alphabetized, not prioritized). 

o 	 Bus Parks o Parks/Recreation 

o 	 Clerk's o Roads/Bridges 

o Education o Slaughterhouse
 

o Health/Sanitation o 
 Social Services
 

o 	 Housing o Treasurer' s
 

o 	 Markets o Water/Sewerage
 

o 	 Any other valid major categories that the group
 
may suggest
 

Query: Does the listing on the flip chart embrace the
 
great bulk of local authority expenditures and, if
 
not, what major areas hawe been omitted?
 

Answer: Leader to note answers, if any.
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Query: How would you rank 
these areas listed on the
flip chart in order of size of cxpeditures in a
typical local authority? 

Answer: Leader to put priority rankings beside eachcategory on the flip chart so as to represent groupconcensLs. (It here, and an later listings, itappears that a separate ranking should be made forcounty councils, the leader should at-tempt this.) 

Discussion
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lOe 2. ExpendiLures .JpeofExpenditure or Line Item 11:40­
11:50
 

Next, let's look at. a classification of expenditures by 
t-Ype-----of expenditures, i.e , by 11in_ ite. 

Query: 
 What is a "line item" in (enyan budget 
terminoloqy? 

Answer: One definition found in Kenyan government
documents t-at:es that "the iter is the lowest level of
disaggregatiori in the printed budget and typically
represents a type oft expenditure, e.g., Personal
Emoluments or, Operating1ransport Expenses. Items add upto make a proj, ct, prograiiiiiie, or activity. . ". 

Query: What are the major type-of-expenditure orline-it:en categories yourin local authorities? 

Answer: Soic such listing as the following (leader toput responses on a flip chart .---note that the list below
is 	 alphabetized, riot prioritized). 

o Employee B',nefit-s o 	 Petrol Oil and 
Tyres 

" Equipment, Fools and o 	Rents 

Materials
 

o House Allowances o 	 Utilities
 

o Loan Repayments o 	Wages and
 

Salaries 

" Office Supplies
 

" Any oLher val id maLor categories that the group may
suigges L 

Query: Does the tisting 
on 	the flip chart embrace the
great bulk of- local authority expend:itures and, if not,
what major ar'as have been omi.tted? 

Answxier': Leader t o note answkers , if any 

Query: low would you rank these in order of size of
exp-ndil-ure in a typi cal local authority? 

Arnswer: [eder Lo put Pr'iority rankings beside each 
category on :1h-flip chart so as to represent group 
conicersus . 



5m 3. Expendituresb Recurrent and_.ap Gat or.es 11: 50 
11:55 

Another basic classification of expenditures utilized 
in aI local authori ties (and nearly all other 
organizations) divides expenditures int-o two major 
:ategovies. 

Querl- What is this added classification of 
expenditures? 

Aruer: It is a classification categorizing 
expenditures as between: 
o recu.r.n. .o_'_ng.o andor o.eat.ng 

o c-apf..tal org..devel_. oprrl!e n.t.al. 

Query: How woul.d yiou rank these two categories in 
order of size of exoend:ture in an average year in the 
typical local. authorit-y? 

Answer: Leader to put: the group's priority rankings
beside Lhiise toJo categories. But the proper answer is 
that in t:he typical local authority in an average 
year, recurrent expenditures vastly exceed capital. 
expenditures, 

http:o.eat.ng


- 15 ­

lOm 4. Expenditures _byFunctional Actiuity* 11:55­

12:05
 

Finally, it may be thought-provoking to attempt to
 
classify expenditures by major functional categories,
 

Query: What do we mean by "functional categories"?
 

Answir: The dictionary distinguishes "function" from
 
its close synonyms as indicating the definite end 
or 
purpose served &nd the particular kind of work 
performed. More succinctly, "function" is "the work 
per formed". 

Query: What are some major functional categories of
 
expenditures, i.e., categories by work performed?
 

Answer: Some such listing as the following (leader to
 

put rsponses on flip chart).
 

o Collection of Revenue 

o Contracting for Work To Be Undertaken 

o Preparat:ion of Plans and Budgets 

o Procurement of Goods 

o Procurerment of Services 

0 Any other valid categories that the group may 
suggesfl 

Query: How would you rank these in order of 
expenditure in a typical local authority? 

Answer: Leader to put priority rankings beside each
 
category on the flip chart so to 
represent group 
c O l cen so . 

Discussion
 

We do not intend to use this classification of
 
expenditures further in this workshop. However, you
 
may wish to consider whether your local authority is 
exercising adequate control over expenditures 
cat.egorized by function. 

ile--ader-may omit this
Xh section if he prefers.
 



12 
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20m 5. 
 Case Study: qctual_Expenditures 
of Local uthorities
 
in Order of Size 


Refer to Item #9: 
 Case Studa - _ctual Exenditures f
 
Local Authorities in Order of Size.
 

Item #9 shows expenditures of three local authorities*
 
classified into the 
first three of the above four

categories and, within 
categories, listed in order of
 
s ize. 

Point 
out that -r;each case the great bulk of the
 
expenditures are concetrated in just 5 or" so
 
deparLments/programs and 
5 or so line items. The
Principle of the Critical Few would suggest that these
 
are the areas where the 
greatest attention should be
 
given to the nanagoment 
and control of expenditures.
 

It will be noted that in most cases (though the
 
Atterns for county 
councils differ somewhat From 

,nose for municipal and town councils): 

0 expenditures by departments and programs 
are the 
largest for Treasurer's, Clerk's, Uehicles and
 
Maintenance, CleaPsing and 
Refuse Collection,

Councillors' Expenses, Water Services, and Social
 
Services, more or less in 
that order;
 

o expenditures by line item are the largest for
 
Staff Salaries and Wages; 
House Allowances:
 
Petrol, Oil and Tyres; and 1rauelling and 
Subsistence; arnd 

o expenditures for Recurrent Operations are
 
typically very much larger than for Capital
 
DeuelopmenL.
 

Note also that, on pages 
2, 5, and 8 of Item #9,
Salaries and Wages for these 
three local authorities 
vary from 24.7% of total expenditures to 38% to 
55.5%. 

Query: Does 
this range of variation seem
 
understandable and 
likely to be appropriate?
 

Answer': leader in note responses 
and lead discussion.
 

in tke csi s udies: 

Muncipal Council A is Meru
 
lown Counci.l B is Kitui
 
Count-y Council C is 
Murang'a
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Refer to Item #10: Expenditures of Typical Local
 
Authorities in Order of Size
 

Item #10 summarizes the results of these case studies
 
and other information to show a typical prioritization
 
--- in order of size of local authority expenditures -­
by the three basic classifications that we haue been
 
discussing.
 

Query: Do participants agree that the order of
 
prioritization shown in Item #10 is more or less
 
representatiue of Kenya's local authorities? What
 
significant changes, if any, would they suggest in the
 
rder of itens in the three columns on Item #10?
 

Answer: Leader to note and lead discussion of
 
participants' respnnses.
 

Discussion
 



- 18-


C. 	 EXPENDITURE CATEGORIES IN ORDER OF DIFFICULTY OF MANAGEMENT
 
AND CONTROL
 

We've done a good 	 job of finding out, by several different 
classifications, where the expenditures 
are 	that, as good

financial managers, we must attempt to manage and control. 
Some 	 of these categories are easier to control than 
others. Let's spend a few moments seeing if we can agree
(1) 	on criteria for determing areas of difficulty and (2)
on which categories are the most difficult to control. 

20m 1. Cri-L.eria for t temni n eas of Dfficu ty_ in 12:25 
Manaee and_ Cont! tJ u r e s 	 12 : 45. ofExndi 

Fist, we will see if we can discover some criteria or
standards of good management and control of 
expenditures that might help us in wheredetermining 
we are having the greatest difficulty in managing and 
controlling them. 

Query: What are some criteria that we might employ in
determining whe:'e we are having difficulty in managing
and 	 controlling expenditures? 

Answer: Answer's - to be listed on a flip chart -­
will 	 include such items as the following: 

o 	 Expenditures versus plans and) budget that are: 

- too high 
- too low 
- not: included in plans and budget
 

o 	 High control costs compared with the level of 
expendi tures 

0 	 Services or goods paid -For that do not meet 
expectations regarding quantity: 

quantity less than expected 
- quant:i ty more than expected 

o 	 Goods or services paid For that do not meet 
expectations regarding quality: 

- goods supplied or work perFormed at a quality 
level olwer I:han expected 

- goods supplied or work performed at a quality
level g real:er t:han expected 
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o Expenditures for goods and services that 
are
 
dolivered/provi.ded on 
timing inconsistent with
 
expectations:
 

- behind schedule
 
- materially ahead of schedule
 

" Payments for goods and services inconsistent with 
the timing expectations of the accounting section: 

- made much later
 
- made much earlier
 

o Expenditures in violation of bylaws, regulations,

policies and/or procedures 

" Lack of proper documentation of procurement and 
expenditures 

o Purchases not balanced among sources where this
 
is a desirable objective, i.e., unduly
 
concentrated on:.
 

- local suppliers 
- distant suppliers (e.g., -in Nairobi and Mombasa) 

o Procurement and expenditures made on timing in 
advance of receipt of funds intended for payment,

i.e., inconsistent with cash availabilities and 
cash flow analysis
 

o Expenditures for which at least circumstantial
 
evidence exists of bribery, kickbacks, siphoning

off of funds, and the like 

o Etc. 

Refer to Item #1111: Criteria for Determininq 
cu _"(Tinnd- -/Contol of eExpdnditu res. 

Item #11 summarizes many of the criteria that we have 
just been discussing. Fhe leader should review this 
in somle detail with the parti.cipants. 

rhe first crilerion lisLed in Item #11 for determining 
poss ible areas of difficulty in managing and
controlling expernditures is the consistency of actual
expenditures w:Lh our plans and budgets. It would be 
interesting to see if we can learn anything useful
about where we have difficu]Ly in controlling
expenditures by comparing (1) estimates of 
expenditures made before the beginning of a financial 
year with (2) actual results realized when the year is
 
ov er.
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2. 	 Case Study - Estimated and Actual Expenditures of
 
Local Authorities
 

Refer to Item #12: Case Study - Estimated and Actual 
xpenditures. 

This 	is done in Item #12 for our three case-study
 

local authorities. This exhibit shows:
 

o 	 the estimates made before the budget year began,
 

o 	 actuals reported after the year was over,
 

o 	 the differences between these two,
 

" 	 the percentages that actual expenditures were of
 
estimated expenditures, and 

o 	 the ranking of departments an major programs and 
of line items in terms of apparent relative 
difficuity in managing expenditures so as to 
meet plans as reflected in budgets (based just 
on these figures alone). 

No firm conclusions can be drawn from these case 
studies. However, areas of apparently general
 
difficulty include:
 

0 	 for major departments and programs, at least for 
Mur'cipal Council A: the cat.egories of Roads, 
Housing, SE..erage, and Water Services, and
 

0 for line items: the categories of Vehicle 
Licenses and Insurance; Electricity, Water and
 
Conservancy; Equipment, Fools, and MaLerials;
 
Insurance Other than Vehicles; and Repairs and
 
Maintenance of Buildings.
 

The preceding discussion of criteria makes it clear,

that there is no simple measure of difficulties 
encountered in managing and controlling expenditures. 

Discussion 

75ri LUNCHEON BREAK 12:4!
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MONDAY AFTERNOON (180 minutes, 
including a 15 minute break,
 
are orogrammed out of 
180 minutes.)
 

5m Call group to order. 

2:00-


C. EXPENDITURE CATEGORIES 2:05IN ORDER OF DjFFICULIY OF MANAGEMENT 
AND..CONROIL, contd. 

3. -Wrks-hop.[--i'-e:.. _Expend]tures of: Local. Authorit i esRan ke d i n Order of -D Tf i cuZliy--in-Mana menTC and-Con rol 
Refer to iter #113: Works hop [Eercise -Expenditures of 

Management: andJ Con troll[ .. . . ...........................
 

Item /13 is esse'ntially identical to Item #10 except
that space 
is prouided to rank the tategories of
expenditure in order of 
the diFficulties encountered
 
in properly controlling them.
 

25m Please break up into .local au.hority .grups. 2:05­
2:30 

Each group is to place numbers beside the ten items
in the fir'st column that constitute the greatestdifficuty experienced by its local authority in
properly managing and controlling expenditures bydeparmenL/progra,, "1" will represent the categoryof greatest diFficulty, "2" the second most dif:ficult
 
category, and 
so on.
 

Then, pleas, repeat the above exercise for the second
column of expendiLure category itms on Item #13 --­
i.e., by type of expenditure or" line item. 

Finally, please r peat the above exercise for the twoitems rinthe tIhird couumn of expenditure categories on
Ilem #13, i,o,, for r'ecurrent and 
capital e.penditures.
 

30m 
 After ton myt iiinuto s, t he leader is ---Lo ask and 2:30­record on th f-lip chart --. the rankings given to the 3:00firsL item on each 
list, the second item, and so on.Limit Ithe rankings listed on t -he
Flip chart to #s 1 to 
N.
 

The leader should 
then attempt to surrirarize a concensus of the entir'e group 
on the relative order of­difficulty in 
controlling expenditures among the items 
listed in each column. 
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4. 	 Workshop Exercise: Prioritization of Difficulties
 
Encountered in Managing andCotrolli=r1_Ex!pendtures
 

We have identified our expenditure categories and have
 
ranked them by order of difficulty in control. Now
 
let's find out what the participants see as the major 
difficulties encounltered in control of them. What 
experiences did we have in the backs of our' minds when
 
we did the preceding rankings in order of difficulty 
in control? 

ReFer to It.r # 14:... Workshop Fxercise - PrioritizaLion 
of DifficulC-t ie,s Encou-tered in.Mana-ing_ and 
Con troll ing_ xpend tues, 

30m 	 Form four groups coumposed, respectively, of (1) 3:0­

treasurers, (") clerks, (3) councillors, and (4) MLG 3:3C 
participants and an/ others present. Each group 
should complete the exercise, putting its results on 
flip charts. 

3:3C15m 	 AFIERNOON BkELAK 
3:45
 

30m Complete the above exercise. 3:4E
 
4:15 

45m When done, ask a spokesman for each group to summarize 4:1E 
the results of the group's deliberations. Start with 5:OC 
reports from the councillors, then going on to clerks, 
treasurers, and the M.G (and any others), in that 
order. ALt:tempt to summarize From the four reports an 
overall concensus on the several areas of greatest 
difficulty. Drawd attention to any interesting 
differences in perceptions of the four groups, 

During the reimainder of this workshop, we should be
 
focussing primary attention on two things already 
discussed, as follows: 

0 	 the majr cateqgories of expenditures that we have 
identified, and 

0 	 the major _pblems that. we are encountering in 
managing and control.ling these expenditures 

Please note agai n that we arc iot limi.ing this 
workshop just to questions of adherence to budgets, 
procedures, arid the l:ike. Rather we are primarilL 
concerned with esu ring_ that our .ocal. authorities .get 
fu'll value fc- every pound and shil]jn_.sPq. 

MAKE EVENING READING ASSSI',NM-_NF: fte n #s 15 through 29 
except. for H21. 
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TUESDAY_MORNING: (285 minutes, including a 15 minute break, 
are programmed out of 285 minutes.) 

5m Call group to order. 8:00-

Om D. EXPENDITURE MANAGEMENT AND CONTROL 	 8:05SYSTEMS 8:05­
8:15We shall begin our discussion oF how to manage and control

better our expenditures by looking at the question of 
control ;sysTj. 

Query: What do we mrean by an "expenditure control system",
and do we nleed anylthing as "fancy" as one or more control 
#.sltms for our expenditures? 

Answer: The answers given should encompass the following 
ideas.
 

* 	 By "expenditure control system", we are referring to 
an orderl and elli defined set of steps and 
int srreiationshipsfor ensurin tat expenditures are
made 	 accordirl to plan, within budget._ and pursuant to

shed 	 r e u at ons 1 o !ic ies an i pr cedure ps 

o It is impossible L-.o control every expenditure on an
individual, a h.oc basis. Instead, it is necessary to
establish some common approaches -.- that is, systems 
-- that can be uti-i7ed with respect to major
categories of expenditure. Thus, we cannot use the 
same 	 control system: 

o 	 for ensur'i ug that goods are delivered per
purchose order specifications that we use 

o 	 For ensuring that payments are made to meet the 
supp]:ier's t ;iming requirements or 

o for control of and reimbursement to a petty cash 
account or 

o 	 for paymenL of loan amounts due, 

Because the many types of expenditures require control
systems with many different types oF characteristics, we 
must, in this workshop, look just but atnot at one several 
types of: systems, 

D:i scussion 
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1 ~ 	 'What Are Ul'e Tryinq To Control? l.5, 

In designing a control system, a key question is w4hat 
we Ere tryving to manage and control-

Ouerjy Is it the outflow of shillings according to 
budget that we are trying to m~anage and control? 

Answer: Ibis is part of it.
 

Query: it is enough for us ,to assure that funds 
paid out are in line with o-r expenditure budget ­
and why? 

A~nswer- The answ..er is "NIol Even if our -expenditures 
are made strictly in accordance:with the;approuved 
budget, they are not being properly nanaged and 
controlled if, for example: 

o 	 deliveries are late, 

o 	 goods do not meet specifications, ­

o 	 expenditures exceed cash avalabilities, -or
 

o 	 money is pocketed by dishonest people. 

A good answer to the question of what we are trying to 
control is some such group of ideas as an outflow~of 
funds for the prouision to our local au'thorities of 
goods and seruices on a basis that: 

o 	 is. consistent with our plans and budgets; 

o 	 is timely; 

o 	 assures full value for money expended; 

o 	 is cost-effectiue;
 

o 	 is consistent with reasonable payment
 
expectations of suppliers; and
 

o 	 is prudent in regard to our evoling resource
 
availabilities.
 

Refer to Item #15: Control Systems - Definition and 
Considerations.
 

Item #15 provides both a definition of a control
 
system and a statement of what we are trying to ­

control. ­

10I 
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To.t.al Partial Control...
15m 	 2, a,,d S.yLs tems 8 : 3 0­
8:45
 

Some control systems might be called "partial control
 
systems", and some might be called "total control
 

"
 systems. 


Query: Nhat. Js the difference between a p._rtial and a
 

tota control system?
 

Answer: The answer :is as follows 

o 	 A partial control system i.dentifies a problem but 
does not assure Jt.s correction. 

o 	 A total conLrol systom is designed not only to 
detect probliems but also to correct them more or 
less automaticall y . 

Ref e r to Ile H16 Partial and Total Control.Sys tems-
Definitions and Eximple..s. 

Item 	 #16 ive, a definition and three examples of a 
partial control system', as Follows. 

0 	 A fire prolect.:ion system that. merely detects 
smoke and sounds in alarm 

0 	 A water sysLern that merely al.erits an engineer to 
some trouble wi. th the chlorine level or water 
puritv or pro,.:sure 

o 	 A cash floW system that merely indicates, frolr 
income and expenditure planning data, projected 
cash availAbilities and requirements 

Query: Wh.t. ore other examples of a p_artial control 
system? 

Answer: Leader to note answers on flip charL.
 

Item #16 also giues a definition and three examples of
 
a total control system, as follow s.
 

* 	 A fire preventiorn system that not only detects a 
fire and sounds an alarm but also turns on
 
sprinklers to put: out the fire
 

* 	 A water systemri that not. only dLeects 
under-chlorinat.ion of t:he water but automatically
adds chlorine to bring the water flowing through
the main water lines up to specifications 
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o A cash flow analysis and control system that: 

- not only regularly monitors actual 
cash and
 
projects the r'oLationship be tween future cash
 
auailabil.ities and 
cash r'equirements, 

- but also, in periods of potential cash 
shortage, assures that 
instr'uc ions are sent to
spending department heads to 
hold expenditures

Lo specified 1euels
 

Query: What 
are other examples of a total control 

sy stern? 

Answer: Leader to note answers on flip chart 

Discussion 
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lOm 3. Criteria for Effective Control Systems 

Let's assume that we have an objective of establishingeffective control systems for our expenditures. 

Query: What are some of the standards or criteriathat we might state to tell us if our control systems
are effectiue? 

8:45-

Answer: The answers 
as the following. 

given should :include such ideas 

o Controls should be: 

- exorcised over the proper activities, 

- time y, 

- accurate. 

- cost effective, and 

15m 

- understood and accepted by those affected. 

Refer to Item #/1/: Criteria for Effective Systeas for 
Managemenpiin Cen -o ond xp-n. tur.. 

Item #17 ]i sLA thes, above cr it eria and indicates somerelevant cons idAra[ ions with respect to each. We willbe discussing each of these criteria and these relatedconsiderations our the nxt little while. 

a. Cotrols oer" the _Proppr A ActiviLies 

fAs we just d.iscuss.ied, a first criterion of aneffective corlo system is that we must control
the proper acli ltzis. 

8:55­

9:10 

People will direct their activities (1) towardsthe items :-hatL are controlled and (2) to meet thecontrol standards. Therefore, the activities
miust be carefully chosen. Often, the sets ofactiviLes conLrollod must also be carefully
balanced. 
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Two examples follow (the leader may use one, both, or
 
neither example as he sees fit).
 

o 	 A study showed that teachers of composition can
 
be grouped between those who place primary
 
emphasis on grammar, on spelling, on penmanship,
 
on vocabulary, and on idea content. iheir
 
students reflected these biases in the teachers'
 
"control systems" by also placing their primary 
emphasis on these same factors -- to the 
detriment of good, overall, writing. 

0 	 Another example is whether the military leader in
 
peacetime places his major attention (1) on the 
troops being in proper dress and able to go
through parade-ground drills with great precision 
or (2) on the ability of the men to shoot 
straight, heir skill levels in combat training,
and the like? Foo many local military commanders 
place the greatest emphasis on what is often 
called "spit and polish" and not on combat
 
readiness. This is, in large part, because on
 
inspection visits of higher-level commanders, it
 
is often only the performance of the troops on
 
parade that is observed and that serves as the
 
basis for evaluation of the leadership of the
 
local commanders.
 

In the field of financial management:
 

0 	 does our control system place its major emphasis
 
(1) on market collectors showing up on time and
 
proper dress or (2) on the turning in to the
 
treasurer's office of all money collected?
 

o 	 or does the treasurer or chief accountant place
 
undue emphasis:
 

- on neatness of accounts, or
 

- on accuracy of accounts, i.e., on addition 
and subtraction of figures, or 

- on timeliness of completion of accounts, or 

on gel:ting the section's work done by the 
official. closing hour, or 

- on not. "rocking the boat", i.e., not raising 
issues that are unpleasant for management to 
face? 
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Exercising expenditure control in a way that involves

undue emphasis on any one of such factors as the above
 
could have the result of sabotaging the entire control
 
effort.
 

As Section B of Item #17 indicates, i.i assurin, that
 
the proper activities/expenditures are controlled:
 

" Expenditures selected should be critical 
to
 
accompis hment of program results.
 

There is no point in controlling activities not
 
essential for achievement of the desired 
performance objectives. 

S Expenditures to which the control systems are to 
a_ ly_should be those for which expenditure 
levels are meaninqful. 

There is no point in spending a lot of costly

effort to control expenditures that are so small
 
as not to be significant.
 

" Expenditures selected should be those that 
can be
 
adjusted if findings from the control system 
warrant. 

There is 
little point in controls if corrections
 
are not possible in the expenditures beina
 
controlled.
 

Discussion
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15m b. Timely Controls 
9: 1 

A second criterion of an effective control system is 9:2! 
that controls must assure prouision of needed
information on a timelybasis 

o In a local authority, the control system may notgenerate information on actual receipts rapidly
enough to permit making appropriate corrections
in expenditure activities within the given week 
or month or year. 

o Or', reports on work being accomplished in a roadmaintenance operation may not be made availablequickly enough to permit adjusting manpower
expenditures effectively and efficiently on a 
day-by-day basis. 

Query: What are added examples? 

Answer: 

chart. 

The leader should list responses on a flip 

To summarize, as noted in Section C 
controls to be sufficiently timely: 

of Item #17, for 

0 Varijance reports 
e°gh haJtthc.-an-be 

should be prepared 
acted on to 

rapid l1 
correct 

perfo.rmanceg. 

o Corrective actions should, to the _reatest 
extent be possible. 

Discussion 
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15m c, Accurate Controls 

........ 
 ...............
 

A third criterion of an effectuive control system is 
the data measurementsthat 

be both taken and reporteda.c.c ur-atel.Iv 

Management :s expected to take corrective actionsbased on the findings of the expenditure control 
systeir. 

o Yet measurements are often imprecise, 

o Moreover, honest (i.e. , unintended human) errors 
are sormetimes made. 

o In adaiLion, pressure to achieve the pre-setcontrol standards sometimes leads tofalsification of control. system reports, 
It is w-idely known that field commanders and politicalleaders often report more casualties on the partthe enemy and fewer on the part or 

of 
their, own troopsthan actually occur. The costs of thisperpetuation may well be(if an armed conflict well beyond the timewhen a negotiated sel:tlenent -- or even surrenderor other, cor-rect, iue action -+ would be appropriate. 

Quory: What are examples illustrating the issue ofaccuracy of control data in the area of expenditure
managOinlent: and control ?
 

Answer: The 
 leader should note responses on flipchart. hree addit:Lonal examples are. follows.as 

o It is not uncommon to report less siphoning offof- expenditLure monies by collectors and others
tlhan Suporvisors know occurs.
 

0 To make his payables sect:ion look 
 beltter, figuresmay be fudged by the chief: accountant on reportsof the averagie number of days required by theaccount-ing staff to pay invoices.
 

0 Data on wmork performed by 
 local authority hourlyemmpl.oyn-! mav not be ac-irate enough to assurethat: t:he authority i.s getting fair value for 
wages paid. 

9:25­
9:250
 
9:40
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As Section D of Item #17 indicates, in or-der to assure
 
the accuracy of control measurements:
 

o 	 The item measured should be capable of being
 
accurately measured.
 

o 	 Honest errors (i.e., unintended human errors)
 
should be kept to a minimum.
 

o 	 Falsification of control system data should be
 
prevented.
 

Discussion
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15m d. Cost-effective nControls 9: 4 0­
9:55 

Since control systems themselves involve costs, a 
fourth criterion of an effectie control system 
is that the system of controls must be cost-­
effective in relation both (1) to the expenditure 
amounts :involved and 
achieved through the 

(2i to the results beinq 
control system's operation. 

It: is common for gover nlmeL of fices and business 
Firis to copl irijigorously about the costs 
invoved in miet:ing the demands of7 higher 
organizat-ional le. els or centraI gouemreiilt 
agenc ies for inf ormat ion for regulatory and 
control purposes. 

Query: What are som, of the costs that are 
involved in experidiLire conitro1 systens? 

Answer: Responsos should include such items as 
the following. 

o Costj s_._of .space.e qui...gt pirnt ._arid d.suppli]_es : 
e.g. , computers, cash registers, other 
calculating equi.pment, safes, files, paper, 
reproduction equipient, etc. 

Costs of _c.i zed personnel: e. g. 
accountaris, inspectors, controllers, 
auditors, Superv:isors, etc. 

Costs.of i ._eoinnel: e.g., 

time spent in preparat ion of reports; time 
spent providing data to arid otherwise working
with specialized expenditure management and 
conitrol staff; etc. 

c Any others? 

One thing that can lead to excessive control. 
system costs is unrealist1ically high standards 
for inspec t:i.on. 

Query: Is it cost. effective, for example, to 
subject every it:em processed and every service 
rendered to inspection before acceptance and/or 
payment --. and why? 

Answer': -The answer is that 100% irispecti on is 
seldom Feasible. A major reason for this is what 
would of-ten be the excessively high cost of 
irispect:ing every it:em. 



A7 

uey What proportion oC transactionssshudb' 

~ "V'" Anwer:The rr arliesjjith the type. of. '>~ 
Stransactioi,,. However, in any aesthere :are~~ 

'~" ~ dite- rmin -e the'.answer, ~et~zd.to 

Maoiy firm~s-employing quzalit2y control inspetors-~
do not-require them to inspect onany 100% :'i
basis, Instead they require their inspectors ito.
 
use"~Statistical Quality Control "SQC" principles.

and techniques in which control~is based on' '~
 
inspection of either random -- or carefully

structured -- samples of a carefully selected,)

size. SQC uses probability theory to determine
 
how many transactions out of' a given total should
 
be inspected to assure a given level of>
 

*confidence in tersls
 

For example, assurance 'of the'reliability of
 
public opinion 'surveys could extend to a
 

K" 	requirement that every member, of the population'~,h
 
to be surueyed be queried,
 

Query: There are about, 160 million adults in the
 
United States, What'is your guess as ~to h~ow many
 

struture
samlewould need to. be int'erviewed
 
forthesureyresults to reflect quite. 

accuatey te vewsof all 160 million? ~ 
Answer: The leader should,ioteanswers given; ~'>J 

A It is quite common for~ a p'articip'ant~to, suggest'
10% -- which would mean 'interviewing .16,mi'llioi '' persons, 'Actually, the answer~is that major

survey ,organiizations in the. United States,

interview some 1200 to 1600 persons on national,"

issues., They know,'from samplin'g'theory, that~a
 
sample of this size ,gives a 95% probability that"gi~

the results wkill be within, say, 3% of the
 
results that would be achieved'by interviewing 
 "'4,all 160 million,adults. 	 .....................................
 

http:et~zd.to
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Again, 
a recent New York Times poll in Europe set
 
out to secure the vu-eWs of the populations of

Britain, France and West Germany. rnterview s were 
conducted with only 1,951 
people in Britain, 994

in France, and 2,007 in West Germany. Polling

only this tiny fraction of the total populations
of these countries gave a 95% probability that
the published results would differ by no more 
than 3% in Britain and West Germany and 4% in 

wh1 would have 

int-or'iewing cvery single adult in those three
 
countries,. 

from t wrance been obtained by 

In most organizations, it: would be out 
of the
 
question Lo audit 100% of most transactions -­
from petty cash disbursements to wage and salary
payments Lo payments of- invoices. Instead, an
audit of- a random sample of carefully determined 
size is uEtualy considered adequate. 

In any case, local. authori ties should be sure
 
that the 
cost of: the controls is reasonable,
 
i.e. , that they are cost-effective. 

As Section I of item #17 indicates: 

o 1007,, cont r. i..o.._s_o.t.e e ss_ive.ly ex ens ive..e.x 


o 
 SamTpLing of .en.provides an acceptable measure
 
at accepIta bl e Icosts ,f__control 

Discuss-ion
 

http:ss_ive.ly
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lOM e. Controls [hat Are ljnderstoo and Accepted 9:55­
10:05 

A final crater.,on is that controls must be 
understood and accepted or they will not be 
adherea to and r'ered-'e effectiue 

Query Xhav v: ii nappen if the controls are not 
urider s.o 'Jd 

Answer They :-! not - can not --. be 
m p em ente 

Query ,, . will happen if the employees do not 
accept the control system? 

Answer 7hey will find ways around it or will 
ignore -t . 

Query Why is this the case5 

Answer Leader to list answers on flip chart.. 
One irnportant answer is that people resent 
controls. Moryover, control systems are cften 
vlewed at urnn sona.ie and unfair. As noted,
tnis resulits ar the staff' s Finding ways to "beat 
the system". 

Query. What arc some examples of ways that local 
authority erployees find to beat the system? 

An wer: One answer follows. 

o One workshop participant gave the example of 
a treasurer who 'wanted a purchase to be made 
From a particular supplier who was a friend. 
The system called for getting three tenders. 
the treasurer colluded with the one supplier 
to get three tenders ur different letterheads 
but from the same man. 

Query: What are other examples? 

Answer: Leader to note responses on flip chart. 

D'scussi on 
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Query: What is required For controls 
to be
 
genuinely accepted?
 

Answer: Controls can 
be imposed by authority.

But for them to be truly accepted, people must
 
clearly, understand both 
(1) the Value of the

a.ctii__.ty and (2) the puupose of the control 
system. IF they 
can 
also be made to fee]. that
 
they :,dve (3) a stake in the success of the

Sotj 1 sst-m, so much the 
better. And if there
 
can be some po..sitivepay-off to them for
adherence to system,the then it is likely to be 
really successful . 

For example, provide to control 
staff who achieve
 an excellent record with toregard accuracy of

data some rewards -... e.g., recogn:;tion, added

responsibity, training opportunities, added pay,
 
or the like.
 

To summarize, as Section F of Item #17 indicates,
with regard to the acceptance of controls by the
 
persons whose activities are controlled:
 

o qstems that are not understood cannot 
be
 
implemented . 

o t that are not accepted will not be 

-p --mented .. ways will be found to "beat 
thne .yste m 

o Un-de-sta.rd.i=n the value of the actiuitv is 
important. 

" Recognition b__ the employee of the importance
of the control sofstt is imiortant, 

The objective should be to geL the employee to
 
fully support the system and its 
values.
 

Di scussion 

http:a.ctii__.ty
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5m 	 E. STEPS IN THE MANc.GEMENT AND CONTROL OF EXPENDITUREi 

The process for the management and control oF expenditures
 
can 
be broken down into a series of logically-related parts
 
or steps, It is important to know and understand these 
steps, Fo lownq t:huim careFully w.ill greatl y improve the 
results that will be achievedc by Financial managers of 
local aut horities. 

Query: What are these Four steps? 

Answer': [he answer follows (leader to put on flip chart).
 

o 	 First step: Set standards or performance objectives. 

o Second step: Measure and record performance.
 

o Third step: Analyze and communicate results. 

o 	 Fourth step: Fake corrective action. 

Refer to Itei #18: Steps :in th Man geent and Control of 

Th6se abouo major po ints and the added subordinate points
outlined in [[',.m #I18 cons[.1i tue a road map oF where we will 
be going in this workshop over t.he next several hours. (The
leader should descri be brieFly, but not discuss in any
detail, the contents of this item). 

10M 1. .ist. _tpi : Set. St ardards orPe:formanc ojectives 

10:The ftirsL step in managing and controlling
expenditures is to 
establish standards of performance.
 

a. 	 Wha I.s , Standard? 

Query: What is a "stLandard"?X
 

Answer': Note responses. But in this workshop, 
we 
can adopt the following definition: 

ofs..n.:ard is a pre--set measuremlent that 
can sr'e as a-re.l-ce poin .for 

val a a ul.. rem P.1 : 

S "ed 1ic arylio say,: 

o 	 "Some hing sit up by authiority as a rule for Iho 
ieasuriflent of g ntii iqay, ii,[(litl, extent, value, or 
qudlify", and 

or meastturelT appiiu:st a l]isl',dt; a;jnyby definite rule, princ ipleoriie"Stndr 	 autlhority.'' 

http:cons[.1i
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15m b. Plans as a Source of Standards 10:20­
10:35
 

Our overall plans will, of course, hclp to
 

provide us with performence standards with regard
 
to the making of expendiiures,
 

Indeed, as a general rule, it J.s to be expected

that all. expenditures will., be made for the
 
purposes stated in the approved plan and in
 
accordance with the approved budget.
 

Query: What are examples of types of standards
 
relating tn our overall plans that will help us
 
in c itrollinq expenditures? 

Answer: Leader to riotc: answers. Some possible 
answers are as follows,
 

o Goals and their standards
 

o Objectives and their standards
 

o Expenditure figures in approved budgets 

o Policy guidelines
 

o Procedures guidelines
 

Please note that in our earlier workshop on
 
Planning and Budgeting, we emphasized the
 
importance not merely of (1) defining a goal or
 
objective as a simple end to be achieved but of
 
also (2) stating the standards that, when
 
accomplished, would tell us that we have done a
 
good job. These planning standards, as they
 
relate L.o oxpend itures, automatically become 
standards For measuring what kind of a job we are
 
doing in managing and controlling expenditures. 

Query: What are some examples of the use as 
standards of figures contained in plans and 
budgets?
 

Answer: Leader to put responses on flip chart
 
and lead discussion.
 

Refer to Item #19: Plans as a Source of Standards 
- Concept and Examples 
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Flue examples of 
of standards are 
follows:* 

use of planning data as a 
presented in Item #19 as 

source 

o Goals and Their Standards 

Construction costs of the new slaughterhouse 
are not to exceed the figures in the approved 
project justification, 

Objectives and Their Standards 

Capital costs per :ow--income housing 
not to exceed Kshs. 100,000. 

unit are 

o Expenditure Fiqures in Appoved Budqets 

Salaries and wages for the Parks/Recreation 
Department in 1987/88 are to total 
approximately Kenya Pounds 125,000, the 
figure in the approved Esti-lmates, 

0 Policy Guidelines 

All cash collected from market operations is 
to be turned in to the cashier at the end of 
each day. 

0 Procedural Guidelines 

Receipts for bus park vehicle charges are to 
be recorded in numbered receipts contained in 
numbered receipt books issued by the 
treasurer, One copy is to be retained by the 
bus park collector. Two copies are Lo be 
given to the vehicle driver, One of his two 
copies is to be turned in to the bus park 
exit employee on exit of the vehicle, 

Discussion 

15m MORNING BREAK 10:3 

10:5 

(The examples throughout these participant 
materials are just that, i.e,, examples 

- to illustrate teaching points, They are not 
being proposed as real. standar'ds to be adopted by
local authorities, Do NOT allow a debate as to 
whether these are or are not good standards 
substantively to be adopted by local authorities, 
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loin c. Montar,_ Physical and Time Standards 10:50-

Three common categories of expenditure standards 
are (1) monetary, (2) physical, and (3) time,
Note that. even a simnple purchase order will. 
usually specify .oneyto be paid out, _agqt i ,
and__quA.]l.Ly of: goods or services, and deliverv 
times . 

11:00 

(1) Mone.tary__St andar 

Query: What is a "monetary standard"? 

Answer: n m .one.etar- st..an.d-rd is expressed in 
shillings and refers to Lhe amount of money
that will be paid out. This is, often, the 
figure stlited in the local authority's 
expendi Lur' e Ls t imates. But, as mentioned 
earlir, simple adherence to such a monetary 
standard is not enough by itself to assure 
good managamen t and conLtrol of oxpenditur'es. 

Query : What does strict 
expenditure budget tell 
gotten for our outVlay? 

adherence to 
us :buut what 

our, 
we have 

Ans ,o: Nothing. 
standards 

SC:owe obv:iously need other 

(2) Physical Standard 

Query: 

Answer: 

What is a 'ohysical standard"? 
A physical standard states the 

qantity_ and, usually, the .qu.;lity_, of the 
product or service for which shillings are 
expended. Nor are both moneLary and physical 
standards -,nough. 

Query: Wh tL if- the proper 
alnount-s have been paid out 
fleet physical so ecifications 
been de 1iv rid months af:tter 

expenditure 
for goods that 

but that have 
they are needed? 

Aln,;wn.r- llhen, whileI our monetary and 
physicat standards have boor' met, what we 
have purchsed may be useless to us and our 
expendi l:.ur'es ,asted. Ihus, we also need time 
stand ar ds 
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(3) 	Time Standard
 

Query: What is a "time standard"?
 

Answer: A t-.ime standard indicates when the 
goods and services are to be provided for 
which the shillings are to pay. 

Query: What are examples of monetary, 
physical, and time standards? 

Answer: Leader to put responses on flip 
chart and lead discussion. 

Refer to .1M,#2?. .Monetary Physical,.and -ine 

Three examples of such standards are presented
for' diff erent areas of local authority activity 
.in Item #20, as fol lows (aga:in, these are just
hy pothetical examples, not recommendations), 

.Monetary tanard: Expenditures for 
mainL ainance of parks are not to exceed Kshs 
100 per dwy. 

o 	 Physical standard: Fiue-man road maintenance 
tears arE to maintain approximately 500 
linear meters of road surface per day. 

o 	 Tine.s t:.ard: Invoices are to be paid (1)
 
consistent with the terms 
where terms have
 
been specified and (2) otherwise so as to
 
average 35 days from receipt of 
goods and
 
services.
 

Discussion
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20m d. Standard Se: as an Adiistrati Task 

Many of the Inore detailed standards that we will
need wAill not emerge automatically as a result of 
our broad planning and budgeting. Indeed, added, 
more detaLled standards will almosL always need 
to be constructed as a deliberate eFfort of
managerlent, often in the f-ori oF regulations,
policies, arid procedures. 

11: 00­
11:20 

There is an endloss number of possible standards 
for managing and controlling expenditures that
ordinar-ily need Lo be developed on such an ad hoc 
basis. 

Query: What are sonie examples of" 
admiristratively--developed standards utilized 
your local authorities for controlling 
expenditures ? 

in 

Answer: Leader 
discussion. 

to note answers and lead 

Refer to ii #21: Standards 
.Administ,ra;jivo pask nCorcopt 

Set 
ari 

as an 
Expls 

Five examples
standards are 

of such administraLively-deve].oped
proselnted in Loitem#21, as follows. 

" Overt:.ime costs should 
Luot:al wage payroll., 

not exceed 5% of the 

o Overage petrol usage of not less than five 
kilometers p:r liter should be achieved for 
the local authority's trucks. 

o Invoices for w ich payment terms are defined 
in advance should be paid in accordance w:ith
those terms -- but not materially in advance 
of them (e,g,, bills due in 45 days should 
be paid only slightly in advance of 45 days). 

o At l.ea.t. 90% of ivoices for which no 
payment terms have been defined should be 
pa:i.d between 25 and 30 days of provision of 
the goods and services or submission of 
invoices, whichever corries later, 

" In light of an :i.pated sasonality of cash 
felow, expenditures for road maintenance 
should be phased by quarter: 30% in 
January-March, 15% in April--June (long
rains), 35% in July.-September, and 20% in 
October-December (short rains), 
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While standards For the management and control of
 
expenditures will usually relate directly or
 
indirectly to plans and budgets, most will need
 
to be specifically constructed along the lines of
 
the above examples,
 

Discussion
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20m e. Intrinsic Value, or 
Worth of 
the Results 
of 11:20-
Expnditures 
asStandardso 
 11:40
 

We can 
also look on the primary task of

expenditure management 
 and control as that of
-a-ssuring.hat 
 a 
weet for our expenditures is
worth the cost. This is 
the concept of the
intrinsicvaue of 
the results achieved by the
 
expenditure,
 

Query: What do 
we mean by the "intrinsic value"
 
of an expenditure?
 

Answer,: The itrinsic value is 
the actual worth
of the expenditure to 
the wananchi of the area
served by 
the local authority. 
 The intrinsic
 
value to the 
community of an expenditure, e.g.
for' paving 
a given road, should be equal to or

exceed the intr'inic value to 
the wananchi of (1)
simply keeping the shillings raised from them or
(2) expending the shillings on 
some alternate
 
purpose(s).
 

To use such a standard in managing and

controlling expenditures inuolves 
the making of
value judgments by experienced people, 
 So be
it. Making value judqments is the task of both
 
polilticians 
and administrators.
 

Query: What 
are some examples in your local

authorities of intrinsic value or worth of
 
results of expenditures 
as standards?
 

Answer: Leader to put responses on flip chart
 
and lead discussion.
 

.efer, to 
Itemn #22: ]ntrinsic Value or Worth of
Expenditures as__Standards Cnd 
 Examples.
 

Three examples rof standards based 
on intrinsic

worth air. presented in 
[tem #22, as follows.
 

* The 
value to the wananchi of the results of

expenditures 
on primary 
school education
 
should be at least equal to 
the value to them
 
of spending the 
same funds on other local
 
authority programs,
 

o Funds spent on paving secondary roads 
should
 
not exceed the value to 
the wananchi of (i)
the paving of 
such roads versus (ii) leaving

the roads unimproved and utilizing the 
funds

for other priority purposes.
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o 	 Funds spent on constructing a stadium should 
produce benefits for the wananchi equal to or 
greater than what would r'esult from a 
different use or uses of the same Funds, 

This concept of -intrinsic ualue is an impl icit 
standard relating to most or' all exponditures. 
Indeed, the central conus-ider'at ion in all planning 
is the d.i ffi-cult butL nocessary doter'minaLion 
among priori Lies in use of resources. Such 
deterrin -tions alwaVs depend upon judgrrlent. s as to 
the inlr'insic ualuo or' worth of one use of funds 
uer'sus anotler use of the same resources. 

Discussion
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f. Indicators/Ratios as Standards 
 11:40­
12:00
 

We must. always attempt to assess the value of results
 

achieved relative theto value of the resources utilized.
However, as impl:ied in the preceding discussion, in very manycases, no defiriitive measure exists of the appropriateness or 
value of an 0xpeOdi ture . 

In an effort, to shed as much light as possible on whether anexpenditur'e is achieuiiig the results intended, must
organizats-ioLns do the ri:t best thing. This is to develop
performiaice irnio( cator's, usually in t:he form of ratios. 

(1) Rati os 

lhse r'atlios of ,tentake the form of an evaluatiori of (1)
the quantital-iye Finarcialor results achieved related to
or' divided by (2) the resources util-zed achieueto the 
results. 
Query: What a-e some examples of su(:h indicators or 

ratios i.ised as standards in your local authorities? 

Awri :Lwear' put answers on flip chart.[eder' to 

Refer to [temi #23: Indicators/Rati os Standardsas ­
Ce.rse p k and Ex ampl es. .. 

Section [ of Item #23 illustrates the basic mathematical 
technique used in calculating performance ratios and 
giv's ftour exaimiples as follows. 

Performance Indicator
 
Resourccs 

Some examplo]s folloi. 

rcllections per' col0lector pe mnnth - collections per 
iarkc-,t days pr iionLh collector per day 
eho'Is of paper .sed per' month - sheets of paper usedavi r'a PIiplIyran' , r month per employee per month 

_ seiwerac' system costs costs per'iipkfqp 

nuImibe'r' oi c or': t i'd bil di 
 iskis conriec ted un it. 

overt iii:' costs per' weuk overtimnie costs astotal wage costs ;;i'r' woIck percent of total wages 
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15m (2) Return on Investment (ROI 12 

The business 
of Return on 

community often utilizes the concept
Investment or ROI as a standard, 

12 

Query: What do we mean by "Return on Investment"? 

Answer: This is the ratio of (1) the net return 
that owners receive on an investment to (2) the 
amount of that investment. It is also a measure 
that permits comparing the relative value of the 
use of the owiners' funds among diverse 
purposes. Examples of alternative uses might be 
for (1) an advertising campaign versus (2)
expanded product:ion of a given product versus (3)
manufacture of some new product: riot now included 
in the current product line. 

The ROI concept is less often applicable to local
authoriti.es than to business firms and often does 
not provide a truly definitive guide to action. 
However, it can still be useful in limited ways. 

Query: Where might ROT be useful in determining, 
or eualuating, expenditures by a local authority? 

Answer: 
proposed 

ROI can 
capital 

be useful for evaluating
investments: 

" where an expenditure .- or its size and scope 
---are not 
necessity, 

dictated solely by public 
or 

o where a choice needs to be made between two 
or more possible patterns of expenditure to 
achieve a given objective. 

An example might be whether to undertake an 
optional project liko establishing a stone 
crushing Plant or building or expanding a
slaughterhouse. Here, calculation of ROI --­
i.e., tie nut return t:o the local authority from 
the expendiLure - may we]. provide some useful 
guideline on whet:her t:he project 
w-ise expendi'.ure of- publjc funds. 

represents a 

Ar oxamplIe of return on 
is presented in Section 

i nvOstnent as 
B or Item #24, 

a standard 
as follows. 
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0 	 The now slaughter'house is expected to 
generate a return on investment (or RO)
of at least 15%. That is, on investment 
costs of Kshs 4,000,000, not income is to 
equal at least: Kshs 600,000 or 15%. 

Query: With interest rates of 10%, is a 30%
 
ROT from an inv adequate?
opt:ional1 nusieit: 

Answer: Yes 

Query: Is a 4% ROT also sufficient? 

Answer': No -- at least rot: on the basis of
 
RO alono.
 

Query: Why is an ROT of 41%not adequate? 

Answer: It:would be far more desirable to 
leave the imioney in Lhe bank and draw interest 
of: 10% on the potential shilli.ng outlay. 

Thus, in choosing whether' to expend funds for, 
a ston cr'ushing plant, a bus par'k, a 
slaughter'hous(e, or a mar'ket, cal culation of 
ROs for each can h lp in solcting t:hat 
project withh the qreatost:s oconoml:i.c retuLirn for 
t:he 	local auLhorily.
 

Moreover', aFter the pJledqnq( ROT has been 
cal cuated (,as an aid in do torminiing whet:her 
to go ahead with tlhe pr'oject), measurement of 
I.he actua.. ROT achieved as t:he project: is 
impementd wi.l he].p in managing ongoing
expendi t:ur'es so as t:o ach[ieve the results 
in [ended. 

Discuss iorn 

http:shilli.ng
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Two things should be noted about such ratios
 
or indicators.
 

0o Irst, most such ratios do not really

tell, by themselves, whether a good job
 
has been done.
 

The ratio of overtime costs to total wage 
costs may be high (e.g., 15%) or low 
(e.g., 2%). Yet, we still will not know
 
from that fact alone whether the overtime 
was actually requ.red in order to get
important work accomplished. Nor will 
we know whether the true needs, if any, 
should have been met by an expansion in 
the regular, full--time labour force. 

So, a g:iven result measured as a ratio of 
results to input.s doesn't tell us by 
itself whether the results were worth the 
expenditure. However, this information 
is better than nothing as we seek for 
standards for evaluating performance.
 

o Second, an experienced adminis tra tor is 
likely to be able to dievelop a judgmental
intuition that: will tell him whether, for 
a given s ingle time period, a given r'atio 
is good or bad. 

Do average daily revenue collections for 
market collect:or fAof Kshs 1500 represent
good or bad performance? 1his rati.o is 
likely to mean not:hing to a person whose 
experience has been in an unrelated 
area. However, an experienced market 
master is likely to know inLuitiuel.y ­
i.e., from his past experience - whether 
this is good or bad performance. 

Discussion
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30m (3) Performance over Time and Peer Performance 

C o mP I -I-s12:4 
Standing alone, most performance ratios tell 
us very little about whether our money has
been well. spent. However, we can do something
to make such ratios more useful. to us. 

12:15­

5 

Query: What can we do to improve the utility
of ratio anailysis in light of the above 
cri ti c:i simw ? 

Answer: We can develop comparative data for 
a broad span of events to which we can 
compare a ratio calculated for a given single
event: or r'esult or, time period. 

Query: With what. Lklo types of data 
usefully compare a given ratio? 

can we 

Answer : We can compare a given ratio (1)
first, with data on our own performance over
previous time periods and (2) second, with 
performance ach.eved by other local 
authori t i.; or comparable similar 
organ i zat ions, 

(a) Perf~o.rman o over [ime 

Query: What: are some examples in your
author:it-irs ol comparison of a given
performance ra!io with similar data on
performnance for previous time periods? 

local 

your 

insw.r : Leader 
di.scus on . 

to note responses and lead 

Refer to I tom #24 : Performance over Time and-.-- -e-:--- - -----­o --­ra --------Peer Per formnance Comarisons -- Concept and 

lw(o exampios of comparisons to similar
results achieved over time are presented in
Se}cL -io - of It 1211 as follows. 

o Ixpoiiditure for repair and maintenance of 
sewers per connected housing unit 
a(eraging KShs 310 in 1987. This 
compare!; tith expendi tures averaging Kshs 
200 in 1984, Kshs 215 in 1985, and 1(shs
22') in 1986 (leader to put this series of 
ratios on a flip chart). 
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Would not this series of ratios suggest 
the existence of some problem or special 
circumstance in 1987 that has driven up 
average costs .- which issue should be 
investigated? 

0 Market collections by collector A in the 
range of Kshs 1400-1600 daily for most 
days. This compares with collections 
typically dropping to Kshs 500--600 the 
last two or three days before his payday. 

What might we look for here? 

(b) PePr. ormance CopqWriso ris 

The second corparison is to similar results 
ac hieved by peer agops, e. g. other pers ons 
or organizaLional units or types of 
expenditure. 

Query: What are example of such possible 
comparisons of your local authority 's 
performancc with those of other' similar 
organiza t:ions? 

Answer: Leader to 
discussion. 

note responses and lead 

Two examples of such comparisons are 
presented in Section B--2 of Item #24, 
Fol lows. 

as 

o Market collections by collector A 
averaging Kshs 1400-1600 per day, no 
matter to what market area assigned. This 
compares with collections by collectors 
B, C, and D averaging Kshs 1900-2100 
daily. 

" Expenditures for trash collection 
averaging Kshs 25 per' week per household 
served, Th:is compares with expenditures 
averaging Kshs 15 per week for two local 
author:iLies wi th amost :idenLical trash 
col lect-ion r'equirements. 

75m LUNCHEON IREAK 12:4! 
2:01 
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TUESDAY AFTERNOON (180 minutes, including a 15 minute break,
 
are prograrrmed out of 180 minutes.)
 

Call group to order. 
 2:00-


E. S'l PS IN THE MANAGEMEN-I AN[) CONTRL OF EXPEPDITURES cont :05 
................- -~------------ ­ cont.---..-----

e or, 
co r d ............. ... . .. ............ 

1.. is..t.r S step: et Standards Performance Obiectives 
. . ..... ... . ... ....... 


g. Workshop Ixercise -- ettinq Performance Standards 

Now, let's try our hands at setting standards for 
the manaiqelont. avid contro'l of expenditures. 
Refer to .Eteri #25: Workshop Exercise- Setting 

Pcrf o rmra n(e St.andaird s 
Form into groups and complete Item #25 putting 2:05­
results on frip charts. -he leader should stress 3:05
that these standards are to be for ongoing
programn. in the operat:ing or recurrent budget.
Ihey are NOT to be for capital construction 
project . 

Groups are to report on results using flip charts 
3:05­for that purpose. 
 3:35
 

Di scussion 

m nFFERNOON BREAK 
3:35­

3:50
 



Y ....... 

.4-e 	 u e.,- 5 4 -, 


Sond S Ue anF- ecod'-Pe27 ,C MeasuVrje 	 Finc 4 

The :second step i n managing and controlling 
expenditures is the actual measurement of 
perforzance. To accomplish this involves flour.1..... 	 .. . .. . ....... 44...
sub-steps,	 4
 

0 	 First, we must determine the precise nature of 
what we are to measure. 4 

0 	 Second, we must determine how vie are to take the 
* .. .measurement, 

o 	 Third, we must actually' make the measurement.,
 

0 	 Fourth, we,must record the measurement in a 
useful way. 

Let's briefly discuss each of these sub-steps in turn, 4 
444415 M a. Decide What Is To Be Measured 	 3:5 

If our performance standards have been properly 
defined, the question of what we are to measure 
may already have been resolved. But we must be 
sure that we have been precise on this score, 

)..Query: If we intend to measure the costs to the 
local authority of building a nPew market,'what 
costs might we include? 

SAnswer: 	 Everyone will come up with the first
 
answer below, out be sure the question of
 

'4 .:'"inclusion of the last three items is also 
discussed. 

0 	 Costs involved in the construction contracts 
let with outside firms ­

0. Pre-construction planning costs by the local 
. . authority , . 

c) 	 Costs of any labour provided by the local
 

authority's own labour force
 

01..o 	 he•value ofexpenditures or seruices-4n-kind: 

prvddbyhrme contributions
 

F1'
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Query: If we are calculating the 	 costs of labourcontributed to a program or project by the localauthority, what costs might we .include?
 

Answer: Answers 
 might include the following
(discuss each category). 

o 	 The irrmediate ou[-of-pocket costs of d:irectlabour 

o 	 Costs of benefits including uniforms and
transporta tion 
of workers to the site 
o 	 Costs of allocated ouerhead to the project ofCouricji, clerk, Lreasurer, and others
 

Refer to Item #26 
 Decisions on What Is To Rejeasiired -9 0 ndCn)ept P.. Kxamples
 

Ito examle:)es of decsions 
 t:hat we might reach arepresenLod in lit:uo ,26as FIol lowr. 

o In order to measure true costs of buildingnew market arid to 	
a 

be able to calculate truereturn on inuestm.en, costs included mightcomprise nol only (1) contract costs butalso (2) cos;ts of ]abour and 	 other resourcescontribuled by t-he local authority and (3)
loan seruicing costs. 

o 	 Contr'ibuted costs by the 	 local authority
migh. incl.ud, (1) est imated p.ann:ing costs,(2) direct labour costs, (3) other personnelsupport, (I1) supplies and equipment and (5)allocated overhead. 

Query: What are other examples? 

Answer: leader' to put responses on flip chart 
Note that Ihe answer to the question of wht isto be mc'asurod depends on the purpose of -tIhe 
measu remrnen. 

Dis cuis s ion 

http:inuestm.en
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20m b. Determine How Measurements Are To Be Taken 	 4:C
 

The next question is how we are to take our
 
measurements.
 

Query: What decisions do we need to make in measuring
 
temperatures officially recorded by our local 
authority for transmission to the national weather, 
service?
 

Answer: Such decisions as the following.
 

o 	 Centigrade or fahrenheit? 

o 	 In the shade or in the sun? 

o 	 Always at a given hour and minute or at any 
time during the day? 

o 	 With the thermometer in a structure 
protected both from direct rays of the sun and
 
from indirect reflection of such rays or out in 
the open? 

Query: What decisions do we need to take in 
determining a count of employees at work in a given 
day in order to determine average costs per working 
employee? 

Answer: We need to decide on what numhers t.o use for 
our employee count. For example, is it to be a count 
ta ken : 
o 	 as of the very beginning of the work day, 

say 8:00 am.? 

o 	 or at 9:00 a.m. so as to include late arriuals? 

o 	 or is it to be the maximum count of those who 
appear sometime during the day plus those excused 
by their superiors for legitimat:e reasons? 

o 	 or something else? 

Note that the answer to the question of how the 
measurements are to be taken also depends on the 
purpose of the measurements. 
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As noted earlier, manufacturing firms 
must decide
whether to inspect (1) every item produced
just a sampling of them. 	 or (2)

The 	mathematical
science involved in determining what size sample
of a given production 
run 	will provide a given
level of 
probability of satisfactory quality for
the 	entire run 
is, 	as 
noted earlier, called
Probability Theory. 
 The 	particular statistical
techniques ;pplicable here are 
those developed in
Statistical Quality Control (SQQ;.
 

Applying this 
sampling notion 
to management and
control of expenditures by 
local authorities:
 

o What number or percentage of vehicles that
have entered 

check to 

a bus park should an inspector
assure 
(by examining 
a copy of their
receipts) 
that drivers are paying the proper

entrance fee?
 

" 
 What percentage of expenditure transactions
should be verified by 
the 	local authority's
internal auditor? 
 Would it be same
the
percentage for the auditor from the Office of
the 	Controller and 
 uditor General?
 
" 
 What proportion of 
the documentation for
petty cash exponditure reimbursements should
be checked by a member of 
the 	treasurer's
staff before replenishment of 
a given
department's petty cash fund?
 
Refer to
Are 'o Be Item #27: Decisions onTa ken C-oncept How Measurementsand 	 Examrnpes. 

Five hypothetical examples of possible decisions
on how to 
take given measurements 
are 	presented
in Item #27, 
as follows,
 

0 Temperatures 
to be reported to 
the national
weather service are to be taken in centigrade
by a thermometer placed five feet above the
ground in 
a grassy park 
area and sheltered
with 3/4" 
lumber from both direct and
indirect rays of 
the sun.
 

0 	 In calculating average costs

employee for a given day, 

per working
 
labour costs 
are 	to
be divided by 
the 	number of employees
reported 
as at work by noon 
of that day.
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o Inspectors are to verify, through three 
unannounced inspections per day, that 
entrance receipts are held by all vehicles in 
the bus park at these times 

0 The internal auoitor is to review 10% of all 
payment transactions by comparing budget 
authority, delivery receipts, invoices, and 
disbursement checks. 

0 	 Replenishment of petty cash funds is to 
depend on examination of every disbursement 
transact.on document. 

Query: What are other examples used in you:
 

local authorities?
 

Answer: Leader to put responses on flip chart.
 

Part of this question of how a measurement is to
 
be taken relates to when it is to be teken. Some
 
measurements can only be taken on a real-time
 
basis, i.e., while the event is occurring.
 
Others can be undertaken long after the event has
 
been completed. 

Query: What are examples of measurements that
 
can only be taken during the event?
 

Answer: Leader to note responses. Two possible
 
answers are as follows.
 

o 	 The temperature of any object
 

0 	 The number of vehicles in a bus park that
 
have not paid entrance fees
 

Query: What are examples of measurements that
 
can be taken after the event?
 

Answer: Leader to r,,te responses. Two possible
 
answers are as fo]]ows.
 

0 	 The ratio of expenditures for upkeep of the
 
sewerage system to the number of connected
 
building units 

l 	 utilized for a given
ihe quantity of supplies 

project or program
 

http:transact.on
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15m c, Make the Measurements 
 4:25­
4:40

Knowing, precisely, (1) what is to be measured
 
and (2) how we are to take the measurements, we
 
can now proceed actually to measure performance.
 

Query: In what: three categories can we classify
 
ways to measure performance?
 
Answer: Leader to note responses. One such set
 
of three categories is the following.
 

o 	 General observation
 

o 	 Indio.i.d ual inspections tests, samples etc 

" 	 Automatic methods (e.g. , computer reports;
tabu.ators on copy machines that record 
numbers of copies) 

Query: What are examples in your local 
authorities of eac'h of these three methods of 
measuring performance?
 

Answer; Leader to note responses. 

kefer to Item #28: Making the Measurements --
Concept an Exampl esS. 

Examples of each of' these three methods are 
presented :in Item #283, as follows. 

General observation: 1 he physical. 

mainlTainance of the COuncil headquarters
buildings Js noted by the clerk on a daily
basi.s. 

" 	 Individual inspections tests samples: The 
chlorine leel of the water is measured daily
by the department's chemist. 
oANlutoma tic methods: The dry--copy reproduction 

machine operates only by individual plastic
cards issued to each deparLment so as to 
record and charge to each department the
number of copies produced on its behalf. 
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20n d. Reord theMeasurements 
 4:40-


It is important, finally, to record the 
5:00 

measurements in a clear and useful way. This 
requires designing systems and forms that will 
accomplish this purpose. Certainly, leaving the 
results buried in ledger books is not enough.
 

Query: What are some examples of the recording of 
measuremnts? 

Answer: Leader to put responses on flip chart. 

Refer to Item #29 Recording the Measurements -

Four added examples are provided in Item #29, as 
follows: 

o 	 April : Average age of invoices at time of 
payment wlas 35 days. 

o 	 May 10, 	 3:00 p.m.: Drivers of 3 matat.us in 
the 	bus park could not produce entrance
 
recei pts. 

o 	 Market Collector A: 

.. shs 

June 9 415
 
June 10 837 (market day)
 
June 11 320
 
June [2 340
 
June 13 875 (market day)
 
June 14 425 

o 	 Cash book balances at end of day: 

Kshs
 

June 9 18,737 
June 10 9,005 
June 11 137 
June 12 6,743 
June 13 9,202 

MAKE EVENING READING ASSIGNMENT: Iten &s 30 through 35.
 

http:matat.us
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WND 
 MORNING (285 minutes,
are programmed 	 including 
a 15 minute break,
out of 285 minutes)
Call group to 
order, 


. .
 ..... 

F. STEPS INTHE MANAGM. ... . _D. ....COTO.
 .
 ..
.-	 OF EXPE.
 __ 	 TR
MANq NT AND C.ONTROL__EL3. Third SteR 	 ED YEcnd 

enalyze
sults

Once 
we haue measured and recorded
can moue on 	 our performance,
to the 
third step in managing and

controlling expenditures. 


This is
communicating 	 analyzing andthe results,Query: 
 What are t:he 
four main sub--steps 
involved in
analyzing and cormunicatirng the results? 
Answer* The four sub--steps 
are 
as follows.
 
o First:, compare performance with standards and
determine the uariances.
 
o Second, 
det.-rmine 
the reasons for the uariances, 
o hird, determine the significanre of theuariances.
 

o 
 Fourth, communicate Lhe Findings
need to 	 to
know how we 	 those whoare Progressing and who are
able to take any needed corrective action,Along the way, wAe must determine the timing of ouranalytica] approaches and the timing of the

reporting. 
 Let's discuss each of
little 	 these sub-steps inmore detail,	 a 
a. 	 -Couparcperforma n cwards 
 ...
Uarianc-------	 and Determine .....
. .u.. .
 

.....
.-?.. 

First, 	 -8:30we must comare res
determi.ne 	 h
nianc-7----	 standerds and c Oe 	thatparing not 	 we shouth be
budget. just ctual expenditures withWe should also be 
comparing quality and

quantity with specifications.

comparing 	 And wetiming 	 should beof" resultscalled for in our 

with the timingspecifications 
or plans,

Query: 
 What are
Measuremnents 
 some examples oF comparisons oF
with standards that you actually
make in your local authorities?
 
Answer: 
 Leader to 
list answers on 
flip chart.
 

8:00­

8:05
8:0
 

we
 

8 :05­

http:determi.ne
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Refer to Item#30: Analsis of Results of
 
PerformalSnce fMeasurements -- Concept and Examples. 

are presented in Section
Four examples of this 

For each of the four acLual
B-I of Item #30. 


we
the previous Item #29,
measurements noted in 

have stated our standards in the first column of
 

Item #30.
 

De te r mina tinof ariances 

Variances
Actuals
Standards 


35 days 7 days or 25%
 
(i) Average age of April: 


over standard
paid invoices 

is 28 days
 

3 p.m.: 3 3 matatus
 
(ii) All vehicles in May 10, 


park have paid matatus have not
 

entrance fees paid
 

June 9--14: Substantially

(iii) Collectors 
 met standardscollectors averag--averaging some 


Kshs 350-400 on i.ng Kshs 375 on
 
ordinary days ordinary days and
 

856 on marketand Kshs 825--875 Kshs 
on market days days 

.iune 9 18,737 Met standard
 
(iv) End-of--day 


June 10 9,005 except on
bank (cash book) 

137 June 11 when
to June 11
balance never 


6,743 balance
fal below June 12 

9,202 dropped to
 Kshs 5,000 June 13 


Kshs 137
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lOm b. Determine the Reasons for the Variances 8:30­
8:40 

Second, we must determine the reasons for the 
variances. This is done for the above four 
measurements in Section B-2 of Item #30, as 
follows: 

Reasons for Variances 

(i) Payment of invoices were delayed in April 
because two accountants were on vacation. 

(ii) 3 matatus without entrance receipts 
appears to involve collusion on the part 
of the bus park collector and matatu 
drivers, 

(iii) No variance in market collections. 

(iv) End--of-day balance on June 11 dropped to 
Kshs 137 because hief accountant failed 
to monitor status of bank (cash book) 
balances that day. 
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15m c. Determine the Significance of the Uar8ancs: 

Third, we 
must determi no thesignificance of
variances for (ie 
the
 

us 
 , for- uc..sf:l.........
impllerle taLJon of our 
plans and achieuienn ofour objocLivuos), 
 fhis is done for the above four
irieasur'iirnL ir Se(t ion [ 3 or [item o30,as 
fo lls: 

-_i.gn~fi :once 
of: U'arances, 

i) Delay 
in April in payment of invoices is
 
not signif-icant 
in view of reasons;

expecL port-ormiaricr to imilpr'oue in May. 

(ii) Likely collusion in 
co tect-ing bus parl­
fees is suft icientL y ser':ious as Lo 
requir e consider:inq terminai ng bus park
fee collect-or. 

(iii) No uarianco in Iarket collect-ions 

(iU) Possible Ft:uLure ouer'drafs if situation 
niot corrected. 

Discussion 

Along the way, 
we riiusL deteririe 
the timing ofthe anaLytical approaches. We 
can divide the
analyLicalI approaches into 
two co egories based 
on considerat ionis of tiiini
-g.
 

Query: What ar'e 
Lhese tLwo caLtgor.i es ofana.1.y icaI approa ches bas ed on consideraLion of 
Li ruing? 

Answer: -Ihe answers 
being sought- here are
fo I.Iow..s as 

o 
 ra] ysis of resulL:; versus 
standards
 
occu-rig during 
Lhe event 
 or real-ine 

o Arir lycis of resu]Ls versus st.andar'ds made

aflIer' the 
ovent - or' pWst-.Fact.o..r 
.ft I.r. t h,.uent me qhods 

Query : WhoLtaore some ox-imp]lis of r'ea .­t-illie
moosLi Ireil tl .sr'pl Lot i rig manage(i-t. anrid conLrpi.ot oxpen(iloi.s, ifnvour" local aul:hor'i Lies? 
Answer' I,'ader iuLto responsos on flip char'.
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Refer to Item #31: Determininj the Timinq of the 

Analytical QApproaches --- Concept and Examples. 

Section B-I of Item #31 presents four examples of 
real-time methods, as follows: 

o 	 Real-time methods: 

-	 Inspection of goods as they are being
 
deliuered
 

Inspection of segments of road laid each
 
day
 

--	 Continuous recording of bank balances 
(cash book balances) each time checks are 
written and deposits are made 

-	 Eualuation of size and adequacy of petty 
cash balances each time that a withdrawal 
is proposed 

Query: What are examples of post--facto or 
after-the--eVent analytical methods? 

Answer: Leader to write responses on flip chart. 

Section B-2 of Item #31 presents two examples of 
post-facto analytical methods, as follows. 

" 	 Payment uouchers processed per accounting
 
ermpployee per week
 

" 	 End-of-month audits of expenditure
 
transactions to determine conformance with
 
policies, procedures, and accounting
 
standards and practices.
 

Discussion
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lore d -9mi3iunic.t:end nuis_Cor.'ee fl_ction T. .blc. To ]ake 8:5!9:o 

Fourth, we musL communicat:' our Find:ings to those 
who rieed to kinow how we a re proqres nsi(n alnd who 
areC a-l'DIuu0 tike any needed cor'recLjue actions. 

Here, -oo, we imLs concern otur'selves wit:h the 
timel inos ot the reporI ng. ioo f requentily, thef-indings Ir ori ixcel lent analysis are reported so 
late a Ito IW e little impa t-on t.he taki ng oF 
corr'oc uc I ' "ne . 

Query: Who t or'n somie 
aro analsis r',lertod 
illpact inr peor erianLi? 

exaiples of 
too late to 

measurements 
have miuch 

AlnsiwLer: ILoader' to not e rosporlsis on flip chart. 

Refer 
RePo r 

to 
_i 

-l1emt2, [3e2erminng the 
Concepta: nd xai plcs. .. 

":minq oF 
. 

Item 132 presents Ltwo oxnmplns of 
exist in Ihis area, as follows. 

problems Lhat 

Sfludit s and r'ecomnendations for act:i1on by the 
Off:ice or the (Controler and Auditor General 
too late Lo have mIuch FOfoci on long--termn 
resol ts ­ - and, oF course, none on results 
For the period beineq audit ci 

o Reports in actual ixpendi.Lures [or a 
financ ial year versus the Etimates appr'oved 
more than a year earlier provided to the 
Mrn-istry of t ocal Gouernmenl-- and to the 
local council, and U:s -inance coinitteeo 
riot orily (1) lorng after the year has ended
but: also (2) iiany months aft:r the completion 
of thelit't malltiifor the next year'. 

In orir to assure that. expendi tures are 
coris i.rai rIi',(:iai th itinIthe i,.timaLe eua,it lJ on 
reports on Xt:)i'l(: i .ires to dat:e rustL be pr'ocivhid 
to f inaci I t orl[ot I ,'s and Olne mnanagers on a 
ver'y cur rolt basi s, 11(ld, of- course, the closer 
to real-time roporting, the bLtcr. 
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4, 	 Fourth .Lp Fake Corrective ctions 

The 	 fourth sLp in the process of- managing and 
controlling expendiLures is t:o take corrective 
actions. Without Ihis step, thc preceding steps are 
of no purpose. 

25mn , . Short-- .1 arr ver'sus Lo ny--iarm Corr'ec ive A]c Lions 9:05­
9:30 

It is useful tIo categorize -- again on the basis 
of 	 ji.i.rg -... corrocL i e act.ions inLo two broad 
cat:egori. ,s. 

Query: What .r fhi se Luio tilii--difforerL-iated 

broad catlgoris oft correc-iue actions? 

Answer: lhe are as Foilows. 

o 	 First, s hor -[.rm act:ions taken imnhidiately,
to corr'ect p:rf orlra-nco 

o 	 Second, long.-tLr'ri act-ions, taken over longer
periods of t.irile, also to correc L perf:orllance 

Perhaps an euui lore ImieaningfuI way of: 
distinguishing bet.ween these two categories i.s in 
regard to iwihat: is corrected, 

o 	 In short- rm aM tinrs, sLeps are Laken LoaFf(c: be:hauiour arid result s Ljhiri t:he 
cord ax I of current pl anis and s ii,;s. 

S [In .or,.j-Lnn acLions, sLeps are t-aken :o 
affc;:t belhav iour a-nd resul Ls by..ore_f-undame n.l 	 ans. s.st-ei.is an 
res Ouircs -, 

Query: What are exaimipl as oF short-Lerm and 
long-te-rmi correc:Iue act: ions that you Lake in your local auLhori Lies? (It is not necessary for 
parfti.c ilf:),panls I o confirne t:heir exairples to [the 
area of expenr,dit.ure Ilanagomenln and control), 

Answer: NotL responses on flip chart:. 

http:s.st-ei.is
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Refer to Item #33: 
Short-term versus Lonqterm

Correctiue Actions.--ConcePt__and 
Ex rampes.
 

Four examples of 
short-term corrective actions
 
are presented in Section B-I 
of Item #33, as
 
follows:
 

0 	 In U.S; space satellite flights of a few
 
years 
ago when many heat-deflecting tiles

peeled off the satellites' exteriors:
 

- reformulate the adhesive that fastened 
the tiles to the satellites' surfaces.* 

o When examination of goods being delivered 

shows a failure to meet specifications: 

-	 reject the delivery on the 
spot.
 

0 	 When the 
volume of mosquito--destroying

chemicals purchased and delivered is 
Found to

be insufficient 
to have the desired impact 
on
 
malaria protection:
 

-	 postpone the field work in applying these 
products to swamps and ponds until 
sufficient supplies can 	he secured.
 

0 
 When figures in expenditure registers

found not to 	

are
 
total and cross-check properly:
 

- re-add and re-balance all relevant ledger
 
accounts.
 

Four examples 
of long-term corrective actions 
are

provided in Section B-2 of 
Exhibit 33, as follows:
 

0 	 As a result of the January 1986 
U.S. space

shuttle disaster at Cape Canaveral when the
booster section and 
shuttle exploded and all
 
seven crew members were killed:*
 

-	 postpone future shuttle flights for a
 
year or so,
 

replace key 
National Aeronautics and
 
Space Administrat-ion 
(NASA) personnel,
 

place increased emphasis 
on flight safety

in the decision..making processes 
of NASA,
 

*Real word example
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redesign the booster section seals,
 
developing also a backup system for them,
 
and
 

re--evaluate 
the safety of all components 
deemed critical to the shuttles' success. 

o 	 When products procured fail to achieve the
 
results intended:
 

- postpone further procurement and use
 
until the speciFications can be redrawn
 

o 	 When the mosquito-destroying chemriicaln are
 
found to have unacceptable ecological
 
impact.s:
 

postpone Further 
use 	until reasearch
 
chemists can 
develop improved products.
 

o 	 When available Financial reports are found 
not to measure performance in a directly 
relevant way: 

-	 restudy and redesign the accounting and
managerient inFor'iration systems to meet
 
better the needs of the treasurer, clerk
 
and council.
 

You are taking a shor.t-ter, corrective action 
when you can directly act to improve immediate
 
results
 

You 	are taking a _ong-erTi corrective action: 

o 	 lwhen performance cannot be improved until you 
can modify: 

-	 the resources applied, or
 

-	 the way the work is performed, or
 

- the budqe.L, or the objectives, or perhaps 
even the qgoaIs themselves, or 

o 	 when, for any oh:her reason, the action taken 
wil. riot result in an improvement for an 
extended tilmi period 
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Query: Are we more likely to 
take needed
 
short-term or long-term actions?
 

Answer: We 
Find it much easier to take immediate 
steps to correct performance where this is 
feasible. Taking long-term correctiue actions is 
much more work and represents an Pffrrt that Je 
are likely to put off indefiniLely. 

There is also a moral. her'e. 
 Let's ro wuait to 
take a needed long--term corre cLiTe action unti:l 
we are struck by disaster -- such as the Cape
Canaveral space shuttle explosion. LeL's 
strengt!hen our resolve to do the hard thinking 
required to modify our resources, systems, aMd 
plans when that is really required in order to 
get our management of expenditLures back under 
excellent control.. 
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15m b. Real-time us Post-facto Corrective Actions 9!30­
9:45 

Another consideration, which relates mainly to 
short-term corrective ations, is whether 
corrective actions are taken (1) concurrent with 
or (2) after the event. 

Some systems for, managing and controlling 
expenditures will result in concurrent or 
real-time corrective actions. And some systems 
will resul- in .elayed -­ or post-facto -­
corrective actions. 

Query: What. are examples of real time and of 
post-facto corrective actions in your local 
authorities? 

Answer,: Leader to write responses on flip chart. 

Refer to Item # 34: Real-time versus Post-facto 
Corrective Actions --- Concept and Examples. 

One exariple of a real-time corrective action is 
given in Section B--I of Item #34, as follows: 

o In depositing funds into and writing cheques 
against a bank account, the visible decline 
in cash book balances triggers, in real-time, 
either a cessation of cheque-writing activity 
or Lhe deposit of added funds to the account. 

And Sectiun B-2 of Item 34 gives two examples of 
delayed.- or post-facto -- corrective actions as 
followis 

" An apparenLly unwarranted decline in market 
receipts from collector A results in 
assignment. of a new collector (after, or post 
facto to, the decline). 

" An audit reporf demonstrating excessively 
loose adherence to valid control procedures 
resUlts in corrective action via increased 
management attentlon to the area (after, or 
post-facto to, the event of loose control) 



0 
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To summarize; short--term corrective actions may

be either:
 

o real--time actions that 
correct performance as
 
it is .ccurring, or
 

post-facto actions that 
correct performance

after the measurement is taken and the
 
analysis is completed.
 

All long--term corrective actions are, by

definition, post-facto actions.
 

Discussion
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30m c. Corrective Actions Re ard ing People versus 9:45-

Corrective Actions Roegardinjq ective Factors 10:15
 

Another consideration to note is that corrective 
actions will. sometimes be taken in regard to 
people and sometimes in regard to pjansor 
systeLs .or transactions_or equ-ipme nt. 

o 	 People may be (I) trained, or (2) motivated 
through leadership, or, (3) rewarded, or (4)
punished or i:erminated, all as means to 
better management and control of expenditures. 

" 	 Things also may be affected by our corrective 
actions when we, e.g., change our plans, or
 
strengthen our control systems, or get in
 
better computing equipment, or change our 
organization pattern, or modify our 
delegations of responsibility, authority, and
 
accountability.
 

(1) Problems in Expenditure Management Frequently 
...Due 	 t ....n ope .a .o...s 

Query: Are our problems in managing and
 
controlling expenditures most often ones that 
most basically relate: 

o 	 mainly to people, or
 

o 	 mainly to plans, systems, equipment,
organization, and other such inanimate 
factors? 

What is the evidence for your answers?
 

Answer: Note answers given by participants.
 
However, the leader should place emphasis on 
the following point. 

o 	 [he inexperienced observer is likely to 
blame most poor performance in 
management arid control, of expenditures on 
people. However, hnost: such problems 
real.y have their origins in plans or 
organization or training or systems or 
nther such objective factors, if nothing 
e&se is done, such problems dre likely 
no. to go away with the assignmenL of new 
peoole but, insLoad, to repeat themselves. 
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Query: What are 
examples of problems that relate
 
more to objective factors 
than to people in your

local authorities?
 

Answers: Leader to 
list responses on flip chart.
 

Refer to Item #35: Corrective Actions Regarding

People versus Objectiue Factors - ConcePt and
 
Examples.
 

Four examples oF problems 
more the result of
 
objective factors than people 
are 	given in
 
Section 
B of Item #35, as follows.
 

o 	 Suppose funds are misappropriated by a market 
collector in a remote area who is expected to
 
retain his collections for several days at 
a
 
time. Accepting our limited ability 
to
 
modify human nature, is the basic problem, in
 
practical and pragmatic terms, 
the dishonesty

of the incumbent employee or inadequacies in
 
the 	financial control system?
 

0 	 Suppose accounti must be maintaine.d on loose,
 
unlined sheets of readily--torn paper of

various sizes and types, 
and computations
 
must be performed by mental and written
 
addition, subtraction, multiplication, and
 
division. In this are
case, inaccuracies in
 
results 
the 	fault (1) of the accountant or
 
(2) 	instead, at ].east 
to some extent, of the
 
inadequate physical resources provided 
to him?
 

o 	 Suppose our organization structure in 
practice imposes on a manager two or more
bosses (e.g., treasurer,, doipartment head, and
 
councillor) who make 
confli(tIing demands. In
 
this case, 
may performance shortcomings be
 
the result of unsound or'ganizational
 
arrangements?
 

0 	 What 
about performance deficiencies of the
 
trained mechanical engineer who is 
asked to
 
supervise and perform technical work in

field well 	

a
 
outside of what might properly be

expected to be withir his competence'? 

Diqrussion
 



0 
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Query: 
 What message or moral or conclusion might

we 
reach from this above discussion?
 

Answer: It is that we should always look, 
as we
 
attempt 
to determine what corrective actions
 
should be taken, not just:
 

o at the easy solution of disciplining or

terminating the employee, 
but often, more
 
importantly,
 

at the more objective factors that underlie
 
and contribute to performance and that may be

mostly or entirely responsible for the
 
unsatisfactory results 
realized.
 

In your effort to improve the management and
control of expenditures, look carefully at the

objective factors 
-- as well as at the person in
 
the position itself.
 

Discussion
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(2) Corrective Actions Applicable to People Where
NecessarjL
 

We must, of course, consider what corrective
 
actions should be taken in regard to staff
 
who are ultimately judged to be -- avoidably
 
-- responsible for inadequate performance in
 
managing and controlling expenditures.
 

Let's however, postpone discussion of this
 
topic until somewhat late,- in our program.
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5. Workshop Exercise - Measure and Record Performance,
 
Analyze and Communicate Results, and Take Corrective
 
Actions
 

Refer, to Item # 36: Workshop Exercise - Measure and 
Record Performance1 Alnalyze and Communicate Results, 
and -rake CorrEective Actions. 

15m 	 Groups should be asked to 
begin the workshop exercise 10:15-

Item 136, recording results on flip charts. 10:30
 

15m MORNING BREAK 
 10:30­
10: 45
45m 	 Groups to complete exercise. 10:45­
11:30
 

30m 	 After completion of the exercise, a spokesman for each 11:30­
group should be asked to report on his group's results. 12:00
 

Discussion
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lOm F. 	 EXPENDITURE CONTROLS AND CORRECTIUE ACTIONS
 
BY EXPENDTT-R-


-E-

We have now finished looking at 
the four 	steps involved in
managing and 	 controlling expenditures, as follows. 

o 	 Setting standards 

o 	 Determining how measure recordto and performance andthen actually recording ard reporting 	performance
measurements 

o 	 Evaluating performance against pre-set standards 

o 	 Taking short-term and 	 long-term corrective actions 

Workshops such 
as this require an appropriate balance

between theory and practice.
 

0 	 These four steps represent the theory, even though we
used concrete examples throughout our discussion of
 
them.
 

0 
 Now, for' 	the next few hours, we will be looking, areaby area, 	 at t:he actualpractie of management andcontrol of expendiLures in your local authorities. 

Query: What thewere 	 three principal classifications ofexpenditures that arrived atwe 	 during the first few hours
of this workshop? 

Answer: 	 The ansucr is as follows: 

o 	 by tyPe.:Of--experdi.:Lmre or line-item, 

o 	 by department and majorproqrar, and 

o by oprajirg and capit.l.
 

Refer again 
 to I term #18: Warys 	 MfanagemrizingManaent 
.and Co ntr'o .fo F- xpnditres. 

Item 18 caLegorized expenditure rmanagerent and controls among thse above three major areas. It also added af urther caLegury of analysis, narrely, expenditureImanagemlent: 	 and contI:rols applicable to organizational
1u.e].s. 	 We wi-ll be discussing controls by these threeirmajor ar'a s arid in regard to organi zat ioral levels for the 
rext itle while. 
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1. 	.Ex?penditure Management and Controls Applicable to Type

-of-Expenditure or Line-item Categories and to
 
Departments and Major Prqrams
 

First, let's look at the types of management

approaches and controls applicable:
 

o 	 to different type-.of-expenditure or line-item 
categories, and 

o 	 to differenL departmotits or major programs. 

rhe best way to do this would seem to be to ask you to
 
form -into groups and come up with reports based on
 
your own experiences.
 

Refer to Ite.i. //37:.__WorkshiopExe"rc s e_rs _Mana. eme nit
ARpLp:ro.ac hes and Co ntrols Applicable to Expe nditure,
Classified by_. p.-of-Ep.nditure or Line-itemn 
Ca e__ories and b_Dep.artments and Major Programs 

35m 	 Ask Lhe participants to form into groups and complete 12:10-

Item #37. 
 12:45
 

The leader should assign areas to each group. He 
should avoid giving same group quite similar areas, 
such as #s 2, 3, and 4. 

0 	 For type-of-expenditure or line-item categories, 
he should assign areas as follows:
 

.f Four' Groups If Three Groups 

Group I : #s 1, 2 and 7 #s 1, 2 and 7 

Group 2 : s, 3 and 5 #s 3, 5 and 8 

Group 3 : #s 3, 5 and 7 #s I, 4 and 6 

Group 4 : #s 4, 6 and 7 

0 For departmenLs and major programs, he should 
assign areas as follows: 

If Four Groups If Three Groups 

Group 1 #s 1, 3 and 10 #s 1, 3 and 6 

Group 2 : #s 2, 4 and 7 #s 2, 4 and 7 

Group 3 : #s 5, 8 and 11 #s 5, 8 and 9 

Group 4 : #s 6, 9 and 12 

http:ARpLp:ro.ac
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Groups should be asked to begin the workshop exercise 
Item #37, recording results on flip charts. (If time 
is short, the leader could ask the groups to begin by 
filling out the first column in which performance 
standards are to be listed, going on to the next 
three columns only as time permits,. 

75m LUNCHEON BREAK 12 
2: 
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WEDNESDAY AFTERNOON (180 minutes, including a 
are programmed out of 180 mi nutes 

15 minute break, 

In Call 

F. 

group to order. 

EXPEND! IURE CON IROLS AND CORRECTIVE ACTIONS BY EXPENDITURE 

2:00­
2:05 

n 

n 

1. xpnditure Mn.agement and Cont rols _lplic able toFe O.-Expond .. u.or, Line-Itm. CateO r -es and to 
!!p!artrent s.ard Major- ro gram s , contd., 

Cont inue workshop exercise. 

After compi et ion of the exerciso, a spokesman for each 
group should be asked to report his group's results. 

2:05­
3:00 
3:00­
3:45 

D:i scuss i.on 

AAFTERNOON BREnK 3:45­
4:00 
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.5m 2. Expenditure Management and Controls Applicable toO-perain g vesu- s s c a--i.........- d............ 
 ........ ::............. 


Without undertaking another group exercise at this
point, l.e 's consicer whal unique characteristics might
relateL o ainangmenL, and control approaclhes uLilized 
for operati g expend it uires ver'suis those used for 
capital expend i tur'es 

Query: What uinique characteristics might attach to
 
management and contr'ol approaches (1) for operating
expenditures versus (2) for capital expendit.tures? 

Answer,: The leader shou1d Lr'y For a fr'oo.-r'angirrg
discussion that, howcuoer', el:ic:its important insights.Amrionig :he key concepts to bring Forti ard are ihe four

lis Led in Sections a, b, c, and d below. 

a. Short--tc'orrn versus Lastlng Reso _I-s 

-peraIuJg oxpendi tur'es curr'entmeet needs and tend 
to leave only miniral lasting results. Thus,
operatirrg expenditures for' refLise collecLion 
simnp!.y tree t a cuir'r'Orit service ried. 

Capit al exypnditures, on other carthe hand,

always in theory - arid Frequentty in practice
be judged rinterms of a long--.termri payoff over timeFrin Lh,: investment, hts, expenditures for a
publ:ic laughterhouse will always result in a 
positive (or negative) yield to the local 
ai thori y. 

For examp: ., an investmnent, of Kshs 4 million for aslaught:erhouse yiel.di ng an anrual return after 
expenses of Kshs. 600,000 can be calculated to
 
yi.eld a r turn on irnvestuent 
or R0I of 15%.
 

Of cours , ot her values will be involved in
eval.ua:irig I hose experditures For such a
s]mirglhtor'hous. . Sorie such valules may be positive,
such ini hrcaltth and saniiat ion, sLtilnculation of the
lives;to(ick :industr.y meatand exports to other 
towrn s ci1, Conce i vably , some slch values may
also b niegaivye, such as the util.ization of 
scarce publi c i noland that wil. hus longer be

availbl , for o her' potent ial uses, etc,
 

Nob,. Skip I his section if time:is really short. 
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b, Short-term versus Long- 1erin Correct iue flctions 

OpLr_..g.expenditures tend to call for 
short-term and real-time 
correc tive ac Lions.
 

C.pitl expendi.rs., often also call for 
short-term and real.-time 
act ions. On t:he other 
hand, capi tal projecLs are more likely to require

long--term correcLive actions 
regarding resources,

schedules, program steps, and even objectives and
 
goals.
 

OwnRs.(e versu pctcnt rc ted i:TY
 

P.erating pxpenditures moestl.y ro'late to direct 
use of a council s own staff. 

Capital expnd Lqo s on the oLher hand, oft en 
require set ting tandmards, devising measurement 
approaches, making ,'aluations, and taking
correcLi ye actions w:it h regard to the activities 
of outs ide coltract ors. 

d. Taking Correctivvlct ion, vis--a-is Internal 

Op.ratinaq exp rditures, sim:ilarly, involve,
correctlu pvac. otios in regard to courncil staff, 
e.g., r ain in , rewards, punishmert.s, and 
I:e rmni na I I o ns. 

Capilj expendij:uqLL re on Lhe other hand, often 
i nuoluu, a"s( correcti ve actions the monitoring and
adjustin g or relat ionships with outside 
contractIors.
 

Discussion
 

http:expendi.rs
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Expendi tureMan agement andControls Ap..lPicabl. tOoOr~g~nizati ona. level s 

5m 	 Let us nowr look at :he questi: on of riaragenerL and :1 
control of expenditures as it relates to the seuera: 02:.0level!.s._ e t-_ organ t- ion ............
 

Suppose 	 we COn'sider, as examp.es, a ralar'ia 
erad:ication prog ram and a bus park. It seems obuiou 
that the r'e wiill be gr'eat vari.at:-ions i.n the kinds of 
concerns regardjing expend[lure imanagelmierit: on the par
of the program r r'o-ec naer,te rtnt 
head, the _r,treaso the clerk, the courci.l, he
Mij .i..try of[_o.cal y ri t arid the Control.er ancmine , 
quditor Cener'aI. -ach or'ganizational level nuolvec 
will have ditffc-ring perl'ormance standards, systems f 
rleasurernrt of perFor'inairce, ana.l.ytical approaches, a 
proposed corp''c LuIe actions. 

Query: 	 What, for example, are correct:ivye actions tIh
mlight. be laken with 	re';pect to a mnalaria eradication 
program (1) by the iarager of the program and (2) at
the other orgirriozat.rorral extreme, by the Office of t 
Controller' and Audit or' Genera 1.? 

Answer: Such answers as tWe Following (whatever, 
responses ar' giun are certaiin to illustrate thatcorrectivye actiois by t.he local program manager and
t:he Control ir and fludilur Gener'l I wil.1. be different­

o 	 The program manager' might take such corrective 
actions as (1) delaying tlie ialaria eradication 
program untl. sufficien r'esources are on hand 
(2) firing an irnef fectiv e employee - on a 
curr'ernt, real.- r b r;sist-ime 


o 	 The O ffi.ce of the Contr'oller. arnd Aoditom Genera: 
miight point out to the Counc l. the need for- (1)
improved systeLns (2) mor'e I:iiely accoirpL .ishinent 
of pr'ogr'am object ives, or' (3) t:he ex:i.ste-rce of 
mnsappr'opr'i.ai:ions of funds - on a post fac to 
basis (miiny mont is r" :'vern years after the vunlt 
Ref r"I~:[:_.!!. l3 :Wor'ks hop Fxercise .M anage ,tl

Rf'proIerr and C.............................i...... 

App11cable4

40m 	

Uais,4yj of nrgariztioriC;r'oups shiou:Iiditc a to cernipilole tie; workslhioi 4:-2(ne kod 

exercise Ilh.m t138, r'ecordirng r'osult s on flip chart..s. 5:0 

MAKE 	 FVENING R[.ADING AH,;iGNMENi: Itemr IA. 39 t.hr'ough 57. 

http:Control.er
http:examp.es


835 --

FIURSIOY MORN [N( (285 iinut.os, including a 15 minutes break,
 
ipe pro. r'grmed ou OF 285 ml nu s.)
 

Call gprou p lo ,rdr. 8 :00­
8:05F X.!<!:ND)F I Il CoIN. IRO I i ..ND...£1:OR..R.FCT.. Y _L..X.P..END tU R.E...I.u I. (.C1..I.ON [..I [i 


J Ilhi, 30i.k'',.11,.0 f~ o:Ich Cgroup '.l~tiuI(:1 b:e osked(: to reporL 8:05­
hi ijr' op O", . V'~~t~iF~ "ni f f)) pI'.i~ons ly coilpict.ed 8:50 

I) i;ts;lS mul 

http:coilpict.ed
http:iinut.os
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5m G. SUMMARY OF MECANSMS FOR MnNAGEMENI AND CONTROL. OF 8:5(
EXPENDITURES -. 8:5! 

We have looked at 
the four major steps involved in
 
management and control of 
expenditures.
 

We have also looked at management and controls by the
three major classifications of expenditures as well as by
organizational level.
 

Now let's look in some detail at control mechanisms
categorized by the basic types of mechanisms that we can 
utiliz. 

--.... 

Ihe logical structure that we propose to use is to look atmechanisms relating to the following six broad categories 

o first, 

o second, 

o third, 

o fourth, 

o fifth, 

o sixth, 

Refer to Item 

mechanisms related to the budget,
 

fund availabilities,
 

guidelines,
 

procedural controls over disbursements, 

prompt reporting and analysis, and
 

motivat:ions and imposition of penalties.
 

#39.: Maior Cateqo ries of Mechanisms for
Management and Control of Expenditures,
 

These categories and subheadings under each are outlined
in Item #39. his item is a road mnap for the next several.
hours' discussion. (Do not discuss the contents of Item
#39 in any detail since each topic on it will be discussed 
thoroughly later.) 
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t Mechanisns
1 . d c h 

Several bud.-relatd mechanisms exist for management
and control of expenditures . 

15n a. l.s...i.-no....pro that Funds Are 8:55-
InP cluAY n th Concls ud 9:10 

Let's first discuss requirements for securing
approvals .- before an expenditure can be made --­
that certify that the proposed expenditure is 
included in the council's budget,
 

(1) 	 Kpendiure s L cudd t...qBudg.e... 

Financial manag':rs 
often control expenditures
by requiring that proposals to incur specific
expenditures be independently reviewed and 
approved (usually by a higher organizational
level) as being for purposes and within 
amounts provided in the Council's budget. (Do

NOT allow the discussion to get sid-Lracked on
 
the question of when, and whether or not, the
 
Council's Estimates aue been approved by the
 
M..G) 

Query: What specific approaches of this type 
are Kilizd by participants' local 
authori ie.? 

An swer: i.-OOdM t. Lo rcc 	 rd on flip chart,
categori'ze, and lead discussion of responses.
 

Refer to Item #40) Budget Mechanisms for 

Item #40 describes the concepL of the budget
 
as a control me chani sn. 

Secti an [H--1 of ]teni #10 	also gives the
 
Following two added examp les of approvals that
 
funds are included :in the budget before
 
experditLures lmnay be made
 

o 	 Purchase orders may include a line 
requiring ,pproval by the treasurer 
certifying thaL the item is provided for
 
in the counci.l's budget.
 

o 	 Proposals Lo hire staff 
may require
wriL tl:_n cer'ltiFicaLion by the treasurer 
th-hat both the position and adequate funds 
are 	provided for in the council's budget.
 



(2) .xpenI.L W" y .ric lided lid..el:.fl! ii th 

Sollet-iml, of course, nn-ds r is not 
nui solid at the 1t I.h bOdq(1ol iiatfes 

wior p I I tl Ih e . 

Q or' What Ipr vis ions (it) oour 1local 
aiutIhtmr'i ,,. il:, for roip"l for, 
oxp i: !:,i'n: i n~il y].w.lnl),-p.s,>od in I~tetwr;,J 'not ni 

appr'ouud I :,;
AIMt 


Answer: I ' or' t-o roc rd ,2 ronses; on ffl:) 
chart, caloi_ i L:i, anl I ':-i t of.cussion 
IhI . 
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15m b. Perodic Allocations of Budgeted Funds forExpenditure 
 9:10.
9:25­
9:25
 

Financial managers 
can 
control expenditures by
controlling --
or rebtricting -- allocations of
funds budgeted for expenditures.
 

Query: How can 
financia.l managers use 
allocations
of budgeted funds 
to control expenditures?
 

Answer: Instead of 
treating inclusion in the
Estimates 
or budget as an automatic license to
spend freely, treasurers may, 
from time to time,
notify spending departments of 
more limited

allocations of funds that 
may be expended. Such
allocations will 
 omprise only 
a part of the total
funds authorized in 
the budget. And managers of
spending departments may also establish 
schedules
by month or quarter of annually budgeted totals,
 

Discussion
 

Query: Nhat are 
some 
of the factors that might

determine 
the size and frequency of such
 
allocations?
 

Ar-wer: Leader list
to on flip chart the factors
 
suggested by 
the participants.
 

Some of these considerations are 
shown in Section
 
B-2 of Item #40, as follows:
 

o Availability of revenue (cash flow) 

o Realistic need of department 
or project for
funds for a reasonable period ahead 
-- such asfor the next month or quarter ....e.g.,
seasonal or 
cyclical pattern of expenditure

requirenents 

" Documentation that funds 
previously allocated
 

have been fully and properly expended
 

Discussion
 

These systems of per:iodic allocation of funds may
be extended to the nublication by the treasurer'soffice of quarLer'--by-quarter or 
month--by-month

expenditure schedules for 
departments/programs.
 



c 
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For examp1o, at. a orkshop in 1986, the treasurer 
of the Nairobi City Commission reported that he
 
regularly undertook an analysis of fund
 
auailabi.iLies and spending needs and issued a
 
monthly schedul.o of allowed expendi.tures to all
 
department heads.
 

Query: What, if any, speci.fic al..locaLion
 
approaches are uLtiized by participants' local.
 
authorities? 

Answer: 1he leader should write responses on a
 
flip chart:.
 

Discussion 

Examples of this approach are giuen in Section B-3 
of Item /40 as Fo[lows: 

" Publication of morthly expenditure schedules
 
by: 

- major department and/or 

major program 

Monthly expendi.ture schedules geared to: 

- seasonal spending patterns and/or 

- cash Flow projeclions of reuenue that will. 
be auail able to pay for expenditures 

o Expenditures hold below annuali.zed leuel.s for 
most: of Lhe year unti.l assurance exists
 
regar'ding Lhe actual. lcuel of annual 
reuenue
 
and, therefore, [he real auailability of funds
 
For" expendi t-ure
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2. 	 Fund A~vaii[ab:ili":-

Let 	 s next. discuss ways in which fund availabiiLies 
can 	be ut.i].lized as a useful const-r'aint on and cont:rol 
over expendit:ur'es. 

ho basic concept here is that the ava:ilable balance 
of funds servues as a ver'y rea . 1 liii.ia tion on the 
expendi ure of fund; and sometiiies can be util ized as 
a very spec if i C control mechanism. 

.5nm a. Cah Floi ProjcLions as a Cortrol Mechanisi 9:25­
9:40 

Regard ,,;,s. the pr'ouision appr'oved
of 	 made .in 
Es t.ial oo for exp:ndi tures, we can'L spend mfoney 
we don't- hau,. Iherefore, assuring Lhe 
auailabilit.y of cash needld to pay for, 
expendi.luris of pr'ime importance. 

Query: What appr'oaches and mechaninsms exist in 
your local , thor iti ,sfor dot'rriniii ng cash 
auailabiLIit ies short-.term and long-ter'm? 

Answer': twadur to note resporises and lead a 
discussi on of t hem, lowever. a spectrum of­
mechani ismns x st, Lcl ud ig the fo.lowing. 

o 	 ritu.intu ion -- :ie., Lhe exper ience and 
judgiiienit of Ithe treasurer, arid his staff 

SInformaL:ion from t:he daiVly balances in the 
cash book and from the cash, savings, and 
inues iiiir'nL accounLs 

o 	 Cash f"low pr'ojections 

Query: What is a cash f I, projection? What 
does it inl1ude? How far out: i.natime is it to be 
made for? How often should it be revised? 

Ariswer: Leader to no:e responses. However, a 
good answer' is Lhat a cash flow projecLion is a 
projection of Future cash receipts and cash 
expendiitures Lhat, taken together with a 
beg i nniig cash baTarnce, wil. give projections of­
cash balJa:ces Lhougliou tlhe given per'iod 
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The data points included in projections of
receipts, expenditures, and balances are usually

the ends of months.
 

Note projections may show satisfactory month-end
balances 
and results may correspond closely to
these projections. 
 Yet, it still is possible for
expenditures to 
exceed income at points within 
a
monthly period so 
as to result in a temporary

shortage of cash on 
certain days.
 

Meanwhile, expenditures 
can be confined within
the boundaries set by the 
cash flow estimates to
the extent that the 
treasurer constrains
 
expenditures by 
such approaches as 
(1) periodic

fund allocations to departments, (2) requiring,
and keeping a r'unning total of, outstanding

individual advance approvals of all 
expenditures,

(3) etc.
 

Refer 
to Item #41: Exa e of an Initial Cash
 
Flow Projection.
 

Item #41 illustrates what might be 
the initial
formulation of 
a typical cash flow projection.
 

The cash flow projection shown in Item #43 
begins
with a balance of Kenya Pounds 
50,000 and ends

with a balance of Pounds 
70,000.
 

Query: Is this an acceptable projection for

manTagement and control. purposes?
 

Answer: Leader, to 
note responses. However, the
proper answer is "No", While the begining and
ending balances for, the 12-month period
satisfactory 

are 
.. Pounds 
50,000 and 70,000,


respectively 
.. for each of six months the
end-hf-month balances 
are projected as in deficit
by amounts varying From Pounds 
13,000 to
132,000. 
Notice how very possible it is for an
excellent overall annual 
balance of income and
expenditure still to 
contain substantial
 
shortfalls during the 
course of the year!
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Query: Faced with the initial cash flow
 
projection represented by Item #43, what must
 
this treasurer now do?
 

Answer: Someone may answer that he should
 
arrange for an overdraft at the bank or delay

paying the Council's bills. But a better answer
 
is that he must both (1) rephase planned

expenditures and impose expenditure controls and
 
(2) 	take all possible steps to accelerate receipt

of revenue. This is so as to ensure that the
 
cash availabilities of the council 
are 	not
 
exceeded at any point during the year.
 

Discuss-ion 

Refer to Item H42: Availabilitv of Funds as a
Mechanism for Control of Exeitures--- Cnet, 
Definition, and Factors, 

Section B of Iten H42 provides a definition of a
cash flow projection and also points out the
 
following:
 

0 	 A cash flow projection, because it will
 
project (in most cases) merely estimates of
 
income and expenditures, will usually be
 
wrong in the event, requiring careful
 
monitoring of actual income, expenditures,
 
and 	balances on a daily basis.
 

0 	 Cash flow projections ought to be prepared on
 
a monthly basis for at least 
a year ahead and
 
updated each month - and, under all
 
circumstances, updated at lealst quarterly.
 

Discussion
 

Query: To,what extent do participants develop
 
cash flow projections?
 

Answer,: Leader to note responses. Some will say

that the annual estimates package submitted to
 
the MLG requires cash flow projections for the
 
year ahead.
 



q4 

Quer'y: H lu yildiuh vuur local uthorij I
actuall].y submiit such rash f low proj:i.c, ior, to th,
ML.C? 

Ansower': Wai;der to note r ponsp [ut tzLie f c t

:i s -- whatever Ihe parti(ipants may say -- that­
some - aut.hoi i s
local 
 do riot bother' with Lhe ML
 
reqLI r lent.
 

Quer:v toiw long of your J cOol lt horiiLes upda tt 
ofi i Ia ot) tse tfrlowoj ;li fn duirinig the year?Howu of ltpnrl 

lrsldcIhr: lI adt ,r k: l kP v to ftind (by
probilng) tiat inw, it arny, of I he port ici ;ants
local aut h rdai 
 , t P (ash fl oli pr'oijcct in',
during th yt or. rooe'(d, Lt. is I ik"Iy tha ni 
lo I out hori t y pr'esent ,cLtull m1likes use of
cash fl ow project ions tu Iiarioage its ( 01ll0e and
experi(J tor', Ihis is likely tu b, t.h case even
Lhough this i, pot,' ia]ly one of Lhe most iusoful
ani ponw(rful t ( ao-uailab o for imaunag ing and 
controll ing ,xponditures 
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15m b. Pety Cash Funds as an.Example of an Expenditure 9:40­
eource Es.L at..<Lalshd F!xed_Se 9 :55 

Some mechanisms exist that automatically 
constraini expenditures within given
auailabililies. nn example is the petty cash 
fund. 

Query: low does the petty cash fund serve as an 
expenditure cont:r'ol mechanism? 

Anirswer: t approved of the fundIhe size 
consill os an absolute Limitation on how much 
can be spent f rom i until r'oplanishinent occur's. 

Query: low dot's a petty cash :Lind work?
 

Anst,'r" [.tad r' to put answer's on fli.p chart.
 

Refer to Itei #42: ltty CasFunds. asan.Exampl!2
of an [xpenldit. r-re RiSOt r'c (? [t t) bsed at a Fixed 

Sie - DefInit.i on an-d Facto~rs 

bev process [t . t iwie have been discussing is 
illu.'traled in Soctiori H oF Item #43, as follows. 

o unn are at llocated by the treasurer for' 
pltty cash funds. rhe,.e funds have usually
biori esLablished pur'suant to (1) 
roc'(:ollloienlda lions by the concerned department
h .dcls arid (2) appr'oval by Ihe treasurer and 
the Fi torincle cmmoi itt eo. 

* ltitt:ls anr di sbi.r'tJd to department personnel 
for' appr'i)d itirposo', ( tr'ansportat:ion, 
iinor 'oxpndirles For' supplies -- what else?) 

IP-r"ons i' n ar'e required toiv ilg Funds 
submi diClUlctame itor' V e viderc: of pas t 
W"<liir i Ii.t' tr'oii the fund. 

R l h'li Mitlm'. or funds by the treasurer is 
ade coil imqprit onr a ruvio-i of satisfactory

docurl aLi n ot all disbur'sements from the 
fu .id 



~ ~ are controlled by~ti
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30m 
 Refer to tem_#44:-
 Section of the Financial 
 9:55-
Higuations --9-n-Iipre st and Petty_CashI Accounq 1 25 
p n d d A - e 10:2 

Item #44 provides the section of the newFinancial Regulations on imprest funds and pettycash accounts. Local authorities were asked toadopt these regulations as of January 1, 1987.This is included here as background informationbecause of its relevance to our topic of managingand controlling expenditures. 

The leader bhould ask if participants have anycomments regarding this section of these newregulations. 

Discussion 

15m MORNING BREAK 
10:25­

10:40 
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3 0m 3. Guidelines 10: 

A thi rd cintroa mechanism is the pub].ication of 
guidel ries re.ardirig the inakiri.] of expenditures Here 
we are tlinrig (1) not of by taws, regulations, and 
pr'oce-dures (all of wh:ich are very relevan: to the 
subjecL of managi,:,iL and control of expenditures and 
which will b discused Ut ,a later point) buL (2) of 
Tnorsn gorril (i ON. s.ea s t o sa 1i sf,ac tory ex:pendi Lure 
perfIoi'Inccin 

11:. 

a _Lo-.a l Goui'r'rn . ' n t or I ndu'n tr'v Norms 

A first t:ypps' of gi.ineral guidelinc ilhL be 
relating expc i tur'ies to a .iirlnr (i.e., th 
typ cal on" aver age ,xperience) for a g,-oup ocf 
l.ocal aithori ties' or' pr'ivate. firls.x 

Query: What exainples can rarti:.ipants suggest of 
the use in iheirJocal atrior ities of nornis For 
otner local ,gourrinment .diis or for irdusl:ry as 
guid i iinos for ,xpendilures? 

An3wer: Leader 
dis cus sior of tii. 

to Io.e r'sponses and lead 

b. Perc, ritage of Soles or EIncomc 

A secord 
r'e lating 
sales or 

ty ei of general qu idol i. rie ,might be 
expedi t: u re s to a givenii percentage o'­
income. 

Query I'hat, if any, exErmples can participants 
suggest F use in their local authorities of 
per'ceateqcs of sales or in.ncore as gLidel:i nes for 
expend i.t:.u r es? 

Answer'. 
d i Sc u S 51iili 

Leader to note resporises and lead 

..	A - he cc ric.usion or the discuss ion of sub-sections 
a through o of Ihis Sect-ion 3, the leader should review 
tihc examnpls q ur in It em #45,i However', prior to 
loadirg this disciuss ion, the leadur himsi-IF shou.d have 
car'ef ul ly ri'ui il the ',xaiip],s .o as to fully 
-equippedto) sol icit nm-an i nuqi 1 xapIliI's From
 
par t i c i pant s.
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Extent of Sauving s
C. 


to

A third type of general guideline might 	be 


base at least part of the level of expenditures
 
a standard that is,
 on savings realized, This is 


an incentive for improved
at least in part, 
operatingperformance in holding down 

expendi tures. 

What examples do participants have to 
Query: part of savings
suggest of the allocation of 


realized as on incentive for managing
 
this approach beWould introducingexpenditures? 

a good idea?
 

Leader to note responses and leac
Answer: 


them.discussion of 

d_ n comed. 	 Percent g d 

is one thatgeneral guidelineA fourth type of 
in an amount equal to 

authorizes expend4.tures above
all of added net revenue earned 

part or to
budgeted not revenue. This is similar 

relating expendituret, to savings that 
standards a standard
This also is 
we have just. discussed. 

serve as an
that prouides a reuard that can 

performance.incentive for improved overall 

What ,xamples do particinants have to
Query: 

of a percentago of added net
 
suggest of use 

income as a guideline and incentive for managing 

Woold introducing this approach be expenditures? 

a good idea?
 

responses and lead

Answer: Leader to note 


discussion of them. 

e. Analy.ticVk_. [stablished Pre-set Standards 

general guideline mightA fifth type of 	 he a 

pre-set standard established on the basis of 
This is an
 

specific analysis oF relevant data. 


approach that is, of course, widely used in all 

organizatiors.
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Query:* What examples do participants have of the
 
use in their local authorities of analytically

pre-set standards, based on 
specific analysis, as
 
guidelines to manage and 
ccntrol expenditures?
 

Answer: Leader to note responses and lead
 
discussion of them.
 

Refer to Item #45: Guidelines as Mechanisms for
Control. of Expenditures - Concepats, Factors and 
Examples. 

Item #45 sets out examples of some of the
 
possible guidelines that we 
have been discussing.
 

Tie leader should carefully review with
 
participants the examples contained in Item #45.*
 

The dizcussion leader should note that
 
participants are likely not to have had any real
 
experience with the first four of these five
 
categories of general guidelines. But this
 
workshop is intended to 
add something to the
 
know-how of the participants. Getting them to
 
think constructivel about the potential offered
 
by the types of guidelines suggested is,

therefore, a workshop objective that the workshop

leader should seek to achieve in the above
 
discuss ion. 
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4. Procedural Controls 

A fourth area of control mechanisms relates toprocedures established in bylaws, regulations, andpublished procedures relatinq to disbursements. We
will discuss nine categories of these. 

Refer to Item #46: Procedural Controls overDisbursements as Mechanisms or Management and Control
of Expenditrj Ls- Concept and Mecharisms. 

Item #46 lists nine procedural controls as
for managing and controlling expenditures. 

mechanisms 
We will. 

discuss each of these in turn. 

lOM a. Restrictions on Who M!y Authorize/Make 11:10-

Ex ditures including Procument aind the Like 11:20 
A first obvious procedural control mechanism isto establish procedural limits on who may and who 
may not authorize and make expenditures. 
Query: What are examples of such restrictions 

;mployed in your local authoritiesX 

Answer: Leader to list responses on flip chart. 

Discuss ion 

Refer to Item #47: Restrictions on Who MayA thorize/Mke Expenditures includingProcurement
and the Like as a MechanisI for Control of 
E_j.ndituros --Concepttan d Examples. 

Two hypothetical examples (not necessarily
applicable to your councils) are given in Item 
#47, as follows: 

" Only the treasurer may authorize 
disbursements for the weekly payroll. 

" Council members may neither authorize 
individual expenditures nor sign cheques. 

Discussion 

KLeader to note again the admonition in the 
Footnote on page 5 of this Trainers' document
especially in regard to this Section 4 a - g. 

-­
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lOin b. Authority 
of Ap ro 

Levels 
Offcer 

b y yLpe ofExpenditure 
....... 

and Level 11 
1 

A second t~pe of procedural mechanism is the 
publication of a list of approval and/or 
expenditure shilling levels by type of 
expenditure and/or level of approving officer. 

Query: What are 
authority levels 

e;,amples of such prescribed 
in your local authorities? 

Answer; Leader to list answers on flip chart. 

Disctjssion 

Refer to Item #48: Authority Levels by__pe of 
Ex.penditue an Lvel of Appr oving Officer as a 
Mechanism for Control of Eenditures - Concept
_anddEx-aMp_.les 

Three examoles are provided in Section 8--2 of 
Item #48, as follows: 

0 The actual. making of expenditures (included 

in the approved budget) may be approved: 

- up to Kshs 500 by section heads, 

- up to Kshs 2,000 by department heads, 

- up to Kshs 10,000 by the treasurer, and 

- above Kshs 10,000 by the finance 
committee on the treasurer's 
recommenations. 

o Expenditures may be 

department managers: 

approved for overtime by 

- up to Kshs 150 daily for the market, and 

- up to Kshs 100 daily for 
slaughterhouse. 

the 

0 Department heads may order works or goods 
a value not exceeding Kenya Pounds 100. 

of 

Discussion 
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30m Refer to Item #49; Sections of the Financial 
Regulations Relatingto Monetary Authority 
Limitations, 

11:30­
12:00 

Item #49 excerpts from the new Financial 
Regulatiois just about every reference to 
monetary limitations contained in it. It is 
included here as background information because 
of its rel.-vance to this discussion of monetary 
authority levels by type or expenditure and level 
of approving office.-

The leader should ask if participants have any 
comments abc'. what these new Financial 
Regulations prescribe regarding the size of the 
monetary limitations and what officer is given 
the authority to authorize expenditures and 
related actions. 

Discussion. 



1 
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lOM c. Requirements 
for Approval in Advace and for

Socumena-t -of--e-ed fo r _pen-d-Ure 

Third and fourth types 
of procedural mechanisms
are 
(1) a requirement for advance approval by 
a
higher or independent officer and 
(2) a
requirement for documentation of the need, 

Query: What are examples of requirements in yourlocal authorities for advance approval ofexpenditure anby a higher or independent officer? 

Answer: Leader to list answers on 
Flip chart.
 

Query: What are examples in your localauthorities 
of requirements 
for advance
documentation of need for an expenditure? 

Answer: Leader to 
list answers 
on flip chart
 
Refer to I[tem #50:_quirements for Apl ro in 
Ad v an e a n i o -u me n tat ion- o f N e f ped .r 

E xpenditurek-ConExpendi tyres_ as Mehnssfor__Contqrol ofc-pt and-[xamplT-es-T_........
 

Four hypothetical examples of these requirements
are provided in asItem #50, follows: 

0 Needs for expenditures for upkeep offacilities must be described in writing by
the market manager, and expenditures for themapproved in advance by the treasurer. 

0 Requests for 
transportation and travel
subordinate employees must be justified 
by 
inwriting and approved in advance by 
the
 

department head. 

o Requests for approval of expenditures
travel must be accompanied 

for 
by a descriptionof (1) the purposes 
of the travel, (2) the
advantages expected to accrue to the local.authority, (3) the itinerary, (4) the timeschedule, and 
(5) the estimated costs.
 

0 

allocations
Requests for approval of of
council resources ..-- e.g., money, staff,supplies, and/or major equipment - for majorrepair, of roads must be accompanied bywritten identification of the road segmnents,description of ex.isting conditions, etc. 
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2Oit d. Comparativeauotations and Competitive Binding 1210-
Fifth and sixth types of procedural mechanisms 
relate to comparative quotations and competitive
bidding 

12:30 

The first of tnese two procedural mechanisms is arequirement that aporoual be given for, certaintypes oF expenditures of funds only after somegiven minimum number of price and deliveryquotations has been secured. It may also berequired that such proposed purchases be publicly
advertised, 

Query: What are examples in your localauthorities of requirements for securing
comparative quotations? 

Answers: Leader to list responses on flip chart. 

The second of these is a requirement for a formal 
process of competitive bidding. 

Query: What are examples of areas where such arequirement is imposed in your localauthorities? What shilling levels are involved? 

Answ r: Leader to list answers on flip chart. 

Refer to Item #51:" 
Competitive Bidadin 

Comarative Ouotations and 
as Mechanisms fol of 

Ex_pendi res - C ncepts and Examples. 

Hypothetical examples of each of these approachesare presented in Item #51, as follows: 

Comparative uotation 

0 Bulk purchases of office supplies require
securing at least three quotations of whichat least ono must be invited from a local
supplier (if any exists). 

Coqmpe9titJvye- Bid d-in 
o Procurement of vehicles must be undertaken on the basis of Requests For Bids based oninvitations - accompanied by provision ofwritten specifications -- to at least threesuppliers of di ffere!.t makes 
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15m e. Physical Verification 

A sevenLh procedural control mechanism is the 

requirement that the provision to the local 

authority of goods and services be physically 
verified by a r sponsible local authority officer. 

12:3 
12:4 

Query: 
used in 

What are examples of this requirement 
your loco1 authorities? 

Answer: Leader to list responses on flip chart. 

Refer to Item #52 :PhEysical Uerification of 
Receipt of Goods and Services as a Mechanism for 

Control of Expenditures - Concept and Examples. 

Two hypothetical examples 
Item #52, as follows: 

of this are provided in 

0 Regardless of who has ordered and received 
supplies and equipment intended for 
maintenance of capital items or for capital 
development, the town engineer must 
physically inspect., and certify to the 

suitability of, any such capital item 
provided to the local authority. 

0 Prior to pavment for any office supplies and 

equipment, the stores officer must physically 
inspect the item For, full conformance with 
all specifications and to ensure that damage 
has not occurred. 

Discussion 

75m LUNCHEON BREAK 12:4 
2:C 
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THURSDAY AFTERNOON: (180 minutes, including a 15 minute break,
 
are 	programmed out of 180 minutes)
 

5m 	Call group to order. 2:00­
2:05
 

G. 	 SUMMARY OF MECHANISMS FOR MANAGEMENT AND CONTROL OF
 
EXPENDITURES, contd.
 

4. 	Procedural Controls, contd,
 

1Om f. Reconciliation of Documents 	 2:05­
2:15
 

An eighth procedural control mechanism is a
 
requirement for document reconciliation,
 

Query: What are examples of this requirement in
 
your local authorities?
 

Answer: Leader to list responses on flip chart, 

Refer to Item #53: Reconciliation of Documents asaMechanism forCotro. ofEendit ures_- Cjoonnefpt
and 	 x._ampoes. p__E -

An examp!o of this is provided 1ih Ite, 03 as 
follows: 

o 	 Prior to payment of any invoice, the accounts 
payable staFF must secure and compare copies 
of:
 

-	 the original budget provision,
 

-	 the purchase order,
 

-	 the delivery receipt, and
 

- the inspection certificate of the town
 
engineer or stores officer or department
 
head,
 

o 	 to ensure proper funding approval, 
conformance to specifications, and condition 
of deluivered item. 

Discussion
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5m g. Post-EXpenditure Audit 2:15 

A ninth procedural control. mechanism is the 2:20 

Post-expenditure audit. Such audits may be (t)of the physical receipt of goods on completion ofprojects or (2) of the transaction documents. 

Query: What are examples used in your local
authorities of audits of physical receipt of
goods on completion of projects? 

Answer: Leader, to list responses on flip chart. 

Query: What are examples in your local 
authorities of audits of transactions documents? 
Answer: Leader to list responses on flip chart. 

Refer to Iterr #54: Post-expenditure Audit as aMechanism for Control of Ependiture - Concept
and Examples. 

Two hypothetical examples of audits of .p_hysicalreceipt of _goods ,, - completion of pro_ jects areprovided in Sec-tion 8-of Item #54, as follows: 

0 The internal auditor may 
check physically for
 
the whereabouts of the 
twelve new chairs

reported as 
procured during the preceding
 
quarter.
 

o 
 The MLG inspector may 
verify the satisfactory

erection of the 
32 housing units included in

the estate project reported by the council.
 
as completed the previous year.
 

Two hypothetical examples of audits 
of
 
transaction documents 
are provided in Section C
of Item #54, as follows:
 

" The internal auditor may audit 
(1) cancelled
 
checks 
against schedules of payments

authorized 
by, or reported after the fact to,
the finance committee, (2) payments ofinvoices against invoiced amounts 
and against

pre-purchase expenditure approvals, (3) etc.
 

o Staff of t:he Office of the Controller and
Auditor General may audit payments to thelocal Government Loan Authority against
amounts due the [GLA under the terms of the 
loan agreemenLs. 
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15m 5. prom. Reporting andAnalysis 

We have completed our discussion of the nine types 
conventional procedural controls used to manage 
expenditures. Now let's turn to a fifth major 
category of: expendiLure controls. This is that 
provided by prompt repor'Lirg and analysis, Such
reporting can apply both to monetary.standards.and 

of 

2: 2 0­
2:35 

transac t:ions and to 
such as the recelpt 

phy.si cal.results. 
of- goods­

of.expedi.tures 

Query : What are exampl es in your local 
reports on performance agai nst monetary 
How effectiuve are they? 

authorities 
standards? 

of 

Answer': Leader to note responses and lead discussion. 

Query: 
reports 

What are examples in 
on physical results 

your local authorities 
versus standards? 

of 

Arswer : Leader to note repors e s and lead discussion. 

a. ReBpr.inon 
Standards 

Monetar Lx endr ture verus 

Refer to Item 1'_: Prompt Reporting.andAn.sis 
as aMechanism for' Control oft.xpndilures-
Conc ept and Fact-ors 

As Section B-1 of Item #55 indicates, 
reporting on performrance aanst..onetary 
standards can involve: 

such 

o In the case of budgets (1) prompt reporting 
on expenditures against the approved budget, 
(2) anal.ysi.s of actual results versus bodget, 
and (3) reporting on variances to those in a 
posit:ion to take corrective action. 

b. Reporting o_ Physical .Rresult vess Standards 

As Section H--2 of Item #55 
reporting on performance in 
results carn involve: 

indicates, such 
terms..f.physica 

o In the case of procurement of" goods, prompt 
reporting (1) on deficiencies in the quality 
or quantity of goods supplied versus 
specificat:ions and (2) on variances versus 
price or delivery terms, 
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6. MPtiuatens-andI.nposiionofPenalties
 

15m 

The sixth and final, major category of controlmechanisms is the set of motivations that can causepeople to work more offectiuely, a subject brieflytouched on earl.ier in th:is workshop. Note t:hat we arethinking of major things that ma.V make us wish tc.'do abetter job on beha'if oF tne local authority. (We'dlike to distingush here between things that cause usto wish to perf-orm bel-ter and those that euip us
through training to do so.) 

a. Positiue Motivations 

Query What are the primary po__sit ie motivationsfor officers and staff to make expenditures 
properly? 

2:3 

2:5 

Answer: The leader shou].d list r'espons4,s on a 
Flip chart. 

After, get:iing a list on the fl ip chart, ask which.of these rea.ly motivato :o bet-ter performanceand then ask which are the five most important
such ,osi:ive Iotivators. 

Di s cu ss :i. o n 

Refer to Iten 56.;-­__.-o.st-v_. Motiva-ion! and the.mpos.ton of Penalties as Mchansms for the
Managemrent and Control of Expenditur - Concetp 

ItemI#56 illustrates some of these concepts andideas that we have been discussing, 



Item #56 provides a brief list o7 positive
 
motivators for your review, as follows:
 

o 	 Personal traits
 

-	 Sense of professionalism -- duty -- honor
 

- Sense of good will and good cheer toward
 
others, and wishing the best For them -­
including your organization and the
 
members of the team of which you ere a
 
part
 

-	 Sense of honesty
 

o 	 Satisfaction gained from work well done
 

o 	 Leadership stinulation of employees by example 

o 	 Support by leadership to staff 

o 	 Recogni.tion 

o 	 Desire for reward (advancement, higher pay, 
housing) 

o 	 Discussion of performance
 

o 	 Transfer -- or evcrn promotion -- to a more
 
suitable position'-


Discussion
 

In this array of positive motivations, we can
 
hupe that good performance in managing and
 
controlling expenditures will result, in the
 
main, From the personal qualities of the staff 
and the leadcrship given them. We can &lso
 
attempt to add the carrot, i.e., the positive
 
material. rewards. 
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20m b. Nega tive Motivations 
 2:5
 

Dut it would be looking at the world through V: 

ro,;e--coloured glasses to overlook the need For 
including .-- among our approaches and mechanisms 
intended to assure excellent management and 
control of expenditures -- a series of penalties
for application when nerded. 

It is widely known that incompetence,

malingering, and corruption do exist in many
places in many local authorities. It would seem 
obvious thdt when positive motivations have
 
failed, improper behaviour in the utilization of 
Funds should be punished. 

Query: What are some of the negative motivations 
and penalties that we can and do apply in our 
local authorities in attemptinq to assure sound 
manigement and control of expenditures? 

Answer: The leader should list responses on the
 
flip chart.
 

Item #56 presents a list of such penalties for
 

your review, as follows:
 

o Reprimands -- ural and written
 

o Warnings -- oral and written
 

o Reimbursement of funds misused 

o Leave without pay
 

o Deduction of pay of staff 

o Demotion 

o Termination 

0 Court processes including 
fines and/or
 
imprisonment 

Discuss:ion (of the extent to which these positive
and negative approaches are utilized in 
participants' local authorities) 

Please not-e thatI while these approaches are 
classified here by t.he terms "posit-ivye" and
"negative", it would be expected that all of 
those utilized would have a postiue impact on the 
management- and control of expendi tures. 
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20mn Ef 

20m c. 
 Factors Detefective 
 Use 	of: Penalties 
 3:10-


Query: What are 
the 	factors that sometimes 3:30
 
p'event p.'ompt 
and effective punishments?
 

Answer: 
 The 	leader should 
note and categorize

the 	answers given.
 

Item #56 gives a list of 
such deterrents, as

follows:
 

" Political influence 
(including nepotism)

protecting malefactors
 

o Corruption
 

o 
 Difficulty in provi.q inadequate- performance 
or guill. 

o 	 Sympathy based 
on p,euious service 
or family

situation or the like
 

" Complacency and inertia, i.e., 
too 	ready
acceptance by superiors 
 and 	others of the
imperfections of the 
"system" and the peoplewho are par: of iUs operation 

It is likely that the most 
significant deterrent
is the last one listed. 
 In many instances, it is
we who are 
primarily responsible for the

shortcomings of 
our 	local authorities in
achieving financial 
health by maximizing revenue
and managing and controlling our expenditures

more effectively. 
 Too often, we: 

" accept the "system" the way it is, without
 
challenge;
 

o 	 fail to think out, recommend, and struggle
for adoption of improvements; and 

" 	 avoid "rocking" the 
boat", when shaking

people up is exactly 
Lhat is required.
 

To be able to 
look back with pride at a career of
public service, we 
must be innovators and risk
takern. 
 Only by doing so can we 
help to achieve
the 	improvement:s 
in financial management that are
so 
critically needed throughout 
our 	local
 
authori ties,
 

15m AFIERNOON BREfK. 
3:30­

3:45
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7. Workshop Exe-rcis-e--__ Sections ofFinancia 1 _eulations 
Relatinq__th Procurement ol Goods and Services and 
to
 
Expenditure-s 

Refer to Item #57: Workshop Exercise-- Sections oF the 
FinancialRegulations Relating t. Procurement of ..Goocs 
and Services and to Expenditures. 

75m 	 Form participants into groups to reviewi the two 3:4 
sections of the dra-ft Financial Regulations contaired 5:0 
in Item #57, one dealing wiLh procure ent and the 
other w.th expenditures. Ask them to develop comments 
(1) on applicability of these sections 'o their local 
authorities and (2) on ways that. they might be 
strengthened. (ParLicipants will have reviewed a few 
subsections of this material in earlier workshop 
exercises. )* 

* Note that if time does not permit doing this work as 
a group exercise, it is perfectly feasible to assign 
Item #57 as specific "compulsory" reading for the 
evening and simply discuss Item #57 ..- topic by topic 
-. during the first hour of the following morning. 
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FRIDAY MORNING: (285 minutes, including 
programmed out of 285 minutes.) 

a 15 minute break, are 

5m Call 

E. 

group 1o order. 

SUMMARY OF MECHANISMS FOR MANAGEMENT AND CONTROL OF 
EXPENDITURES 

8:00­
8:05 

7. Workshop Exercise - Sections of Financial Regulations 
Ro~ain~oPocurmen ofGoods and Services and to 

Expendi...ures, contd. 

50M If Item #57 has been reviewed by participant groups 
the previous afternoon, spokesmen for the grou~ps 
shou.d now report on their groups' results. 

8:05­
8:55 

If, instead, Item #57 has been assigned as an 
individual specific "compulsory" reading assignment 
for the previous evening, then the leader should lead 
a topic-by--topic discussion of the item from the floor. 

Discussion 
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H. DEELOPMEN OF "BACK-HOME" PROGRM*S TO IMPROVE 
EXPENDITURE
 
MANnGEMENTAND_ CON.TRO---

Now we shall develop programs of the actions we intend to
take "back home" to strengthen the management and 
control
of expenditures in each of 
our local authorities. Weshall do 
this in light of the concepts and approaches that
 
we have been discussing these last 
few days. 

95m 1. !Lelopment.of ck-.o_e" Proram
 s 8 

This exercise is the culminating event of this 
10:
 

workshop, and stress 
should be placed on its
 
importance and the essenti ,.1ity of undertaking it with
 
due deliberation and care.
 

a. "Back-_..Hore" Programs of Local ALuthoritTy ears 

The three-member teams 
from each local authority

(typically the chairman of 
the finance committee
 
f the council, the clerk, and 
thp treasurer)


should now develop back-home programs 
to

strengthen the management and 
control of
 
expenditures 
. These shoul.d be programs that they
will plan to discuss and seek to implement on 
their return to thei.r communities. 

Refer to 
 Exercise -- B[tern#58:-WorkshopRack-home 
Proi-ams _To.mpro.e _theManaement and Controof
Expenditures in Participants' Local Authorities 

Participants should be asked 
to form into teams
 
composed of those from each 
local authority.

These teams should be asked to complete wot kshop

exercise Item #58.
 

http:Lelopment.of
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b. 	 "Back-Home" Proqram of the Team of Central And
 
Provincial Government Officials
 

Central and provincial government representatives

should also develop a program of action. This
 
program should include those things 
that the
 
central and provincial governments can do to
assist local authorities to strengthen the
 management and control of 
their expenditures,
 

Refer, to Item #59: 
 Workshop Exercise - Steps That
Might Be Taken By Central And Provincial 
Government Officials To Assist Local Authorities 
in Better Managing And Controlling Their_Exenditures
 

The central and provincial government

participants should be asked 
to form into a
 
team. This 
team 	should consider actions that

should be discussed, adopted, and implemented

involving changes 
in national and provincial

laws, regulations, guidance, and other supports
given to and/or affecting local authorities and
favourably influencing management and control of 
expenditures by them 

15m 	MORNING BREAK 
 10:30­
10:45
 

55m Continue with above "back-home" exercise. 
 10:45­
11:40
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2. 	 Reports.B Lo_.cl l.uthoity- And Central and Provircia! 
Government Teamis On) "Bck !oePr' or 

65m a. .pr_:_s. bw .oca . thoriwty.ei s 

are 	 to report on the 
The local authority teams 


"back-home" programs they have developed.*
 

o 	 Presentations (about 10 - 15 minutes each) 

o 	 Discussion/criLique by other participants and 
especially by central and provincial 
government representatiees (about 3-5 minutes 
each) 

75m LUNCHEON BREAK 

Nilhe leader must note the essentiality of keeping 
careful conl:rol of the Liming of t:hese 
prescntat ions. Of ten it is desirable to al.l.owu more 
I:ine for Lh,? first: couple of presentations (partly 
be:au se of someIL, oyerla ps on t.he part of later' 
present al ions). Hutl in order to comrrplote 10-12 or 
so pres,,ntl i nirs by the end oF the afternoon, the 
loadpr lulS t very car'e~ully monitor, against the 
clock, the overal1l progress of those reports. 

12 

http:thoriwty.ei
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F.RiD.A.Y __.FTF..R.NO0)N (1i0 minnlutes, including 15 minute break, are 
programmed out of 180 minutes.) 

unm 	Call group to order. 2:00­
2:05 

H. [)E.UELOPMLN1 OF "ACK-.' M[ PROGRAMS .10 IMPROVE EXPE.N[).I.UREMAlf)NAGE(_...ME[:NT..A.ND). CONTR.O.I:, contd. 

2. 	 Reports by_ Local.. uthori L and Central and Provincial 
Gov nmnt T.eais on "Rack Home __Progr~ams con :d. 

a. Repor.ts by Local Anuthori.t leans, contd. 	 2:05­
3:30 

Continu- w:ith reports. 

i AFTERNOON DREAK 
 3:30­
3:45 

b. Rejr.b-the Cen trqlA and Provincial Government 3•15-
Team 	 4.30 

The central government, team is to report on the 
"back -hom,'," prc,,gram it has developed, 

o 	 Pruef ertation (about. 25 m:inutes) 

o 	 Discussion/criLique by participants (about 20 
m:i nutes) 

http:Repor.ts
http:MAlf)NAGE(_...ME[:NT..A.ND
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30m I. WORKSHOP EVALUA-ION 
4:3C 

An evaluation form is to be completed by participants. 5:00 

Refer to Item #60: Evaluation of Workshop. 

Ask participants to complete Item #60. 

Porms are to be rollected for later tabulation and 
analysis. 

Note that if time does not permit setting aside time for 
this activity as part of the program, the leader shouldask participants to complete the evaluation form during
the course of the afternoon program. 

In W.ther case, participants should be asked to hand in
the forms to a GTI staff member bef;o re__ icving -the room at
the end of the afternoon session.-"-............ 
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FRIDAY FVENING 

Om J, CLOSING CEREMONIES 

1. Closinq Dinner 

7:00­
9:00 

A closing dinner is 
guests. 

to be held for participants and 

2. Certificaes Of Par~ic_.i ation 

Item_#61:LCertificate of Participation is to be 
presented to each-participant at the conclusion of 
closing dinner. 

the 


