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FINANCIAL MANAGEMENT WORKSHOP
 
PLANNING, ORGANIZING, STAFFING,
 

LEADING, AND CON',ROLLING
 
KENYA
 

DETAILED OUTLINE OF .WORKSHOP CONTENT
 

SUND.p_ AFTERNOON AND EVENING
 

5:0075m A. OPENING CEREMONIES 

6:15
 

1 Welcoming. Remarks 

2 Introductions And Approaches
 

a. 	 Intro.duc.t io n s
 

Staff 	and participants
 
b. 	 Schema for Entire Workshop Series 

(1) 	 Financial Management - Planning and 
Bu d q eting 

(2) 	 Financial Management.- Revenue Generation
 

(3) 	 Financial Management - Expenditure
 
Management and Control
 

(4) 	 I--inancial Management- Planning,
 
Organizing, Staffing, Leading, and
 
Control.ing
 

3. Works ho P Goals 

a. 	 .o.impart.newknowede regarding the importance 
of and the means for providing the many supports 
needed f,',r excellent f-inancial management in 
areas of planning, organizing, slaffiig, leading, 
and control I.ing.
 

b. 	 To develop_new sk1-_.ls regarding practical ways of 
-i.doni-ifyinq fiiiancial management support areas 
nec d-ing qreat :,r" atLention and of taking steos to 
provide bel i' hese needod supports. 

c. 	 lo dvolcop atii udes and increase motivation on 
the parl of wt, kshop oarticipanLs to provide for 

,blit:,r f.upport. to excellnL financial management 
in l-hiir local aut:hori ties. 

http:sk1-_.ls
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4. Wor rho andlMaterials rograms 

Refer to Ite I 1 _Ovrall P rq!rar 

Refer 
to [tern # 2: "List of Worksho -ateria.s" 

Extensive use will be made of graphic and tabular
handouts that i[1ustra. e the substartive concepts 
to 
be provided in [his workshop. ParLicjpants will
frequently be asked to ngage in sina] [ group
exercises. 1hey uwill have the exp.ar-ierc, of analyzing
and developing solutions to pr'ob.l.ers and issues in 
management and con ro of 
expenditures over the 
fiue-day period 
 f [lie workshop. Central government
officials partici,a 
 ig in the workshop will be drawn 
on throughout ,j, kshop astIe expert:s ini their 
respec t ive fi e ds. 

5. WorkshopSchedule 

Sunday Afternoon and Evening 

5:00 p.m. - 6:15 p.m. Opening Session 
7:00 a.m. - 9:00 aim. Opening Dinner 

Monday -- Friday
 

8:00 a m 
 - 10:30 anm. Workshop Sesson 
10:30 a. - 10:45 am. Morning Session
 
10:45 a m. 12:45 p.m. Workshop Session 
12:45 p.m  2:00 p.m. Luncheon Break
 
2:00 p.m - 3:30 p m. Workshop Sess:ion 
3:30 p.i.I 3:45 p.m. Afternoon Br'eak 
3:45 pm - 5:00 p.m. Workshop Session x 

.................
Sisos may rin to 5:30 p.m. if necessary 

Fr'iday Evening 

7:00 pm. - 9:00 p.m. C]-osing [Di nner 

6. Workshop. !.gi.ics 

Remar'k. as appropriate 

120m B. OPN[NG IlNiIFR 7:00-

MAKF F[UNING RI ADING ASSIGNMEN1 9:00: Itemi #s 4 -. 20 except for' 
[tem #10 
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MONDAY MORNING (285 minutes, including a 15 minute break,
 
are 	programmed out of 285 minutes)
 

5m Call group to order 8: 0G
8:05
 

RFPORTS ON PROGRESS MADE IN PPLYING CONCEPTS FROM THE 

.P.ENI)_UR.E.MNEM. A._NDCONTROL_ Wo .HORKSHOP 

We'd like to begin the day by asking local authority
central government teams to report 	

and 
on progress and results

achieved in application of concepts and approaches
presented in t:he most recent workshop on Expenditure
Management and Control. 

Refer tc Item #3: orkshop Exercise -- Report on ProgressMadein App [yini- ConceptS fnr th Ependiture-flan - -nt 
an Cdontrol Works hop 

At the most recent workshop on Expenditure Management and
Control, part:icipints were asked to develop back-home

plans for their local authorities 
 and 	 for the central 
government, hose plans were to incorporate and reflect
the concepts presented in that workshop. Local authority
teams may now choose one of t:wo approaches for this 
present workshop exercise. 

* 	 Teams may report on progress in impelnenting those 
back-.home plans developed on the last day of that 
workshop. 

a 	 Alternat.ively, Learns may complete formatthe provided 
in It:em 3. 

15m 	 The workslhop ]eacr er should brief-ly review,,J the major 8:05concepts presented i.n the workshop on Expendit:ure 8:20Manage inr and The inControl. detail Item #3 on the

topics covered in the last workshop will assist him in
 
this task.
 

70m 	 1he workshop loeacer should ask each local authority team 8:20
to ie'et and prepare its report. 9:30 

60m 	 A repr'esentativ e of eath team should present its report to 9:30the 	part-icipant:s. 10:30 

15m 	 MORNING RREAK 10:30
10:45ISw 	 Complea.te pr'.;en tation of reports 10:45
10:55
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SUBSTANTIVE PROGRAM ON PLANNING, ORGANIZING,
 
STAFFING, LEADING, AND CONTROLLING 

Now we want to turn 
to the subject of the present workshop.
This is the 
broad range of responsibilities of the financial
 
manager in local authorities in planning, organizing, staffing,

leading, and controlling.
 

A. RELATIONSHIP OF MANAGEMENI 
AND ADMINISTRATIVE SUPPORIS 10 
fINANCIAL MANAGFMFrNWIT ijB-TFNA 

But first we'd like 
to put the provision of management and
 
administrative supports 
irto the overall context of the
 
job of the financial manager. We'd 
also like to put the

work of the financial manager into the context of the
 
local authority's overall concern with sound public
 
finances.
 

20m 1. Importance of Sound Public Finance at the Level of 10:55-
Local_ Au h9rti es 11:15 

Let's start with public finance, which is 
important to a local government. 

extremely 

Query: From the point of view of an economist or a 
political scientist, how might 
finance"? 

we define "public 

Answer: The economist will say 
that public finance is
 
the name given to the economic side of the total
 
activity of a local authority. The political

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

Query: What are examples of things that (1) the
central government does for the wananchi, (2) the
locat authority does for the wananchi, and (3) the 
wananchi do for themlselyes? 

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

Query: Ask what political and economic prnci.le
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?
 

Ans wer Ihe warinchi should do for themselves those 
things they can do best. Vhe central government
should do those things it can do best And those 
things that can best be provided through common action
 
at the local level should comprise the
 
responsibilities of 
the local authority. 

Refer to Item #4 ' 

http:prnci.le
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As Item # 4 indicates, 	 these needs and service areas 
such as roads; major services suchinclude infrastructure 

such as markets and as water and elctr'icity; facilities 
and security in the form of askarislaughterhouses; safety 

and 	 many others.and 	 fire forces; education; health; 

hand, as Item # 4 indicates, carrying out theseOn the one 
activities causes the expenditures of the local 

On the other hand, to provide for these needs
authority. 

requires a commensurate inflow of money. 

Query: Where does this money come f-om? 

r'eponses. But lead the discussionAnswer: Leader to note 
that - a. ,lso shown in Item #4 -- theto the recognition 

revenue comes Fr'om: 

thcough charges for services" 	 the citi zens themiselvyes 
re n d e red; 

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

from the central government and othero 	 borrowings 
sources;
 

limited grants from the centralo 	 increasingly 
governriienL; and 

gr'ants from outsidr, agencies, sometimes foreign 
national or international, 

o 

Iwo boxes on the right side of Item 	#4 show (1) the total
 
oF the wananchi and
cxpen ifures made to meet the needs 

revenues that must he ra ised and managed to(2) 	 the total 
rhe 	final box indicates thatpay for ie.eting tIhies needs, 


-- indeed, the very existence -- of
tie 	 financial health 

local author ity depends on the matching both
the 


s hort--range arid l ong - range of these expendi tu.res arid
 
ic ftinance is all
revenue-,s. A1nd this is what soLind pub 


about .
 

the 	 Loca] F innrcia.] Maage.LoksRef-er to Item # "flow 

on Public Financi'
 

l'ii5 looks at public finance :in a different way -.I t 
point of view of: the Finance coimiinit:tee,o., fron the 

c leer'k ar1ndt I r''asu r'',r' - more like an i ncomnie and expendi Lure 

sta.a:ement . fs you can s , it is st-ill f-he needs of the 
to mieet these rieedscoiiI ni i / nd tVh ser'u i(:os r'ov i ded 


f:hat are reson's lel,' indirecliy and dir'ectly for all
 

revenuerl and ,xp"in m. i tur'', Hfowever, :in this exhibit,
 
revenue
pr'iilor'ar ilpia, is i £ put: on ha ialc irig arid
 

expendi t r n' s oh to v ip-l]d satisractory oper'ating and
 
ovisra 4 1 r'osl.I 1 i ,, .
 

Ihe HI'idin ,hoIuld r'vJii'i the contents of Item #5 with the 
I r I i c i pant s , 
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lOre 2. Excelent Fnna ManaqiPn t as the Ke to Sound Publc 1A 

Query: fron the puint of uiew of rnonagernent and stffingof the local auLhority, on hat dos sound-public financedep -nd? t....... n.wh...d....s .. 

Answer: I eodr to note responses. But the answer sought.
is as follows 

o Aound publ ic ina(ef depends on xcellient financial 
lidn geielnt, ,od 

this depind., i turn, on t he miionagc- rrii,_rt work ofspec l lizd prsoi nl', - i.e., in the local authorit:y, 
on Uhe work of the tri'o':rer ond his staff.
 

Quer'y: 
 Why do s nc..ntildl f inancial manomg e::n: dip.nd on thework of spiciol ii. p r'tnJ trdiriod in f inancial 
rnanygympWes 

ffrn,,wjr ' Ihu arsw r is as fl lows, 

o Operat ing diportirt hl 'ai, o'', ot cour'se, responsi bliin their nd ujduo J ar'eis for' br'jnging in the var'ious 
reunruo. ard for' uxpiri tusr,. 

* How ev' r', it I s o 0 Iy Ihi, prof e' i iriol fi nanci manager, L.P the r',r, 
l 

, I r who is Loble ouerse.,and bh jlnci, iP, oui'r'aJl pistor',-Iri ( ur ln ' , of expenditures and 

We do riot rroont o u rlook thi' impo(r'tant roles of 
roncip I hiiid' iH si5i' I10 hiodE those~e persons mustal1so i(:( 'cppI&i ri';purl I ib I I toibe thh i' 1nanc i alIm prgi's 

ca-d 
both io to, r',s ur'ci's 'o rush -d Inoonttheir rolh Pxpirdilor'' mid with ltiii risii ,flr ' 0s 

But it K , hi' Ur alI I Iii: l t inag 'r . tho t:r' aur'r,Whio Jrn htiI i l"rHO 5' miihll w'r'. s. olki iio 
 I h , righl ha-ndof: both (1) hi' chif ,dinisItrafi r, i.,,. t:he clork, and(2) hiql i lvP aullhority, 
rli 'e li I 

i.,., the council and itsri: r i c iiii I i 'r 

[)iCInt.'c i ll 



loin 3. rk of a ch AGoodFiacia- 11:25Mana:r 
11:35
 

and sound publhic 11: 
. l.nt f inanc:ia I manage ment,ut. xcl 

f.inrlance don't just happen. Rat:her, a great deal of 
attention must. be givn to them. 

Rtf.r' to Iten #. 6 . T"Marag open t:.. unc ..io no Per fore dbyth 
Good t i nanc: iao Ma nager" 

n16 iM us i]sr' , Fron a broad irrraqerent point: of 
uj ( , fiIl' iIu qIelI'rl functions perfO relod by the good
F [nOd1c ial Ianrprr, Ihse are Pla'nno ing, Organiztng, 

Sltaf irl( , loadinq, and Contr'oll ing. 

it:emr 16 atl.,) i I lIt LratePs the t-wet.y -three principal 
Ilh.naql,Un I it Ihat e major(cti tia collpri these flue 
Illadn (] e tUo nct-iurs., lt?. 

Di s cus-i on 

u:iou workshops 

all of these res:)onsibilities.
 
Our r' I(s touched in uarious ways, on most: or 



Oi 4. Prouis-onoFManaement 

and dministratiue Suppor ts.asa Ma_9r Step in 11:3
the Financia 
ManagemeQCqe 


11:4
 
But this particular financial 
management workshop
focuses 
on 
the overal responsibi]itity for
excellent providing
management and administraLive 
supports to
the financial 
management 
function. 
 ihis is aresponsibility 
Lhat all 
of you share in 
some degree
 
Prouiding 
ma nagemrient and admn st[ratie supports isnot only 
a general management rosponsibility of
financial th'?manager. It also conslitutes

major one of the
areas of I he financial managor'with such more s work --.. alongspecifi c technical 
tasks as gener'atngrevenue and controlling expenditures. 

Ref er to Item # 7: f"nother _Uiew
financial Manoajn"e 

_of What Good
 
I nUoves"
 

Itern #7 takes a diffprenL look at what good financial
management 
Wnuolves 
 - puLtting
technical greateor emphasis
wor k to be performed. on theAs you can see, I::em#7 suggests that 
good Firancial managelment begins w,,ithPlanning arid Btudgeting. 
 It
Revenue, Manag ing 
goes on to Generating

and Controllirig Expenditures,Evaluating and
and ReporLing, All of these are supported
by Or'ganizi.nrg, 
Stafi ng, and Leading. 

As you w:ill also noti 
fOlr 

in It em 7, our present ser'iesof wnor'kshops is orgoi-i od arounrrdelements these several
of the financial managrerert cycle. 
o Our 
three provious w orkshops have dealit with thefirst three act 
uit-i:s represerted at the Lop,right side, arid buttomr of Ihts diagram. 
o This pr'eser-t wlorkshop will provi(de 
an overviewiall. oF I re maragement of 

func tions of t:he Financial 
',o a; it keep the whoie s'ubjeoct of good 

ranager 

firnancial- ianag,ei nt in perspe ctive. BIut it willconci runatp, in part icutar, 
on th support
activitis rprosn.,d in the cnter of the
 
di agram. 
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Lot's start off with a look at the role and broad 
functions of the financial manager. We will talk about 
what work you do, how you spend your time, and what basic 

n.ki]]s are needed for your job. 

1. 	 Wha. W.ork n.c.l Maa.ers._D.o 

1he 	 work you do as a financial manager can be 
categorized in several ways. 

Query: What i.re the two most basic categories of work 
that ail finahncial managers perfor'mi? 

Answer: Finan c ial manage-rs perform both (1) 
]nng~e.!.?nt._work and (2) .techqicalork. Other valid 
answers may be given. But be sure that these two 
categories are sur'facod for the ifmediate discussion 
ahead. 

a. 	 MangpmentWWor k. 

Let's talk a few minutes about the management work 
that managers do. 

Query: How might we define the management work of 
the 	 manager? 

Answer: Leader to note responses but to guide 
participants to -- and to particularly emphasize 
-. the definition underlined at the top of the 
next page. 

o 	 The dictionary uses a variety of terms in 
defining the words "manage", "manager" and 
"management", such as the following: 

Manage 	 Manageent Ma naer 

bring about handling, direct one who 
ing, or controlling manages 

take charge resources 
and expend
it ures 

domninat e skill, in managing 
or influence a 
person 

handle, direct, executive abiJ'iLy 
gourn, or con
t rcl] 
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o rhese definitions can be summarized in a few 
words that we wish you would commi.t to remoryy 
The_ managemenit work of the rnanager is to get 

Discussion
 

Query: What. is the management work that 
must beperformed by 
a manager to satisfy the above
 
defini t.i on?
 

Answer: lhe manager must do the following
 
management work.
 

" P]anning,
 

o Or'gani zing, 

o Staff-i ng, 

o Leading, and 

o Contr'oll i rig
 

These five functions - which 
were illustrated inItrem # 6 .- are Ithe things that we as managers must
do to get results through and wit h people, These 
categories are 
brnad enough to ercoimpa ss a11 of the 
manag eri nt work or the ianager. 

We have devoted an ent-ire lorkshop to Planning and
 
another to ConLro Ii rigFxpendi t.re's .
 We have

I:ouched briefly on 
 the r'eiiairing three areas of

manag'o-iiint wirk ir the three previous wor'kshops. Inthis workshop we 
wil 1 also cover al 1 of these
 
areas. 

However, hecau,, 
 of the clf, ai I:',dcons id:e.ralir-nn
already given to IPlanning ard Budget-ing - and toControl li rig an far' as experidi Lures are corcerned this weok we wl l deuoLe mst of our atf:ention lo
the Orga rii/ing, st arring, and Leading work of the
 
fi ria nci a aInhirager.
 

Discussion
 



lOre b. Technical Work 12:00
12:10 

Query: In addition to management work, what, again, 
is the other major classification of work that is also 
performed by managers? 

Answer: Thu' answer is that substantially all managers 
also perform some techni.cal work. 

Query: What :i s the Lec hnical work performed by the 
financial manager?
 

Answuer: The .echn:ical work is the work financial 
managers do to acconplish professional tasks usually 
nainly relaLed to their unique financial profession. 

Discussion 

Query: What are examples of technical wor'k that might 
be perFormed by the clerk, i.e., the administrative 
manager of the counc:il? What are examples of 
technical work that might be performed by the 
treasurer, i.e., the council's financial manager? Or 
do these managers on.y plan ard l:ell others what to do? 

Answer: leader to note answers on fli.p chart. But 
examples of technical work performed by clerks and 
treasurers are given below: 

Clerk Treasurer 

Present monthly Review cash balances 
reports to the daily
 
counc.il and i.ts
 
c0omImI1l I:t es
 

Develop the suimary Present financial 
slatIeiment C' f i: he reports to the 
coiun(:il 's goal,; and council and finance 
objci- ius committee 

Develnp Ihe niLial Work wiLh M:inistry 
proposas for short - inspectors and the 
range and long range Auditor General.'s 
c:ap iI al proj ec ts s taff 

Ui:;it the MLG to [)euclop the plans for a 
pr'ess for Final now computerized 
act. ion on council accounting system 
pr'oposa ls 

Meet l ith tlh DDC 

http:counc.il


-. 12 --

Refer to Item 8 Whai Workfinancial Manager Doq C w 

Iterr #8 il-lustr'ates the po inLs 1.hat. we have been making about.the work of the fi nanc-ial managor, [t ( iyes examiplestechnical work ofthat might be performed by the clerk and the 
treas u r,r 

Discussion
 

Query: What impact 
 :is the levi] of the manager likelv haveon tho proporlion of 
to

his time IMhat: he deuol:es to nrnageern:work versus techni cal! work?
 

Alnswer: he higher the orga 
izaI 
iona l level of- the managen,the great ,r'is the pro:ortiiori of his tim , that he is('evote 1o Ilihlhgelrn work likely t(dod the lesser to t:echnica.I work.
 
Refor to Item
Jo Ii. 9t: l ie Spent by fing i a] ManagersPeq.r~fo rmiog M i agiiiint U us echri i . [c !iWork . 

I is is il ustratld 
in item N 9. 
o What: [tem # 9 is illusl ir t ing is that i.n thi Minisl ry, Forexdli ', I lh mini r' is l ikely Lo spend 1mor'e i'tIerinageenl lii-.t wlor'k onIhaln i',per'Iar 1nt secret ary, rhep uiria nrt secre ,taryj ' Ii kelyI r.ple'ld ru. ts Ion(. L hanpri'ncipal thefinance offici:er' he pr'incipal Finance otFicepins ]ikolJy to 'sped( more Lime,Mi.'than te senior' finarcialoff icer,s iho r'elport I:oI m1n. And so or down theIIm nariolgeoIn:

hi enr'chy. 

" 
 And in the local author':ity, more time wi I or'din r'! ly bespent on Iariogemont 
by 

iork by the clerk and tr'osurer, thanthe rigi ner' hr iarke I maaiges'r', and the head or buspark Io ineril (ncooperal ions, 
" Hut .1nt' s do r'omembor, Ihat a]l marnaig rs wil l1per'f or'Iim bo.hma 'amrniL a nd ti-chnical work - t-hough i.n diFF r'enl:
proportions, dependi ng on the i r' jobs and iainagemi r t, lvel. 
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20m 2. low Financial Manag rs.Spend Their Jim 12:10
12:30 

Al nuriihe- of .stuLies haue been nade to find out how 
mani _. r's spenrid their t:ille. 

Query: What ir some11- rial or cat egories of ways i.n which 
f i.non c ia Il rio ,r's thei r' Lim'e?io sp eond 

Alswer: lot, of irswi.'rs can be goiuen. He alert for, and 
iut. on Iohe Iip chr., such categories as the following. 

Meet. i niq : 

* M i l ocal pro schdCli cJ iieeL.:ings 

* en.t:ol'd I iait: i.rigsl(cal hc: 

o lend mieet ing. outside of local] aut:hority area 

One-toOne Conu 0c orns. i 

o I al 1k wi Ii persons who hvi.u. Iado appoi ntmnents 

o Valk wilh pi:pr''-.is who coine wiLhout appoin:ments 

o la1k b ti,lopho i,' 

Work at Desk 

o Pvr'f1o i' papp rwiork aI. desk 

I (:' Ii 'II '1 I| I rC 

Ul si Oporat- ional, Si Los, 

Usit. opera't ional sW les to obser:rue, discuss, inspect, 
e t: C 

http:pi:pr''-.is
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Query: On which four or 
five of these activities are
 you spending the most time? 

Answer: Leader to note 
response and lead discussion
 

Refer to Item # 10. 
 Workshop Exercise - How You§ .phdYour lime
 
15m Item #10 is 
 i simple questionaire on 
how you spend 12:30your time. Please take 10 minutes to fill it out. Be 12:45sure your percentages add up 
to 100% of your work
day. Note the special instructions at the top ofItem # 10. The results will be collected afLer about10 minutes, later analyzed, and the results

distributed back 
to participants.
 

When the participants have completed Item # 10, askthree or four to indi.cate what percentages they have 
put down for the six categories.
 

75m LUNCHEON BREAK 
12:45

2:00 
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MONDAY AFTERNOON (180 minutes including a 15 minute break, are
 
programmed out of 180 minutes) 

5m Call, group to order 2:00

2:05
 

R. '[HE FINANCIA.L MANAGER,_ contd. 

15m 2. How Financial Manageors Sp..end Their Time, contd. 2:05

2:20
 
Continue with topic, as follows,
 

Query: On which, if any, of these activities do we seem
 

to be spending too much time? 

AnsJer: Note answers on flip chart. 

Discussion
 

query: What. can we do to use our time more efficiently
 
and 	effectively?
 

Answer: Note answers on flip chart. Some that may be
 
sugg(2sted follow.
 

o 	 Program your time in advance. 

o 	 Delegate more of your work to subordinates. 

o 	 Cut back on access to you of people whom it is not 
important to see and who do not really have a need to 
see 	 you . 

0 	 Adhere more closely to your formal --- or informal -
schedule. 

o 	 Be more concise and direct in your, conversations and 
meet-ings . 

o 	 Know how to br-ing a conversation to a close: how to 
get up - - or turn on your heel ---- and leave an office. 
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Anecdote: [ell anecdote of busy top executive who had tovisit, several overseas locations onc., or tw:ice a year,Each stop in each foreign counl:ry involved onemeet i.ngs, often attended or noreby many persons, wh. cwh meftings
often becone quite lengthy. ie learned to start
meeting by asking each each 
person presentexpected to conItri but e 

what Lhe person
to or dwriue from the neetingThose who did not have persuasive reasonspresent were promptly excused 

for being 
of the t--o the benefit both (1)meeting itself and (2) of the work that theseothers should have been doing. 

Perhaps the single mos t important step that a marnagcr, cantake is each euening
that his 

to plan the following day -- assuringdaily plan pr'ovides for his attendingimportant act ivaities on a 
to the most. 

t.imely basis, 

Discussion (of entire topic) 
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2:2020m 3. Skills of the Financial Manager 


The 	financial manager needs certain basic skills to
 
perform his work well. 

Query: lhese skills have often been grouped in four broad 

categories. What might one or more of these basic skill 
categories be? 

nnswer: ]he leader should attempt to group the responses
 

into the following four categories: 

o 	 Conceptual skiIis 

o 	 Human relat ions skills 

o 	 Admi nis trat.i ve skills 

o 	 Technical skills 

Let's discuss each of these in turn. 

a. 	 Co n ceu. L ills 

Query: Why are conceptual skills needed by the 
financial nanager and what are these skills? 

Answer: Leader to note responses. Typical answers 
follow. 

0 	 "Conceptual skills are needed by financial 
managers to enable thr.m to see and understand what 
goes on in thcir work environment and help them to 
take appropriate actions . This is the ability to 
"see the big picture"- to plan ahead rather than
 
just to react. 

o 	 Conceptual skills 

include the montal ability to analyze and 
interpret inf ormalion received from various 
sources,
 

involve both the ab-ility to understand the 
relationship of. the parts to the whole and the 
abi~lity to break the whole down into its 
parts, and 

help mcalgaurs obtain rianing fromI inadequate 
-. nd often cunflict-ing - data. 

Managers who lack con:e ptUo-il skill s tend to lose a 
servn'i of c(ntrnl and direoct ion. 
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b. 	HumanRelati9j Skjlls 

Query: Why 
are 	hYan.relationrsf:inanc ial manager and what 
skills needed by theare these skills?
 

Answer: 
 Leader Lc note reponses Typical answers
 
follow.
 

0 Human relations skills are 	 needed to assist
financial 
managers t.o accomplish results through
and with people. financial managers need many
different 
behavioral and analytical skills 
to work
effectiuey with people in and out 
of their
 
organizations.
 

o 	 These human relations skil.ls consist of the manyabilities required to understand other people and
to 
interact. effecLively with Suchthem.

interpersonal sk:i.lls are 	especi.ally needed in
leading, :i.e., in making decisions and inmotivating and communicating with subordinates, 
peers, superiors and others.
 

We will discuss these 
human relations skills 
in
greater depthlIat.er in this program.
 

C. 	 Adrnisra -e.Skill. 

Query: Why are administrative skills needed by the
 
financial manager and what 
are these skills?
 
Answer: Leader to note 
responses. lypical 
answers
 
follow.
 

o 	 Admini.sitratiue skills are 
needed to permit the
financial manager 
to accomplish the 
specific
operat:ional responsibi]iies delegated 
to and
 
accepted by him.
 

o 	 Administ.rative skills refer to the various things
associa ted wit-h 
the 	planning, organi.zing,

staffing, 
and 	control]ling work that managers must 
do. 
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0 	 These skills include the ability of financial 
managers to follow policies and procedures, 
process paperwor'k in an orderly manner, and manage 
expenditures within the l-imits set by a budget. 

Too often, howeve..r', t:hese adminisLrative skills -- and 
proficiency in fo r'hnical work - are almost the only 
categories of skills on which arnphasis is placed when 
persons ar, being hired and assigned to serve as 
f'nancial managers. 

d. 	 1echnical S;kili s 

Query: Why are technical skills needed by the
 
finarncial manager's and what are these skills?
 

Answer: Leader to nol responses. Typical answers 
fo llow. 

" 	 lechnical skills are needed inasmuch as financial. 
managers must: have some knowledge of the technical 
funct ion. they are superv:ising. Most will 
con-Linu, to perform so of this t:echnical work 
Lhroughoul their careers, lhis is true even 
though th- proport:ion of time they spend 
performing technical activities can be expected to 
decrease as thuy miove up the orgarizatior ladder. 

o 	 lhos, technical skilis refer to the ability to use 
the knowldg,, Lools, and techniques of a specific 
disc:ipline, or field, such as accounting, 
er ( i er'ing, or" health. 

Refeor to I tem # 1#: ki is.Required of. the_ Financial 
Manager - Concept and..escrip.ions 

lh ,s,, sv,ral ] categories of skills are reviewed in 
Item H 1t.
 

Query: Wh.n you Ihink back over the last few years,
 
in wihich ol Lhese Four ca tegories of skillts do the 
managers you have known sewm to have been wost
 
dF ic i enL.?
 

Answr.: leader to list nr to a few r'esponses and then 
Ito ask nmnb,-,rs of .hi gr'oup to iodicaL:e - by raising 
their' hand. - whi ch of the four skills categories 
r'epresent the ar'ea of gr'eat:est weakness in th:, 
iindqr' I hoy have kno .m 

I) i :c s1 oir 
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C. THE 
 FTHE FINANCIAL MNAGER
 

Let's 
now turn to 
the first of the five major functions of
the financial manager, i.e., plannin .
 

We have devoted an 
entire workshop to examining thegeneral and financiall-..oriented 
planning work 
that must
be done in local authorities. However, this presentprogram would be incomplete if we

review once again 

did not at least brieflythe major activties that comprise theplanning work of the Financial manager. In addition, wewill, in this workshop, reuiew a ofnumber planningconcepts and types of plans that we did not touch on inthat earlier workshop. 

10m 1. Steps in Financial Planning 
2:40.-- -- -
Let's begin 2:50with recalling the seven management

activities, or 
steps, involved in developing a plan.
 
Query: What did 
we learn --- the
in Planning and
Budgeting workshop --.- are the seven major activities
of the management function of planning, i.e., theseven steps 
in the planning process?
 
Answer: The group should be expected to come up with 
the following list 
of planning activities or steps.
 

o 
 Define mission or purpose.
 

o Forecast the 
relevant environment 
in which plans
 
will be imnplemented arrd state implications. 

o Set goals and objectives with 
standards
 

o Develop the program of work to be accomplished. 

o Develop the long-range financial plan and the 
short-range budget. 

o Develop policies. 

o Develop procedures.
 

Refer to Iter _2 
 Financi 1Planning. 

You wJill f nd these steps brief.ly reviewed in Item # 
12.
 

http:brief.ly
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5m 	 a. Defining Mission or Purpose 2:50
2:55
 

We stated that the first major activity of the
 
management function of planning is defining our 
mission or purpose. 
Query: [low did we, in our, earlier workshop, define 

"mission" or, "purpose"? 

Answer: We defined it as our broadest notion of: 

o 	 the end to be attained -- why we are called into 
existenze -. i.e., 

o 	 what: we are suppos,-d to achieve. 

Def-inint, nriss.ion or' purpose for a new orqanizat:ion or 
project .is 'ssent:iai. You will recall that we said 
thaL for an ongoing organization, its purpose will 
usually already have been de-rwd. Still, it is 
iriportLant. - even for an ongoing organization ---that 
we do have a clear picture of what our mission or 
purpose -is. 

Discussion.
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20m b. Fcrecastingjhe Releant Environment 2:55-

We said that the s.ocond major activity of the 3:15 
management Function of planning is 
forecasting the
relevant environment. 

Query: 
 How did we define "forecast"?
 

Answer: We defined it. as 
a statement of:
 

o what we 
believe Future conditions will be like as
they can be expected to impinge 
on what we will.
 
want to do, i.e.,
 

o an estimate of 
a future happening or condition.
 

Query: How do we 
distinguish 
between (1) a forecast

and 
(2) a goal, objective, or program?
 

Answer: A Forecast is a factor that 
is essentially
uncontrollable and 
that we must 
take into acco n. inour plan For the future. Goals, objectives, and programs represent planning decisions that we make in 
light of our forecasts 

Query: 
 Into what two basi.c categories --- in relation
to our organization 
-- did we divide the subject of
 
forecas ting?
 

Answer: Ihe categories are 
as follows:
 

o 
 external forecasts, and
 

o internal fore casts.
 

You will recall that  as 
would be quite logical -(l) external forecasts r'elat, 
 to things external to
our organizat-ion 
and (2) internal Forecasts relate to
things internai 
to our organization.
 

Discussion
 

Query: What wore 
s me examp]-,:s of external
enuir'unm ,Ita change Factors that oFten must be
 
consi d r.jd?
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Answer: Leader to record responses on a flip chart.
 
Typical answers are given below.
 

o 	 Laws and regulations 0 Labor supply and
 
composition
 

o 	 Population size and o Costs that must
 
compostion be paid
 

0 	 Prices that: can be charged o Weather factors 

to consumers of services 

o Market demand o 	 Etc.
 

o 	 Avau labi. jty of 
const:rucf ion mati-rials 
and equi pmnt 

Query: Whut wore some examples of internal environmental. 
change facl:ors Lhat often must be considered? 

Answer: Leader to record responses on flip chart, but the 
desired answiers are given below. 

1. 	Human Resources 3. Financial Resources 

Management- staff Earnings 

Professionial staff Interest income 

Feclhr.ical st-iff Debt repayments 

Off ice, clerical and Etc. 
manual star:f 

2. 	 Physical Resources 4. ystemns 

Buildings 	 Impact of new 
accounting system 

Equipmenl-	 Impact of computer
 
upgrade
 

Suppi ies [Impact of 
communi cations changes 
underway 

Etc. 
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Query: How, again, did we 
distinguish an internal forecast

from an objective or a planning step?
 

Answer: To repeal, we 
said that- for a Factor to be afoLrecast, it. must be essentJi ]ly uncont roIlable from thopoint of: view of- our organization . For exarrple, astatement. that we will lose two key staff irinebers two yearsfrom now due 1o the qovet rnilh rit's legis1ated retirement

pc.1icy would b, a forecast bc,-iusc;, it is not 
 under our 
con :rol. HoljwLuer , a staLeient that e will hire a newinternal audil or next_ year would be a planning decision 
because it iis under our control. 

DJs cuss:on
 

Query: What d:id we- say 
 must alwiays accompany our forecasts?
 

Answer: We said 
Ae must always accompany our forecasts
 
with statements as 
to their implications for 
our plans.
 
Query: 1H,7t, did wkje define an "implication" of a forecast?
 

flnswr': W, def ined an implication as a statement e the
necessary ccni).,(]Linc_ - - or significance - of a 
 forecast 
for our plan. 

Dis CusS rLon 
Refer to Item # ]3: Forecasts - Definitions, Factors and 

E. mp leOs 

The prirnc:ipLA points that havewe been discussing regarding
Forecists are suminarized in [em # 13. 

Di s cus sion 



15m C Setting Goa Is..an..d O.. .... s 	 3:15
3:30 

We siid t.hot huI thi rd major acti:uity of the managrnent
Function oF plarnrninq is set-ting goals and objectues. 

Query: tow did y del in, "objectiue"? 

Answer: Wv said lhaL an objuct-ivu is a staLement of 
whaiL, spec ii callty, we int i ll too accoilplish. 

Query: IowAI did we ilis ,rnquish betlieen "goals" and 
"o bj cc L iu '"? 

1nswhr: While n''" - 1h yUha (:0Ici .1] oh)v(: ti e' nl ln 
shapes aid alnd cal led by mniy names, wicsi ((are 
Sugg'ste(:l that - aL ]east- for' Lhu, purpose of lhose 
wor'kshors -- itI is usoIu to use t:he following t:erms 

" "Purpo:.' or" "MisS ion" for the primary 
ju.slif-i calion For any organization, This is
 
usuallav vs tab] i,.hc'ud ervn hbefore we make our'
 
pl naurli tuir'ec, ,..
rig _ 

S 	 "Goal " I I h lhonq r- range (3-. b years and longer 
period) t-hings we wish to achieue to carry out our 
ba"jc pur'piose, It,;p will be muor'e qualitaLiue. 

o 	 '0t cc :ivb"v' ,'' '"specif ic tbth ,ct iuo" for the 
shor'ler-r'rngi,, cl:oser-i n (I-2 yars and shorter 
period) thinrgs we lmuis- do to achieue our goals. 
These wil b-imor'i ie.e quatrt.i tati 

I)is cu ssio 

Query: Whol did w' say most. accomp)rmy all of our 
goals and objectIives? 

Arsier': W said lhat we must ilude standards. 

Queir'y : lhi did we deline "sLandard"? 

Anr : W, said tha.L a staindr: d is a statemont Lhat 
pr'(u ide,; us wi lh a measure Lo to Il us when we hau 
so ifdclor Ily ach:ic'urid our qoa or objcliu . 

Di Iscuss Iin
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Query: What are some examples of purpose/mission,

goals, and objectives?
 
Answer: Leader noteto responses, Three good
 
examples in the 
area of education follow. 

Miss 1on_/.Fu rpose 

To provide through an education ministry for' educationof the urban and rural population through classroom 
programs meeti ng national ly--adopted educational laws 
and standards 

GcalU_on.g errange) 

To build and staff with teachers by 1995 enough

classrooms to deliver eight grades of primary
education to 80% of the population of the country's
urban centres (defined as centres of over 2,000
population) and 40% of theto remaining rural
 
populat ion
 

ObjIct u (shr trr--a g e) 

To consLrLct 300 classrooms over the 18next months inlocal authority X at an average cost not to exceedKShs 15,000 per pupil space, with each facility so

located that intended pupils will be within 3

kilometres of the nearest 
 school 

Three basic consideratiorns in writing down objectiues 
are that they slhou ld be: 

cOptior-ri Wt-d - Hegin withactinverb 

- To const ruyt 

- _lo _colleq.ctk 

o .Spe cific a!s. to result 

lo construct a Pri['ir sc 

ro collect 50% more.in site value rates 



- 27 

o Gvestandards o measures 

Alstandard is a statemenL that further defines our 
goal or objecLive and provides us& witlh a measure 
to tell us thaL we have actually/ achi ued i.t 
proper ly. 

Refer to IHtm II Il: M . n/.Ir.oSe, Goa.s and 
ObjecLives -Ii.riL&tions tharacterisLics and Examples 

l Im t/14 prouidcles definiLinns and exarples, which the 
loader shoul 1d reviewl li t:Ih participan :s. 

Di scussi on 

15m AFI RNOON BREAK 3:30
3:40
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15m d, Developing Programs 3 :45

4:00
We said that the fourth major activity of the
management function of planning is developing programs, 

Query: How did we define a "program"? 

Answer: We deELned it as a statement of the work 
steps that we intenu to accoMplih. 

Query: What three things did we say a program
description must include? 

Answer: We said it should be keyed into the objective
and should consist of: 

o hat is actually to be done, i.e., the work steps 
to be perftoried; 

0 	 when it is to be done, i.e., the tim:irng oF each 
work step; and 

0 	 who is to do it, i.e., the accountability for each 
work sl:ep. 

Query: What did we agree the steps that we must
are 

take to deueop a good program assuring that we
 
know generally what must be done?
 

Answer: [he ansier follows. 

1. 	 List the worksteps to be accomplished, 

2. 	Estimate the elapsed time 
for complet:ion of each
 
step.
 

3. 	 Determine for 	each step what other steps must be 
complet:ed before it can start. 

A. 	 Determine tie cr'itical 
paLh, :i.e., the series uf 
steps that wi I I delermine the ii n i muin t:ime For

completion oF t he project. 

5. 	 Show the s;ch- duled beg innirg and compl.et:ion dates
for' each step on the critical palh. 

6. 	 -hnw tII schecduled begirining and colnpl.tion dales 
for at 1 (it hr' steps. 

7. 	 Show, in Ier'nmis o,1 iiiilos or posit-iorn Iilles. (1)who is pr itr'i ly ac(:iiiiilll "l, for' e ch sto p and (2)
any major cot1 t1 ra [ acioiit abi i tIieg. 
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Ycu will no doubt recall that we suggested the 
"critical path approach as one good way to sort uut
 
the sequence of steps and overall timing or the work 
program. It: also can sirmplify later management of the 
program. Whil it is l.ikely that sLeps Aland 5 
relating to the critical path will often be omitted in 
local author'ity plann-ing, thU essenlial logic involved 
in developing a criI.,,c ci path must: be obserued in 
do veloping any good pJan. 

Query: What again, do we moan by the "cr'itical path"? 

Answer: 1Ihe cr':i.t.ical path is thaL sequence of steps 
through the project that wil.1 Lake the longest to 
perform ono at a L.ime. Patrdox ically, .his longest 
pahl through tlie Iork program1 is also the shortest 
Lime in which the project can be complieted. More 
Flexibility oxis ts regarding the timing of all of the 
other steps not. on the critical path. 

Refer to Item IH11: Progra.mrs - DionitionL
Characterisstics, Steps .and E Jam..Ee
 

These matters that: we have just rerwiewed are 
surmariz d In Item #15 , a 1hewi. th rief exarmple. 
leader should review It:em #15 and the example found on 
page 2 of it. 

Discuss ion.
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15m e, Establishing dgets 4:00-

We said that the fifth major activity of the 
management function of planning is setting budgets. 

Query: How did we define a "budget"? 

Answer: We said a budget is an itenized estimate OF"expected income and expense for a given period in thefuture. It: is the fi nancial r'epresentation - ormirror image in shi1llings -- of our' work pr'ograr forthe organization un-itI or projecct. 

4:15 

Discussion 

You will recall that wc' described the budget pr;cess
as an iterative one, 

0 We would fir'st develop the budget as the statementof the revenue and expend-iures we feel arenecessary to permit is c carry out our work 
program. 

o Then, frequent[1y once we have have seen what theanticipatrd over'ail 1income and costs total t:o, wewill find that wo will] need to revise the workprogram - and 'ometimnes euen our objecLives andgoals. This will be necessary to bring theprogram wi Ithi n the scope of Lhe revised, lowerstatement, of t he resour ces that ar, actual.lvexpecLed tIo proue to be available. 

Discuss ion 

Refer to ]teT # 16 [ dgets - f niton and f xamnpies 

Iten A16 illustr'ates Lhese concept-s and present sexamples, 1he lender should revi w'the examples onpages I and 2 of [tem # 16 wit:h the participants. 

Discuss-ion. 
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15m 	 f, Developirqg_ Policiejs 4:15
4:30 

We said that the sixth major activity of the 
management function of planning is developing policies 

Query: IIow did we dcfi.ne a "policy" 

Answer: We defined a policy as a standing decision of
 
ongoing applicati on relating to issues that: 

o 	 are usual ]y decided at lowrer levels, 

o 	 must be carried out again and again, and 

o 	 can moft eff-iciontly be carried out the same way 
each time . 

Query: When did we say we needed policies? 

Answer: We said that: one develops a policy for 
classes of eents expected to recur again and again 
and 	where it is more efficient: 

o 	 to decide just once, in advance, what is to be 

done in given circumstances
 

rather, thaii
 

o 	 to n-ed to reach a decision each time the same 
question comes up. 

You will "eca]l [flat the word "policy" is usually 
reserved for major questions that would require 
top-level cons:ideration. 

Query: What are some examples of policies, say, for a 
housing project.? 

Answer: -lhe leader should note and lead a discussion 
of responses. 

Refer' t o te#n_ ..17: Policies Defi nition and Examples 

Item #17 presents examples of policies as follows 
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10M 	 q Devlopi ng_Pro edures 4:30
4:40 

We said the seventh major activity of the management 
lucl I ion oF planning is developing procedures. 

Q'()ry: How did we def ine a "p;-ocedure"? 

Ans Aer: We said that: a procedure is a statement of 
how a rout:ine work oporation or activity is to be 
pF rf:ormed, r'::,lat-ing to maLters that: 

o aore usually decided at lowe-.,r levels, 

0 nust be carried out ogain and again, and 

o 	 can most. eff-icienti.y Le carr-ied out the same way 
each [ ime. 

Wo furthor expl ained thal just as with policies, it is 
inLre(ffici.enL to need to decide each time a repetitive, 
routine act-ivity is to be done just how it is to be 
done. 

Di s cu s siion 

Query: Whal are some examples of procedures, say, 
again, for a housing project? 

Answer': Ihe .1eader should note answers given by 
partic ipants. 

Re f-e r t o 1 fni II 18a rcedures_-- Defi.nitionand 

1he leader shcu]d Lhen point out that Item #18 

pre senls exmaploes of: procedures, as follows: 

Procedures I or aaHoL s-Incg Froj oct.-L .L.../...... ' .a .!!9 L n _.)E _~..?£ _. 

o 	 npplicant-.s mst: apply for housing units at the 
Counci I 's Ilousing Depart.rient. office. 

o 	 he appl ical-ion foe inus I:be paid at the time of 
app i i c a I i o n. 

o 	 MonLhaly payinerit. :inuo.ices arid orvel apos w:il-I be 
provided at: tlit tLithe of' loan approval For the 
firs. 12 months of pa.rient s and wi ll be mailed to 
occupant. annual ly Lheroaft:er. 

o 	 Compltaint' al laiJntenance of the common 
pr'oprl-.i:, and UI i]i t-y inf-rast-ruct:ure rust be 
submit [l-d in writin to the Hous-ing DepartnenL. 

1)iscu ;s ion 
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5m h. 
Summary of the Planning Process 
 4:40
4:45

We have now reached a very important point in our

workshop discussion. 
 We have covered the seven
activities of developing our 
mission or purpose, our,
environmental forecasts, 
our goals and obje':tives, our
work program with time schedules and accountalilities,
our expenditure and income budget, our policies, and our procedures. When we have car'ried out thisplanning work, we will have completed the development
of our plan. 

Refer to Item / 19 "1.he Planning Process" 

Item #19 i1lustrates the interrela.ionships among all 
of the planning steps that we have been discussing. 
We can now proceed to carry out: whatever we have been 
planning for': 

o either our specific project 

0 or the local. aulthorj.y or' deparLment.al program ofwork included in our annual plan and budget as the 
case may be.
 

The implementation 
 of- our plan wfi].1 , of course, befollowed by evaluation of the results against 
our
goals and objectiuyes. And this ovaluation wi]] , inturn, be a major input as wle beg in a newu cycle
long--range and short-range 

of' 
planning for future Lime 

periods.
 

http:deparLment.al
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4:452. T;me Span of Financial Planning15m ....... .. .. .. .... . . .5 :00
. .... .. 


You will recall that in our earlier workshop, we 

distinguished between Ion-range and short-range 
fi nancial planning. 

to
 

what the time span of financial planning should be?

Query: What general principle did we enunciate as 


to
Answer: In gnerftl, the purpose of planning is 

make good dec isions now and in thc very near future. 

So in our ear!l-or ,nrkshoo we said that an answer that 

can apply to _ fig--ratige -- statement ofali i plaiming a 

guiding principle -- is that the tirie span of planning 
should look ahead for .tha.period of time on which we 

. o--rIn.-at _a._
nc.e.d _n.f -Ji-.on an d.. s.u ptio6-s in order t o makesound current and near-term decisions, 

Sometimes this will be for one year -- sometimes for 
three years .- sometimes For five years --. and 

sometimes for ten, Lwenty , or thirty years -

depending on the period ahead about which we need
 
decisions and in•informatior in order to make good now 

the near futur'e 

D:i scussion 

we agree that. we should begin our planning
Query: Did 

with the long range--plan or with the short-range plan?
 

Answer: We sa-lid that the proper answer is that we
 

should start ujiLh the long.-range plan so that we would 

know where we jant the next year's short-range plan to 
take us. If ujo start with the short-range plan, we 
may never ev(.n define and, therefore, likely never 
achieve our' .ong1-) ige goals. 

D Scussion
 

However', we also agreed that for more-or-less 
comprehensive planning for an organization, the most 
commiion tiMU, spans found in government and business are: 

o five years for a long-range plan 

and 

o one year for a short-range plan. 

Discussion
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Query: Nhat did we 
say is the relationship betweenthe short-range annual plan and 
thu long-range 
multi-year plan?
 

Answer: The short-range annual 
plan is the fir'st yearof the long--range plan but 
necessarily put under 
a
magnifying glass 
and with a great dual niore detail set 
forth.
 

Refer to It.[m_20: Relationsh-r betwen Long-range and 
Short_-range Plan
 

This re]ationship is illustrated in 
Itern # 20. 11011,#20 also illustrates 
a typical schedule For deu lopinga long-range plan and a short-range plan. 
 lhe leader
should r'euiew this 
item with participants.
 

MAKE EVENING READING AS;IGNMENT[: 
 lterm #s 21 - 28 excepL

for Item # 27
 



- 37 -

IJI!SDAY MORNING (285 minutes, including a 15 minute break, are 
programmed out of 285 minutes) 

5n Cal I group to order 	 8:00

8:05
 

C. I .PL.NNING WORK OF THE FINANCIL MANAGER, contd.
 

5m 3. T.ype. of .inra..Planing 	 8:058:10
 

There are other classifications of financial and other 
plans that we did not really touch on in our previous 
workshop. Let's discuss the following five basic 
types of planning with which financial managers need 
to be concerned. 

o 	 S:rat:egic planning
 

o 	 Operational planning (discussed in earlier 
wJorkshop) 

o 	 Project planning (discussed in earlier workshop)
 

o 	 Contingency planning 

o 	 Fai.l--safe planning 

We'll take up each of these in turn.
 

10m a. StrAtegic. Plan.qinqL 	 8:10
8:20
 

Many persons like to use the term strategic
 
planning (which is based on usage by military

organi iatF ons) . 

Query: What does the term "strategic planning" 
i di c a te? 

Answer: Leader to note responses. A good answer
 
follows: 

o 	 The term "strategic planning" is most often 
used for plans that establish the nature of 
thu organization, its mission or purpose, its 
long-range goals, its long--range programs, and 
its long-range financial plan for achieving 
I-.hem, 

0 	 11 s,-,rms clear that what those who use this 
term are rally saying Ls that strategic plans 
are very import!anL lrgr.-rAne..plans that-
deal I Milh bsic and significant elements of 
the 	 rirg ni/ li nn's actiuitu ies. 
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For purposes of this workshop, we might define 
strategic plans as 
those p].ans that estab]i sh
the mis;ion or purpose of [he organization,

its long-range goal.s, and its long--range 
programs and Financial plans for achieving 
them. 

Query: What are examples or str'ategic plans? 

Answer: 

be] ow. 
Note responses, One example is gi ven 

S A str'aLIgic plan for a local authority/ is one
that: I.ndicates what: i I: wi l seek to achieve,
at what costs, and with what resources, to

prou'de for needs 
of- the wanaWLh i uver the 
rena:i nder of [hi s centr ,y. 

Discus sion 
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10m 	b. QOpraA i.l nqnaing 8:20-

Query: How might. we define "operati.onal planning"? 

Answer: Leader" to note responses. But i.t seems 
obvious that. when we use this terim, we are getting 
much closer to our actual work objectives and 
activities. An anstAjer might be as foil ows. 

0 	 OperatlonaL plans are plans that define the 
more imwudiate objectives, work programs, and
 
budgels for the recurrent and ongoing work of 

the organizat-ion and -iLs deparment.s and 
sec Uions 

Query : What are examplos of operat:ional pans? 

Answer: Note responses One example is given 
below. 

o 	 An opera.tiona pl[a-n for the health department 
is a plan tha t spells out what it will seek to 
achi ev, at what. costs, and with what 
resour': , to improve its prrvent iv and 
cura...ivry programs in areas of human disease 
and malnutrition and of animal diseasas over 
the period of the next. one or' two years 

ft may be in, orosting to note that mil itary 
plannersr place great. emphasis on the above types 
of plan n L q hey use the terim "strategic 
planning" for the overal.] "great" plans as to how 
major resultslewi.ll be achieved, they use the term
 
tacticcal ptanning" for, what. we are here referring 

to0 as "operati- oneal planning", i,e . for our 
suppor "iing, mon'e imme'diota plans that help us to 
accompiisth our sLrat.-gic goats. 
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1mc. Proj-ect.__Pl hrnmg 
8:30-

Our ear'liar, workshop did, cour'se, 8:40of discuss 040 
project plann.ing, In Fac:, one Lheof Fir st:things we pointed out. was that we nedr'd t.o beaware that: we imiust: plan boLh (1) For ourorganizatiron as a whol e and (2) for .individualprojects. 
 We wre caref u] to draw our examples
from both areas,
 

Query: llow riight. we defrine "projoc 
 planring"? 

r er!
C 5s Note responses - bi.It: On good dolj I:iiinis as follow!s:
 

0 Projec(t planning is 
 planning for a sprcific:proj ,C [I is usually deFi nod as plana [hat:has a ispec ific beg rririni g and cump.lItion,
ser'vos a onique purpose , and ot:en bu rot.alwlwaJy nvo lves capi I oxporidi Lures.
 

Query: What 
 aire 'axmiples oF project planning? 

Answer: Many examiiples mUwill be gJuen. Onecarefully s IatIcd oxalmp I Is.'Osa fo llows: 

o A pro-je(:t plan for cn:rrs rur:iorn of a neolmuricipal. bus park wou]d include the design of-Lhe bus park, :i ,s capilal c:sls, its annualoper'at-irig cost:s arid ox pecLed rev urmo .s, an'id i t:s
mode of oper'ati ons. 

We pointed ouL that project p]anning is muorelike]y Lr haive a FiniLe heginrnrirg and endirig, asingle b udgiet: enc omipassirg th:te eiitMire eFfort:, arid 
the lik ,.
 

Too ofteTn, th,. onlIy real 
 pl narin l o calauthorities (arid ot hers) do is For caipital.pr'ojects. too often, lo al author'ilies Jet theIImuch vastir rainge ot ongoinrig ac Liu t-ies simplycontinur' in their u'] -.iworn paths without. muchreal Imiahnagemiiitr : at ti:nt ion. 
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15m d Continqencv Plannin 	 8:40
8:55
 

We also did not discuss contingency planning in
 
our 	 earlier workshop. 

Query: What do we mean by contingency planning? 

A)nswler : We irean planning: 

o 	 not for what we expect to happen 

o 	 but: for- what ccriceivably might happen outside 
our, basic expectations, i.e. for
 
contingencies . We plan now for tne act ions we 
will take in Lhe future if the contingency 
should occur. 

For 	 example, planning: 

o 	 for survival during a nuclear attack or a 
severe earthquake or other natural disaster, 
or 

" 	 for the situation created when someone 
adulterates with cyanide our sales product (as 
one or more people did with Tylenol capsules 
in the Uni Ld States a few years ago). 

We are saynq tio oursilves -- in ,dvance -- that 
if such and such happens, our reaction --- and 
actjon . will be to do such and so. 

Querv What: itre some examples of contingency 
planning -in e -.ocal author it-y? 

Answer : . (ad' ir o te anrnss . One exalnpi c is[-: an 

gi VOn beloW
 

o 	 A plin for adapt ing and redlc-ing the scope of 
the housing( (, tt- 1 itru c ton program if,cors 
during i t~s construct iol, actual resources fall 
,hort of tho. anticipat:ed. 

DiScL,:ISS]0 0 



__ 
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10in o. F[ail-..safe Pt;an n.ng 


:5
 
Ef __ 

8:55
Let's talk 9:05a morrent about Fail- safe planning,This is term
a that: 
has gained currency in [his
nuclear age. 

Query: What- is the definilion of 
"fail--safe"
plannirng and what: di slinguishes it: From 
contingoncy planning?
 

Answer: Fail-saFe planning i. planning t:hat.invol vO 
 actions 
and expeniditures 
of resources
that nw !
are Mntended t:o put us in a betteor posit-ion
if cuents tt--r t:.urn out to he mater'iallydif:f,:rent f rom whatw i expect. We decide t:o incurthese exprinditures now for something weexpect: to happen j-
do not


Ke.. 
in one sense, likelycomp lt-.y was 
-tirngthis morey, lhis is becausethe cosLs to ofus responding should 
the
unexpicted euent later occur would be so great. 

One good example o.t fail-saFe plannirngpurchase of a " 
is the

if risur'ancefani ly shoul d polic:y to protect our,w, die beFore our 
chil drenu are

raised and w, not ha e ot.herwis prouidod
adequat:ely 
for t-hem arnd our wi-Fe. 

Another exaumpl e of fa:il-.safe planning mighl be ifwe expect- to 
k ,,',p
our. job 
as an accounting
instructor 
but go ahead and spend the time and
noney 
to get: a ceor't-ificate permit:tirg us LeachLo
mathematic., -in coo;p, we are no longer needed inbusiness 
educatiorir. [F our' basic plan fails, we
will sti be safe or-, at: least, safer,. 

[he two disl irtictions be wieen (:o11t irugi:,ncy andfail-safec pl ann iniig are as fo]lwh.-


O Fail [ afe planning i,% not 
 int:ended 
to dealwith ordinary r'isks that 
may be encounL.rd, 
as is 
cont ingerncy planring, but: inst:ead with
extrair(drinary - usua lly quite unlikely 

r is ks. 

taill .,saf.plainiing will involuv:, signif:icantexpend it ur:s r"eso;ot IJurces LhaL Iost1 likely.[ywi 1 Ilot r'i"..ult in any dir'ct benefit, w rer'easconl inoi'pri(;i plIr in g usuall].ywAI-i not:11 i.nvolv)e

Sl(h ('xpi'nd it iir'e... 

http:encounL.rd
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In contingency planning, you say that this is what: 

we wil . do later if we encounter the possible 
contingency . in fail-safe planning, you say that 

this is what wie will do nopq to put us in a better 

position to deal wit:h the unlikely contingency 
should ii occur. 

The idea is that wiLth the actions you take under 
fail-safe planning, you wil.l still be safe even if 

your has ic expec tations and plans fail. 

Query What: are some examples oF fail-safe 
planning in a local authority or a ministry? 

given
Answer's: Note answers. One such answer is 
bel ow. 

o 	 A fail-safe plan might be one to increase by 

50% the budgie t for building a highway overpass 

to permit it to handle four lanes of t.raffic 
rat her than Lhe expected two lanes .- because 
of the uniikeIv but conceivable possibil ity 
that populatlion growt:h and nat:ional highway 
planning wiII result :in a decision by the 
appropriate ministry to expand the highway to 
Four lanes by 1995. 

Discussion.
 
. o.annna-.-Ref or' to tem! H1 21: o 

init.:iorns and Ixamp los 

Item 12] defines and illusLrates each of the above 
Flive typos of plans. 
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5m4. Plannin Jor _qAAnni. e s eAspcts o. a .Loca.gh.-is_ 9:05
9:20
 

It is irrportant to plan for all aspects of a local
authority's activities. 

a. lanning_ or Ca.R tal rojc.s 

Query: What are some examples of capital projects 
For which plans are nucessary? 

Answer: Leader to put responses on flip chart.Among possible responses are t:he fo]lowijng 

o Markel:s o Roads 

o Bus Parks o Town Hall. 

o Slaughterhouses o Stadium 

o Housing o Etc
 

o 
 Water Systems
 

Discussion
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b. 	 Planni.n fpr _.O.j.raL- g.£iv es_iti 

But many of us don't recognize the equal -- or 
greater . :import-ancu of: planning for our normal, 
on-going operating activities and for, 
administrative and Financial support to them. Or 
we only give l.ip service to such planning. 

It was the in-:'nf: of the w^orkshop on Planning and 
Budgeting to place perhaps its single greatest 
emphasis on the point that: 

" 	 while cap:itat project planni ng is very
 
impor tant,
 

o 	 even so, good planning is, to a far greater 
extent., r quir'ed for ongoing programs and 
activitLi (including admi.ni strative 
ac tiu-i~t-.es), h.s is because this is where we 
collect the most. in resources from our local 
wananchi, spend the most money, and have the 
greatest local. impact. 

Query: WhaL are some examples of: og_.ing 
oper;ting ac vMiti.s of local authorities that 
should be p1annd For'? 

Answer: Leader Lo put responses on flip chart, 

Among pos.sible answers are the Following 

o 	 SecuriLy services o Bus park operations 

o 	 Fire services o Slaughterhouse 
operations 

o 	 Heal.th services o Housing operations 

o 	 II ghway o Srt-rag operatiins 
main tenanc e 

o 	 Recrea Li onal o Water system 
services operations 

S [ducal ion programs o Etc. 

o 	 Marko: op-ra Lions 

Discussiorn
 

http:tiu-i~t-.es
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c, Plannig For fldministral:.ive ard Financial Sl..uppork," 

Query: What 
are some examples 
of adinistrl
financial ive andsupport actAiNtiAI-s oF local auklhor'iiies Ihat
should be plannedfor.?
 
Answer': Leader to put responses on flip char .. Among 
possible answers 
are the fo[lowing. 

0 Administrative supports
 

-- Human resources 
-. personnel neds 

- Tools.s -- equi pnent requli remenrlts
 

- Software .- su~pplies 

- Util.ities 
- for the town administralion 

- Facilities . buLldings For administr, uestaff and physical oper'atLions 

o Financial requirements
 

- Budgeting
 

- controls
Improved over revenie gener'aI ion 
and colleclions
 

- Improved manag,:,mun 
 of local aul hor!j Lyexperdi:ures 
and controls over them 

- Borrowings and repaymnls by 
the local. 
au Lhor'it y 

In our previous workshop we asked 
thr'ee (luet itons 
pert inent here.
 

Query: In 1h, typic:al year, are the most human andfinanc-ial res;ources deuoL.d by
to 

Mhe local authoriVty (1)capital projiils or' to(2) operatigri program, a idadininistrative 
 uppiort livi [ i,;'?
 

Arisiwer' t
I he answker wals that I he os.t r'esource(s ar'edoed to operatL~ng pr'ograns and adinirati.:r, live
 
support ac ivi is.
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Query: )o the local authority's expenditures in any 
uHIu year" typically have their gr'eates t local impact on 
a local resident: as a result (1) of that year's 
c apil vxpi, (2) of its broad, ongoingi pidiur . or 
prograis of arid ,xpr-ridi t:ur'es for local services and 
ac:liuit ips? 

Atn ,ier': Ihi answer" was Lhat the greatest impact from 
I:h; Fypical y'a.r''s e;,xpendit-ures will be through the 
broad )n (l riq pr'ogr'amis of local services and 
acl iv iioe . 

Q.ier'y: Whr'i,, ihiri, in develop:ing good long-range and 
short -rang, plans, including financial plans and 
budgets, sh(ould then greatest att ention be given in a 
typ icalI year!? 

()nslwr': Hlh, answer was that the great.est. attent:ion in 
plannng o.uld b, givr to the broad, ongoirg 
progr'm. of ]ocal sIervi ces and activi ties. 

Rpfr' to [-eii # 22: "Planning Responslitie'--s- of 
local il uthoor'itie " 

ltin #/22 ,,elks to illuiirate the relative proportions 
oF at tnori tihrt should be given to various aspects 
of lo(:al authority (:oncerns. 

Make cl ear I hatl we are, not asking whether the local 
authority's spect:rum of capital Facilit:ies (market: 
st;r'ucto r 's, slaughterhouses , etc.) have a greater, 
imi:)t(: I tharn a s iril l ear s r''(:ur'r'orit: expendit.ures. 
nn.t ii wi' arpi as kig wlit fr Ihe (limiterd) 
-xpn. utires fur capitala projocIs in a given year have 
a,qrPi :e iipoic than the (vua tly gi'ltitr') 
"xpeod i ores thait s;aiii year for thte dpi iery of 
sirvi ci'. thIruigt l r'icirrent iudgi't 
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D. THE ORGANIZING WORK OF rIIF F--TANIA'__M N
 

Once one 
 has developed 
the plan for Lhe work to 
be done,
the next logical step tois decide on how to organize
get t:he work accomplished. 

to 

Query: How night we define t:he maragement Function of"or'gani? i ng"?
 

Answer: Leader to 
 note responses. But the answer we
seeking f:ollo s. 

are 

o Or'ganizing is grouping the work to be performed inlogically-related categories 
so that it: can beaccomnplished efficiently and c ffect~juely.
 

Query: 
 What are the three basic act ivit-les or stepsinvolved in the mnirnageie nt func Lion of organiz ing? 

An swer : the three basic actiui ties are as Follows: 

o deVueooping the organizaLion st ructur'e, 

o de egai:. irg the work to peopleI[, and, 

o defining Iinp staffand relationships.
 

We wiIl discuss each 
 of these in 1-rn. 

1. Struc.Iur Ing I he Wnrk IeIo Perf or'ired 

Ih, First: ,major aci.vily of 
organit;rq 

Ihe, iianag elont Functi:ion ofis deuelopin the (or'lanizalion structure. 

Let's look Fir'sL at what: delnriines urganiza-ionstructuore and thon atl ofI/pos structur'es 
15m a. .ropUjprg Wor k t l. .erfornd 9:20-

Query: What is 9:35UP princr(:i p ] consideraLion thatdeteirinsir ; organ iz/al ional .truclure? 
Answer: What iur, oLher answers may be giun, besure to focus ,~major alttlnt:ion on the foIlowt ing. 

., l1t chiraclerio l ii.:. 
don, and I,, r stul s I he ctii,-ved that 

o 1 of the work to be 

d otrmin , orq nji/rani-il i/ str'uctIuire. 
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o 	 We should be extremely clear that what one is
 
doing when one determines organization
 
structure is organizing the work -- not
 
organizing the pe.opjle. 

Let's be very clear about this. 

Query: There are 25 to 30 or so of us in this
 
room. If were 1o ask one of you to organize us 
into a hierarchicil and departmental organization, 
what would you need to know? 

Answer: You would need to know what we were to 
accomplish and the various types of work to be 
performed 

Query: But if I were to ask you to organize 20-30 
position slots t:o get the work done in a 
treasurer's department. or a road department, could 
you 	 attempt to define such an organizational 
structure -. and why? 

Answer The answer is "Yes" --- and the reason is 
because you w3uld have some idea of what we are to 
accomplish and the various jobs that Would need to 
be done. 

Most local authorities are organized in rather 
similar ways. So are most railroads, most 
broadcasting companies, most advertising firms, 
and most oil companies. [he determining factor is 
what -is the bost. way to organize the work to be 
done. 

Query: If we consider a large, international oil 
company that is Fully in t:egrated ---- i . e. , from 
finding the oil and getting it out of the ground 
to the selling of the peLroleum products to 
consumers - how might -it be organized? 

Answer: Most: Ilkely iL wil L have: 

o 	 at the level of line operations: exploration, 
production, reFining, logistics, (moving the 
crude oil arid refined products among various 
locations) , and marketing divisions, and 

" 	 at the level of staff divisions; finance,
 
personnel, legal, public relations, and
 
oLher s, 

because this is the work to be done. 



- 50 --

Query: How might: a large adver[tisirng firm be
 
organized?
 

Answer: 1he advorti sing firm might-we]l havecreative, mrar'ka: ing and produc t-i.on line or 
operat ing djuivior;.- as we1. as some staff7 
divisions of 
 lawyers, accoun-anLs, 
and Ihe like.
This is, aqin, because this is the work to be
 
done.
 

So w: may conclude that organ]izaLion structur'e
bAsed on the, groUping of w ork 

i.s 
to b done int

W Ygc. ies foractegr of F i ci ntan effectiue a_ !.P...cgn
is hrneri I:uf O g~ Z ii i goal[s arid"........
obji,"ct.iv_
,.ga 
 at i"i 1 ..................
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9:35lOe b. rypes -9f (Mron 
9:45 

lhert are sever'al types of basic organizational 
patterns. 

Query: What are the two most basic types of 
organla: ional pat:errs? 

Answer: leader to note r'esponses but to guide the 

discussion to a recogniLion of the following two 

caLegori's: 

o 	 organi/ation based on the types of 
proFessional work to be performed, i.e., 
funct nal, and 

o 	 organizaLion based on the results to be 
achieued , duis ]onal. 

Query: What are two other broad types of 
organizat iona. patterns? 

is as follows.Answer: the answer being sought 

" 	 organizat-ion based on an ad hoc task to be 
accomplished, i e., project organization, and 

o 	 organization also often, but not always, 
organized around a specific task, I narix.e , 

organ .iz a ti o n. 

L.et's look briefl:ty at these Four types of 
organ.iz ational struci .ires. Please be aware, in 

advance, that ofIt n a sin]gie organization such as 

a businss firm or' a local authority will make use 
of more thar one t:ype of organizat:ional pattern. 

lOre (1) Func t i onal Organiz.at-ion (work t or.[ned ,m 9:45
--- 9:55
 

Query: What: is Lhe definit ion of a 
"fun(. t i o al organiztat ion"? 

Answer: I: is arn urganrtizalion structured 
ar'ourd1 th typos of (pr'of:,osirrta]) work to be 
pe ()r'med 

http:organ.iz
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Query: What are some examples? 

Answer: Some exarmp]es are the following:
 

SThe line structure in the 
 oil companywhere the work to be dune is finding oil
(explor'ation skills), refining andproducing oil products (productionskills), seling the product (marketing

skills), etc, 

o Some organizational units in the localauthority where the work to be done iscontrolling the money (finance/accountingskills), technical project development andmanagement (engineering skills), etc. 

Discussion
 



- 53 

15m (2) Divisional Organization (results to be 9:95
10:10achi.e ved) 

Query: What do we mean by a "divisional
 
organization"?
 

Answer: The divisional organization is
 
usually organized around the results to be
 
achieved. it would not have just one type of
 
professional skills. Instead, each division
 
would more or less resemble a smaller,
 
self-contained organization capable of
 
operating more or less independently of others
 
at its level.
 

Query: What are examples?
 

Answer: Some answers follow:
 

0 	 In the radio/TV firm, the organization is
 
likely to be around a major segment of the
 
market, such as the news division and the
 
made--for-TV movie-and-documentary
 
division. Each such division would be
 
staffed with finance, T.V. production,
 
marketing, and other technical skills.
 

o 	 A large conglomerate company is likely to
 
be organized with major divisions for
 
major products such as ocean shipping,
 
inland transportation, cigarette
 
manufacture and sales, and the like.*
 

o 	 A large :international bank may be
 
organized geographically, with divisions
 
for the U.S., Canada, Latin America,
 
Europe, the Middle East, Asia, and
 
Africa. Again, each division will, in
 
turn, be made up of functional departments
 
of people with the several. types of
 
professional skills needed,
 

o 	 The local authority may include units such 
as social services and parks and 
recreation where organization is more in 
terms of the resul-s to be achieved than 
of the professional background of the 
s taff. 

lhis exampe is R. J. Reynolds. 
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Please note again the dislincLion between: 

0 	 the funcLJonaJ organization where all
lawyer's are grouped toqether as are all 
accountanLs, all marketing people, and all 
engineers, and 

C) 	 the d.ivsirn! orgallaij n Jwhpr'e eaclh 
major l ire diviAWun has it, cdre of, 
e.g., ] IIII s accountants, m-r'ki. i nq
staff, anrd(1 Her'e,PllIler's 	 LA,
organ iz t i rl I pri nc i Ie I ' the r'esui f.s to
be achiuued, For 'Px{lpl.e, IllalllfacLure and
sales of diifluring DriodiucL s, or more or,
less integrated uper-- Lions fur each of 
seuera] separateP g'or'aphical areas. 
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lOn (3) Proj ect Orgarizat.ion 	 10:10
10:20 

Query: What is a "project organizat:ion"? 

Answer: A project organri.zationi is a group oF 
people, pulled together to accomp.ish a par'ticular, 
project or eFFort:. Ihose people are usually 
more or.-los ful ly doLached from their norumia] 
unit:s fur' Lho dur'a ion of pr'oject. Such an 
or'ganizat ion is t.Vpi -callVset up on an ad hoc 
basis as need aries. t oes oFa [ tihe'n out, 
existence iho ' its.5 nit ital object ives have been 
achieved. 

Query: What is an exauple, of a "project. 
organi/at ion" Y 

Answer": Soi' ie.irts or'seI f oas olw. 

* 	 he Manhaltan Projeict set up in the IJnit:ed 
Sat.les durinq Wor'l.d War' ]] to develop the 
Fir's. atomic boIib 

* 	 Ihe or'qanizali 'n ot hal a millior Ii ip.inos 
set up in Diecenber and January 1985/86 to try 
to assure fair' elect ions in the Philiippines 

* 	 A I:ask Force satL up to pr'iepare a nalional 
fIive-yIear' plan - in which he staff mmersbers 
are (et:,chled fr'om t:heir normal unit:s and 
asignod on a ful-I -pi e has:i s for a specific 
period or I. m:' 
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lOi (4) Matrix Organization 

10:20-


Query: What do we mean by a "matrix organization"? 10:30
 

Answer: 
 A matrix organization is 
an organization
in which a project manager is appointed to work
with selected staff who remain administratively
located in their several departments. Such staff
members may Ihe 
members of 
more than one 
such
grouping and may very well continue with
assignments 
for their normal line managers.
 

Query: 
 What are examples?
 

Answer: 
 Some examples follow:
 

" 	 It is decided to develop and market a new Coca
Cola. 
 The 	company appoints 
a New Coke Manager
who 	is authorized to draw on 
specialists from
existing departments 
as he needs them to

accomplish his 
task.
 

" 
 The National Housing Corporation decides 
in
early 1985 
to form a matrix organization to
plan for and bring about a major upgrading of
its 	computer services.
 

" 
 A local authority sets up 
a team to prepare a
Local Authority Development Program or 
carry
out 
some other major planning or

admin-is trat.ive effort.
 

Query: What differentiates project organization

from matrix organization?
 

Answer: 
 While these concepts overlap to 
some
 
extent:
 

0 	 The prject manaaer may be given complete line
and 	administ-rative authority 
over the staff
assigned to him. 
 The 	members are likely to 
be
assigned on 
a full-time basis. 
 His 	project
will usually be limited in purpose and time
with 
a specific goal and a fixed beginning and

ending,
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The mat iax.mnager may share authority over 

the special]ists he needs with their normal 
line managers . hies,= .[aLter managers may 
retain all. administrat-.e personnel functions 
such as eualuation, training promotion, and 
term:i nat.ion . he spec'ialists on whom the 
matrix manager calls jill normally cont.inue 
wi th ongoing work for their basic 
departments . They may even be part of other 
matrix groupings. As such, these spec-i lists 
may actually report, at any one time, to two, 
three, or, ocrasionally, even more matrix 
organi/,ilion managers, Each such group's 
effort may be ongoing, at least over a 
cons iderable period of" time. For example, a 
matrix grouping may be assigned the general, 
function of new product innovation or of new
 
market definition and may continue in 
existence for years.
 

10:3015m MORNING BREAK 
10:45
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15m (5) Local Authorit qanizatial Structure10:45-


Local authorities are likely to organize in most 11:00
 
or all of these ways.
 

Query: What are examples?
 

Answers: Several answers 
follow.
 

o Council. committee structure is likely to bediiv is.io.na.l: organized by results to be
achieved in finance, social services, public,
works, etc.
 

o The treasurer's, engineer's, and public
health departments are likely to representfunc t-ion.a] groupings, i.e., organized by thetype of technical work to be performed. Theparks and socia] services departments are
likely Eo be more divisional .more largelyorganized by results to be achieved than bythe functional or technical work to be 
performed. 

A matrix or'ganization under the leadership ofthe treasurer or clerk may develop a LocalAuthorit.y [evelopment Program or put together
the annual budget.
 

" Local. authorities typically do 
 not appear tobe large eo:ough to establish formal proj.ect
teams with staff more or less coipletefydetached fr'om their previous departments.
However, the City Commission of Nairobi mIght,for example, do so in connection with planningfor major computerizat ion or some otherspecific, v-ry major, and long-term t-ask. 

such 

Refer # 23: .oto Itern Groupin.. g theee Work 
PeFor ned D)fin iions , _Fac ors and-Exa n les 
Iten # 23 illustrates many of these above points
and examples. 
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11:0015m 	 c. Span of Control 
11:15
 

A major consideration in developing organization 
structure is to decide on span of control. 

Query: What do we mean by "span of control"? 

Answer: Span of cont:rol refers to the number of 
persons and scope of activities for which a 
marager is responsible and accountable. 

Query: What is the ideal span of control? 

Answer: Participants nay suggest 3 persons or 5 
or 8. However, as is so often the case, the 
answer is that: j:..de.pends, 

Query: On what does the ideal span of control 
depend? Expla:in your answer. 

Answer': Ihe controlling factors appear to be as 
follows: 

o 	 The complexitty of the work 

" 	 The ext:ent: to which very clear and 
understandable poli cies and procedures can be 
defined and communicated t:o sarue as effective 
guidelines to the work staff. 

o 	 he degree of independence within guidelirnes 
that can be allowed each worker 

o 	 The impact: of good or bad performance on the 
oyeral organizaL ion 

o 	 The abi.lity ot a manager to physical ly oversee 
the work staff 

" 	 lhe .siz, of the organization and particular 
func i: on 
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For example:
 

o Spans of control of only two or three persons
 
are not unusual where creativity is essential
 
such as in advertising, art, and the like.
 

o Spans of contro] of as many as 1.5--20 workers
 may be appropriate where each employee does
essent:ially I:he same 
:hing, the work to
done is re]a tive 
be
 

y s:irip] -, and it can
easily ouerseen by 
be
 

one person, Examiiples are
work by a road crew, accoLintant s, rmra:i
1 ordei
staff, salesmen, and 
Lhe like.
 

Where
I a particular grouping of people is quite
small, eg. , a seni or at tor'ney arid one or twojur ior alttor'neys, it may not be possible toorgan ize the 
unit so as I:o prouide tts manager
with as broad a span of control 
as he could
 
o . ho r'wi se haid e.
 

Query: 
 What is usually the proper response to
 
such a si Luai i n? 

Answer: leader to note responses. HuL the proper,ansiwer is that in such cases, the Irlarager wi 1usually perform much ]l-oss 
mrrnagelrent work and muchnore teclhnical, opera tionial work than if he were
sLiperuisirg a much larger unit-,
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l0im d. Levels of Organization 11:15
' 11:25
 

Another, question relating to organization
 
sLuructure is t:he number of levels to be 
es tab] is hed, 

Query: How right. we define "organizational 
1ev el s"? 

Answer: Ior purposes of: this discussion, this 
concept: relat:es to the members of levels in the 
hiertirchy from the top executive to the 
lowest-level worker. NuMber of levels is a count 

of' the number of reporting relationship from top 
to bottom. ([t is not the number of government
 
grades or of ang other such factors that attribute
 
rank to individual positions).
 

Query : What are some of the potential 

disadvantages of a large number of organization 
levels? Of a very small number? 

nswer: Fhe ans;wers should deal with the 
following points: 

o A large number of organization levels: 

- increases communication problems, 

- places key personnel several levels away 

from top.-Ievel supervision, 

- can result in unC!er--employment of 

supervisory staff, and
 

- can result in excessive redundancy and
 
inefficiency.
 

o A smal . number of levels 

can resu 11 in too heavy a management 
responsibility on managers,
 

- can over -extend managers in regard to 

their abi liyi to provide competent 
technical supervis.on, and 

can result -in inadequate direction to 

excessively large staff groups. 

Lxplain, L,ith examp]is, the above points: 

http:supervis.on


-2 -.
 

General Electic Company had 
17 levels oF

organization in 
the 1960s. This was reduced by an
aggressive vice--president: for organization and
administratiorn to just 9. The result was a far
 
more effect:ive e:fjieint, 
 and profi t:able
 
organ zation.
 

Query: How many persons does the typical managerin a local authoriLy supervise? What: are examples
of extremes, iVe., (]) one over one and (2) one
 
over a great many?
 

Answer,: Note answers with examples. 

As point:e'd out an
in ear'l ier workshop program, 
some local auLhorities have excessiye number ofan 

oF organizal:ion leu? s.
 

" 	 The 
treasurer, reporL:ing to the clerk for
gereral administrat:-iv e direct:ion, may 	d:irectly
super'vi; e only a deputy treasurer. 1he deputy

tre:?asurer iiiay only super'v ise one 	pir' son 
r'espors ibhle for audit and another r'osponsibIe

for 	account:ing. rhus, st:afft:he member
 
resporsib e for full- time att .ntirn to the
ext:remrly important functLion oF geLt 	irig in the 
revenue may be the
at fifth or'ganizati ional
level down st-arti: ng UiLh t:he cerk and t:he
fourth startirg with the treasurer. 

o 	 [f one takes into account mar'kel:
 
super'iniendant s 
 arid market masl.rs and like
posiLions, it is conceivable that a local 
author I y may have near'liyas many
organi zat ev asI ial I is a huge corpora lion. 

Query: What is the organiltianal pat errn
 
regar'ding number of 
levels that: always r'aises .heillOS I. gint~l:1[ i ri ;'? 

Answer': Ih a si r i s alwaiiys I hi same: Iti s the ono- v r "nio drr'iriii(oit: whore a boss supor'v ses 
oniy ori- pprri. This pal I,'rn is, 	 of course, Soon
inr cl ,utho~r'it~ies.
a: 


Query: Wha t -ri'xiI over'f-c1"i:' nu:. at' o-r' 
(ur'gariz l-icnal pe I ,r'iis in Ical 	 aulh r-ioips? 
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nnswer: Such examples as (1) a treasurer with 
onl.y a deputy treasurer reporting direct.ly to hin 

irnd (2) a telephone operator" superuising one 

assistant.
 

Note tha somv such examnples, e.g., the telephone
 

operator/assis:ant, may be urnauoidable, for
 

reasons g:iurn in the earlier discussion on span of
 

control. However, others, e. g., the 
can easily be auoided.treasurer'/de uputy treasur'er', 

ReFer to iou 2. Span of Con tro. n teels of-. ..


withItem 11 21 iI. lust r'a tes many of t-ho.se pcin ts 
exampl es. 

http:direct.ly
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5m 2, DelegAting theWork To e _Don.e 11:25
11:30


The second major activity of the management 
function of organizing is delegated the work to beperformed. Once a we]l-structured, tight, leanorganization has been arrived at, the next: step isto assign the work to be do e to peopl,. This isusually known as delegation. 

Query: What do we mean by "delegation"? 

Answer: We mean taking part oF the work For whichwe are accountable arid asking somrleone else to do 
it.
 

Query: What three term: are needed to fully
define the concept 

Answer: The answer 


o responsibility 

o authority, and 

o accountability. 

oF delegation? 

Follows:
 

Let's discuss each of these briefly. 
lOre a. Responsibiji-ty 

11:30

11:40
Query: 
 What do we mean by "responsibility"? 

Answer: A responsibility is an obligation t:ocarry out a piece of work or achieve a result.
 

Query: Why must a manager delegate 
responsibilities to others? 

Answer: Because he 
cannot himself accomplish
all that he is accountable to get done.
 

Discussion
 



11:40-Om b. uthoriVY 
11:50 

Query: Whal must accompany a delegation of 

respunsibiliity to make it. effec uue? 

An;wr': (tuthoc itLy must also be delegaLed. 

Qu r'y: WhatI do w~e imoal n by "authority"? 

rnswr' Put hori t.y 11o1.n 1 he power' to take 
act-ion dir'nclly or through ot:hers to get: 
rne s1.,1
"I '
 

I1 is:oltin ;a-i d Lhal the almount- of auLhority 
da' 1g- I'cII o ':. i cOlnll rsl aytqc' wiLh the amount 

of r',;p n( i Iti i I y . 

Query Wti,,hat do le moa n by "culnlionensur'ate 

ult hor i lv"'? 

nlnswor Culrs~ur'a. -ut-horiLy refers Lo
 
delgl ion t:o a posiLion of powers t:o take
 

Lo make
ac.-ion thatI are btroad enough in scope 

it p)o-)ss:ible for" Lhe person occupying the
 
posi I ion to achi eue the resolt.s for which he
 
i.s h ld accountab.t 

D:i;c ,,, with eximplps, the pi tfalls of 
de 'qo I ion of author' i Ly t permitinadoqua to 

the himanogen or othhin eillfiitoVno to accomplisp h
 
the r'c',..llts sought.
 

-Ihe iericon Gnr'al Douqlas Macfrthur, during 
t:he Kor'an War', Felt Ihat I.,he did not have 

aut hor'i it comliinur to,, with the res por :i 1ii.y
 
placed on i him. He ti:li i eu.d he could not
 
achi cu, a si tisfta t toryl peac, unls. his United 
Nat ions torco coculJ pursue the Noen h Kore'an 
a~r'mycV ti'yccriiI ticthhol'pnrrir'V'/ st lt'llnt l ine, the 

Yalu Riuer'. Youi may r',ca Il tih L he Look 
llo cr'; in his own hands. t1, Lo k his
 

torco,', I'yoiid th, A, r'o:;u t h was
ltin'. a te 
coiri ' . li [ ci ll Ih a r'ct ,t itl crc'V -djUa ce of a 

uasl tccr'c:o o Ft inc's, I r'c0"lo p . In the 'nd, he 

ii' ci (biiiiwc ro oc h i co anrci h i s 
n.cuiiiInId c.'r ill :hief, I tr'c' ;idconL Har'r'y Frumi-
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Query: Do loca] aLJthority mIndagers soetr limes

feel t:ht; they 
 lack ,ui:thor- Ity commensur'ate 
with the re:sponsib:ilities gjun themrl? Do they
Somti
ri"I-ies 
I:ake maters into Lheir own hands
and exercise authority Ihat i riot Ihe irs?
Alre there any pr'ou i slun For, and instI.ances
of - punishmeunt biinq motle :d out for, such

self- willod ar'oqat-ions of authority by local
 
author it s'
;taff '
 

A1nswer: h a ris& r',aare, of course, "yes" toall oF these querie , Solicit and discuss 
exampl es. 
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11: 5015m c. 0cc o nIabliLlit-V 
Ly. 12:05the termrn accountabi.also mentLonedWe h ue 

Quor'y: What do we mean by "accountability"? 

0co.0Lt Li!.y Lh obligationAinswe r': A b.i means , 


to achiove rosull-s.
 

IF we del uqal.' botlh r'esponsibilit.y and 

collll: n sura toe lU I.hlr'it , IIO ox peC . 
So welihold suIor'd:inatL-sperformanc- .
 

for achioU 1"g r' ut..s.
a ccotuntable 

P -leano niot Ig htIIrL(e]r:en.Im n exper't. are 

that il' (arl, of- course,
(lenr'al t L ill agr'eenltl 

delegat 'eh Il r'.sponsi hi 	 it. V to o wor'k and 
B3tlt wealthor i ty to lake needed cti in. 

weQuery: W:at do we,sayngmearn by th:iat 

We mIoLon that for' work assigned to LS,Answer': 
wo 1uni1 aLCce'I t

h e r'ub.ponlsi b iLyi I ffor, 
ot. L'XC.so ilnndoutu :resul ts. We cm 

il our a(rea ol (:ofo r'rn by blamingpi.'r'f or'LHi . 
holdour' .utbordinai tes, We musL nud shou d be 

,a:L,:,d t.o us if LwLat cou.irit -LI l o Ior' the work 	 d,,l 
t1hat r'u.ponsibi-.iLVQiuo' ex:lIicit Iv accepteud it ,o;nd the+ ,oullh," itV tha.t, co , with 

Quer'V: Whot did thi(, Pr'':;idet't: of tho Japanese 

itIs huge j t. crashedAir']inon,, JAI, do whet n 

nl IMle oF all aboar'd in 	 mid..1986?with loss 

-. even thoughAnswer': I1e r.,i gined his post 

he had ro pi rsonral I r'ole i r i 1min"1eliaice and 

opertion LhL of a ir'(:'at' I. -in q eslion, 

011o ly a tFow'lQuer'V: Whit might he have don 


dLe'cadets (LulL?
 

ta ken hi S ownr I I h 

lifi (di i'mIihoA.L', d h i isill ) to 01.ori fur' tihe 

diSa,.tI.rols rsiult s for' which he hold himself 

Answier' I' )r LL (lL.woLIh,.ve!' 

' aCCont ablIte.)+
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When the 
Bhopal disaster occurred 
in December,
1984. in India, the chair'inan of Union Carbide
irrmlediately accepted full personal]

responsibiiy...Ly 
for the deat:hs ot alli 2,000 or so lndia.ns, fle1w Lo India and permi. Ledhimself to be legal ly detained by the Inda ngover'rnmen t, and con Li nuod to rni.nL. n Lhat he
is and was responsible. 

The corncept of accountability is also why,trad:Lionally, the 
caplain w oLd choose to bethe last person Lo 
if 

leave his sinkinrg ship even
the fault was an error by th, chief
engineer -- or 
no one's AfaMl all. Indeed,

some capt ains have chosen t:o expiate I heir
 
sense ot rusponsibil-iLy 
 and guilt by goingdown wit h ship even wh:,n they cou]ld ha ve
s afel y oat Ion off as t he last person to leave. 

In t:he 
local auLhor iLy, no arlount o excuses -- good or' bad - can A f:ift
the accounLabilit.y
f:or poor' results Fr'om the shoul].der's of tlhe key
 
manager
 " . In act, what. distinguishes 
the men
and women you most adm ir' trao those whom
feel 
are weak and :inladequat , is the 

you 

w:il.ngness of 
the Formnr to stand up 
and say.
"It as my faulI. --
I take full respons;ibJ:ity
this L:ime .- and I'll see to i t:hat: a bet-ter

job is done next time".
 

ReFer to 
 Li n 2_5.
. . [.e..- L.[rig ork To Be 

It:em N# 25 revi ews the major concepl:s we have 
been discussing. 

http:lndia.ns
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3. Line and Staf' 

Ih th:ilrd mI .jor act.-ivitv of t.he managemenL 
FunctLiorn uF urq ni.ilog is PsLadbLi.shing proper line 
and st,aff r'lp.Iir shi.ps. 

15m a. Lj e I,la i.nsh ips. 12:05
12:20 

QLIrI': Wht I ( wi erJ' miea tiyb " inre 

ro.1 a -ion I ipsi i 

subor'di nitt . I I s d.Ir'e,(:ted dtwnair'd t hrough 

sIc: t iuoiV lower'i r'qoirti ,oli.: al l ou [s. 

Qu(er'y: ItI ito tWPMP by "Wi o,rganizttion'"? 

"1 l i Ihtni liin," fur'i cct' pl ishit l Ieh,,s' lir rIIg
C'~Jrc':l I l'l' ii' : i ti tip~i III1 i,i I:O"1.r bl 
pr'ilmary wotr'k "l- Ih orl Sutch
ilqanti/Lltionl, 


f~rornt lin .,Ir'k mlh y Lbe Ill-llta-(:tI.r'irq o r
 wo' 


p:r' uidilnq l:),nkin~q nprluicps': irn a1 []oo r'ap:)hicaL
 

ar . (r, tor lotc l autthor iHy/, it maV beIta 
Ili'l ilit rr u is'q,pr' (uidil l j.' r'i(oi:' 

Iii, i ii , i t '.tJ ll(I i'' <.i .t l l l i I r ll lt I:( 
this is ,I' h , , Il l ,trliits I hbai:.. I, arc 

prov id i h , ,s 'rui i flip ,hnI:hi that 
co'n..lilut~l IlP ha-n ic mi':,s;i~n/lputrl:os.; of the 

loc:al atlhoril V. 

li r' r',ptr'it'ncI "command wthlieni iiit Iied to 

r',lal-i, nlip bp , r i't:p i.' aridL o "priMdr'y 
ii is; i wen appl In rlrgmni/alinl un:i..s,i, ied 


(u'r'y : Id An''o Ixaiillll 's of I ine 
re-,ill irns,l i nd lin, or ltlizatl i al unit',-s 

Answei'r : I 'tin o i o 's . Itl.ollt some 
exampII les follow. 

• I in', rii i 'onshipsincllde: 

I tro s r't.r' I ( S d e ui or' chie fdi'lit.y 
at CiiIi '1IlJI1 rt 

IV;' tir'inicrial I his lot hing staff 

* Lino r'q~aioiiinis or: lude 

- - iiI ' n(ill I 1i11, C nuullbii I Fti ~t-i 

i e' Im.rklilr d ,l.,srtl rl.
 

• -ho ,,']c+uqhlo+r'hotun" ut-t
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1m b. Staff.Rela totoh ips 12;20
12: 35 

Quern: What do we mean by "Itaf12r-ol a t ion s hips"? 

Answer: Staff are those employees who provide
advice and ass tance inis to . and o: her 
staff -. employees. LxamI:).es i at
IranLufact-uring organizat ion are lawyers, 
account.ants, 
and the like. In a local 
aulhority, ,xat.mplos might be an at torney, the
recorJ--keepirg funci ions of the treasurer, the 

son1 in charge oF :)ilrl;onn I or Lho 
es tal:)ii shment, el-c. 

Query: WhaL do Aje m,,:cn by taff-I 
or.(ay z . lion"? 

Answer: We ilan Ithose organ:i 7al.-i onal units 
that are s'l up to provide advice and 
assi .s,tanc,-, to Lhv( l-ine uriLs and to other,
st:atf deparl[onLs. xaumplos are the general.
cO unsl' 's off 'iCP, i I rias irer' of:ffic , t:he'
persontel office and the I[ke,. In a local 
author ity, eX-itam)los [woull b o f ic-s that 
handle iart- and prsonile . 

Query WhatF.re son, exampl is of stafF 
relal:ionslhips and stat! org'anizlational units?
 

trtst ,nr: leactr to trlo : I"s : . FU . soieexample SFollow,.
 
oX dtl I ef5f 1OIA
r'I: ti rnsh: .; inc1u(1t
 

o Staff rota seinnsi irtclttt: 

Fte tre, s..urer i it pr'ovi ding financi al 
advice and stuftport to Fho clerk or t.o 
anothe:r' depirFunirttl head 

- h legal off-icer In the clerk or, 

IQ' tabI i len .:' offI tof f:i cer 
departm':ienI'I: oadi]s
 

http:LxamI:).es
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o 	 StafF or'ganizat:ions includc: 

.... The supply department in the military
Forceis 

lhe I 

- [he per'sonnel o- est:ab lishinent unit 

Refer to Item I 26: Line and Staff -

.. 	 I,g off:i ce 

Item // 26 s urrrar'izes the concepts wJe have been 
discussing and presents examplos. 
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lOm 4. Oranizaton oF the Local Authority for Financial 12 
Manageon 	 I.12 

Most or al. of .hese concepts of or'gan:iz, 'i ion are 
applicable to local author'ities.
 

o 	 fs noted above, we can find examp]es of' 
functional, divisional, project, and matrix 
organizational units. 

o 	 We can, of- cour's e, also f i nd examples of (1)
staf f and l-ine pacsitions and (2) staff and 
line oargan:izationalI units. 

0 	 And we are constant y confronLed by the 
questions of the delegation of responsibility, 
(2) L.lhP d a lie_ at.-i O' of corriiriariscurate authority,
and (3) the accouniLabiliLy For results. 

What. is important 1o us here? 

0 	 We need o deter'ir-e the L coherent and 
sensiblie, groupings of wor'k and make them the 
basi.s For' noir' or'ar i i zatioral s Lruct ure. 

0 	 We rnus L iiake ci 'cir" and specviri.c deI egat-ions to 
oLher's so that iwie iwi I I have 1 tiIe .o 
pert or'ii our own tiasi C r ole as lianagers, .', 
get:t:ing work doiie through and with ot:her,
paeo p] e, 

o 	 We ml. keep cl ear the que'stionr of line and 
staff. We iust hold line pe:op[e and 
or'(anial l.i{onai inits f,r'esporsil eIr,or 
ac:compl-ishirg t:he primary work of Lie
 
or'garnization. We mui.ist ho]d sLaff people arid
 
uni I.s r'esp'r; i h 1 For providing suund advic,
 
arid cis . lic', And lil b re t hal our,
j I is . we tie i 
staff pup 1e do riot mis take LOhi r' r'oles and 
heg 	ii In ovxenrc i, liie lut horiiti. 

lI 	cha I l'il e to is, of course, is I ao ' t i nlial1. y
reappr'a.i '.i, arid be ipr':ar'e'd to revi se' our 
organi at i on ,%I ruc tire so as to i iiipr'ove ouir 
abi 	ily/ Io achi ,v:, our local autlority's is.i50
iii 

goa is, anid't j ect I vis. IFhp r' ar'e manyr areas for 

mpriment jopossible
e'xer'cise{

- , i 
lot 

v 
usl-' 

':.ui' 
ju.st

efior to nxti
 no~ te Iwo.-)
 



o 
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Would local authorities be able to provide 
better management of their business-type
 
enterprises such as bus parks,
 
slaughterhouses, markets, stone crushing
 

plants, etc., if a single manager were
 
appo-inted to supervise them -- a person who is
 

trained in business operations and in the
 
to the
provision of: such operating services 


wananchi?
 

Would it be beLer organization if the
 
treasurer were not made responsible for any
 

line operating actiuit:ies --. like markets -

able to frocus h:i.s ent:i.re attention onand was 
'-xc en financial management?providing 

his is, oF course, what he is trained for and 

is primarJ ly responsibie for as per the 
provis:ions of the Local Governments Act, 

12:45-BRIEAK 
2:00
 

http:ent:i.re
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TUESDAYAFTERNOON (180 minutes, including a 15 minute break,
are programmed out 
of 180 minutes,)

5m Call group to order 

2:00
 

2:05 
D. The Organizing Work of the
- Financial Manager, contd.
 

5. Worksho Exercise - Duelop an Ideal OrganiLational 
Stutr for ho aoa n_tl oy 
Divide par'ticipants into groups of 5-7 persons each.f 

Refer to Item 27 WNor'kshop .xercise -- Develop anIdeal 0r_gani z-ation Stru-ct 5 for a -o cal Author-.. 
Ask groups to compleLe exerci sc, utilizing60:0 flip charts 2:0525m Ask group spokesmen to begin reporting on their 3:05
groups' results. 


15m AFTERNOON BREAK 

30m Complete group reports 

Organize each 
of these groups

with each 
(finance 
(2) with 
di fferent 

group consisting of 
commi Lee cha-irmen,
participarLs from a 
groups). 

3:30 

3:30

3:45 
3:45

4:15
 

"diagonally", i.e., 
(1)
 
persons from all levels 

clerks and trea drers) and
given local authority in 
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E. TIE STAFFING WORK OF TIHE FINANCIAL MANAGER
 

With the plans deuelnped and the organization structure
 
defined, we need next t:o put people in place to do the
 
work. Let us, therore, turn now to examining the 
management function of staffing. We will be discussing 
the four major acL.iuities of the staffing function, as 
fo llows:
 

si
o SelrNc ti.nq/rec ru:i ng staff 
, and deueloping staff
o Assigning, orientingtraining, 

o Cunpen sati ng staff 
o Pronoting, Iransferring, and discharging staff 

The First Irmajor act iuit y of the management function of 
staffing - ,, cLing and recruiLing staff. Most of 
I:he people who wA.Jill do the wor'k of our local 
authoriti..e s over t he next few years are already in 
place. But for' Le purposes of this workshop, let's 
start a[ the beginn:ing - i.e., with recruitment. 

5m a. Rec;'.rumi.. t: Sources and Means 4:15
4:20 

1here are two basic places with reference to
 
our .rg._iz t ion. Io look for' staff. 

Query: Wh.,r'o are Lhese two places?
 

Answer: Ihe two logical places to look for staff
 
are as follows: 

o inside our or'ganization, and
 

o outs:ide our' or'ganizat*ion. 

1OM (1) RecrL tment f.ro Inside .. Authority 4:20the ocal 
4: 30 

Su it. l :' sta.f f can uften hc fount within 
Lhe lo :,1 aithori ty b)y iio solS Ir'lsv 
or pr'onmo t.ion. (fIor the h onl t, :hp: . 

shou ld . Iit t l ) o 3 (Wul n ,,1iI!,3i i reivi t d 

r:lI (r ( uni(:ssi r o((311 '- [ : 'oh :L 


Qu'!r'v/ What. ar'e the, Dot:c'ntiai a:do.er .agas 

ot s - c ting siaff from .inside the 
or'o n akrin?
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Answer: 
 Such answers as the fol[owaing:
 

o Be:ter rounded knowledge of the candidate

o 	 Famili.arity of t:he candidate with the 	local.
 
authority's needs, prob]ems, wor'k, and people 
-- i.e., a shorter or LenLation and training
period in the new job w:ill, be 
required
 

o 	 Reward to indiuidu.l employees For 
past

excel]ent perFormance
 

o 	 Encouragement to 
all staff to work better in 
hopes of future promotion 

o Etc.
 

Query: 1What are 
the 	potential disadvantages inselecting staff from inside the-orgJarmaiz-ion
i.e., the dangers that must be guarded against?
 

Answer: Such answers the
as Following: 

o 	 The candidate may 
not be the best available 
for the opening. 

o 	 Possibility of the deci sion being influenced
 
by Fauouritism, nepot ism, 
the influence of 
cliques, etc. 

o 
 Loss of the fresh perpecLiue and, often, the
enthusi asm that might be brought by a 
candidate from outside the 	local authority
 

o Etc.
 

It is of course true that 
Kenya's Publ:i.c Seruice
 
Comrrission is 
resr isible for appointmenLs to
senior pos:i Lions i l ocal aut hori ties. Howeuer,

local au tlhoriLies are alIways able to recommend 
internal staff to such
f-ill uacant positions.
And, oF course, lowor -[-,u l posit:ions are underthe 	 ouverill c:ntrol of the 	 council and its sen:ior 
adlm in is r Lrs. 

)isc uqss iin 



- 77 

ism 	 (2) RAcruitnErt fron Outside tih LocalAuthority 4-30
-....	 4:45
 

Query: What are the poLent.ial adata.qe of 

Fromr outsido the organization?sLaf fing 

Such answers as the follow:ing:Answer': 

Access to a much la r'g:,r pool of La entedo 
persons 

blood" i.e., personso 	 Abilii y to bring in "now 
wiLh fresh per,specLue s, not saddled down with 

Lhe burden of pasL personal relaLionships and 

possibly nogati uo atLiLudos 

" Abilily to a ppoint a much more qualified 

person. For example, imoue of a t:reasurer from 
a a sna ler council to a larger one or' of 

From a bigger council who isdoepuLy Lra surr 
now 	 ready Lo serue as treasurer in a somewhat 

sIra 	 le one 

0 	 E (:. 

are 	 the poLent.ial d-isadnLags ofQuery: What 
outside rec ruitmr.ent? 

Such answers as the following:Answer': 

o 	 Lack of iin-depth knowledge of the candidate 

expense involved ouLside 
existing 

" 	 "limer: and - -in 
recruitiont ur'sus transfer of an 
eiplo yee, 

" 	 lime and expense required for a profesiona] 
job oftreference checking 

" 	 It(:. 

In many cases, the rosult of Lhe work of Lhe 
Public Service Commission w-i l., of course, be to 

make an appoi ntmnt fr'on outside Lhe organization. 

http:adata.qe
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1Sm (3) .Was-To otenna . -. gepe.me.nt Staff: 4:45-
Query: What ways exist to locate financial staff-, 

5:00 

nnswer: Such answers as the Following: 

0 Internal 

-
 Persona] know]edge of i.ndividuals
 

- Personnel File: 
reports, evaluations, etc,
 
-
 Posting of notices oF openings
 

-
 Word of mouth
 

-
 Etc. 

o 	 External
 

-- Public Servi 
ce Commission
 

- inistry of 
Local Government
 

- Other nouernmenL agencies
 

- Advertising in 
newspapers 

- Etc, 

Discussion (wh a t experiences have participants had
 
with these approaches?) 

11emd# 28 sUmmari ' s much of 
the 	precod-ing

d i scussin 

Di scussi on 
MA(L. EULN]NC RIADNC ASSIGNMEN 
: Item 
s 29 - 40 except ForSern 	 #/34 
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a 15 minute break,
WEDNESDAjyMORNING (285 minutes, including 

are programmed out of 285 minutes)
 

8:005m Call group to order 
8:05
 

contd.
E, 


l. f:,contd.
 

5m b. Factors.q[. e .c.nsiderod in Idnti/.ng.Potential 8:05
8:10
jnan .._..SUKf 


RecruiLmunt. of qLaff will. be improued if the
 
fiactors to be consi dered in selec-ing staff are
 

careful y defined in aduance.
 

the key factors to be considered
Query: What are 

in selecLirg staff?
 

Answer: Such answers as the Following (leader to 
get on the Flip chart, from the discussion, at 
least the foilowinq. 

o [nherent abil.,ities 

0 Formal educaLi on 

o rraininrng aft:er leauing school 

o Exper:ie nce in past positions 

0 Quali ty of performance in past positions 

We wil. discuss each of these fiue basic factors 
in turn.
 

Other [afactors such as age and heal.th will be taken 
in1 to account: but need not be discussed further 
here. 
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InherentlOm ( n) Abilities 

Logically, the first factor to consider is a 8:20
 
person's 
inherent abilities. 
 Each position

has different requirements Far as
as 
 a
 
candidate's 
makeup is concerned.
 

Query: Whtl 
 are examples of 
basic abilities 
needed for certain positions? 

Answer: Leader t:o not.L r'e spornses, Soie 
answers follow.
 

o 	 An ccountLanL musL be adept: uith numbers 
and COlmlput:at:ions. 

O 	 A tra.ner must be comforLable with people.
 

o 	 A manager musL exlhibit good judgment: and 
must. haue a temrlperaient that: is "balanced". 

0 Ab:i. lit:y t:o communi cat e well twil.1 be 
i.mportait for many jobs.
 

We miust auo id puL:tting square pegs 
in round
 
holes , 

D:iscuss:ion 
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(2) 	 F.rmal Education 

Diamonds in Lhe rough have li tile practical. value 
until. Lhey have been cut and shaped and polished, 
Similarly, for, everv position, there is likely to 
be a 	 cIr,r-ii n ouv of: Formal edUication that is 
requ~ired iln or'de r' Lo shape and polish the general 
backgr'ound ,t th,: , (andidate. 

5m (a) Ceneral [ duc t1i on 	 8:20
8:25 

AI (Tlndi iat,:', ri quire corLain levels of 
foruimi I gen!r al education - but varying by 
I:Os i.ti(n 

Query What are examples? 

Ansiweor Note and discuss responses. One 
answer .i 1hat usually local authority 
emInpr s eyquire : 

o 	 faci l-ily in at least one or two languages, 

o 	 basic numer ical skills, 

o 	 acquai i [ancic, wTi ih the social and political 
lnvi.ron ont. around t-htin, and 

o 	 ot her such factors. 

lore ( b) .e hri i c. [a [:d u c a i o n 	 8:25
8:35 

Ard 	 rrany, if not most., empl.oyees require 
formal -echnical education . or 
cofripl:.,ri- t i rq/oquL1i va-l ent experience .. in one 
ofr lm r' t-' F i (- I d -;. 

Qt.l ry 	: W ii ,ir''. soiiie (-xaiiipl os? 

Arnl's 	 r I ,,strr tO Ilie. t1' r'esponses. Some 
e x i'-11f- t 0ll1:I()lkl: 

o 	 ,rqiriiori rig I rai r i ni for an engineerr 

o 	 ic ourItai(cy I rain tog for an account:ant, 

0 	 h(,atI s,,r'v ies tra i ni ng f or a health 
ofI fic,:r, and 

rn rig for' a manager.C1 	 iiinql '.ii'1" I r'a i 

DTiscus s ion 
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15m (3) Trainig after LeauinSchoel 
8:35-

It is also important 
t.o ]ook at the 
added tra:in:inga person has 
gained since beginring his or her

working career.
 

Query: 
 What are examples 
oF such added tanin? 

Answer: Answers will include both on-the-job
 
experience and special training programs.
 
o On-the--job experience is most important for 

al]. but entranc,-leuel posi on,.
 
o Special training prograims ofare many types.
 

- KIA, GlI-Mombasa, GT-Mas:no, and other
gouernmenlt and priuate tr'aiirng
institutions offfer many programs

including 
this one 
you are alttending
 
today.
 

- The Kenyan Gouernmeni 
'-ends selected staff
to extended progruns 
in both Kenya and
such foreign countriv' as Great Br:itair. 

Busines 
 F ir'ms offer Lrairninq programs
thej.r olr staff ,irndsc 

t.o 
l[.i les to th r 

persons. 

Attendance at 
such programs may 
result in greater,
job proficiency. 
 It also may indica te an
ambitious and actiue frame of 
mind whi clh often is
a good omen for a candidate's 
future success in a
post in your local authority.
 

Discussion 
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lOM (4) E:xerien .n astPosiions 8:50
9: 00 

Satisfactory performance in many jobs requires 

years of experience in positions similar to those 

being Filled by the local authority. 

Query: What kind of preu 
candidate For treasurer of 

s_.experience should 
a local authority 

a 

generally haje? 

Answer: Such answers as the following 

" It is almost essential that a candidate for a 

position as a 
spent seueral 

local authority Lreasurer haue 
years in more junior positions 

in financial]y-orienLed organizations -- as, 

e.g., haing soered as deputy treasurer in a 

larger' authority. Moreouer, prefferably at 

least one oF these preuious jobs will have 

been :in a local author iy. (Can experience in 

other f-inancially-ori.,'nted insLitutions be 

subst itu Led?) 

" A candidalt' For chief accountant should haue 

some yeoar's oF experience in related positions 

in government, hmsiness, or' a not-For-profit 

organ i zalion. 

Query: [or mhaL other' pos:ilions in a local. 

authority is extLunsiue experience in a similar 
posi Lion important? 

Answer': I_('ad,_r .o put answers on fl.ip chart. 

Di scussion 
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15m (5) gualitof _Performancei Past Positions 9:0
 

Query: When all is said and done, however, what
 
is the one factor that looms over all the 
rest
the most important predictor of of a 

as 
successpotential employee? 

Answer,: The answer is the qua.itl of performance
in p os1tions held by the candidate, 
o The potential recruit who has performed in adisappoint ing manner iin earlier positions isunlikely to do well in yours. 

o And the recruit who has had nothing butcomplimens from preuous employers is likelyto be a good risk f-or your council. 
Technical and other skills and knowledge can belearned. But Tit is difficult to imprint the habitof professiona i, m and the striving for excellenceon a person not before successfully challengedthese ways by his own internal makeup. 

in 

Discussion
 

But let's awarehe that sometimes a candidate who 
has not done wellI before may meet: your needs.
 
Query: Why might this the
be case? 

nswer: Such arswers as the Following. 
o The employee was given a jab for which he was 

not equipped. 

o Personality factors in the previous employment
situation inhibited the candidate's
 
per FC r ( PCo.
 

o 1he employee was not sufficientl.y challenged,e.g., possibly not even kept busy (a Frequent
cause of unslt is factory performance). 

o Etc. 

Discuss j ion. 

Refer to Item # 29' ]dentifyino Potent QJ.lnnl[Management Staf~f ... Co ,. eptsFinanc ial1......IP.)yn.oeti--and xa-pl-s 
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15m c, Solection Process 9:15
9:30 

Once a pool of candidates has been identified,
 
it is necessary to go through a well-designed 
selection process, 

Que.ry: What are processes by which selection 
of a new eriployee may be undertaken? 

Answer': Answers such as the following 
(discuss experierice of participants with each) 

o hiring "good eld Joe", 

o having several persons interview
 
candidates and then get together for a 
group discussion and development of a 
concensus recommendation regarding 
employment, 

0 preparation of independent written 
evaluations by the several interviewers, 

o etc.
 

This and the p eUious discussion presumes that 
reference checKirng will always be undertaken. 
It is most important that reference checking 
be undertaken ---- in a professional manner 
on every candidate being seriously considered 
for a position. The only possible exceptions
 
would be for very low--level and routine 
positions. 

Query: Is reference checking undertaken by 
your local authority and, if so, how? 

Answer: Leader to note and lead discussion of 
answers . 

Written references are far less satisfactory 
than reference checking based on oral 
conversaLions (of:ten by telephone) with 
persors fwa:i.iar with a candidate' s 
performicince in previous jobs. 

Dis cui. sion 

Refer to Item #_ 30: Se ectinq Financial
Mnageinont:Staff Concpts and Examples 

Item II 30 surrlrlldr JZes the above discussion. 



- 86 

1 m 2. 0ssiqnin, Trainin, anSOrienting, 
tefe 9:3-

The second major activity of the management function ofstaffing is assigning, orienting, training, and developing
staff. Once employees have beern hired, Ihe work requiredto assure effecLive perFormance will, of course, have just
been begun,
 

a. Asi gingnj_ Ort ng_.Staff
 

The way in which new sLaff 
 are assigned to their new 
positions is very important.
 

Query: 
 What are common means and Formechanisms 
assigning and orienting sLaff?: 

Answer: Several answers follow. 

o Sharing a carefull.y-prepared job description withthe employee. The job description is both: 

- the employee's s:ide of the implicit contractbetween employer and employee: i.e., what it:is that the employee w:ill be expected to do inreturn for the compensation and other benefi ts
of the job, and 

- the forbasis Future job evaluations. 

o Providing necessary fac:iiies and equipment,e.g., 
office space, desk, files, calculator, 
etc.
 

o 
 Providing orientaLion by a competent staff memberin regard to I:he local aut:hority, the depart:ment,
and the narrower technical aspects of the position. 

o InLroduc:i.ng the ,mployee t:o all of those personswho wrill oversee his work and with whom he will.
interact in his job. 

o Providing es pec:iallV close d:i.recLion and gu:idance 
Lhe First few days. 

Discus sion 

http:InLroduc:i.ng
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15m b, Training and DeveloAping Staff 9:40
9:55 

From the very first day of errployment, the local 
aul:hority, t:hrough appropriate line and staff 
officers, should have in mind a program for training 
and deueloping new st:aff members. 

Query: Wh&t may such training and development include? 

Answers Several anstlers follow. 

0 On-t.he-.jol: traning by supervisors or colleagues 

o Rotational ass:igriients in areas related to the job 

O Short.-term training courses 

o In some instances, longer--term training courses 

o Et c. 

Discussion (of each of the above and of others 
sugges ted) 

Rf: t c I . fil. Assignng., E tl: g ... r..En Training 

and Developing ..Financia Ma !]ent Staff - Concept 
a rdM e c han 7is n . 

Item #t 31 summarizes the above discuss-ion 
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15m 3. ComDpensatinq Staff 
9:5! 

The th: rd major activity of h function of 0: 
staffing is compensating staff. Compensation is theemiployer's part of the implicit emp]oyment. contract inreturn for which the employee commits to perform the 
work assigned. 

In general., all. staff wi11 be placed into governrimL
employment grades. Each of these will have minimumand maximum salary levels and steps in beLjeen.Increases in salary .--- small though such steps ingrade may be . are a normal expectation of- a 
competent and imbitious worker. 

Query: What are the various ways 
may be provided a higher salary? 

by which an employee 

Answer: 
find his 

There are five major ways by which he may
salary increased, as follows. 

0 First, the general salary table may be increased,
usually more or less rr.flecting the impact ofgenieral price inflation in the economy. 

Query: Do such inflationary increases do anythingto reward good performance and to provide
employees and their fainilies with improved living
conditions? 

Answer: The proper answer is
increases will, of course, be 
help to prevent a reduction in 
income in real terms. 

"No". However, 
appreciate-d and 

Ihe employee's 

such 
w i.l 

o Second, the employee may receiye a step increasewithin his grade either automalical.y or as a
reward for, good performance. 

o rhird, tie employee's pr-sent
reclassified ---. unchanged 

job 
to a 

may be 
higher grade. 

o Fourth, the 
higher-level 

employee may 
position. 

recei ue a promotion to a 

o Fifth, overtime or other special earningopportuni ties may be provided. However, pleasenote that receiving irmore Irmoney for nore hoilrs ofwork does not represent an increase in rate of pay, 

Discussion (of- each of t:he above and others suggested) 

In discuss-ing this topic, do not allow a discussion 
compensation as a motiuator . t:his issue will beaddressed later in this workshop. 

of 
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[o conclude, fair and equitabl, compensation and periodic 
salary increases are a reasonaiil, expectation of 
employee' . Local authorities .,hould attermpt to respond to 
this expectation :J.n the Instances of desering employees. 
Of course, Lhese responses will be subject to the 
i imJit.aLions that Lhe auLho ri ties inevitabI y face. 

Dis cus s ion 

Pl eas e note Lhi L tra-ining may help t.o qualify an employer 
for advanceimnL down the road, But the primary purpose of 
tracini.ng usua] I. :is to equip a person to perform better in 
his present job and :o render him, in general, more 
va.luabll, to his organ-ization, ra-ining should not. be 
regarded as an aut1omlla:ic Li ckeL- for promotion 

D-i s c u s s i n 

Re fe r t o It tm #32: Compen._a.ti.ng Financial Management Staff 

-- .Conc .p. . M .c'ba .s.is " _and Considerations 

Item #32 reviewus these above ideas, 

[)iscussion
 

http:Compen._a.ti.ng
http:tracini.ng
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lore 4. Prornotirg2_-Tra.n..-rng, and Di1schar0ging Staff Ir 10-
The fourth major activity of the irlanagernnL -

function of 
10:20 

staffi ng is prorot:ing, t:rans ferring,
staff, It extremely important 

and d-ischargirgis to devote proper,attention to the changes in 
the status of our elployeoesthat are 
required after our' emp]oyrii', nL of them.
 
Query: 
 StaFf may of course, be ro'assigriod For a varieLy
of reasons. 
 What are 
typical r'easons for reassiqning
sraFF? 

Answer: 
 Such answfers 
as the folowing:
 

o To put ar employee in a job For which he 
is better
fi tted than the one he has at..the moment, i.e. to
match better :he "square peg" to a "square hole" 
o To give an employee 
added experience as 
a step in his


developnit, 
o To fill a vacant position considered more important


than t:he 
oneithe employee is presentlty in
 
o 
 10 promote the employee to a hrigher-Inve] position for
which he is judged to be FtiLLed
 

o Etc. 

Discussion 

Occasionally 
a superuisor miust suspend or discharge an
erployee. 
 rhis is often an especi ally hard task For thema.nager faced with 
such a responsibility.
 

Q'u.ry: What may 
be reasons 
For dismissing an employee.
 

Arswer: everal answers follow: 

0 Incompl.ernce 
iin tihe job 

o I ni ,, ii nat i on 

o Punjsh i,'n t. for irifrac tions of guiidelires an'd procedures 

o tack oF continuing need For the position 
or lack of
funds to support it 
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For example, the Kenyon gouernment has made the point 

seueral times - recent.l qin Sessional Paper No. 1 of 1986 
.- that: many :osit:-ions and employees in many parts of t:he 

gover'nment are simpJ/y not needed where Lhey ar'e. [he
 

on to stress that the pr'iority of
gourrnent ha gune 
under reuiew detiermineeur/ pusition should be kept to 


whLher the funds ard positiorns inuolued can be utilized
 

to qreator, adaniage i ianoLher area of acntiu-ity,
 

should ordinari ly haue boen undertakenQuery: What sLt.,ps 
:in conriectlion with .n emiployee who should be discharqed 

For' unat is ac t.ry :ierlformiarn(:e - prior to discharge? 

Answe'r: Anrswer's such as the fol low:i ng: 

o 	 Proui soln to Illh:eiiiployee of a clear written 
of him, i,e,, a gooddes;cription of what is expected 


job d'scr'ip:ion .
 

and 	oral
o 	 Condit'ct oi regular periodic wr:i ttcn 
oualuat ions of the employee's performance inak:ing sure 

h in i-.ware of his shortcom:ings. 

o 	 Prouision of warnings - usually in writi:ng -- to the 
eiiiployee clearly describing purformance defi.ci encies 

and steps that wi1.l be taken if performance does not 

i IIIpr ue. 

o 	 I:tc. 

Di scussion 
R: fer' !£[[ ._t.3:........r _!Om.i ng_,_. : .... i_g... nd
[,, : .. ... ... .
 

Refer tIn .1 c Pr ransferr ipn, ap13: 

Pis(phaqg V . .-


Poris der i.on s
doa 

Hem fU3.'3suimiar:iyeiss the aboue discussion. 

10:20.15m 	 MO)RNINC ItRI.A(K 
10:35 
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5. Workshop E.xrciseD ....... -Dieeop a Saff 
 ing P.tan For, aFinancial Managementr Position 
Ree.!£r _t .o__: [ .ti, ..II/..34-:....... ork ,,~o.p F.x frc i s o - IDeu elo p a 

Staff ing P.an for a __rancia] Manaent Pos.-.on
 

90m Ask the participanls Io form ino gro.ups ,cnd compl.o,.l:o 10:35-Item # 34. 
12:05 

40m Ask a spokes .man f or each group to reportF on his 12:05
group's resil l s. 

12:45 

75m LUNCHEON BIFAK 
12:45
2:00
 

http:Pos.-.on
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15 minute break,
WDNSLNY AFTERNOON (180 minutes, including a 

are programmed out of 180 minutes.)
 

2:005m 	 Call group to order 
2:05
 

F. 1HlE LEADERSHIP WORK OF THE FINANCIAL MANAGER 

Once the financial manager has 

Planned: 	 i.e., determi.ned what is to be done; 

( rg..niKz qd: 	 ie,, decided how to structure the work to be 
done; and 

Staffed: 	 i.e., recruited and assigned the people to do
 
the work;
 

he can then 	turn his attention to the fourth major,
 

management 	 Function, namely, 

e.ading.: 	 i.e., getting the work done through and with
 
people.
 

2:0520m 1. What Leadership Is 

2:25
 

Query: How may we define "leadership"?
 

Answer: Several answers will be given. One good
 

answer is that "leadership is the process of
 
influencing individual and group activities toward
 
goal setting and goal achievement." 

It is widely recognized that managers have different 
;.adership 	styles. 

._y: What 	 are examples of leadership styles? 

Answer: Leader to note answers. But attempt to group 
responses into the following five caLgories. 

" 	 Autocratic Leaders -- who make most of the 
decisions, "push" the members of their teams, 
emphasize obedience to their directions, and often 
d-iscourage the provision of advice by subordinates 
and 	 other s. 

" 	 Demoocratic or particpaie leaders - who seek the 
L.-eafn's par' ic ipation in goal s etting and 
determininq how best to carry out. a job. 

" 	 Permissive leaders --- who set, at best, only broad 
goals and expecL t he members of their teams to 
define their rwin more specific objectives, work 
progrd[Wi., and ways of getting the work done. 
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o Task-or'iened lad r.,  who concentrate on I:hespecific work act ivilies r'equired to gt the job
done. 

o Peop]e-.or Jent ed0 ... .I S 0 I ead r, s - whlo pot. n ar0 4p y - wh u erp asprimar~y emphasiJs
on the meeting o hi h r i needs and the wel fare
of the eimtbers of their I ii. 

OF cour'se , os t inanci(mt Iiaragers are Cmbinations of'
these catbegor, i w,Ith eacl emphasi/ing cer'tainleader'ship char'acl ,r.sl i(s ou r olhr's. 

Query: What is the optimum typ of leadership? 

Answer: You wil1l got niiriy answers, Most: managemenLexperts would agree that what :is best is a balanceamong these chlarac terist-ics and t at ourelnphasis ,n 
any one is had. 

Discuss ion 

Note, as we begin our discussiori F ]oeader ship, .hat."mariagenirtr" aind "leadership" are not: the same t:hing.
 
QIIry: What 
 I.lhe-i t di ffere ce between managemelri. ard 
leaders hi p? 

Answer: fin appropriate answer is as fol]ows: 

" 
 mang . mmemm irvol-u s all ,"F the fiue i ajur
function of pilanirng, orqaniing, staffing,
loading, a rd (c(,iIro ling, whmIile
 

" Ig' ydership refers 
 - mist s imply - to gett:irignlirqs dIi)r lhrouqh and n ilt:h people,)T.
 

In reuie wing 
tl,h work of the frarnagemen runc tiolra ofleaderslip, w w il [ -rocus on the t'hr:e mfajor
activit 
 oi ath t ary involu ed, an. ol o, 1: 

( d ci'sion klin, ,
 

C I[I).Ifi 
 Rf j Call i f'i. aimi;(I 

f)iT)t.iu aI qi. 

R,'Fr I" lmIo # 35; he leader ship funclion -De-fin iti on, types, arid flctivi:ip 
. . 

Iiis di:scLssioin) in :.uimi ariii i 3n.111Itelf Ni 5.
 

http:Peop]e-.or
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he f:ir'stI maj "rr activi ty of the management Function of' 
leadi rg is decision making, 

Quor : Now woulI(II you define "dec isi on making"? 

Answe : One good answer is " the conscious selectincn of a 

course of action f romll among -ua:i..lable alLernatiues to 

produ.Ce a giv,en reuul:" 
2:25-2:25

5m d. S;teps in De..cis.:iocn Ma.king 
OpS i ri *~c2: 30 

Decis ion makirig may nrot be a sc:ience but it certhainly 
in ana rt. n good fTinanc:ial manager will be aware of 
Ihis' sparos l, t: Ips nvoluovd in good decision making. 

Quvry: What ore thr I ve, sLops invclverd in good 
dec isi- ri mak ing'? 

Ansti r: 1e er not.e responses, att empti ngh, (Tla should 
to achieve a (TiCe"nsus or t:he fol.owting: 

o 	 [)oFin' the real problem 

o 	 Drerli i,ro the aIlter'na:ives for solving the real 
prob I m1 

0 	 [ualiat'' thuso a.lrnaliues 

o 	 Make arn(:d i upl euiienL :he decision 

0 uatuato result,
 

Let's look br iTl1y a: each of t:hese Five steps.
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25m (I) DeFine t:he Ral robl2:30-

Some pr'oblens are common and repet iLive. lhese 2:55problems can be r soIv.ed satLisfac t:orily by alreadypredeter'mirned policies and procedures. Or theycan be solved by intut ion haod on closefamiijarit.y with the situo ion, for exarmpl: 
o It: looks as i t it will r' n, h ll we take an

umbre lla? 

o We discou,'r, aft,,r typ ing ruportour of incomre
for hR I rinnc e co mit I , t-ha t in imrpor tantentry was omit ted. Sh-a l we brirg theuriteri : nde d omr ission Ito Ithe Colli_[ I l s 
at ten t i on ? 

o An errip I yc/,cs wiJf-e has died, Shall we agreet:o th:h, OIImloyo beiig absent Lo arrange foraind atent ri( he I url I
 

Howeuer, 
 mos t si grn if icantL problems arec morecorrp] ,x I ho r s l it orns rot readi e vid nt. Ir 
addition,probi!ur! is;it of:en is not ,bvious what the real......
 

In anuar y J986 
ChalI[ ng r' 

the United S.ate's spacecraftblow up short y a - r' leo ing t:helaunching pad at Cape, Canr al , Frorida.faulty Ascea gave lay between (1) the boostersection corntaining the propellant and (2) thespac cr'ft il.'it . ALI seor occupant:sspacecraft. incluhding of- the 
a higl school teacher, were

killed. 

Quer'y: Wh t wts th, r'eal pr'ob.lerm here that. neededt:o be correctecd by the U.S space agency? 
Answer: 
 S"ore may say :it waurs failur'ethat or the part:failed, i.e, thc, boost-or e -ctionseal, which
needed 
t1o be redes igned.
 

Quer'y: iut t
wh could be expec ted if- that: wasconsidered the real pr'obletm and only that par't was 
redesigred?
 

Answer.: Failure, in the futur'e, 
 of another spaceshut:tle for so r- t- her' r'ea sonr. 
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In fact, the investigative cominssion concluded 
the realprQble..m was lack of adequate priority to 
safety considerations. his had resulted, 
especially, from overemphasis by the entire 
concerned government ad media structures on the 
meeting of Lhe schedules that had previously been 
established for the space flights. 

The solution arrived at was a mi nimum two-year 
delay to January 1988 while every critical part 
and process was to be re--eualuated and redesigned 
if and s necess r'y. 

Discuss wit h Lhe participants (1) the appaen.t 
prob.le!riu and (2) the real..problems that may be 
assoc iat. ,d wiL h the following. The leader should 
get Ihe di.cu sLon go.i ng by reading the statement 
on what has gone wrong and the possible apparent 
probl.. and t hen ask parti.cipants ihat inight be 
the possible re.l. prob em. 

P ssible Apparent Problem 	 Possible Real
 
Problem
 

i. gyp.Thihts from ;up abou4Qt the payynnt of 
invoice s: 

Unrealistic expect- Failure at time of 
ations of suppliers placing order to 

reach clear agreement 
on time of paymnnL 

[jicompetence of 	 Failure to set 
accounting staff 	 clear policies for
 

accounting staff on
 
the timing of payment
 
of invoices
 

Insufficient 	 Failure to approp
accounting staff 	 riately supervise and 

manage the work of Lhe 
payables section 
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ii. enditurs _Jul 

An unexpected 
accumulation of 
expenditures to 
be paid fur 

A drop ofF in 
expected receipts

of rales 

o h._h as_ to9 .cause.an 

Failure to establish
 
and maintain up.-to
date a 12 months
 
cash flow projection by
 
mont h 

Failure t.o put in 
place management 
controls to ensure (1) 
that expenditu[nes by
dutpartllen [s are paced
 
to correspond (2) to
 
[he timing of the 
expected inFloiw of 
receipts 

Ps sibl Aparn Pr ml Pp.siQb-1-e- Real- Pr'obleq

:iii, p-#et-t _cash....fund .for_.one. _dep~r_,,_ 
 3 that: is 

uJs.Jal_o_,..0ut_ of£ _cas.h rh..
............................
 

Failure of the 
 Fund of inadequate

assigned depart[ment 
 size For [he uolumeemplioyee to arrange and frequency of

suffici. ,nly legit-i mate demands
 
frequently for 
 on it.
r' e pi[e n .iS him.[ It:1 

.. hat too often happens is that a syrnpt onr of- a prob] em is 

r-egard d as.b .define the ro,.I . . - Failure to recognize and
problem wi1. lend tofail [o aco,w.l ish decisi.cns that willt:heir purposes. 

Refer to I[em 4/IC : Decis.on Makingend [efinition of the 
.9.1bem -.Di-.........oncep..._a.d.Examples 

These iMlean and exarriples are reui.ewed in Item #36. 

[)iscus in 

http:Decis.on
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15m (2) Pet!rnpine the Al t ernlativeWs 2:55

defined, it. is necessary to 3:10 
Once the real prob]lm has been 

ident- ify alt:erna e pos si b e solutions.
 

Query: What happens to Lhe financ-ial manager who acts to 
imnplu',iui'.nt the firs:, solution Lhat occurs to him? 
Answer: Too often, he fails Lo solve the problem 

adequately or to solve it inost effecMaiu;ly and efficiently, 

x 	 x x 

Query: What, by the way, are the diF Fr'ing meanings of 
th, words "e ffj c : on ].y" arnd "effectiv el y"? 

Answer: Fhe answers are as fol ows. 

o 	 "fffect-iuTy" mv aneo tha. the atTion taken accomplishes 
[i'.' ir ,i:nd,(dr,sult:, !.P,, is "effective" ..-- "has 

* 	 Ifficient , mpans that the rois iii is achieved wit:h a 
miiinllrimum oif I"n.t.uiiir'Cos , o.. , in a monurer t:hat is 
"ef f ci , ri " 

!I may b ,f ,.':L iu,-, to swhat a fly iith a slodge hammer, 
bu~t. thi s is not on 'i 'ii met:h':.ilIie 

Ihe 	fTinanci l t huibcjq'r shoud develop a list of alternaLiUe 
miea,.urs f-or solving na -iuen problem. Ihe list: should be 
broad eneugh that Iis likely to bu able to select one 
IMhol- is both '- .iI iue (achieu s good result:s) and 
efficient (with economicat use of resources). 

Ii x 

Query: What ar, wa Cys tiPI a financia] manager might 
de-,velop a set. of al ternatiyes for considerat ion? 

Answer: -orme areswwr's aoe as fo'llows: 

o 	 He sur'. of coTur'cr', that: ho is hunl iiiq For solutions 
tIo the rcal pro l)lti,. 

o 	 [ii itt- sucgs Ii i:ins from other inforled persons . 

o, [xpress hi, In alter'rniatTives to others to stimulate 
heir [hinking or and c(onltributions to idenLifying the 

pr-ob em. 

http:imnplu',iui'.nt
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o Within the consi:rainl:s of time and budget beirmaginative as
and creat. ue as possible.
 

"Brainstorn" soluI ions with 
 a group in a "th.nktank", no-hcld.-barred type of atmosphere, 

o Positiuely encouragJ dissent and challen(es by
himse]f and by others. 

o Keep asking quest-ions such as "why?" and "is tha:really true?" and "lwill t hat reallv solve the 
orob lom' 

Refer to Item #37: Doeern . . .ter nagjCJonceptL ,, u M,,c ha&n.i.sns es -

This dis(cussJon is sumlImrlarize(: in Item # 37. 

Discuss ion 



- 101 

lOmn (3) Evaluate the Alternatives 	 3:10

the 	next step is to evaluate the strengths and weaknesses
 
of the alLepnatitues that have been identified. This is 
often a most dif ficul task. 

Ioo often, decision-making by t:he t:op-level manager 
consist+u of r'eaching an autocratic decision without any 
real eula l.iLion of the altkernaLive, and wtli thout securing 
Lhe input of ocr's. 

Query: What are approaches a manager" might use to 
evaluate a lternat::ives? 

Answer: Such answers as the following 

o 	 Obuiously the idea L approach is to assess carefully 
the pros and (:ons of each alterna tiye so that there 
can be a really valid eualuat:ion of each against the 
others. 

o 	 Just. as obuiots.l /, it is usually desirable to solicit. 
the views and recoiiiiendaltions of others. 

o 	 Sonetimes a good appr'och is to ask difFerent merbers 
of one's 1team to develop and present to the grolp 
their eua - .ua:ircns or the pros and cons of particular 
aLlernal-iues a ;ign d t-o them for analysis. 

]1. may suem to soiis that these approaches tend to suggest 
an ouerly,,laborale process for L.he making of most 
decisions in a local autlori-ty. Ihe important; Lhings are: 

o 	 t:o be sur'e 1hat: you have ident-iFied t:he real problem, 

o 	 to bring an open, enquiring, and challenging mind to 
the t:ask of f indirng the best solul:ion to it, and 

o 	 to Lake advtialae of whal.euer contributions can 
properly :e mde to Lhe mak in of t:he decisi.on by 
knowl) ,dgeaf): p)ersons around you. 

Ref-er to [ln!38: Iuvaluali ng the At9rnativos Concept_ 
and Mechani siiis 

Ihis discussiori :i s sumarized in Ilem 1131, 

Di scussion 

http:decisi.on
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lo% (4) Make and implementthe.Decision 

3:20-

Some financial managers find it hard to actually make h30
 
decisons.
 

Query: Why may this be 
the case?
 

Answer: Some 
answers 
are as Follows: 

o They may lack confidence in 
their' judgment. 

o They may be Fearful of blaine if: things don't go well. 
o It may oft-er £oels .
that 
one 's ccareer is, on balance,

benef it,-d more by doing nothing Ihan by taking therisks inuoluud in making a decision that 
may later be
viewed as hviung beer 
in er'ror.
 
Query: What 
are some approaches - i.e., 
subt.erfuges 
-

that are somrlimes u.sed to avoid:t making decisions?
 

Answer: Such 
answers 
as the Fo]] owing:
 

o asking for more facts,
 

" referring the matter to 
a committee for a report of 
its views, 

c blaming higher ups for holding attitudes 
that prevent
 
moving ahPad,
 

o "delegating" the 
responsibility for the 
decision
 
downwards - upwards,or 


o etc. 

Query: What is 
delegati on downwards of 
a decision? 

Answer: rho i.s I hat itanswer 
 is te1.lirig a subordinale tomake the dccision, This is 
often done 
to shift.
responsibili ty t:o subordinate, occompanied I:ythe a
feeling that, 
in so doing, one escapes any real. 
accountabil ity for 
results.
 

Query: What is dolegation upwards 
of a deci sion?
 

Answer: rhe answir is that it is 
influencing one'ssuperior to make 
the decision, lhi.s may be done by simple
persuasion. 
 Or one may take such a step as t:o hand our
the matter to one's 
superior (and possibly arrange 
to
absent oneself) un a t:iming that for'ces the boss to make 
the decision himself.
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Query: Can participants suggest examples of either 
downward or upward delegation? 

Answer: Leader to note responses and lead discussion. 

Discussion (of entire topic) 

Once a decision is made, it is important to moue 
expeditiously to put ii. into effect. Many excellent 
decisions are made and then allowed to "wither on the 
v-ine" for lack of effective action to get others to take 
the necessary imp leimenting steps. 

Refer to 
_gncop ts 

It em i 9 : M.....laf_and_ 
and Cons iderations 

l-l.o ntj._.n cisions -

1his di cussion is summirnized in Itern # 39. 

Dis cuss ion 

ISm AFlERNOON BREAK 3:30
3:45 
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10m (5) Evaluate the Resuts 
4! 

Query: Why is evaluating results included as the fifth 3:5! 
step in decision making? 

Answer: the answer is because it -s only by evaluatingthe resut.1s of a deci.sion that: has boo;n made andirmplemented that .it is possible t o tell whether thedecision was, indeed, a sat:isfactory one. 

Query: Of whaL value is :it tot:hat has already been made and 
discoutr whether a decision 
ilp IAnrlt ed was a sound one? 

rnswer: two important. benef its are the fo] owj.jg 
o the possibil tity (in 

the on-go:ing course 
some instances) 
of action so as 

oF st-ill modifying 
to achieve a 

beLter resul L, and 

o t hc fayoural] e impa ct. 
the evaluation can be 
decisioslS and actions. 

t hat Lhe 
oxpect:ed 

lessons 
to have 

learned from 
on future 

Ref er to [em 40 - [AuLuating Results .ConcePt ad 

Ihis discussion is sunmarized in Itemn # 40. 

Discussion 
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20m 	 b. Roles in Decision Making 3:55-

If has alr,ealy boen suggested that decision making can 
4:15 

benetil- from broad par't ic ipation. Let's examine the 
moil ter ior, c re, U IJ y. 

(1) Unity of l)oc i i ra. Making 

Qi,,ry: Can and should th, acLual making cf 
de(:isions I,"ly be shar.d? 

rnswer': Nute r',spurnses and lead discussion. The 
aiii:n 'r' "qui hl, howeOer', is as foil liii 

o 	 In an admiristratL-iue or']anii alTi, n, Lhe answer 
in i o r" all cases, is "No". With few, if 
anV, oxcp ions, good mnagemnt, demands Lhat 
some one person acciplts r'sprnsibility for, 
each decision. Io say that a group aide the 
decision ij . I" uoid fixing ,icciiinLability for 
r'p. ulls . YeH wi]I rmimber tihat we agreed 
hal- accountabilily must b:, (learly fixed and 

carlriot dl : or disperse!d among'gal " 

Query: Soe; mimbi.'s of the gr(up may say Lhat 
dec is i o l in the adminis t:rat iuebyc lhiai-aors 
sIructur' ,.,hu ld b-, shared. If this occurs, then 
ask who, in l li,. iiis rlances, is a:countable for 

Answer': [I iK Io l, li"p id I Fl lhl, part icipalits 
wflI r'ecooi/i, tiat the senior accountable person 
present mu,. I . ipt: t:h, l lll r''<sponsibiliLy for 
I1, (:Mc i.ion -i .p, r'eally imiake the dec i si on. 

Afiong lie u,'i fyI o excepl:)t ie', l Ibis rule may he 
dci'.ion. rp(' lid bV the fil I courici l or' one oft 
its comiilli i s Ai'rid it Iiay Ihe orl y tIhe council 
I o t ouer r'.'vli.p. a final dpucijsion as a group,
sinc(" ,minilluo, dpc'(:ii( iis mnay, i~n ILhe finlal. 

anilysi r,r aI y inIy h" r'ecoiii-ndatii)ri to the 
Ful l Hii I.
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Often, in the administr'ative cr'ganization, it willappear that our decision-making process has led Loa group decision. This will usually be because, aconcensus has been achieved in the course ofgroup discussion, a
But, properly, what hasreallybppened is that the group has provided its adviceto the top manager, W turn, he has accept-ed

thus ac tual ly 
and 

[Jid the recorliiiirnded deci sionRemrierlber. that if everyone shares r'esponsibility,no one i s real .!y r's pons ibl e.
 

It was sail a f.j year'; ago in one 
 Middle Eastern
count ryV hl , unde.r' i t , I qal fr'amework and
traditions, i one or to lparsons killed another,it was murder. 1he one or' two who committ ed theact could be tried and punished For the acti on.Bult if three or' more persons partiIcip ce d in theact, it was demi-,d an act of God, In this case,no one could be helid noupons ib0h ,. Ir actualt:art, in many co(utlr'ies, if: seuer'a I people .- or amob - aore resposisblehI: for crim, such a groupaction is, under law, treated as iF no ome isr'eally r'esponsibl e For' the outcome. 
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(2) Partiipa.ion in Provi.ing Inpui:s 

Query: What, (hen, is Lhe proper role of other 
mellmbers oF Lhe Ioam in t-he making of decisions? 

Answr: It it Lo help df ine the problem, develop 
and eualual allwnatiue;s,, and pr'ouide the principal 
dcic ion miak r w Mithr'ecommiendat-ions. 

lhis pr'ot ion of aluicez and a ;siIalice is a broad and 
important ro]o. ]t Tis not cheapened by our" saying 
tla the final a, of ,Irision rak ilmq ImusL be the 
ully. accipl td r;ponsibiliLy of thu accounLable 

Ilanaerl , ,r 
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C. W-g-r1_s._9.p..Exercis...e:.... Degf-ine a Prob.'n, Det~enriinr 
ll erntiu s Make a [) c i o ..... end--Eua~l-uel o Rosu] t s 

Let's Lry our" hands ,t: .impalcmroent:irng this Flue stop
decision-rmaking process. 
Refer ko L It / ., |: Wor'k.hop [xer'cise, -. [di nc, a Probb eorrRefr.n? (eto tlIrniues ke a ix-isDec -,Ded ine ;ob em
 

45m Please formri into qroups and beg in the orkhp exer'c i se in 4:15-Item I# 41, puttl ng Ih ., r'psullsI on I lip clharts. Ihe lea:ler 5:00should assuro [hat each gr'oup sI c s a diff,,r(,n pr'oblcem. 

ftduise t:lie groups Ihati L hLoey may (cImpI lt,, the exerc [i.scbetween 8:00 and 8:30 in tIe morning. 

MAKE EUEN[NG REA)[NC AS;S [CNMFf'IF: [trm Is 42 65 except:
for #47 
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TIIIJRSI)AY MORNING (285 
programried out of* 285 

minul-es, 
mivnutes 

including 
) 

a 15 minute break, are 

5m Call 

r . 

group 

11 1: L 

to order, 

I[)L RSHI P WORK OF-111E. fINANCI. _MANAGER, contd. 

3:00
8:05 

2. Docis-io n M .king, cont d 

C Wor k shop I xerc ise 
Al.ternative,; Make 
R u] t S , COnLd 

Def jne a Prob].em, De termi ne 
a Decision, and Evaluate 

25m 

4Omn 

Compl u-Le Ith proesent aiti on of Lhe group reports 

Ask a spok(:-man For each group Lo report his 
gr'uup 's r'uw. uI Ls . 

8:05
8:30 
8:30
9:10 
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3 Comr nica ti ng 

The second Miiaj or aclivity ofof" ,.:ntleading is commtunicating, the manaem runcLionNothing useful will beaccomplished i.n Lhe organi /aLrion without qoodcommunicat-ion among its member's. It is a cularrole of the leader, to ensur' good 
Par Ui.cpa

colmutrni cation. 
Query: What is the definition or "communicatUion"? 

Answer: L adecr' Lo noLe r'espoinsess One goodthat communicat-ion answer is 
tho uh 

i.s the inmpart:ing or' inter'change oF-oio ni , onnf oriot ion by spc, wri tp gn,or..SIgs
 
We can 
 look at the manager's wor'k in commiurln:ica t-ing in 
three dimensions, as follows:
 

whenI coilmmication
O is complet e, 

o Five-direct ional comiunicat-ion, and 

o types of ccimmluni cait-ion. 
a.20m When __Is (oLiuni(ation Copl te? 
 9:10

s start
Let oul wiih a qu:e,.tion ihose 9 30 
pr'ovides, in answeriUse[f, 
a good deF-ini ion of'
 
exc e] ntU Coi ni c-(:at ion. 

(uery: When is communicatior comlp .lete? 
Arsweor,: [ader to riot e resp'urses . An excel lermtanswer' is thaL commun-icat-iorn is coimpliete when I.recipient ond'r tards the c(miiorjcaiorsame way in Lheas Lti, person whoilrru Ii : i-, I 

imi t iated theCO.) r iJO ri 

Htow of te ni thi workshop,
preceded arid t hose that haveit, have we, ourselves Iad communricat ion 
probJ im,!
 

Query:" L'm I
W t r' I he causes of someimCommIn ri ica tion of I hese:,pr''blins ir jilt t hes e wor ksliops? 
Answr:' flMoog[ thl' anisw'r' s that can h' giueni are
the tol lnwirg. 

0 Siip , me'cnmip ,j'dic pr'oblems such as: 

Sp'eaking oo softIy 

- ff''reun enunciaticn of words 
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from externaland interference 
from the hotel's lobby,

O Distractions 
sources such as noise 
verandah, or kitchen 

o 	 Lack of atL:t'ntion 

o 	 Failure t1o understand some of the terminology 
- wordy - utilized 

o 	 L.ribu ing different meanings Lo a given 

word. 

- The word "program" means "course of action 

to most- manaqors. However, you may have 
this nieani ngt.rouble using this word with 

in working with a radio or tlevision 
group. 

Query: What. would "program" mean to such 

a group? 

orAnswer: It would mean a 15, 30, 60 

minute episode on radio or [U. 

In these workshops, the word "pol-iceman", 

which according to t:he dictionary means a 
order and protectperson assigned to keep 

and lives, is objected t:o.property 

Query: What word is preferred? 

AnSw.-r: [he word "askari" is preferred. 

Mor'eover, sim' participants insist that 

the word ''council" means not only the 

eluct d Ilor's. also all employeescounci but 
of a local authority. Other's wili settle 

for it r'ipr'esi',rting just the elected 

counci l l orS 

ini the way of good
0 	 Uery e", "chat t-r'" gts"f on 


C f')llillIiI"ri C 1 I e r 

Whlo do w' tmoan by "chatter"?Query: 

Hty ''chatt er' I, we oan extraneous mattersArsw''r: 
suich as who in doing: the communicating and what 	 we 

orthink nF h im, or hew we relaLe to him, or fear, 


envy, or i'xc it ei-ci'Ii , or other emocltlions.
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Let's remember that communication is comp1et
the recipient 
underst-a-ndsth-e 
e-ssage--r when
i -the;same .. 
theper
 as Q,~xJ~~ 


Quury: How do we assure we 
have achieved this
objective?
 

Answer: 
 he answer is thrc gh feedback.
 

Query: What do we mean 
by "feedback"?
 

Answer,: 
 We meon a Co[mlunication to us fromrecipient the
of our message 
that conf irms 
that he
has, 
indeed, understood what. we were 
attempt-ing 
to
 
commu ni cate.
 

Query: 
 In addition to 
assuring that 
our message
is getti.ng through t.o 
 the 
inLended rcipient, whyelse is 
feedback imporLant ?
 

Answer: Leader 
to notIe responses 
,nd lead
discussion. 
 ie sure to point out 
we the frustration
all feel when we fa-il to get "feedback".
blank face may A
represenf lack of 
understanding.
It may also represenl 
hosti lity, contempt, lack of
interest, and 
o. her emoti ons. 
 1he fear that 
itmay mlean one or 
more of these Ithings may be very

upsetting to 
us.
 

Refer to Item
Consid..ra.......and..............
#12: Communicating _q-Deflntjon. 
. . -"n
. . . . .
 .
 

These ideas are reviewed in Item #42. 

Discussion
 

http:getti.ng


25m b. Five-a- co.,i.riniction 9:30
9:55 

Query: In how many d-irections should a financial 
manager's communrication go and what are these 
di re c l i-.ns ? 

Answer: live w-ys, as follows: 

o 	 Downward to subordinates 

o 	 Upward to suppruisors 

SLateraliy or hor'izontally to our peers in other 

o 	 Diagonally to higher or lower levels in other 
: ea is 

C 	 Inward to ours lv-s. 

Refer to Et-orm # '3: :ivea.z Comnuncation - Diagram
This discussion is graphically illustrated in Item # 

43. 

let's discuss br'i-fly each of thesp five directions 
fo:r 	COmlmrunl i catl[i rn, 

(1) 	lown'wa rd C mmo n icat ion 

Ih& most: obvious commnunication need For the 
financ iatl ihinf, or is downward to his own staff and 
Iheir s b r'd laLtes. 

Query: Why ii downwarnci c omuint I cation necessary? 
What does it: consist: of? 

lnswor leader to note responses, wh:ich will. 
inctude ouch ideas is the following: 

S 	 (;onraLl and sp- ,if-c inf ormration about the 
Loam' s plans: qals, objectives, policies, 
procr lrs and theI ike 

* 	 Assignmn:/d,,lg otion (1) of work or, 
rn spon, ibi lily or occoimpi ishment ... and (2)
of aluthorit:y Io ql the work done 

[ lvol iiot ins of pprforrinc, suggestions for 
illpr'oup'il,,t andt t like 

) 	 Iloo-nit ion a ult th, overa] l organization, 
wllr, it inS goinq problIims it Faces, and the 
I ike 

)ib,u s in 
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(2) Up_ rd.Co.inunic.t--jon 

[qual] ]y mpor't.ant is corrlmur- cating upward 
 -
t:oward ono' s super i-ors. 

Query: 
 Why :is upwar'd commurication ilrpor'LanL?
What does i.t consist of'? 

Answer: 
 lecder to note responses, whi ch wil] l.include such ideas as Mhe following: 

o Report . on pr-ob llems ,ncnunl ered apd pr'ogress
achiuvd
 

0 H"(IiJe ,I.for
' adui(ce a id hel]p 

0 ReCOiiiiend,( ions for cons ideralion by
h-i qhr loup mianagers. 

Query: 
 Wh - r uponsible Foris such upward 
commu ni cations? 
nsw cr'' Ihe r'u'sporsi hi t}y for such upwar'd
 

coimminunicat ion is shared by hot h: 

o .he I ower- eu, coimlrunlic ai or' and 

o the higher'-leuel rocipienI: of the
 

When a manager' di scotur'ages such tupiward
commillurinCa iction
f lows, Uhe r'csuts s can be uery
costly
Ss[) to Mhe local authority.i ;Co_S.C I i 1 ] -L 'iLy
 
[)i.'cuss;ioti
 

(3) I ,o r' I or IHrizontal (.Comiiri-icatojcin
 

U:'irinuni cil Jo( aIn,er'alI y is also imlportant 

Qoery: Why in JKier&] or hor.ionial conmrunicatinon 
ilpor'tarl ? 
 Whia I does it con'isst: of? 

Aln.wer: 
 lo'der 
Io no ' respors., wIhcl are
likely I"u re lall I o [I1o [ol l lwing.
 

0 l 'I .-
You plr: boi.ti hoci' a-I' g r .lIar't q ln l ueve] butwithl other r'':pi; l i i ii ,s - wil' Icl:M un no d 
tii kPw()t IAi i/Vlll are C:Ijr ' i an1d vicv uv r'r.a 
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o 	 The specialized nal[ur'., of the wor'k of many 
ind:iuiclu.aIs incl gr'ouips r'equir'es such latora.l. 
coIIIITi c iIo- I that[ excel lnLtol1as sure 
ccr'cini I iiontI 5places a-lorg peopl e andI I 
:.eamlls f I If those and un i 175 h3aue,, porsorls 

O1" coulrsp, I Io, t, i iuviri-ll ol)jec((:lI 3.u,, i.o., 
IpIdi,of 	 inir'ol thlh n s I h' w nai lhi the ioca[ 

aeiuti ril V', -r i. 

SoeIl3 uIiiiq r' ond i rqdlizoli.J ,I inits appear 

alron..(.I Ito (iis((ir',.-IC la er'al or horizortali 

b IIiiiiiii I is or p"ir Ifferto I Ima'nigt [iuirl iitrs. 

I)isc u tion 

(4 ) 	 PinigonilI (Coimmuni cat .ion 

Simildr I" Mora ir horizortLal comlnunicatinon is 

Quel¢r'y: !Whv in. di, q"Ha, l co{mmlun t'i:]lion' imnpor'tant ? 
l"ilt 	 (I m '(t. i I o n '' i . Io f '? 

n 'l! IA " : I iu l"r I II oi i(,l)rpnsis , wlh ich Iil I 
iricl (u ' ii1..1 (I", ,b1(11 ,i. I I1, fo )l,,ing . 

0 	 D)iaiiii I uiiiiin iC0t iin is Ialingitt higher and 
Iowii r' I lu ', 1 of i ir -i iii jun in otherI unitis 
know w I w. [( i I inII / i r tl i i . 

. li' " ii 
l ii) 7., It , ( ,.ir'i-; froll I An . s tlaLf 

" IIIc.I th[ lll(1. W 1nstun 'nmd pr- r ',xrmillh3 S aire 

rvla i r(,hip. I xamlpl,,*. (f lMo .r. r iwhen [.h.f
c:hief Firn~icial W fic: r" ,.lo(r'ls pmllplnyo s toI 

f is,.ca l nrr I'iH IIf-., lli-, iui)trb, l o'ffice r 

II1(:1'l 1r' n, 1 11'1( I ,ll I i k i' . 

" Or, I ifl horitil ,r'5, in (t o ,r uni s conlac heIi 
p lr %':. ll Iir' 1 I ificp o nI ti Ip .r sn nne ,r chn ical 

(,,11 I'V: ]Ihor'u o rp so m"{ nlppc ia I d:,.nqo r' i n d iagorna. 
c~ummurnirati n lf( ~ownls W hat are' Ihv:y? 
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Answer: 
 flnswers include the 
Following:
 

o Providing information 
to lower-.l]uel 
empli oyees
in othev units (an give t:he appearanr-ce 
of:
 

- i nter'f erence and oF a 
des ire to Lake over
managmurni 
 ir technical responsibilit :s
that are not yours, and 

ignor'ing the proper, role and aul(Lhoriliy
thr high:r'-l ofv e implovee in Ihoseu n ii: other 

0 Providing .nformtin 
 io higher'-.employees eoelin other units can give tIhe 
imipresJon of:
 

-
 "going arunud" your' own boss, 

- attempt ing Lo :inf.luence improperly
ot 
her uuITs, 

the 
and
 

at:tempLing 
to "make point-s" with sernior
 
people 
in the other unitfs. 

Discussion 

(5) Inw.ard Cot nnca -io-n
 

Finally, n" 
must not over]ook the need for' iriwardcommunication 
 - with oursoeves.
 

Query : 
 Niat do we mean by inward cormmun icat ion?Why is 
 it importnit?
 

Alnswer,: L.ader to nol ', epor ses, wh ich shouldinclude responses such as the folI Iin.g.
 

0 ]Inward commnuicatin 
 is what i s .inuof-ed whenwe sol cit dt a and d flib:,r'alhly pr'ocessour" own it iniinds: 
 r'i-llcl on it, consi:der
:implicat ions its
and reach curclusiors about: 
it.
 
0 Me anrd eff ir'f ar nedld to be sure that wll'in trnim i in our" Owli ili'ids and heartspe inr'nt
i rabl i nl iorlu ( iu t lour' pl ais , ourwork anrd it pr,'gr ss, 
our' p rForaifln ce anid 

t h e 1ik .
 

Discussion
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All. t-oo often w: do not: get: much past: a dimly 
perceived outlinae of major issues that we 
oursoluVes arc. racing. 

Rpfer to I Iim #1/1' f.uP-W-ay.(CcTimrmrui.c at .on 
Considor'al ions 

discussion isIhe ,abou ( rou i ewcd .n Iter #44. 

lDi scussi on
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lOre 
 c. 	 Types of Communication 


9:55-


Communicatior, 	 10:05
car bo classified int.o just two or

three very bacic caLoegories
 

Query- What ors 
these categorir,s?
 

Answer: 
 NoLe responss but lead the discussion 
to the

following an.w(,r.
 

o 	 First, virbal 
- - broken down between: 

- oral] arid 

-- writ tn 

o 	 Second, non verbal
 

Another c ~a-cs that we wi]
Ulratjor 
 discuss later isbreakdown of 	 a ,onun-n cations 
 on Lhc basis of t ifing
- be twe,-r 

0 	 soic fir Coirmini c-,itJons d cilr;q Lwith specificdurr.int : i sucs on jin i rlriediat -,or r,,s -t im., bas is
arid 

o 	 gi neria] c'lirliiur (,citi r, didI in i thmlitJ12r5 uc h 1 
inq orgoingii tin ic i(S arid prcedur-,s which maybi of rito i app]-C ic), to a qiuv ,ri 

Let 	 s di ,cucs th,,-,c s,heur,r-I ciit ,gori I-. 
20m (1) erba[ Coirmunic at ion 

10:OE
 

I he 	 10: 2Eo Id 	 .! t )pi, Of C IfiLin i cn t i cn r,non- verbal,goinq h,,ck huridrids Ut: thr:'ucarids and i Ilions of'year, flut 	 ]c-t-
' riori, tihit h:i.tor jcaI timingcor ; ri,d 	 i on and 	look first at v r),-1I 

c o fllrlmi Cri,, i o rn. 

Query : WhirI ci' ' u ,h ,a I l llllliljiIi ciit I ri "rl i ann ? 
Answur Itit 	 eri s co:lllliin L(:,atoFI I trJuglh I ho ifi i iiiiof hirigliu qi-' .(, , r Jrd,. h , it 	

mJi 
e 	 Jnclju Jf. bot.hspokern and 	wri t.i. cI lr.ri liii LlS .
 

(a) Ori a 	 riI . 'i I (,,CaItIf, 


Ori I C lmoililir, I Ii 
 ii '., or ti I .1),) ;'ord,kr,I 
prd (.I , ; 1 r11 I'l( i o ' 1 IjoUI 
 h ;~rti 	 IIIdr I',I i -or i I- pI i- Iu I i(IC' I ( re I iliv h U 
dral Ciri Ul i I oF i 
t rI(g,aI d 

I I I. .l-ft.1; ,ouridi v ibols or 
(,I I II .ir 
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Query: What are some of the strengths and 
weakroe sos of oral communi cation? 

Answer: Such answers as 


StregthsWeaknessest: r: £n gLh
s.. 


Immediacy 


Provision oF emphasis 
in spu ch helps to 
c larif y moan i rig 

Enhances personal 
relationships 

Pernils queries and 
explanations 

Provides opporlunitfy 
for prompt feedback 

Saves time (sone.times!) 

Culs cosl:s (soInetimes!) 

Rotains s.iimi:
Ilm xibility 

f-or' later" iril ,rpr'l tli(,ri 

(l:his is also a 

pot,,mt ia.l w"M,,kns s ) 


the Following:
 

Iq..._.a....._
.. s
 

Possible imprecision
 
in eypression
 

Emphasis in speech 
can dsMract the 
reci pi ent: 
fromri the key message 

Ofteri resulls in 
differenL nies sages 
being received by 
di ffer rnt reci pient s. 

No pernanent
 
record of what is
 
said or intended
 

No permanent
document for later 
r Fe ron c e and 
eua] uat~ion 

Can take much more 
Lime especially if 
several recipients 
ar, involved.
 

Sumo persons are 
less clear and 
coherent orally than 
in i i ing. 

Is loss likely t:o 
rc Jue careful 
centiderat.ion of 
loqic, imiplic,at.ions, 
o:I:c .
 

)l -i miin iqi -r 1 I il it I ho,ms,.lue: almost ent-irely 
to oral c mimmuniicat ion hitIh r staFfs andthi 
p Or Ihii. i lyl, A, mut.t apprupriate forh 


i pl id,,' aiiid rou tinei,mmI. aqos. 



I 
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20m (b) rjit:n Connuici on 

10:
 
Alfew thousand yi'irs go our ances tors 

developed r,
rst, pi.ct ur'es for" [hin( s andcorcept. and t hon wr LI n symbols r'e]L-odLo the soiind symbols a Irady in use.
 

Quor'y: What 
ar' th 
 ,lre nr i s and we'aknessos
oF wr i-Ltpp c-minincaL ion? 
Answer: Such a ,swers , s . h, I oCi Ifowing: 

S.!-ri !?g t: h s 

W1e ak i 
 o;s_ 

General ly r'eqo-uir,'',; .r'osgea 
of 

O Len, nopr'ecision 
er 

Lhouqhl. mlaL~or howand of subequiii'i, 

skillfulcxpre,. sion (" V[ dun' kiow comlipose:d,know what I tliink atbouti egiendeirs
iL unill 
I ir'i L en ros i t iint.it down) 

ar(d host.:i lit/. 

Otton conl-tI itltl s a plan Firp s izsarid a pprf (r'liiic(. tLask- orisltardard t -dI) q(i.ide aspects OF aactioi and prui 
lo'ander'Is
a beicliiark Ir' 
management
evailuii oilrn of r sul] Ls styl:. 

Rediicie's lat'r' Crii .;iriover ihatii wis l -ito (c)tf:o,'s rio-nded 
 bui t- -

For 
c ] a r'ijf -ic a,I-inn
 

or ir
 
f eedbac k.
 

Can sau 
 coiiiiiunicat-ions 
ItF not:Limrue (solet'I imeiOs) c oiposed 

skil lful lv,Cclri 5 ii1110 tJIIII,'5 

laLzer 
be usd
 
to "liarig" Ilt,, 

lvoids, to ai qr'ial:,r, '"xtutthaniri Cotllan r' ui-.iri',I i c i i i)III C i-t l'i, irr-r', t l io anlgiv ing i it I 'rinl. iissiq s lf iirto di fler'i'iil 
 ri' ' ipip"Ii , (cuiipi nqi(,
 
t.y i rigc 

r'ldr' "ftIIg) 
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rSm unless 
t hey put .hei r" COIiiiiiU down in 
Query: fchi anagqor are un(:ciiifor.abl).i 

tl- cliC,tALOnS 
writin . Why is this to? 

lnswr: Such answrs as tLho following: 

S htI,h ,y f P:ar" oral COM(iiMUrL t ioris wil] be 
misunderst.ood (unintentionally or 
.irtent iina.1 1 y) 

* Ihey may r'ea lize how easy it. is for a 
,hubrdirnalt 	 to "for':l" an impor'tanL iSSUe 

_ c mmntiiiica od orally that IIust be 
at lor,(Ipd to . 

( I IInV illti op I' t hey can express themtsll uesV 
b,,l Ir in writ ing t-han orally. 

Wr. il in( 4P,. a (iiiiilnnl I cat inis techniquo is mnos t 
,, il td in exposit-ion "F more coiplox plans, 
pr li i,., ,nd the lilk.. It is especially
unl. l wAh,,n t he. messagedt~l mutl be travnsmnitteL d in 

thei .iiii laV In a Ilr'qi niiiibtr of rec-ipionts 
or In rir' .; li il id ';oiii? distanice aiway.som 

i5m M(iWNl Ni. I:II ril< 	 10:45
11:00
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15m (2) Non--erba. ConrunicaLjo1 

Query:• Nha t is a non--uertal coIiiiun i t -ion? 
Arswer: [I has boon iot eod as Iho 
ILr"ansli.ssionof meanigrig il hou lh(o use 
of worcd
 

Query: Wt 
 a '''oxii-p omlsof nn'-uorha IC orrlli[.n ii i J iI/i I 


Answxier: 
 'i(Ic aiSuch-. r's-'s Ih f o] l, illoi ( he luadpishould load a d i-' slif lof t hose r'espoi.;.c,). 

0 "Iodfy lngui.qg'" in qeurn raJ 
 e.g.: 

Facia I o'xpr,s;'; ioii', (bor'edr,iri disintir ,st,
d isagr'' , 1t- i, agr'i'('llti 1i crnS t orm'rit I ( ,
t c ,) 

- [yr contacL or' lack thereof
 

- Iidge g
.1il~
 

-- Yawning 

0 Other exaiiipl os incilu.o
 

S-Ilting back 
. or' for'war'd -.-. in one's
 
chair at a meoIg 
R-ieadilog a Pwspapr. durring 
p:r' 

a nIoe LI:ng orHg r' ilfl
 

l('rio of 
 cut Ce
 

C(.muiiiiiri icatinq by 
 exampl e ( . q., ar'r'iui grgat: the o11ice in I:me and wor'kinogdi ligpnll Iv whi , I lr ' iicoiiuiinicate. a lotIo Si.ibil rd i nat I biiiLI.i hoi) , b: hi s expecLed of 

shownu' 
tha-t on"ly ,tl:",Hk V%/, of 
IhI m1,antrilnC irn
 
face 
ti fiiue ciiiuiojr iii i
Iw, dsr'( tHIP r', ii 

n d iric tlIi, rriitt bi
ldr is cor'r'id by/ I , , uoice,arid tic ii ,and hildy 'xpr,,. ii n.''
 

W tih'i Vyii . I,,iiiij thin k ifh ufr iqh i it in allia iollj III ,,.il,r' [thail lil l ,
bo'l ,,u,, ro,,i liI, ) ' I 

lHw i~m ior'hl rt,
.it q , V i.,i, iro 

C 11 1 1i i ( i 

1 ,, I ir 
t 

V ( tI ( I III Ib L (Ir, I I ; II
jI,i ft ,, V jI 1-r) I I I lliaI oy H.- Htir-(1% ihI
1)11l iIIs' i. ' Iid ft.,'l 

nil r 1 

b) Ii
 

i ,i r I.I I u Ir w IiII I v 

http:lngui.qg


- 123 -

Discuss (With ,xamples from part::i.ci..pant:s' 
exper J rni(:,) 

QUr:y l Ihat. xtent can t.' ma;k our real 
att t::iude by controlling our non-vurbal react:ions? 

nnswer: Amonig Inswjrs qiuvr, it should be noted 
t: ha t. 

o 	 duingq ths is: eas:ier" for' some people than for 
others, and 

o 	 s lf-Ir'aining can acco(:cimpli sh a lot in this 
d: i roctI ion . 

Quer : Is Iher' anyI hing Lhat, we can do to change 
what we comiun icate non-uer'baily" If so, how? 

Answer: [.Lader I note r',ponses. But one answer, 
is as l J lOl iS. 

* 	 IM r'' i<; ircideed, much that we can do to change
what: wl, Culmlici; jcal, icnr-uor'ba'l y. hi': ill oS t of 
the chang, Wi 1w1 come about not by our becoming 
c lever at (Jrcts ard warie'ing artifi cial masks. 

o 	 In;tI:t:o: it wi l come about. by our wor'k:ing hard 
to change our' [: i c at it udes, ,. g,: 

b:zy.itt int ip -inr fr'onl[ on our chairs and 
paying i I, citncr atL council and coinit-tee 
metR inqIC bicanI:, we have decided to take a 
r',a I Jn ' t;Pr, 

by sh wring wirmth in talk ing w:ith 
eplipoy'es Iecauise wel.have learned t:o 
r'e'ct(: tie huIian ,M etcc'nt in people; 

by expcltirig lo be cuictr'onL d with now and 
r'adi cal] i tiI. rio showiIdea' so a lornge'r

coilt:er'niat ion Awhel I:his ocur's; 

by comliig to mlint i r'st - or asings Id 

re sted as pos; ible so that: we do not 
I el yaItnt(: n;ir
 

http:part::i.ci
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by ]learni ng to list en and evual alt Ail : ;going on so t:hat: AO Lan )ookFo'lAla r'd Lo 
ma k ng our own con Iri bul L on; 

- h:c. 

Refer toNon-verbal t 
-
te 5 Cor(Jnpation"De;f:inii ons Clhr'ac ti - Urbal and' s t:ic S, anid 

Item # 45 r'eviews Lhe above d-iscuss-f.11 

http:d-iscuss-f.11
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5m 	 (3) p.cific,..Real-T-ime Communication 11: 15
11:20 

Another way of cat c-ori ing communications is betwjeen: 

0 	 Iht.o in Iridcod Lo result in immediate or near-term 
act ion, and 

o 	 those jot,nnd(d to state general, ongoing policies, 
prO'Oc1dtll .-. , ilt( tIlit, liko . 

Itt, IF . I at( ,gor'y iii i qi I b, ca'lI ed specific, real-time 
COIr1nUln .'t i . s utlch c(.mimunicot ions are itr ended to 
product.' a r,;,(il iw t,.rly ';imii.It,aneously wJith issuance 

. uiIi i (co 

Query . Whit tr' , '&imipIoM Of spoc-if-jc, real-timie 

C011iiicn i - ipi:? 

llti ii'r 'idi-lr' In not, r'(.i:,s ro,o, . lour examples 

1 1 h1's' c (iiii1111 n .o 

I o 11,+tw 

* 	 Co i,1' I li mV (if f i ci' al1 2.00 p . . to discuss he 
buldget. t r, y uitr dopar't-ienI: . 

o 	 Pay t II out tIand irq inuo-ces by the end of the 

0 	 [ i i' I ink wiith pelrol. 

o 	 Hog iin deue I opineril: of- te annual Estimates. 

0 .Ic .
 

1)i1 ciugs s 1 in . 126 



- 126 
5m (4) General Ongoing Policies, Procedures, and :he Like 

The secondator Oten is comprised of i.tlems of thenature oF policies and procedures but .i.ncludes manyother types of commurnications. 

These are l:h, communicat(ions
of that are inl:endo d 'o beongoing app] icat:ion to mattc,r's Lhat ar-i se
repetitively.
 

Query: What are exomples of: such general , ongoingpolicies, procedures, and the 1 ike?
 
Answer: 
 Many answer- Lan be g] i. Areas thatbe involved rig htare majori current issuesrates 1.ike interes tto be charqed, the expectecd payrientinvoices schedul e. for,to be paid, the proceduresdepositing for rc.uivi.ng andfunds, Ministr'y of I ocal Governrmmt.circulars on accounting practi( es and mat~ny others.
For example: 

" Interest rates on estate mortgages are to be thebasic bank rate plus 3%.
 
" Funds 
 col ected by revenue co.].I ct ors are to b.deposited With the cashier daity. 
o The new Financial Rogul Lions are to be adopted as 

of January 1, 1987 (MI.G circular). 

o Etc.
 

Obviously 
 there are great difforencesinportance in thethat needs to be placcd on these twocategories of communications. For example:
 
" Those intended 
 simply to get sorne:hingaccornplished immediately or, -in the near futurebe eith:or canoral or written and can be much morecasually composed. 

" 
 Those int:ended to affect behaviour over theindefn .iite future must 
SUffic ient ly 

USually be in wr'iting,careFully composed to standmonths or years of up underexari nztLion arid efforts aLinlter'pre t:ation by di fferentI: persons.
 

It's the difference 

and 

between pitching a tent for thenight building a perinanent tldelling intended t-olast for many years. 

http:rc.uivi.ng
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Query: What is the pertinence to local authorities of 
thlis above dist:incLion?. 

Answer': he answ:r is that the effort put in to the 
development of a comriiunication and the means and 
process for c,,u i niu ctk qn it should be tailored to: 

0 	 whet her tie Lomrurli cation relates to a current 
o(eralior: i su e50soon behin d us, or 

whethoer :it. is -intonded to be of broad effect and 
to stand I h,l ts L of liein. 

Refer yo I t,.,r, //16 -tegories of Comrnunnication as ed 
on I nnWing - De fi n L Iio n s .an Ex aRpI es 

item #/4l6 revOJwo the corcepls and examniples presented 
in the above discussi1on. 

Di 	sc sio';.i ,i 
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5m d. The Workings of Co.munication Channels
 

We haue an example to ii]1usLrat- the way
communications 
often work.
 

The leader  prior to Lhis sossion of the workshop should cut a oi:copy Item 47 in six sct--ions, one Foreach of the short. speeches in the it.ii. Select sixparticipants who speak English wetIl and can be rt tedon to speaK out, the messages boldlyl and clearly, fachone should he asked to read over I-he mossage assignedto him several times -in advance f Ihe exr'cis,,. 

The leader should then at: this point in the program,call on each of the six pirsons to read out tiis message as a mi-Ltary ofFicer mighl:, iio nthile f irsLasking partic:ipants Lo c.los their- i r' hkbouks ( so t.heiwill not be following t:ho writ.t:en t:exl). 

Refer to Item H, 47: ihe Woriking.s.f Comn0cation 
Cha nn.e.s . . . ..o. .. o .i. .
 

The leader should th-ii polnt out . hat lIhisjLSt.-COIlpetI:hd ex(-r'ci ,- is A1So t:o be Found as [tel
#47 :in the par Lti(:ipant.' o)r-kb(ook,. 

Discussion (if any Iturtlionr is do iro (: Iy parlici.pan!-s) 
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5m 4. Motiva t _Ing 11:30
11:35 

We have discussed decis.ionakng and communicatinj as as 
twAJo major acLiv ities lhat make up the management work of 
leadership. lhe third major activity of LhK. management 
Function of lead ing is mnotivaLinq employees to get 
results, 

We've seen that it is not as easy to make a good 
as one might think and that commLnicating has its 
too. But these problei-ms are dwarfed by the task 
ir).jtLuat ing employees to get the work done. 

decision 
pitfalls 

of 

Query: What do we mean by "motivating employees"? 

Answer: [he [eader should note responses. Howeuer a 
recomImen(:ied answur f-ollows. 

o "Motivet," is defined as "to provide with a motive or 
motiues" 

" "Motive" is defined as "something that prompts a 
person to act in a certain way" 

o So "motiuating employees" is to provide a motive or 
motives Lo employees so as to prompt them to action or 
to act in a certain way. 

50 a. ype.s of Motiation 11:35

12:00 
Query: What are these things -- these motives -- that 
we can provide to our employees so as to prompt them 
to act in cer'tain ways? 

Answer: There are 
classifying them. 

lots of answers and lots of ways of 
[he leader should take the time to 

get from parti cipants and list on the 
sizable number of motivators and lead 

flip chart a 
a discussion of 

them. (Item #48 will suggest examples to the 
leader. ) 

After a full discussion, the leader should draw 
attention to Item # 48. 

Refer to ltem 8_: tivuatin_ - Definition and Types 
of Motivators 

Item #48 summarizes these ideas that we have been 
discussing. !he leader should now take the time to 
review the detailed content of Item #48 with the 
participants. 
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Query: Which of the 
twelve categories of motivators
in Item #48 are of the highest priority for use in

local authorities?
 

Answer,: Leader to 
note answers by participants
 

Query: Which of these Motivators will be mosteffective in motivating a person just starting 
out in
 
his career?
 

Answer: Leader to note answers by participants and
lead discussion. 

Query: Which of these motivatorseffectiue in motivating persons 
will be most 

for whom the basicrequirements of a living salary, adequate environment,and generally equitable working conditions havealready been met? 

Answer: Leader to note answers 

Discussion
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b. iheoriesof Motiv.tion 

Motiuaton has been the subject of much scientific and 
behavioural 	 research throughout this century, Many ideas 
haue come to the fore and later" been discarded --- or haue 
been aJsorbed in later r'search. We will discuss the 
results of just two major -- and irnfluential -- research 
effort s. 

15m (1) Myisqw' s Hierachy of Needs 	 12:00
12:15
 

In the early 1950s, a nan named Abraham Maslow came up 
w:ith a hi'archy of needs based on the two major 
concept: 

o 	 First, that neeos can be ranked in a hierarchy of 
imtportanc e, ard 

o 	 second, that a neod, oncce r'easonably satisfied, is 
no longer a pr'imary lioliuato.r 

Refer to Item //t9: theories of MotiuaLion - Maslow s 

.I.!?rac hy of. Neds 

This hivra;rcthy is shown in Lr m 49 Ihe f-ue 
principal caLegories are as follow 

Highest: 	 Self- fulfillnent and 
self actualization needs 

Ego 	and esteem needs
 

Social and belonging needs
 

SaI eLy and scur'ity needs 

Lowest: Physiolngical and biological needs 

Maslow's fiuu (atoqorJs can be defined both as broad 
hurnarl theonreica1 reqtuir ementLs and aliso in Iermts of 
the applid tlhirgs organizatiors such as local 
atu.thori tios do and can ei t hose areprouide eployees, 
al so shown in Item H49t. 

Di cus.,sion (1iVdr to r'eu iw Htoi #49 wi Lh 
parLi-ci panLi aniJ lead a meanir i Lt] discussion of this 
s t: of idas) 
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20m ~(2) Herzberg's Motivating and Mai ntenanc Fatrr-~j4 

Let, notrnto
teL s;,ama hewok, fistpublished later, in .nedFrdrick Herz *5berq.,~'F~FvFF 

the ast~
~ 1C~tple ofyears. 

F 

Quer'Y: Inthe past few years, what s n le specificF 
Fevent or'incident F(q,series of closel.reLatedevents) made you fee1:
 

0 unsialy god about your-job situation?

0 
 unusually bad about Your job situation? 


FF F
 

The leader should carefullY point out that such 
events
may have related to.participants' professional work or
the way they were 
treated in the job situation (or
F FfFF
anything'else),
 

Answer: Leader to 
call on two or three volunteers,give answers toto these two questions.
classify them, bearing in ;mind 
(Hie should
 

,ifapplicable
pattern discovered by Herzberg as 
theF yFt
shown below.) 

Herzberg and his team of researchers started out byFasking these, questions of more
accountants. than 200 engineers and 
 F'F FFFF
Nearly all of the 
answers showed 'the
F, same pattern. 
o Tbe Ffactors resulting inki 

F 

sa
tiFcinhd 

F) FF~FF
J~uL~ve.,etctcton

postiv
efectonjob performance. had
Ths Factors
F~were 
 intrinsic 
to
related to -- or within -- the job, iF. e.. .FFF~
 

0 The facto~ 
F
 

how the work was performhed, 

Fca~using 
 job 
disa tis faction 
ha a ~ ~Fpoor F'FF
imato 
job performance. 
 These factors..wereFFF
extern'j Ft'-o 
otieo


related mainly the job andFto wehrpeople felt treatedF 
F 

Out' of thes5i came a grouping between: 
. F.F 

0Fmotivtingfactors that have positive effect 
 on 

SFmorale 
 and output, and. 

FF. 

aiteane
motivate but acorFtatd 
 not indlependently
tat, ifFFnot maintaine'at!aeut FFt'F
~lvl,, can' cause
An bistsals
i outpu. Fu 
 t n mot ada rduto

clothes.can prevenlt 

l i yo aa educton ,
their deterioration 
r 

(a~
maintenance factors) but does 
not improve themF 


FFF'

(not a mnoti vating Factor), 

,FFF 

F
 

F F 
 F
 

4 

0 
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Refer :o 
 i.tm /50: !heories oF MotAvation-Ilerzberg's 

These Factors are listed in 
Item /150, as follows:
 

Mot.va t-on factors Ma n_ce f cors 

Achievelmlent 
 Company policies and 
admini s tration 

Responsib:ility 
 Quality of technical
 
supervision
 

Recogni tion 
 Interpersonal
 

rel.atiorshi ps 

Aduancem,.int 
 Salary
 

Creative and 
 Job security

challenging work 
Possibility of growth 
 Working conditions
 

on the job
 

Employee benefits
 

Job status
 

Personal life 

This i.s saying, .- to be perfectly clear -- that: 

a a person is motivated to work better by the job
 
sat bfactiorn that comes 
with achievement or
 

-
recognition c challenging work, but 

" good company policies or job security or a good

insurance progra-im do not motivate to better
 
performance . :hough a person is 
likely to be

demotviuv ed if these factors are 
not sufficiently met.
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lOm (3) Compensation 
as a Motivator 


12:35-


No discussion of these theories ever escapes 12:45
 
discussion of:
 

o Maslow's saying pay is only 
influential as 
it
permits meeting basic physiological and biological

needs, and
 

o Herzberg's saying salary is not a motivator to
higher performance but 
is instead 
a maintenance
factor. [hat is, if pay is 
clearly inadequate, it
d'motivates. 
 But an increase in pay doesn't in
itself cause an 
already-motivated 
person 
to work
 
better.
 

Query: If 
a person has 
been out of 
school for 
a while
and has achieved a salary at 
the level of say, the
clerks and treasurers 
here, what. can a 
salary increase
of 10% or 20% Possibly do 
to cause such a person to
work better, 
.e., to motivate them to 
improved

performance?
 

Answer: The proper answer is 
"Really, nothing." Such
a person may stay 
a little later in 
the office each
day for a few weeks. But if he 
is already working
diligently and in a professional manner, he 
is quite
unlikely 
to work harder and 
smarter because of thesalary increase. But you
if 
 can give him increased
recognition and jon satisfaction, you may stimulate
him to truly and permanently 
increased performance.
 

Still, money is important to all of us, and it may be
a motivator to 
better performance particularly Foremployees 
at lower income levels. And money isimportant 
as a recognition and feedback 
factor. Thus,
salary increases provide positive feedback 
on one's
performance telling one 
that the organization thinks
 
he is doing well.
 

In this latter connection it is interesting 
to note
the response of 
some people when told of a some
improvement in 
their working situation: 
higher salary.
changed job, 
or the like When asked by their
supervisor how 
they feel about the change, t.hey mayreply, as follows: 
 "Fel[ me, first, what you think of
it". They are saying that if you, my hosq, loks onthe change as 
a positive response by the organization
to 
excellent performance and confidence in me, then so
will 1. But, if to 
the organization 
the aclion is
looked on 
as a rout:ine 
action responding to r'outineoutput, then 
that is 
the way [, the employee, wilt 
also regard iL. 
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Motivational theories do not stop with Mazlow and 
Herzberg, but the general notions are generally well 
accepted that: 

0 some things are most important only as long as they 
are not met, while 

o other things are positive motivators. 

Some would say that this discussion of motivation can be 
summarized in the few words toward the bottom of Item #50, 
as follows: 

I WANI TO FEEL IMPORIAN1! 

Perhaps nothing we can do to motivate our employees is 
more important than helping them to achieve this objective. 

75m LUNCHEON BREAK 12:45
2:00 
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THURSDAY AFTERNOON 
(180 minutes, including 
a 15 minutes break,
are programmed out of 180 minutes)
 

5m Call group I:o order, 
2:0 

5m G. 2:0
CONIROLING WeNORK OF: 1-E FINANCIAl MANAGER 2:0 
Of the five major 'nanagemeInt functions of the financial
 
manager, we have discussed the fir'st four,Planning, Organizing, Staffing, and 

narmely,
l.eading.be discussing the Next we'll
fifth and final 
major management.
function, namely, Controlling.
 

Query : i.,,w might we define "control" and "controliIng"? 
Answer: Leader Lo note responses One good response
fo .llows, 

o "Control." i s the process of assuring thatorganizational and managerial objectives are
accompl ished. 

o "Controlling" is the devising of ways andassuring means ofthat pl.anned perforinance is actually achieved. 
Let us be very clear at 
the beginning of
that this di.scussionthe major chaIleige in financial managementcontrol -- especially of 

and 
expenditures 
----is not
 

0 to assure that incon(e and expenditures are in linewith budget, but rather 
o to assure that full value has 
been received for every
shilling raised from arid exptunded on behalf ofwananchi by L-he local authority. 

the 

Query : What are the four major activities of the 
Controlling func.CLiOn 

Answer: They are as 
follows:
 

o 
 Setting performance standards
 

o Measuring and recording performance
 

o Analyzing and communicating results
 

o 
 laking corrective actions.
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We di.scussed Lhese avcLiv.ties uery briefly in our Planning 
and Btudget ing workshop. We also d:i. scussed Lhem more 
exLensiuely i n our" workshop on Malnagemnent and Control of 
Experiditures - but. only as re-ats to expendit ures. In 
Lhis present workshop wo will haue Iwo objecti-us. 

* 	 [ irs i j s to rtf resh our' Ileolir jes as to the major 
concepLs in uolued in conLrolloing. 

Second, is to appl y h.es concepts much mror' broadly 
i.o. , Io at I of Ihe Iif naic Lii n-rage ern t concerns of 
th . local ,au.i hor'ity. 

Refer to It ,,m /5]: ControI Iing - [)t init ion fl'ti cJties 
onsI d'a lions, arid S:aps 

hu mi.jor ,tcLiucit ies and sLeps in olued in corLr'o]ling are 
summar, i.,zpd in [Lim t51. We will discuss each area in turn. 

1 



2 
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The First major ac-liuIly oF Lhe mariagum nl FuncLion 2: 
controlling iset i 

of: 
rog perf ormaince, standards. 

QuLery: Now did wI, dirne "s al ard" 
in our' last
works hop'? 

Answer': A s!.a.caris a preo- iiieasLui:mi r'irir that canserue as 
a rf-r'enc, poinL For 
o louatl-Lnig results. 

Query: What wero Lhe major, categort, of standards
that we discussd?
 

Answer : 1he awe or' :i at fo Lows:
 

0 )laris 
 as a soirc' oF ';taidards 

o M-ne ta.y, phyi)/cal and Itiim, s landiar':l 

SeLting sI-nrdar'd so as an adminislr',l-ir e askIiv 

0 Iritrir i (: ualI', or Iwiort h, of lhe ri ,s l"s ofexpondi llros as tnil ards. 

o Indi catcrs~ or ratios a' stadardsh 

Let:'s brieL [y reuiew hese Fi uto (:ategor'Lesbroader, applicat ion wilh
Ln al Iof Ithe f inancial acu:ti:ities 

oF the counc i I. 
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lOiM . an s_.as .u . rce of, St.ard s 	 2: 15
2:25 

[n our mos: recent: workshop wo said, first, that 
our 	most b:asic and a]l--em!:bracing source of 
per-ormanc,' sLandards is our plans .- including, 
of con r".eo, nIud eu tr ejos. 

Qury: WhaL ar', -xcmp1es oF sa:0 ndards directly 
blased on pl is aid budLqe.s.our' n 

fAnsw r: Loader Lo noLe and lead discussion of 
rnospuns,,.' . -lhr'eu examtiplel's, fo]low. 

O 	 Reunu F-romn sil e valu rates is t:o meet or 
exceed Lh, amlournt s :in Lho approved [EsLimaLes. 

o 	 [xpo.,ndi'turs during 1987/88 by depar ment: are 
Iot to excuud th ouInLs in FLhe approved 
Is Li:ma los. 

o 	 CoristIruction cosLs oF L.he new slaughterhouse 
are t.o :uecont-ainod wit:hin t:he figures in the 
pr'lOj c L ttt oilen . 

ReFer to If':e0/132: Plans as a Source of !Standards 
- Coqncc'pI and [xyqrplqp 

[Len t52 rui.-ws t:his discussion 

Di scus O n0r 
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lOm b Monetar Physical ad "_ 
 2:25 

Second, we suggested that many or' most standards 
 2:35
 
should be defined in three dimensions:
 

o a moretary standard, 

o a physical standard, and
 

o a time standard
 

Query: How did we 
define "monetary standard"? 

Answer: A mnetar.y.standard :i.s expressed insh:llings and refers 
to the amount of money to be
received or paid out. This 
is, often, the figure
stated in the local authority's revenue and 
expenditure Es timates. 

Query: How did we define a "physical standard"/
 

Answer: A physical.standard stat:es the quantity
and, usually, the qualiti-y of the product orservice 
For which shillings are expended. 

Queryv: low did we define a "ti.me standard"? 

Answer: A time sqndArd indicaltes when shill.ing
rouenuo 
in to be r'eceived 
and when the goods and s er vi c es are to be provided For wh i c h the 
shilling, 
ore to pay.
 

It is r.,vea li g I:hat 
even 
a simp.e purchase order,wi.l.l usually specify money to be pai.d out,
quantit._ 9 d quality of goods or services, and 
deeivery .imes. 
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Query: What are examples of each of these three
 
types of standards?
 

Answer: Lader to note responses. Examples
 
follow.N
 

o Monetary standards: 

Revenue from the new bus park is to meet 
or exceed the figure of Kshs 300,000 
included in the project justification and 
in the annual Estimates. 

Expenditures for maintenance of parks are
 
not to exceed Kshs 100 per day.
 

o Physical standard: 

SAverage results achieved per five-man road 
maintainance Leam are to approximate 
maintenance of 500 linear meters of road 
surface per day. 

o Time standards: 

Sixt.y percent of revenue from site value 
rates is to be collected in the first four 
months of the calendar year. 

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. 

. .. R.efier ....o .... 1./3 :.set..h~_n Pe!?r Standa r__!t.eJn ... flormlance 

Mont-ay,hyscal an.[ine 1:adars -Definition, 

!ypr s}.... ixamle_2sConceptL s.andc! 

Item 0153 reviews the preceding discussion.
 

.l.eade r should proceed through this discussion 
of ConLro[ltng - as throughout this workshop -- by 
asking participants for examples of major points -id 
leading a discussion of ther, referring to the e'amples 
in the participants' materials only at the end of the 
discussion of each section. 
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loIr c Standards Set. asan Adyninislr,' t rIk 2:3! 

1hird, w , sa id that Illny of th ll re du.t l d 
st:an ards Lh, I? tl,w wi 1 l ed All[ Il t II I ''",JA,autlomOr t i cdl ana 4 . , ra'.sul of our br'oad pl i nilg andbudgetIing fldded, mnr'o doltai .,d standar'ds Al-11.w i o L
alwayAs need [o be corns t rutlld l -A 'a. I ibe(traite0
lalnagelent: o r'l., lMo,ttl, I I i Ill b in the form of 
regulatiorls, polic ei , d: pr'o( ( tlr b. 

24 

Query: 
resu t 

Wha L are -xaflp [ 
of a del iberalte el 

nF 
ort 

s dalrds dA)Au opd as. a 
I" df in such silndaIr'd..? 

fnsl ur: l eader" 
responses. Four 

to note and lold discussiorn 
ex iiple's ,re as fol low. , 

"t 

o Revenue 

tur"neo l 
ree:i'veJU.(d 

i I.o I he 
by t Ie 
cashi er 

Ilar'ket 

doy. 
Irlostir 

. 
should the 

O Overtimlc 

waog iopvrot I. 

SAl.l d noAt e"XCeejd 5Z of lhe t:otl I 

o Averae. p,,Ir': 
kiIoml-,r's pr' 
local autoi ' 

u,.og: 
lit. -r 

[r'st 

of not loss Lhan 
s l d be achi~ev 
cks. 

f-iue 
d for' te 

o ft. tlA Ivst- 9O( of ilvolices'' lor' tll)i. cli HU 
teriuis hai.vie h:',',o grod should i, pa id
and 30 days it prouis [ol tF Lthe goost' 
or SubiJ ;s ion of inUAoicesi whficlIAu,r 
laler'. 

p:,aymn.. 
btwe enIrl 21) 
a lid se;ruices 
occurs 

We havet saidl iiot mot o(r oll
directly to plans and budgets. 
eXialolfl nt, d:Il t r'aL., th o s 
speci-ical[V c(,ns rltlcl:kod as a 
adrninis r'al iuu :,ffor't. 

st OntdirtI 
IIMwuver, 

ill i I l 
dlib,'r'at 

will roe lo( 
ils 

I"iAimc, IA he 

I) i,l. I, A ifn 

R'Ar [ t H i I//: St o orct 
Iask ( onc,,pl: nnl IxamtLnnll , 

] I 'in // %/i rA U' (Alt~uu.t1, ,ii'A ,[t)u),, (li 

,Not 

. A S.I i 

as 

1 

,n 

. 

('dmi nii I r't.ir, 

I) i C I'S"Ih.iqn . 



10M d. 	 [nlrinsic Ua lu,, or Worh,9f-the Results of 2 45-
I xp'ndi I ur',. on St dardards2 

I ,urlh, ,i, ;,i iid I io in the ar'oa of expenditure
 
Cot r'ol, w" (n liuok on pr-imary as of'
w' our task that 
assur' i ng I hit- wh I we ge. for our expendeI t g S_iur 
wor'th Ih,, co,.,I WI said that this is the con tptof 
IN intr'irnic u-luo of the results achi.ud by [he 
,,xp :, i I Hi , 

Qu ,r'/ IwI (Ii d ,, dif ne whaL we mean iby I ho 
"intrinsic ut lii''" "Ii an expendit:ure? 

lit.w'ir' W ' .(ii (I I Itii I thp r:i.ursluc vaii' s. the 
aWt HiO I h oirIIh' ixpi'nidit:ur to wananci of theit tihe 

Ille si.r'i vti hV tt'l I" . 1 auLhorit . O
 

'xPfll(di a ', ' j , tr Iuin q i qivitH r.iad, should be 
rqul-I I" ,r' c< 'oI I i tr in;ic utluto Io I he wananchia nsr 
of" ,ilhai (1) n.impl q. kpppli~ l I1h , :.lillinc,.; raised rPO[n 
thpm ,r' ( 2) ,,X :P{ :1i~ q I 1hpm1 oln n,(ill ,aI! l'l ai :~r'pose.pu 


I1his i, n .milr t th . f, mili ci ncti' p of "i r" riedd I 1 cn~ ewhI~ich' a! IiLmptnI r'lli A ho ro, -atli inr-ins.in 
V0 I LIP (' a Il '~l~I o I p lfItq b (r rps'!ouriCvs ,. 

d 	 basedulii !rV Ii,, ni,]hi i,, IUI- in wo Istand a rd 
OnI ilH r in,,i( U0|IIW ,'? 

rtiioll.'i 	 Iiid'r "I: nl r'i't;Sp in S. Iwo exaiiplei,'s of 
oinlards ta.'{d i n inl-ri n'sis i lue ar'e given beJow: 

" ILIIId:; ' l'i t r'n sc(.hool odulat iririn 	 should 
pr'iiduc , (i) r'osul- h.' wanari chi equiualent in 
vliii, I(t (ii) t e ,: Ls to the wananchi of 
spnd i q INt same 1 .Ids on olher" local aut:hority 
pi t r'ogalm.
 

t irilt. sp tp on pau:ing second ary roads should not 
,xi:iid 1hI' ualup -o wananchi of (i) he pauing of 

such r 'd, verus (ii) eauing .he roads 
iniiiii:riiu'id and ulilizi ng t-he funds for' other 

prior'i t I.ri 1r'pa a . 

LP, us nil,,, agoin, I hat using such a starndar'd to 
coint ro li rl" iiPtiio i nuolup's the iakinri g of ualue 
judqm nl ; by ixpir'i, cd Iopl ,. Beut, hn, so do all 
.ui(:lsp'ii'nlt ' if ririir' itV/ iminni al lrn iot iv's! 

itl lo Itemii1 IV)': [ntr'insic Ualue, or Worth, of the 
R ,ul i " I lxl:pnd iir'i'', oi 'ta nrdards - :o p, anda'. 	 ( 

]ltpll Hi r"-Ul'hwv [l'll Drpc' pd(:irnq disc:uss .' r, 

http:inr-ins.in
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e. In.dcators.or Ratios as S tandr. 

Fifth, we said that in very many cases, no deFinitive measure exists of the appropriateness or value of anexpenditure. It is also true that often there are nodefinitive measures of good performance with respect
to inflows of income. 

5m (1) Ratios 
2:55-

In such cases most organizat 
3:00 

orns do Lhe next best
thing - which is 
to develop perrormance

indicator's. These are usually in the for'm of 
ratios.
 

The formula fur computing a 
 ratio is as folows: 

Results 
- [>erformmance- rIdi cator, 

Resources 

These rat:ios are extrerne Iy useful to us. Theywill tell us what resul ts, .. , outputs, we are
getting for each unit of resources expnded, i .e. 
inputs. 

Query: What are exampl es of ratios that- you use,or might use, as standards for performance? 

Answer: leader in andnot , lead di scussin of 
responses, wo added exampsiir fol low. 

o s.eyr[g syst c-ii rpaire ard mainl,enarce costs. costs perriurmber of corlmmcl:d buitdiig urits connected un 

o vertime costls per week - overti me costotal wage CosLs pi: r" wook as a percent: 

total wages. 
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lOre (2) Return On 	 .tes tIntROI)_ 3: 0 0
3:10 

iLy 	oftenthat t.he business commun
W , 	lq" commienrted 
ui:ltzes the concept: of Return on [nuesLment or ROI as
 
a standard,
 
Quory: What did we say we meanL by "Return on
 

orves tiIen t"? 

Answer: Note res paris es hen s ummiar'i ze as follows. 

o 	 RO[ is the ratio of: (1) the net return receiue on 
an iruvestemont to (2) the nnint of that 
i.Ues tment.
 

o It is al so a meiasure that perrmi t.scompari ng the 
relative 	 ailue of th uJSe oF: funds among 

.alternal.iuo purposes
 

We said that the ROt concept - as wiLh many other 
Lypes of st andards -- oft.en does not provide, by 
itself, a Lruly dlein-ituo guide Lo action. Howeuer, 
it can still he very useful. 

Query: Wht are examples cf: calculations of Return on 
Inuestimnnt in lo(:al -uthori ti:'? What- do these 
calculations Ill us t t:his useful? 

Answer': Leader" to note re'sporses. One examrip] er
to 1 I oIAI. 

o 	 We mjqht calculate the ROI on a new slaughterhouse 
that wo'uld be nice to haue, but not necessary 
to be 1'%, e.g., net income to equal Kshs 

600,000 or 15% of inuestment costs of Kshs 
4,000, 00(0 

o To decide what we want L do -.- i .e., decide where 
to put: our' mony - we might t:hen compare this 
with interest costs of say, 12% or 20%. Or, we 
night: colmpare it:wit h the return f-romn another 
op rional proje'ct that is h:igher or lower than the 
5% r'etur'n on t:hle slaughte:.'rhouse.
 

Not that the comnpon 'nt s of the RO] are (1)
expend itures (Fo r in ':stbt:mnt arid oper'ating costs) arid 
(2) operat in irco me. thus, the RO] automatically 
pr'ovides st andards tor each. 

W' hove b n discun.,iqloguse of the ROI as an aid in
 
deLermrining wiih.Lhe:,r' 	 to go ahead wiLth a project. In 
addit ion, ma..ur:,pnl.C' of Lhe actual ROT achiued as 
Ih, 	project: i impl,,m''nt:,,d will help in managing 
nIIOmII' expn dit or's as to achieve Lhe resultsand so 

Mn .,nded.e 
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Query: Do such ratios t:el l, by themselves, whether a 
good job has been done? Why is this Lhe case? 
Answer: Ihe proper, answer is "No" A ral:io st:anding 
alone is not very useful, 
o For example, to know that overtimwe is 5% of to tal 

costs, or the average cost oF refuse col]lection isKshs 10 er household, does not toll us whetherthese figures r'epresent good or bad perf ormrance. 

" However, we might: agree that: at: least thisinf-ormrat ion is bet t:er than nothing as w, seek forstandards for evaluat:ing performance. 

o We also might. agree tlhat as an administraLor gainspractical experience, he will be better able t:odevelop a judgmenLal intLuition as Lo whether, Fora given single time period, a given ratio is good
or' had. 
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lOM (3) .eforapce ovr_ n.and.Peer Per.formanc.e 
Curjis ions. 

However, in our last workshop we pointed out that we 
can 	improue Lhe usefulness of ratio analysis in two
 
ways.
 

QJery: What were these two ways by which we can 
improue the ustl-ness of raio analysis? 

Arswer': Note re;potnses. however, the answers being 
sou(hL: are as oll s . 

o 	 f irst, we can (:.mpare a currently calcu]atLed ratio 
wi t.h s imi ar 'esulLs ach eyed For. recontpen.iod.s. 

:i 	 Spcind I adcur'rent r'atio -- awe (rm (:oilmpare or 
series of r'at ios for several years -- for our 
local anthor'i ty wiL h similar result s acheed.b/ 
other prs nn.; or organizat ional units. 

Query: What are examples': of conmpaor ions of 
perfor'ma nc o aver :i m "ime? 

Anl;we'r' No te r'es;ponsles . Iwuo examle,'s for an 
orqani ai/aIinr ol tiw. 

0 	 Market cllctions by collector A in Lhe range of 
Kshs 14oo 1600 daily for most. days, Ihis compares 
wi th col fctions ['pically dr'opping to Kshs 
500 -6-0 the last 1.10 or Lhree days before hi.s 
payday, 

[f rep mai ntlenarnce sewers 
per cornnet(:ted housing uni.t. aueragi rng l(shs 310 in 
1987. Ihis compares with expenditures aueraging 
Kshs 200 in 1984, Kshs 213 in 1985, and Kshs 225 
in 1986. (leoder' to puL. Lhis series of ratios on 
a Flip chartL ard discuss,) 

[[xpXpelld Iitmres for ir and 	 of 

Di s cus s jion 

3 :10
3: 20
 



0 
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Query: What are examples of- p _ Lgr!p ons ?!pari 


Answer: 
 Note responses, Two exarip]es [o]low: 

Market: collections by coI tecl:or A aur'a ing Kshs1400-.1600 per d y, no l tter t:.o whal rmarke. areaassigned, Ihis comlipar'e s wi.t:h col1ections bycollectors H, C, and D auerag:ing Khs 1900-2100dailh. 

o Expenitures for trash cullection aueraginq Kshs25 per wuek per house'hold serued, This comiipareswith expendiLure s averaging Kt('hs 15 per" week for'I:wo local auithorilis kithi almost inden:i[cal t:r'ash 
col C 
 ior req uirementr s. 

Dis C ls s i on 

Refer to tern fl56 Ind:icators or' Ratos as.. a...r.d.C...p. nd I -.- .. -. .ar.ple. 
.ndar,. 

Item 056 reviews the above discussion. 
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2. 	 MAsurJng..an.d Re dInrg_ Pformanc. 

lhe second major activity of th:he management function 
of controlling :is measur'ing and record-ing performance. 
To accomplish t:his requires t:wo things. 

Query: What are those two necessary elements of the 
work or measuring and recording perfaoriance? 

Answer: Iho anllswir bieing so ught is as follows. 

" 	 tirst:, Lw' Imius I: determine the pr'ecise ratur'e of 
what. we are to measure and how we are to take the 
Ie OS Lia It:,r'l -!r
 

o 	 lhen, we must actually make and recor'd the 
meas u remn ts. 

5m a. DecidcleWhat to MeedIs !tc 	 3 :20
3:25 

V our perf ormlarce s tandards have been properly 
defined, the question of what we are to measure 
may alr'oady have been ros oved. But we must be 
sure that we hauc boen precise on this score. 

Query: uppose we n nd to iieasure the cost to 
the local authori t y of bu:ilding a now market. 
What costs might we consider for in clusion? 

Answer: Costs that might be cons idered include 

the ol lowing. 

o 	 Const ruction contract costs 

" Pnr -construct-ion planning costs by t:he local 
authority 

o 	 Costs of any labour and other resources 
provided by the local authority 

the of 
pr'ov-ided by haruibo contr:ibuLtions 
l 	 ualue 'xpr'ndiLures or seruices-in-kind 

o 	 loan soru:icinrig custs 
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One possible answer 
to this question might be
 
that:
 

o in order to measure true costs 01 building anew market and 
to be able to calculate true
 
return on inuesLlenL,
 

Costs included 
are to include noL only (1)
contract-
cosLs 
buL also (2) costs of labour
and ofther -oourcs contr:ibuted by the local
authority ,nd 
(3) loan ser'vi cing 
costs.
 

Further, on 
t:his question, we might: 
decide that
contri.buled costs 
by the local authority are to
include (1) esltimat-ed planning costs, (2) direct
iabour (o;ls, 
(3) other' per'sonnel supporL, (4)
supplies 
and .quIipmlerit,and (5) allocated overhead. 

Query: What are oLhr ,xampl.? 

nnswer: Leider to tm t res'pons es on F.ip chart 

Discussionri 

Refer to Iteri 17/: c)V _ 0ci dj
Measured Conce pts an ig s . ee ha _.. o.. 

Iteri # 57 revies the above diiscussion 
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lOrn b. Determine low Measurements Are To lie Taken 3:25

3:35 

Next must decide how we are to take our 
measurements, 

A special conslder'ation here is whether to inspect 
(1) every item or (2) just a sampling of them.,X
 

One huldre'd percent. :inspecLion is ordinarily too 
expensive aid rea 1 y uinneccssary, 

Query: What-.. perceritage of propr:irt.ors of 
businesses shuld arn inspecLor or audiLtor' contact: 
Lo ver'!ify whel h.r they hWve paid theirr license 
Fees and in pr'oper amounts - F(or' pLIrposes of 
colpari son wiiih recei pt.s r'eported by persons 
assign'ed to license Fee col .,ct:uOns? 

Answer': A for- exa pll.Ianswe'r is .hat the 
licerising irislpect or should contact ornia r'andomn 
basis one business :in each block of shops to 
vor'iIly payment of aopr'opriate Fees and accurate 
r'opor'Linq of -income by Lhe regular' fee collectors. 

Query: Whal numbiher or' percentage oF ueh:i ces that 
enter a b1; park each da'y should an inspecLor 
check to assure (by exainiing a copy oF their 
receipts) that riuers are paying the proper 
entrance foe? 

Answer: A possible answer is that irspec tors are 
to veri fy, through three unannounced :inspect:ions 
per day, tlhat entrance receipts are hel.d by al.l 
uv iic s in t..h bus park at t:hese Limes. 

Query: What percentage of expendi lure 
LransacLi.ons should be veriFied by the l.ocal 
authority's i nternal auditor? 

1 lhe matlieiA tWic a sc ierice involved in determ:ining what 

size sample will provide a generally reli.able answer -is 
c a. lecd P'r'ohabihi lit ] [eory and one major area of 
apl ication iin many or'gariza t.torus is Stati sLical 
QumliJly Control (SQC). 
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Answer,: A possible answer is t:hat: the in:ernalauditor 
is to review 10% 
of all payment..transactions by comparing budget aul:hority,
delivery receipts, invoices, 
and disbursement
checks.
 

Query: What percentage of petty cash transaction
docurents 
should be examrined by a mnelrlber of thetreasurer's deparLmnentIin connecL:.ionlwithreplenislhnen t oF .he Fund?
 

Answer: A pon.sible answer is that 
 replen ishmerntof pelty cash Funds is to depend on examination of
every di sburs-"rent $r ansac I. ion documrnent.
 

Query: 
 What are other examrples of decisions as
(1) the means toof measuring performrance, and (2) thepercentage oF "euents" 
Ito be imrea su red? 
Answer': Leader to put responses on flip chart.
 

Discussion
 

Part of this question oF how a mrasur'eulent is tobe Laken r'elates to wh.en is to be Laken. Someneasurelrlents 
can orly be 
taken on a real--time
ba _._._,i.e., Lki-1 o t1.I,-, nLt :is occurr' ig. OtherImeasuremenitl.pis 
can be t idpr-akei long after theevervet has 
been conpleted. 
Query : What are e xamrip le s of Imeasuremern ts that can 
be taken C)nly diiJ Inig the everrn ? 

Answer: Such ex es thelnri as following.
 

o The amount oF funds co llected by a market 
collector at any giveri point in t:ime 

' The number of vehicles in a bus 
park that haue 
not paid entrance Fees
 



ar', nVQuery: What examples 0Ieasr'eremnLs LhaL can 
be taken at2 ter" the euent.?
 

Answer: Such examnples as Lhe following.
 

o 	 Fhe receipt-s o sitLe value rates 

heI cf ,xp:,idi lves for' of the 
Sewior'aq(.o 5 ys t:er LIo the iitihiiim er o: corinechted 
build.inog unit ; 

o ratio or 	 upkeep 

o 	 I qutlir t yv of u;tippI ies ui.lized for" a given 
proj ec t or' j:)roqr'ami 

Refer to .iil /hB:Ong IJeterin:i nei .low MeasLirements 

A.re Vo ie Iake'n - C'91o pt: and_. aar p Ie s 

Itemi HI KH rvi ViJl. tihe above disc.sion 

15m Al IORNOON BRIfK 3:35
3:50
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5m c, Make -he Measur3rnt-s 

If we have properly untderLaken Lhe conlrolling 3: 
act.iviti:-,es diSCussed 
t:o this point:, we ilU-l know(1) our stLandards, (2) how, precisoly, they are'
def:ined, and (3) how we 
are to take themeasuremenrl 
 s. Now we can pr'oceed (4) actually to
 
measure performarlce,
 

We said in 
our .ast workh.lop Lhat we can groupways to measure prfr'rlanc- in throe categories.
 
Query: What theose
wer'e three categories of way,
 
:o Ileasure .erFormaric-'?
 

Answer: The 
answer folowAs.
 

o (erleral. observaIt.ion 

o Indiuidual inspections, Lests, samples, etc. 

" Alu tomna L ic ( Lmhods
 

Query: What -i.s an examrple of 
 gnrq] obseruatjon
as a m tns oa measuring per [ornancr?.
 

Ain swor: 
 Le aoder Ito noLe resporse 
 One answer is
 
as Follows:
 

o Ihe physi cal maintai ncerlreof the council
headcquarters bu lding is not.d 
by :he clerk on 
a daiy basis. 

Query: What are examlip les of indiidual 
i.rip. Ctri o s, teIs ts , samples etc., as a means of
leas ur'-i ng per i orranc 0? 

Answer : . Lader to Iote respornse. . Iwo answers 
fo I ow. 

IITe ch-Iorin.l Jve 
 of the wat. I - s mel>aslredt 
dai Vlyby Ih, depar Mi chomitsl-.rIl:'s 

rcpipL'
-Ih, ) books exarinedI o h ,ireare bIT u. that..
Io r:C, ipl s 
in Ihe Inllm[ber'e(d sr' ios are, Imliss irlg. 
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Query: What are examples of auomatic_ methods as 
a means of measuring performance? 

fnswer: I.oader tIo noLe responses. One answer 
fo] lows. 

o 	 1he dry. copy reproduction machine operates 
only by individual plastic cards issued to 
each deparLrrent so as to record the number of 
copies produced by each departrwenl. 

Di s cus s ion 

Refer to Item../.cJ: Ma ng..he.Measurements.

Co.cep# 59 r chanism h abe didxamp.s 
it emn t 59 r'eui ewst; he aboue discuss ion 
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5m d. Record the Mpeasjrunppnl; 

3 

].t :is impor. ar , frinal ly, to record [hemea su1remtl in s in a cloar aid IisoFuLI1 wa y,requires des-igning syst.ems and for'ms thataccompl ish Ihis purpose. 

rhirs 
will 

4 

Query. Whit are eximple,, ofrecord penrIoriiic. Ci i aIenjCi 
at.hor'Jtio ? 

how you actuall y
[S in your locali 

Answer:r 

Follow. 
ea der It nrote no spose 1lAb OX a-neiioexam es 

0 (pr.il' 

payIlientI: 

Aver ' 
was 35 

-age of 
days. 

invoice; aI t.Lime of 

0 May 
bus 

10, 2:00 pm: 
i)ark c)uld noL 

Driuers 
produce 

of 3 mat al us in Ithe 
enLr'ance receipl:s. 

Discusson 

Ref or I i[,eiN60: Rec rerrl Is 
( OnCip1 and Exa iiplies Ma 
These a-bv)e concepts 
in Itlem 1/60. 

and exaiipll es ne Jl r a-,d 

Discusis on 
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~r'fornan co 	 sus 

"The Lhird major a:t iu:iuiLy of Lhe ranagement
funct.ion of conLtr'oling is analyzing performance 
and communicating res u]s, Ths: actxi.v:iL/ requires 
us Io do Iwo Lhiglcs 

3 .	 rp~jn a ndCoumunalig 

o 	 f irr . i. to ana1lIze the irleasur'emenI. S 

o 	 S'cond is too c:.icat our tocoluIui findings Lhose 
who need t.o know how w are pr'oqressi ng and 
who ar ablte to tako any noeded corractijvo 
a.(c| .
i OlT 


15m a. 	C(.npIre Perf ormainc i li ;lta dar'd; or' 4:00
ler nrmanice Obj ect.ive; aind I),terqi.n. 4:15 
_Uarjince;. the Reasons fr I hrm. and.hirh 
.Sig n-i f i can ce 

QuerV Wha! did w, say the analvsis of act:ual. 
perforirance cUle is is f'? 

Aln;wer': [t. i (ll thr'e things:i:a of 


o 	 (inh:xar'ilg r'sults lilhl's Lanidar'ds and 
(:]lt.r'riiii rida : is q uri an 

0 [)eli'riiil liirig] Ih r .asonsfor tihe uariances 

o 	 [)et r'minirg the si gni >ic(-anc, of Lhe 
uarian cps, 

In (:o ipar s sl.andards andi iijrrsuI w tiLn 
del-orili mi lg uar iance',; wO Salid we should be 
Coimpa r i ng 

io( I 'xp'nd iI rt"s I I orI i.ih bi.ldqi:t 
pi.ir'h ,l - s, cor'i:'r'd l[ 


o :ui lil. arii quant ity s:i ifnd wiith c:it cal ions, 

t imin of rusult , w ithlthe timinq c-illit 
for" irnour" stp' icil iirs ir pl ls. 



(1) 	 Doetermine the__Uar:ia'icis
 

Quer'y: What. 
 aru 	examples in your .loca]autlhor'-ie-
js of doLIprnilming uarianc,,s?

Ar;Ler: I 
 ,r 


eIxamlnp 


ITtnr' "IsIt qIi'ipORl'P'.p, I O 

es 	 iol tIw. 

Standa ds 
 Ac I  _ar: n e; 
(i) 	Au.rage,age 
of Apr'il: .35 days "days or' 2 %paid; : nuvoicw:, 

oiver' st anda.,r'd
is 28 days
 

(ii)A3 l vehicl,,s in May 10, 
3 p.m.: 3 m-ilalu!;
park have paid 3 lld .I.; have 
ent r'ance f- h rnl 	 p J (l 

(2) D.: e.-rm'ins Lhe Reas ons For' t:he Uari.a_- .
 

Query: What 
ah ue p .xaili 
 of 	 roa'L liy for' var'iari c:es(ri-,a- logIo x,,xmp 
 o
ofa urriances 
just- Suggeslid
by part i i p lci .o)? 

An 	r I 'id I riote rIpo i sP,.. tlAiot'x iipleFnlidj r alinq I" 	(i) and (ii) above, 
(i) 	 Itacl!Imp'II 
 of 	 inusic ,: 
as 	delaye 
 hV 	 a('I ! tw!:i|!
o
 

acicounoniii were''' 
 on vli 

(ii) 	 3 miIolii, Ithout v'nirin(, r'p'c. ipl,. appers' Its.
LinvotuO (ol1.1iiO . 
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,(3) ),termin I he .ignificance' of the Uar'ances 

We, pointed otu. Ihln do.t ' rrlii r L( ih 
significace.l(u of thel va..i oncps(:,:mllan.sl
 

d( , ,-r'unini thelir signil ic nc, for' Ih , 
t eif, ii i ofi-)ut ' if 1(11 t )uiiii f 	 iiruuus. 

Qu rr y " Wr'h i:X .iiiai'', of iwaiti lig:!ht be 
t.' sitlrnilicance I"r u ;u -) tr idricesilofu


(dltsir',hly r' lat lo t tot C.xO.MlP ':0ofu.rianc,,s lqqI"vdt i t by (r cipfnls)?I rut tal)fi 

'Af'.}tbuu r Ii (: r' I uuI u r' !pull} . ]L iO 
,oXa:mplli,' Il ll r',]lolin( to (i) and (H ) 

(i) D'liv in Aprril i n paymp/u.'ul f inuoices 
w 	 laI t .itqrif i lol. in liAJ i"f r'oasou s; 

xpp(. I to i lllpruiuuk' purf urll ci irn MyIV 

(i )l ik'ly c:o)ll im'rn in cot]ictt ing bus park 
IPU' i f tfii"ifu h~rious aoC 
rqui r', i"i. ifir' lr' ririf inalrng the bUS 
pork NP cu,ut lt" ir 

n i s uq: ii. 

Ref Pr I "i I IPm #161 Arna I., /1 rig Perf or'iance and 
Comrunic,- t ing Reul sf - PeO:r'ii ning .1e 
Umr'i..jin(vus Concept- ardu [ xoiiipl, 

Ii 161 r,iws L fm aloue discuss-io n. 

http:mllan.sl


- 160 
5m b Determin? th, iming of Lhe Analytical Approacho. 4 P 

In the most recent workshop, 
oF t:he analyt ical ,appr)aches 
divided into two Cat egori s 

we said 

that. we 

that the Liming 

can use can be 

4:2( 

Query What: 
approacho; 

ore th te two co 
from the point of 

gur i.s of 
viiw of 

analytical 
t iming? 

Answer: 
discuss 

Loidir, to note r-sponle;s Ilowvr,
-iolto the fo.,lowing Lto answ,rs. 

guide the 

o First, real 
picp wfi ile 
occur ring(. 

t i 
th, 

meineLthods 
iuont or 

there the analys is 
t ranisalct irt , 

takes 

S Secor d, post-facto 
where the antly;is 

or af tr r- thi:, euent 
takes place afttr 

methods 
tho 

occurrerc of t hi evenLt. 

Query: What 

approaches? 

ar, examples o1 r'alI-time aralyt:ical 

Answer. 

fol low. 
lo ade-r to note r' spons-. Iwo i'xaiilpjes 

o rip:ction arid ou,--lu-iLi 
goods as they are b,,ing 

r of the suitabid 
deli.v red 

-i ty of

o CootIn uioI(iLtt 
of" heLiii) t 
chequiis or' 

oua Liol by tho tr aesurr's officeuicy ol cash book ba lances each t imie 
wr i I eid diUponi.n a(ire mad: 

Query: 
after 

What: ore ixaliplis oi posL-tacto
tl-u ivirit arlalyt ical approaiches,? 

or, 

Answier: v.id(ltr' to noli ri)pOjites . wo examlples Fallow 

0 luaiI[Jt 

acci urli 

i (n 

i 

of payltrt uouchur-s 

iiiump loyl,' per week 

processed per" 

O [rml if- inrint h dit '. of exp rdituire tra .isac ilors10 ,lo: r iu ciii] fi+rtii,.lt c:: wit h pl1 icies,procidiri , ard -l(c(ii iltI startdards ailid pr-dc Lices 

I) i sctssi u 
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The important point here i.s that the system for 
controlling the local authority's financial operations 
must specify not only when performance measurements 
are to be taken but: also when th eualuation of 
performance i. I o Lake place. 

Refer to [ter #62' etermining the [iiin of" IheA..ralytl.cdi] apr[oac.hes ;-..Co qept ..... f]l-ternativkess.,_and 

Item # 62 reui.ews; the aboue d:iscussion. 

Di scussion 



- 162 -

5m 	 c. Determine. the. .Tig of Repor.g 4:2 

We also agreed that as important as (1) when 
measurements 
are taken and evaluated is (2) the

tilines _..of t.he- rporting.. 

Query: What are examples in your local authorities of
 
this quest-ion of the timeliness of r'eporting?
 

Answer: Leader to ro:e respornses, Two examples 
follow. 

o irn]...ep.rt-ng: Pr'ovi sion of reports of 
nonthily income and expenditures to the finance 
corriittee at the next. rlonth's muel ing of the 
comini ttee 

o 	 UntTpjly RporTjqg: Reports on actual income and 
expenditures for a finaricial year provided to the 
local council and -its financc, coirl ttiee and to 
the Ministry of Local. Governnent long af:Ler the 
year has ended. 

We concluded 
that 	in assuring he conformance of 
income and expondil:ures with the Estimates tirling of
reportirig is important. [val uation repors incomiieon 

and expenditures to dale imuis t be provided to Financial 
cortroileirs and lrl niangers a o currentiiine on 
basis [he closer to real-Lill? relorltnig tihe better. 

Refer, to Item 1/63: op It of 
-Concp t and KxaRp L.; 

rrini ng hie Ing .p,..in. 

This 	mater'ial :is summarized in Itemt 63. 

Discussion 

http:irn]...ep
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4. TaS1. . or c ye Ac tion 

The fourth major activity of the management 
function of controlling is taking corrective 
action. Without satisfactory performance of this 
activity, the three previous control activities 
are of U i t.e purpose. 

10M a. Short- Fer 
Act-ons 

uersus Long--Term Corr-ectieu 4 :25 
4:35 

Correctiue act.ons can be categorized -
again on the basis of2 Li[Ing -.- into two 
broad categori s. 

Query: What: are these two 
time--differeriLiated broad categories of 
correLiue actions? 

Answer: -Ihey are as follows. 

o First, short-term actions, taken 
immediately, to correct performance. 

* Second, .ong: teurml_ ac tions, taken over 
longer periods of Lime, also to correct 
perf ormance. 

Perhaps an even mjlore meaningful way of 
distinguishing between these two categories 
is in regard to uwat i.s correcLed. 

" [n short-Lerm cor'rective actions, steps 
are Laken to affetL behaviour and 
results within the context of current 

o In [ong-Ltrrm actions, steps are taken 
to affect behaviour and results by more 
fundament-al changesto plns, _s_ystmS,.
and resources. 
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Query: What 
are examples of short--terrn•-or-re~t-jove_ acti.o.n.s? .......
 

Answ~er: Note responses and lead discussion 
 Iwo 
examples follow. 

o When Imiar'ket. reuenue reporLed by 
a new market.coilecLor Fa.lis Ajel Ibelow rceipLs by his
pr'edecessor wi. 
 hout apparent jusL.if icalion: 

- t:erininaLe Lhe new eploloyee priufmp:l y For
basic diso e; iy. 

o When exfor-inaLtion uf qoods being deliveredshow!s a failLure to m oeet.specifi c:a Li iris. 

- r'ejuct: Lhe deLivery on [he spoL.
 

Query: Whiat. are example of long.-e rm rect. ue 

Answer: Note resionses and lead Onedi scusslion. 
example fo lows. 

o When val I tilo f irnan.c iail reports on inomllleand/or expen'di uro: are Found riot: Eo measureperformaiiIce in a directly rleuant. way: 

r'esLudy and rede si gr 
 I:he accouni:ing andmarlidg ill l .i ii Or liliii rilsyste is I t meetbeL.t:er the nods oF the Lreasurur, 
c ler'k ard cornci l. 

You are Iaking a short -torii.corr'ct-ue acl[ionwhen yo" can dir 
, I y act:l to illipr oue immi,ediato 
results. 

You ori Iikinq a long .[erri corrucI iu ac:ion when:frf r
in'llil C lO [:I:1)oi li-overi i you canllidif y Il,, r :.our'c,,' 
 appl ied, or (lhe wiy tie worki';p i' I rmpriiid, fir lhe bridqt-, or, rfbjecif lues,"- pi'rhioDc even tlI& goal . I Ii iu 'v. 

I)iscus's i n.
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Let us also note that short-term corrective 
actions may be taken concurrent with or after the 
euent, i e., in "real.- tile" or "post--Facto" 

Query: WhaL is an exarmiple of a real-Lime 
cor'rec Liue action ? 

Answer: Leader t.o note responses. One example
 
fo . .olows.
 

o 	 In posit funds and wr'i t:ing(:l Finq into cheques 
agaiist a bank account, t:he visible decline 
in cash book balances triggers, in 
real.-t:ime, a cessat-ion of cheque--writing 
actfiui y or' the deposit of added funds to 
the account: 

Query: What is an oxampl, of a post--facto or 
aFter-lho event corroct-uoe action? 

Answer': Lae-dr tA note r'es porises, One example 
Fol. loIs. 

o 	 An audit re.port deon:rstrating excessiuly 
loose adherence to proscri bed control 
pr'ocedures results ii co'rrecLiue action uia 
incr'eased ianagollert - atl:ontion to the area 
(:i .e., after', or' posL--facto to, the euent of 
loos " corItr'o l) 

To sliliiiiar'i ' 

0 real-tim act:ions cor'rect performance as it 
is o(:ccur-r'irig, iAihi le 

o 	 posi-facto a ct-ions correct per'formance after 
the mieas ur'eiient of incolm e or expenditures 
(or' other' f inanc:ial performarce) is taken. 

Discuss in
 

Refer c HvimIt f#64: aking Correcti ve Act-ion 
Shorl-I omi u' rus Long- term Purr-ecL-ue Actions -
Cori copt. ai.nd [x imp I s 

Hem Nl6I rev ies I lie abou discuss ion. 
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lOre b. Corrective-Actions Rega ding People versus 4:35-
Corrective Actions Riegarding Objecti-e-Factors 4:45 
Corrective actions will sometimes be taken inregard to poRple and sometimes in regard to plan._o.r_.systems or transactionls or eqlukprnent- or other 

o Peop e may be: 

-- trained or' 

motivated through leadership or 

- rewarded or, 

- punished or terminated, 

all as means to better management and 
control of income and expenditures. 

o JIhinqs also may be affected by our 
corrective actions. For example, we may: 

- change our plans, or 

- strengthen our control systems, or 

- get in bett:er computing equipment, or 

- change our organization pattern, or 

- mod:ify our delegations of 
responsibi ity, authority, and 
ac count abi I i ty. 

It is very important to note that we cannot
really change basic human nalure. So we must
design systems for accomplishing desired results 
in the Face of Lhe problems created by human 
fail ing;. 

Query: nr, our problems .in amnaging andcoiltr'oll inl'rgincomie and exlpendiLures nolSt oFten 
ones tht.L most- bas:ically relaLe: 

0 Illain ly Lo people, or, 

0 main y to plans, systems, equipment,
or'garnizatiorn, and other such inanimate 
factors? 
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Answer: Note and lead discuss.on of responses. 
But the correct answer follows. 

o 	 Most: problems that appear to arise from poor, 
performance of people really have lhe:i.r 
or':igins in plans or' organization or trainilng 
or systems or other such object:ive factors. 

o 	 If noLhing el'se is done, such problems are 
noL likely to go away wiLh the assgririent of 
new people but, instead, to repeai: 
themselv . 

Query: suppo 1u inat Funds ore mrisappr'opria ted by 
a market collec:Lor in a reimote area who is 
expecLed Lo r'etain his co lectinns for several 
days at: a t ilme.. Alccept:iiig our liiLed abi liLy to 
modify human naliur'u, :is the r'eal problem, in 
prac Fica F and prag riat ic Lurms, tho unique 
dishonesty of the yIIn erlployee?. 

Answer: FL se:e'is ct uear that: this problem -is 
]ikely riot to be solved by reFl] acemen,-L of the 
employee. WNstad, it is likely t:o continue 
w:iLhout real solution unt-it we can sLrengLhen our 
Finanicial corLtr'ot systumri. 

Query: Wha. mpssage or moral or conclusion might 
w;e reac~h irom this above discussiorn? 

Arswer: It :is LhaL we should alwJays look, as we 
at:tiipt t:o dcL'erliiine wha: corr'ective actions 
should bc taken, not just a L the easy solut.ion of 
disciplirn g or" ter'rin at:ing Lhe eumployee. 
Rat-her, lwil should always at.LempL Lo discover 
whohi:r lhere r'e iiore o:ijective factors that 
urderie arid contr'ibuLe tW perfcorla nce and that 
may be mostly or ,nLt:irely responsible for the 
unsalisfactory r'esulIs realized. 

It: is important t:o note hat a problemn that: we 
cannot solve - such as a pred:ilecLion of 
lower--levl, Inwo -income iiiployees Loward 
mi sappropriati ,in of furids - should, indeed, be 
looked on oni.y par'tial[y as a iranagement. problem 
to be solud by correcting the behaiviour of the 
employees. nit teast in part, i.t should also be 
looked on as a si oatiorol facLor Lo be dealL 
wiLh by iimprovements in :he controL system -
whi ch i, ip rouiiel s are, -indeed, d:i rec tI y urder 
the conlrol of t:he manager 

D:i scus s i on 

http:discuss.on
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1 5m c, Spectrur_ of Corrective flctjons lvailable 

Beggrding 

SOpl

Novertheless, when poor performance

unquestionail y 

in 
the avoidab]e fault of 
an
employee, we must seek to 
apply correcLive action
related to the deficient behaviour of7 
the person. 

A varieLy of such correctivye acLions 
are
avai.lab]e 
- as we have discussed in earlier
workshops 
and earlier in 
 Ihi.s workshop when wewere di scussing the suboject of motiua iion. 

Query: What: are bot:h po';-ilive and negative
act:ions 
that might be t.aken 
to correct --
ie.,
improve .- the performance of an' employee?
 

Answer: Leader to 
note answers, classifying them
int:o positive and negative categories 
-- though
it is to be hoped 
that a]] such actions wouldhave a positLive impact: on achievement oflocal authoriLy's goals, 
the 

object:ives, 
and programs?
 

Query: 
 One list of such positive and negat:ivecorrect:ve acLions 
relating to 
people is gi.ven
below. 

0 Positive. 

(a) iscuss.in. of perFormanc, 

(b) Bet:ter exam.p.e to staff 

(c) Be.t.er p.osLtve...leadIers.hip of staff
 

(d) 
 Better s.Lupport by leadership to staff
 

(e) Better training of staff 

(f) Rward to slaff For improved 
performance (e.g., pay, recognition) 

(g) rransfer -- or even promotion -- to
 more suitable position
 

(h) Rotation of 
staff assignments
 

http:iscuss.in
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Oral and written warniqngs to staff 
(a) 


(b) Temporary suspension of staff 

(() Deduction of p ay of staff 

(d) ]r?rrinaj[_qn of cmplovment of s[aff 

crjirinal. .cution. staff 
.lea(ibg Fo Fines or improsoruneri

(e) C:iu..i .or pros of' 

Refer to !.LFn 116: Correc. :iye. A ons.. Re rd.ng 
Peole versus Crrectve Action Regarding 

.tj4lU op t*pr ConcepWPfl qq4 Exapplas. 

.[t.Lin #65 r-vivws the above discussion. 

D)isCc , S:J ()rI. 

1I[ill A I[I.RNOON'S-; PROGRAM CnANNOI HL COMtPLEIED BY THE 
-ND OF (illEDAY, IFHF WORKSHOP EFADERS SHOULD HAVE NO 

IlLS] I].IN A[OUI COMPl 11ING it: PRISiNI-AIONS AND 
I) scusIIIONS rl I-01LOWNG MORNING Lr WILL REAILLY NOT 
RIQUIRI IIIIinMOUNI 01 [IIMEIIII IIAS H[EIN S[T ASIDE FOR 
l1LIIlIKUlI OPMEN - AN) lRl.SIlNl(Al ION OF BACK-HOME PROGRAMS 
ON F , I)Y MOR NINC. IIIUS, IAKItNG AS MUCH AS IWO HOURS 
ON IRI"oY MORNING 10 COMIPLET[ HE MONDAY-THURSDAY 
SUIHSIANI IUI P((ROGRAM SHOULD CAUSEK NO REAL PROBIEM. 
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FRIDQY MORNING: (285 minutes, including a 15 minule break,
programmed out of 285 milnutes) 

5m Call group to order. 

H. R[ E[_LOPMNT_ OF "BnCK-.OM, PROGRAMp; 10 ]MPROUtj PLANNING,O.NIG 
A-..... [F.D.NGEXCLLL[NTIJOINi ROO flNDANGM CONTROLI [N FOR 

45m 

Now we s-hall develop prograns oF Ihe actions we inlend t-otake "back home" to s. rerig .hon t.he overall, f inancialmanagemnnt in each OF our local authorities in light oF theconcepts and appr'oaches.; that we have been discussing theselast fiw days. 
1. De eop npt f " c c.R .. g a s. 1 

This exercise is the culminatitrg event: oF thisworkshop, and s s.. . should be placed on it..simrportarace and the essentlialit:y of undertaking i.t witdue deli berat.i on and care. 
0' .- ''Back.!s.!Irser ' Petr osna of: Lora IAuthority rearns 

10 

ParL:icipa.rnt~s from each local aut hor ity -Lypically the chairman oF the Firnanc e committ::eeof [he coiLiI , Lhe c erk, and the treasurershould he asked to Formir into toams. ach tearnshould develop a program Io A rength.n Lheoveral l f:inancial mnanagoment of its localauthoriot . Ihu t:ean should h, reportling on -.and commiting to realist ic programs :hal: theyw:il]. p1lr ton d.JscLIS and seek Ltr iipleIment1. ontheir" rit urn Ito Ithei r communit i s. 

Refer Io I #oin/66 "orkshop [xorc- ... Prograrto Improvo P1 narmr-g (rgy .ri ng , of f ing
[ padin, and Contro]irig o ' a-Mana ersst .Aras .in Participants, o'Au hn-'-. .. 
IA accom.nplis' h o itih,abhove Ithosnl. should beasked I.o cOiplp wur'kshiip exorc ise rt es #66.(I ',sn. m y record rest.I t.- on f lip chart s Ar theyso do'ire and iF and as this may be Feasible.) 

http:BnCK-.OM
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b. "Back-I.oinY".Progra. of Lhe ream of Central_ And 

Central and provincial government representat.ives 
should also develop a program of action for those 
Lhings Lhat: the central and provincial
gouernmri .n can do 1.o ass-ist, local authori.ties to 
st:r ngLhen planning, organiz ing, st:a'Fing, 
leiadi ng and contr'ol li ng of f i nanc:i.al1 management. 
areas. 

Refer Lo _te. !/ "Workshop Exercise .-. Steps 

Governmens Off icia].s 10o Assi st Local Authori ties 

ConLro]l-ino of _i nancial. Management Areas 

fhe cnLral,and provircial government: 
participanLs should be asked to form into a 

1his too.m shouild consider' act .ions that shoulId be 
(Jisicsset, a:topl:ed, and impleierlOrted involying 
chargessir na- jon and provincial laws, 
regu la ti .s, guidance, and o:her supports given 
to or aff ecIing local aulhornti. es and fauourably
inFLionci.rig Lheir overal ]l finarial management. 

m MORNING [ILK 10:30
10:45 

m Contirue iILh above exercise 10:45
11:45
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I.e LIS now t:ur'n t:o report:s an the programs developed
by par' icipant teams. 

60m a. Reports by local , horjy Voan 11:0 

The i ndividul l.ocal at 12:0hor Ly teams are otoreport on th, prograns deuo tpod earlier in theday, Ctho lader should ask all the members ofeach local al Ihorit:y :oan to st to:get:her at thespaakerb,' table: at. the front of the room dur'ing
uach prs nt at ion.) 
a Pr'esentations (about tO-.15 minutes each) 

(for the f.irst tiwiO presentations, call on 
local aLi.h(or' t .ytI.eams that [he .eader,be lieyvs w)it make espec:ialily goodpr'osentatIi oris - as a stimulus to thosemaking later pr''sernt-atiorns do asto good a 
job. )x 

0 [)iscussion/crit ique by other participants
(typically not: 5 orover' so rinut:es For eachreport - but the leader riust attempt tost:imulat:e at: least: t:wo or' t:hr',e goodque s ti n rid comient.s Fr'om participants on
each t:eai' s report:) 

75m LUNCHEON BREAK 

12:45
 

2:00
 

X..h-!eaer mus t.not e thes sen L:ia t-] y or keep:i ng carefulcont:rol oF t:he ti.ing oF these presentat-ions, OFten, itis desirab-le, tn allnw mo('Are time for the first couple ofPrs'tonlal ions (part Ly becauiso oF some ouvrlap by laterpr'e.:lorital iHi ). Hut in or'd:'nt comp ,lete 10-12 or' sopresentations by tho ,d or Ite at .er'noor,musI uvrv cirefullyIlmon itor', thP leader ago inl. Ithe clock, theo'veral l pr(o.re'. :of Ill'n, r''purts. 
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FRI.AY OrI-ERNOON (180 	minutes, including a 15 minute break, are
 
pr'ogr'ammed out. of 180 	 m:i nuLos) 

3m CaIl qroup to ordter 	 2:00
2:05 

II. [WEIULLOPM[Ni Of BACK. HOME. PROGRnMS 10 IMPROVEPLNNING,

OvIN I[NG, S1nA: I[NG, LEAD ING; AND CONTROLLING FOR
0t!.C!:.. .. !..+,..- .:_!: C.. _.NG
![z 	 -------............ON::. _
N(. }.)_N .
 

N .. ..
I XC : 	L L- 1INAnN-C-...n.IAMONAGEM.EN..... contd. 

2. 	 !upr.ts by Local .. thori-y and Central and Provincial 
Goverr ent. 1I!iii's on Ac: ti ons to be Taken "Back Home", 
co rntd 

a, R op()? t . Inc Au.horit. .earnS contd,-

30m 	 Conli-nue miwLh Local auLhoriLy team reports. 2:05
3:25
 

L5m AI"ERNOON BREAK 3:25
3:40
 

b. Repor.t_.. by the Central. and Provincial Government 
IeaIrI
 

The cn.ral gouor'rienl., team -is to report on its 
back-.home prog r'aml. 

o 	 Presentation (about 20 minutes) 3:40
4:00
 

m 0 	 D:iscussion/cril::ique by participants (about 4:00
3O rrl.Lrtes ) 4:30 

http:MONAGEM.EN
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30m I. EVALU TION OF 
WORKSOP 

4:0
 ... ..............................................
4:00-


An eua2uatioln queps.-iorlnaire is to b compl -,ed by 4:30 

participants.
 

Refer to It!errl#68 [Liualuatjon of Wokshop o (for'mat. tobe compie ted by "a"-: l part i cipii i )
 
As k parLic-ipants 
 to compleLC IteIm #t68 

Collect: Forms for lat:er tabulatii on and analysis, 

x NO't I f "iiriing pruenLt.s all ocaI ing a time siot or'complet-i.ng this questilfonnaire, then the loeader should askorti (:1pants tn comrpl , it during the, proe ne',L. ions o(tLlo btc k hom ro'IL:)Jr s. 

http:complet-i.ng


FRIDAiY QVENING 

. CIOSiINC CI RIMONi] ; 

20m 1. Cl osi ng Dinnr 

A Io,; inq d inrter i s C bo 
lossiblo partiicipat:ion by 
nt ioral anlid loco I le els. 

hel d for parti cipanLs, 
seni ur officials Froin 

with 

7:00
9:00 

2. Cr't if iCr ,Ies of lart i: palion 

Ite /68 "C.eri 
pr'osontnd to 

if jc -ott of ParLicipall.." 
rIchparticipant: 

is Lo be 


