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FINANCIAL MANAGEMENT WORKSHCP
PLANNING, ORGANIZING, STAFFING,

LEADING,

KENYA

AND CONT RCLLING

DETAILED OUTLINE OF WORKSHOP CONTENT

SUNDAY AFTERNOON AND_EVENING

75m A,

OPENING CEREMCNIES 5:00-
6:15
1 Welcoming Remarks
2 Introductions And Approaches
a. Introductions
Staff and participants
b. Schema for Entire Workshop Series
() Financial Management ~ Planning and
Budgeting
(2) Financial Management - Revenue Generation
(3) Financial Management - Expenditure

Management and Control

%) Financial Management - Planning,
Organizing, Staffing, Leading, and
Controlling

3. Workshop Goals

a.

To impart new knowledqe regarding the importance
of and the means for providing the many supports
necded for excellent financial management in
arcas of planning, organizing, staffing, leading,
and controlling.

To develop new skulls regarding practical ways of
ident.ifying financial management support areas
necding greater attention and of taking steos to
provide beltiver these needod supports.

lTo develop atlitudes and increase motivation on
the part of wet kshop participants to provide for
beticr supportie Lo excellent financisel management
in their local authorities.
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6.

Workshop Materials and Programs

Refer to Item # 1: "Ouerall Program

Refer to Ltem # 2: "list of Workshop Materials"

Extensive use will be made of graphic and tabular
handouts that illustrate the substantive concepts to

be provided in this workshop. Participants will
freguently be asked to <agage in small group
exercises. They will have the exparience of analyzing

and developing solutions to probleis and issues 1in
management and contrcel of expenditures over the

five -day period of ihe workshop. Central government
of ficials partici,_.ating in the workshop will be drawn
on throughout {thoe woihshop as experts in their
respective ficlds.

Workshop Schedule
Sunday Afternoon and Evening

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

Monday - Friday

8:00 a.m. - 10:30 a.m. Workshop Session

10:30 a.m. - 10:4% a.m. Morning Secsion

10:45 a.m. - 12:4% p.m, Workshop Session

12:45 p.m. - 2:00 p.m. Luncheon Break

2:00 p.m. -~ 3:30 p.m. Workshop Session

3:30 p.m. - 3:4% p.m. Afternoon Break

3:45 p.om. - 5:00 p.m, Workshop Sescsion *

¥ ions may ran to 5:30 p.m. if necessary

Fridev FEuening
7:00 p.m. -~ 9:00 p.m. Closing Dinner
Workshop lLogistics

Remarks as appropriate

120m 8.  OPENING DINWER

MAKE EUENING READING ASSIGNMENT: Item ffs 4 - 20 except for
Ltem #10

7:00~
9:00



MONDAY MORNING (285 minutes, including a 15 minute break,
are programmned out of 285 minutes)

fm Call group to order 8:00~
8:05

REPORTS ON _PROGRESS MADE IN APPLYING CONCEPTS FROM THE
EXPENDITURE MANAGEMENT AND CONTROL WORKSHOP

We'd like to begin the day by asking local authority and
central govermment teams to report on progress and results
achieved in application of concepts and approaches
presented in the most recent workshop on Expenditure
Managemeni and Control.

Refer tc Item #3: Workshop Exercise - Report on Progress
Made in fipplying Concepts from the Expenditure Management
Lontrol Workshop

At the most recent workshop on Expenditure Management and
Control, participants were asked to develop back-home
plans for their local authorities and for the central
government.  lhese plans were to incorporatse and reflect
the concepts presented in that workshop. Local authority
Leams may now choose one of two approaches for this
present workshop exercise.

o Teams may report on progress in implementing those
back-hame plans drveloped on the last day of that
workshap .

o Alternatively, Leams may complete Lhe format provided
in ITtem #3.

15a the workshop leader should briefly review the major 8:05-
concepls presented in the workshop on Expenditure 8:20
Manageiment and Control. The detail in Ttem #3 on the

topicsy covered in Lhe last workshop will assist him in
this task.

70m lhe workshop leader should ask each local authority team  B:20-
Lo meet and prepare its report. 9:30

60m A representative of each team should present its report to 9:30-

the participants, 10:30

15m MORNING BREAK 10:30-
10:45

10r Complele presontation of reports 10:45-

10:55



"20m

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 MANAGEMENT AND ADMINISTRATIVE SUPP ORTS_TO
FINANCIAL _MANAGEMENT TO PUBLIC FINANCE

But first we'd like to put the provision of management and
administrative supports irto the overall context of the
job of the 7inancial manager. We'd also like to put the
work of the financial manager into the cortext of the
local authority's overall concern with sound public

finances.
1. Importance of Sound Public Finance at the Level of 10:55-
Local Authorities 11:15

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

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

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
local authority does for thoe wananchi, and (3) the
wananchi do for themselvues?

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

Query: Ask what political and economic principle
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?

Answer The wananchi should do for themselves those
things they can do best . The central government
should do those things it can do best And those
things that can best be provided through ccmmon action
at the local level should comprise the
responsibilities of the local authority.
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ns Item # 4 indicates, these needs and service areas
include infrastructure such as roads; major services such
as water and electricity; facilities such as markets and
slaughterhbouses; safety and security in the form of askari
and fire forces; education; health; and many others.

On the one hand, as Item # 4 indicates, carrying out these
activities causes the expenditures of the Tocal

authority. On the other hand, to provide for these needs
requires a commensurate inflow of money.

Query: Where does this moncy come from?
Answer: Leader to note reponses. But lead the discussion
to the recognilion that - a. «lso shown in Item #4 —- the

revenue colnes from:

o) the citizens themselues thiough charges for services
rendernod;

8 also from Lhe citizens, fees, licenses, and taxes;
o] borrowings from the central government and other

sources,;

0 increasingly limited grants from the central
government; and

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

Two boxes on Lhe right side of Item #4 show (1) the total
expenditures made to meet the needs of the wananchi and
(7) the total revenues that must be raised and managed to
pay for weeting these needs. The final box indicates that
the financial healtih — indeed, Lhe very exislence -- of
the local authority doepends on the matching both
shori-range and long-range of these expenditures and
revenues . And this is what sound public finance is all
about .

Refer to Item # b: "How the Local financial Manager Looks
on Public kinance"

Ttem # 5 looks al public (dinance in a differenl way --

i e., from the point of view of the Finance commitrtee,
clork and treasurer - more lTike an income and expenditure
clatoment. Ns you can sce, it dis still the needs of Lhe
communitly and the services provided to meet these needs
that arc responsible indirectly and directly for all
rovenue and expenditures, However, in this exhibit,
primary ciphasis s pub on balancing reovenue and
oxpenditures o as to yield satisfactory operating and
averall resulis.

Ihe leader <hould review the contents of Ttem #5 with the
participanls.,



10m

2.

Excellent Financial Management as_the Key to Sound Public
Fi ance

Query:  Trom the point of view of Mmanagement and staffing
of the local authority, on what dooes sound public finance
depend?

Anawor Leader to note CTeSPONsSes | But the answer sought
is as follows

0 sound public finance depends on excelient financial
management, and

O this depends, in turn, on the management work of
specialized porsonnel - | o, in the local authority,
on the work of the Lrcasurer and his staffl .

Query:  Why doos wound financial management depend on the
work of specialized peroonne ] trained in financial
managcment 7

Answor The answer ja ac follows

0 Operating department hoads arc, of course, raesponsible
in their individual arevas for bringing in the various
revenues and for oxponditures

¢ Houieuver, it g« only the profecsional financial
Manager, 1.0, the troasurer, who is able Lo overseo
and balance the overal l picture of expenditures and
income,

We do not mean Lo overlaok the important roles of
dogartment head. and sction heade, Fhese persons must
al<o accoept the responsibibity to be the financial
managers both of the rogourcns entrusted to their control
and of {ho expenditurcs made with {hewe resources

But it i« the averall Financial managoer - the treaurer,
who in public finance mallops Is alwaye at | he right hand
aof bath (1) the chiot administrator, i o, the clerk, and
(2) highiw Loyel avlherity, .o, the council and dils
Finance comnit loe.

Diccuawsion

11:
11:



10m 3.  The Work of a Good Financial Manager 11:25-
11:35

But excellernt financial management. and sound public
finance don't just happen. Rather, a greal deal of
alltention must be given to them.

Refor o Ltem # 6: "Management functions Performed by the
Good Financial Manager"

[tewm #6 illustrates, from a broad wanagement point of
view, Uhe {ive maragement functions perlormed by the gqood
Financial manager . Ihese arae Planning, Organiczing,
Stafling, lrading, and Controlling.

[tem #6 also illustrates the twenty-three principal
managemenl activitics that comprise these (lve major
manaqg ment functions.

Discussion

Our provious workshops touched in various ways, on most or
all of these responsibilities.
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Provision of Management angmﬁgminiéﬁzgzixghﬁgppgzsﬁmé§ 11:
a Major Step in_the Fis ial Management Cycle 11:

But this particular financial management workshop
focuses on the overall responsibilitity for providing
excellent management and administrative supports to
the financial management function. This 1is a
responsibility that all of you share in some degree,

Providing managoement and administrative supports is
not only a general managemnent responsibility of the
financial Manager. It also conslilutos one of the
major arcas of (he financial manager's work --- along
with such more specific technical taske as generating
revenue and controlling expenditures.

Refer to Item # 71.”QnQkh@ﬁmyiPWwQﬁhWhékaQQd
Einénplal_Managvm@nt“lovplvos“<

ITtem #7 takeo & different look at what good financial
management involves - . putting greatoer amphasis on the
technical work (o be performed. Asg you can see, Item
#7 suggests {hat good firancial managoement begins with
Planning and Budgeling. 1t goes on {o Generating
Revenue, Managing and Controlling Expenditures, and
tvaluating and Reporting., A1l of these are supported
by Organizing, Staffing, and Leading.

fle you will also nole in Item #7, our present. series
of four workshops is orgenized around these several
elements of (he [inancial managemenl cycle,

o) Our three provious workshops have dealt with the
first three aclivities represented at the top,
right side, and bultom of thig diagram,

o This present workshop will provide an overview of
all of (ho Management functions of the ffinancial
manager so as Lo keep (he whole subject of good
fFinancial manageinent in porspective . But it will
concentrate, inp particular, on the support
activities reprosented in the conter of Lhe
diagram.



B.  THE_FINANCIAL MANAGER

Let's start off with a look at the role and broad
functions of Lhe financial manager. We will talk about
what work you do, how you spend your time, and what basic
ckills arce neocded for your job.

1.

What Work Financial Managers Do

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

Query:  What are the two most basic categories of work
that all tinancial managers perform?

Answer:  Financial managers perform both (1)
management. work and (2) technical work. Other valid
answers may be given. But be sure at these two
categories are surfaced for the immediate discussion
ahead.

a. Management Work

Let's lalk a few minutes about the management work
that managers dn.

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 Management Manager
bring aboul handling, direct one who
ing, or controlling manages

take charge resources
and expend-
ilures

dominate skill in managing

or influence a

person

handle, direct, executive ability

gqovern, or coun -
trol
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o These definitions can be suinmarized in a few
words that we wish you would commit to memory.

The management work of the manager i
results through and with peopie.

get

Discussion

Query: What is the management: work that must be
performed by a manager (o satisfy the above
definition?

Answer: The manager must do the following
management work .

o Planning,

o Organizing,
o Staffling,

o Leading, and
o Controlling

These five functions - which were illustrated in
Item # 6 -~ are the things that we as managers must
do to got results through and with people.  These
categorics are broad enough to encompass all of Lhe
management work of the manager.

We have devoted an entire workshop to Planning and
another Lo Contralling Expenditures. Wo have
touched brictly on the remaining three arcas of
management work in Lhe three previous workshops. 1In
this workshop we will alsa  covep all of these
areas .

However, because of the detailed consideralion
already given to Planning and Budgeting - and Lo
Controlling as (ar as expenditures are concerned -
this week we will devolte most of our attention Lo
the Organizing, Stallfing, and Leading work of the
financial manager.

Discussion



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?

Ainswer:  The answer is that substantially all managers
also perform some technical work.

Query: What is the Lechnical work performed by the
financial managaer?

Answer: The technical work is the work financial
managers do to accomplish professional tasks usually
mainly related to their unique financial profession.

Discussion

Query: What are examples of technical work that might
be performed by the c¢lerk, i.e., the administrative
manager of the council? What are examples of

technical work that might be performed by the
treasurer, di.c., the council's financial manager? Or
do these managers only plan and tell others whalt to do?

finswer:  lcader to nole answers on flip chart. But
examples of technical work performed by clerks and
treasurers are given below:

Clerk Treasurer
Prescnt monthly Review cash balances
reports to the daily

council and ils
committevs

Develop the summary Present financial
statement of che reports to the
council's goals and council and finance
objectives committee

Develop the indtial Wwork with Ministry
praoposals for short - inspectors and the
range and long range Auditor Gencral's
capital projoctls staft

Visit the MLG to Develop the plans for a
press for Final new computerized
aclion on council accounting system

propousals

Meoet with Lhe DDC
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Refer to [

Work Financial Managers Do ~.Concupt,
Definitions,

Item #8 illustrates the points that we have been making aboul
the work of the Financial managaer [t gives examples of
technical work that might be performed by the clerk and Lhe
Lreasurer,

Discussion

Query:  What impacl is the level of the manager likely to have
on the proportion of his time that he devotes Lo management
wark versus technical work?

Answoer I'he higher the organizational lovel of the manager,
Lhe greater is (he proportion of his time Lhal he is likely {¢
devote Lo managemenl work and the lessor to technical work.,

Refor Lo Itom #.9: Time Spent byv{inunpiaimﬁapaggrﬁ
Performing Management. Virrsus fechnical Work.

This ds dllustraled in Flen # 9,

0 What Ttem # 9 s illustrating is that in Lhe Ministry, for
example, the ministler jeo likely Lo spend more Lime on
hanagement work than the permancnt secratary, e
permancnl socrelary is Tikely 1o spond more Cime Lhan Lhe
principal Finance officer. the principal Finance of ficer
is Tikely to spoend more Uime than the seniop (Minancial
officers who roport to him.  And <o on down Lhe managemenl:
hicrarchy,

¢} And in {he Jocal avlhority, more Cime wi]l ordinarily be
spent on wanagemont work by the clerk and treasurer than
by Lhe cagincer, Lhe markel manager, and (he head of bus
park mainteonance operalions,

o But let's do remember (hal all managors will perform bolh
masagement and technical work - . Lhough in different
praoportions, depending on theijr jobs and managemenl. Jeuel| .,



12:10-

20m 2, How Financial Managers Spend Their Time 1230

A number of s<tudies have been made to find out how
managers spend their time.

Query:  What are some major categories of ways in which
financial wanagers spend their time?

friswer:  Lote of answers can be given., Be alert for, and
put. on the +1ip charl, such categories as the following.

Mcetings

O Nltend Jocal preo-scheduled meelings
0 flLtond local ad hoc meetings
0 Altend meetings outside of local authority area

One-to.-One Conversabtions

o Talk wilh persons who have made appointments
0 lalk wilh percons who come without appointments
0 lalk by telophone

Work at Desk
0 Perform paperwork at desk
Managoemenl work

Toechnical work

Visik Operational Sites

o Visit aperalional siles Lo observe, discuss, idnspect,
elbc,
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Query: On which four or five of these activities are
you spending the most time?
Answer: Leader to notao response and lead discussion

Refer to Item # 10. Workshop Exercise - How You
Spend Your Yime

15m Item #10 is &« simple questionaire on how you spend 12:30-
yourr time. Please take 10 minutes to fill it out. Be 12:45
sLre your percentages add up to 100% of your work
day. Note the special instructions at the top of
Item # 10. The results wil] be collected afier about
10 minutes, later analyzed, and the results
distributed back to participants,

When the participants have completed Ttem # 10, ask
three or four to indicate what percentages they have
put down for the six categorins,

75m  L.UNCHEON 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~

15m

B.

2:05

THE FINANCIAL MANAGER, contd.

2.

How Financial Managers Spend 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?

Answer: Note answers on flip chart.
Discussinn

wuery: What can we do to use our time more efficiently
and effaectively?

Answer: Note answers on flip chart. Some that may be
suggestad follow.

0 Program your time in advance.
o Delegate more of your work to subordinates.

0 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.

o Adhere more closely to your formal -- or informal --
schodule.

o 8e more concise and direclt in your conversations and
meetings.

0 Know how to bring a conversation to a close: how to

get up -~ or turn on your heel -~ and leave an office.
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Anecdote: Tell anecdote of busy top executive who hKad to
visit several overscas locations oncs» or twice a year,
Fach stop in each Foreign country involved ane opr more
meetings, often attended by many persons, which meetings
often become quite lengthy.  He learned to start evach
meeting by asking each person present what the person
expocted to contribute to op derive from the meeting.
Those who did not have persuasive reasons for being
present were promptly excused -.- to the benefit both (L)
of the meeting itself and (2) of Lhe work that these
others should have bean doing.

Perhaps the single most important step that a manager can
take is wvach auening to plan the following day - assuring
thiat his daily plan provides for his attending to the most
important activities on a timely basis,

Discuscion (of entire topic)
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20m 3. Skills of the Ffinancial Manager 2:20-
2:40

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

Query: These skills have often been grouped in four broad
categories. MWhat might one or more of these basic skill
categories be?

Answer: The leader should attempt to group the responses
into the following four categories:

0 Conceptual skills

) Human relations skills

0 Administrative skills

o] Technical skills

Let's discuss each of these in turn,

a. Conceptual Skills

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

Answer: Leader to note responses. Typical answers
follow.

o "Conceptual skills are needed by tinancial
managers to enable thein to see and understand what
goes on in their work environment and help them to
take appropriate actions. This is the ability to
"sgo the big picture"-- to plan ahead rather than
just to react.

o] Conceptual skills:

- include the mental ability to analyze and
interpret information received from various
sources,

- involue both the ability to understand the
relationship of the parts to the whole and the
ability to break the whole down into its
parts, -and

help managers obtain incaning from inadequate
- and often conflicting - data.

Managers who lack conceptual skills tend to lose a
sense of control and direction.
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Human Relations Skills

Query: Why are human relations skills needed by the
financial manager and what are these skills?

Answer: Leader tc note reponses. Typical answers
follow.

o) Human relations skills are needed to assist
financial managors to accomplish results through
and with people. Financial managers nced many
different behavioral and analytical skills to work
effectively with people in and out of their
organizations,

o These human relations skills consist of the many
abilities required to understand other people and
to interact effectively with them. Such
interpersonal skills are especially needed 1in
leading, i.e., in making decisions and in
motivating and commmunicating with subordinates,
peers, superiurs and others .

We will discuss fLhese human relations skills in
greater depth later in this program.

Administrative Skills

Query: Why are administrative skills needed by the
financial wmanager and what are these skills?

inswer:  Leador to note responses. Typical answers
follow.

o) Administrative skills are needed to permit the
financial manager to accomplish the specific
operational responsibilities delegated Lo and
accepted by him,

q) Administrative skills refer to the various things
associated with the planning, organizing,
staffing, and controlling work that managers must
do.
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0 These skills include the ability of financial
managers Lo follow policies and procedures,
process paperwork in an orderly manner, and inanage
expendilures within the limits set by a budget.

Too of ten, however, these administrative skills -- and
proficiency in technical work - - are almost the only
categories of skills on which 2mphasis is placed when
persons are being hired and assigned to serve as
financial wmanagers.

Techn

ical Skills

Query: Why arce technical skills needed by the
financial managers and what are these skills?

Ainswer: Leader Lo note responses., Typical answers

follow.

0 Technical skills are needed inasmuch as financial
managers must have some knowledge of the techniceal
function« they are supcrvising. Mosl will
continue to perform some of this technical work
throughout thceir carecrs, This dis Lrue even

though the proportion of time they spend
performing tochnicel aclivitins can be oxpected to
decrease as they move up the organization ladder.

o These technical skilils refer Lo the ability to use
the knowledge, tools, and techniques of a specific
discipline or field, such as accounting,
engineering, or hcealth.

Refer to Tlem # 11: Skills Required of the Financial
Manager - Concept and Descriptions

These scveral cdalcegories of skills are reviewed in
[tem # 11

Query:  When you think back over the last few years,
in which of these four calegories of skills do the
managers you have known seem Lo have been mosl
deficieont?

Ancwer:  lLeader to listen to a fow responses and then
to ask members of the group to indicale - by raising
their hande - which of the four skills calogories
represent the area of qreatoest weakness in the
managoers they have knouwn,

Divscussion
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THE PLANNING WORK OF THE FINANCIAL MANAGER

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

We have devoled an entire workshop f.0 examining the
general and financially-oriented planning work that must
be done in local authorities, However, this present
program would be incomplete if we did not at least briefly
review once again the major activities that comprise the
planning work of the financial manager. In addition, we
will, in this workshop, review a number of planning
concepts and types of plans that we did not touch on in
that earlier workshop.

1. Steps in Financial Planning

Let's begin with recalling the souen management
activities, or steps, involved in developing a plan.
Query: What did we learn ——  4n the Planning and
Budgeting workshop .- are the seven major activities
of the management function of planning, i.e., the
seven 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 implemented amd state implications.

o Set goals and objectives with standards
o] Dcvelop the program of work to be accomplished.

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

o Develop policies.
0 Develop procedures .
Refer to Ttem # __1,.2.,é._..,._f3_t_9P_S__,,i.rl_.!’_i['“_.C._i__L,.l,.a_DI’iJQ-

You will find these steps briefly reviewed in ITtem #
12.

2:40-
2:50
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5m a. Defining Mission or Purpose g:gg-

We stated that the first major activity of the
management function of planning is defining our
mission or purpose.

Query: How did we, in our earlier workshop, define
"mission" or "purpose"?

Answer: We defined it as our broadest notion of':

0 the end to be attained - why we are called into
existence -- i.e.,

o} what we are supposed to achieve.

Defining mission or purpose for a new organization or
project is essantiai. You will recall that we said
Lthat for an ongoing organization, its purpose will
usually already have been defined. Still, it 1is
important - even for an ongoing organization -- that
we do have a clear picture of what our inission or
purpose is.

Discussion.



- 22 -

Fecrecasting the Relevant Environment 2:55-
3:15

We said that the sacond major activity of the
management function of planning 1is forecasting the
relevant environment,

Query: How did we define “forecact"?
Answer: We defined it as a statement of

0 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 conditiion,

Query: How do ue distinguish between (1) a torecast
and (2) a goal, objective, or program?

Answer: A forecast is a factor that 1is essentially
uncontrollable and that we must take into accoint in
our plan for the future. Goals, objectives, and
programs represent planning decisions that we make in
light of our forocasts

Query: TInto what tuo basic categories -- in relation
to our organization -- did we divide the subject of
forecasting?

Answer: Tho categories are as follows:

o external foroccasts, and

0 internal forccasts .

You will recall that - as would be quite logical --
(1) external forecasts relate Lo things external to
our organization and (2) internal forecasts relate to
things internal to our organization.

Discussion

Query:  What were some examples of external

environmental change factors that often must be
considerod?
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Answer: Leader to record responses on a flip chart.
Typical answers are given below.

o l.Laws and reqgulations Labor supply and
composition

o Population size and Costs that must
compostion be paid

o Prices that can be charged Weather factors
to consumers of services

o Market demmand Etc.

o] Availability of
construction materials
and equipment

Query: Whuat were some examples of internal environmental

change factors

Answer:

that often must be

considered?

Leadcer to record responses on flip chart, but the
desired answers are given below.

1. Human_ Resources Financial Resources
Management staf Larnings
Professional staff Interest income
Technical staff Debt repayments
Office, c¢lerical and Etc.
manual staftf

2. Physical Resources Systems

Buildings

Lquipinent:

Supplies

Impact of new
accounting system

Impact of computer
upgrade

Impact of
comnunications changes
underway

Etc.



Query: How, again, did we distinquish an internal forecast
from an objective or a planning step?

Answer: To repeal, we said that for a factor to be a
forecast, it must be cesenticslly uncontrollable from the
point of view of our organization. For example, a
statement thal we will Jose two key staff members two years
from now due to the government's legislated retirement
paolicy would be a forecast because it is not under our
control. Howcver, a statement that we will hire a new
internal auditor next year would be a planning decision
because it is under our control.

Discussion
Query: What did we say musi always accompany our forecasts?

Answer: We caid we must always accompany our forecasts
with statemenls as to their implications for our plans.

Query:  How did we define an “implication" of a forecast?
Answer:  We dofined an implicaltion as a statement cof the
necessary consequence --- or significance - of a forecast
for our plan.

Discuss1ion

Refer to Item i l}g“_fqggggELSmfnpefinigigns,mFactors and
Examples

The principal points that we have been discussing regarding
Forecasts are summnarized in {tem # 13.

Discussion,
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Sething Goals and Objectives 3:15-
3:30

We said that the third major activity of the managment

function of pianning is setting goals and objectives.

Query:  How did we doefine "objeclive"?

Answoer:  We said that an objective is a statement of
what, specifically, we intend to accomplish.

Query:  How did we distinguish between “goals" and
"objoclives"?

Ancwer: While we sadd that objectives come in many
shapes and sizes and are called by many names, we

suggested that - at least for the purpose of these
workshops -~ it is useful to use the following torms
0 "Purpoce or "Mission" for the primary

justification for any organization. This 1is
usually establiched cven before we make our
planning forecasts.,

o "Goal" for the longer-range (3-5% years and longer
period) things we wish Lo achicve to carry out our
ba~ic¢ purposo, fhese will be more qualitative,

o "Objective" o "Specific Objoective™ for the

shorler-range, closer-in (12 years and shorter
period) things we must do Lo achiove our goals.
These will be more gquantitative.

Discussion

Query: Whal did we say must accompany all of our
gouals and objectives?

Ancswer:  We said that we must dinclude standards.
Query:  How did we define "ctandard"?

fincwer: We caid that a standard is @ slalemenl Lhat
provides us wilh a wmeasure Lo tell us when we have

satislfactorily achivcurd our goal or objoctive.

biscussion
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Query: What are some examples of purpose/mission,
goals, and objectives?

Answer:  Leader to note responses. Three good
examples in the area of cducation follow.

Mission/Furpose

To provide through an education ministry for education
of the urban and rural population through classroom
programs meeting nationally--adopted educational Jlaws
and standards

Goal (longer-range)

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 to 40% of the remaining rural
population

Objective (shorter-range)

To construct 300 classrooms over the next 18 months 1in
laocal authority X al an average cost not to exceed
KShs 15,000 per pupil space, with each facility so
located that intended pupils will be within 3
kilometres of the nearest school

Three basic considerations in writing down objectives
are that they should be:

0 Action-oriented - Begin with action verb

- To _construct

- Jo collect
o Specific as to_result

- To construct a primary school

- fo collect 50% more in site value rates
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o Give standards or measures

A standard is a statement that further defines our
goal or objective and provides us with a measurce
to tell ue that we have actually achicved it
properly.

Refer Lo Item # 14: Mission/Purpose, Goals, and
Objectives -- Detinitions, Characterisvics, and Examples

Item #14 provides definitinns and examples, which the
leader should review with participants.

Discussion

15m  AFTERNOON BREAK 3:30-
3:40
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Developing Programs

We said that the fourth major activity of the

3:45-
4:00

management function of planning is developing programs.

Query: How did we define a "program"?

Answer: We def ined it as a statement of the work
steps that we intend to accomplich,

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

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

0 what is actually to be done, i.e., the work steps
to be performed;

4] when it is Lo be done, i.e., the timing of each
work step; and

o who is to do it, i.e., the accountabilily For each
work step.

Query: What did we agree are the steps that we must
take to develop a good program - assuming that we
know generally what must be done?

Answer: The answer follows.
1. List the worksteps Lo be accomplished.

2. Estimate the elapsed time for completion of each
step.

3. Determine for each step what other steps must be
completed before it can start,

4. Determine he critical palh, i.e., the series of
steps that will determine the wminimum time for
completion of the project.

5. Show the scheduled beginring and complotion dates
for cach s<lep on Lhe crilical palh.

6. Show the scheduled beginning and completion dales
for all alther stoeps.

7. Show, in terms of nanes or position titles. (1)
who Qs primarily accounlable {or cach step and (2)
any major collaleral acountabilitics,
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Ycu will no doubt recall that we suggested the
"eritical path approach as one good way to sort uut
the sequence of steps and overall timing of the work
program. It also can simplify later management of the
program. While it is likely that steps 4 and b
relating to the critical path will often be omitted in
local authority plannine, the essential logic dinvolved
in developing a criticel path must be observed in
devnloping any good pran.

Query: What again, do we mean by the "critical path"?

Answer: TYhe critical path is thal scguence of steps
through Lhe project Lthat will take the longest to
perform onc al. a Lime. Patrdoxically, Lhis Jongest
path through the work program is also the shortest
time in which the projecl can be completed. More
flexibility exists regarding the timing of all of the
other steps nol on the critical path,

Definition,

Refer to Ltem # 15: Programs
s, 5 _xamnple

Characteristic

LA T 1

These maltters that we have just reviewed are
sumnarized in Ttem #15 with a (rief example. The
leader should review ITtem #15 and the example found on
page 2 of dit.

Discussion.
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15m e, Establishing Budgets 4:00-
4:15

We said that the fifth major activity of the
nanagement function of planning is setting budgets,

Query: How did we define a "bhudget"?

Answer: We said a budget is an itemized estimate of
expected income and expense for a given period in the
future. It is the financial representation - or
mirror image -in shillings -- of our work program fopr
the organization unit op projoct.

Discussion

You will recall that wo described the budget pr:scess
as an iterative one,

o] We would first develop the budget as the statement
of the revenue and expenditures we feel are
necessary {o pernit us co carry out cur work
program.

o] Then, frequently, once we have have scen what the
anticipated overall income and costs total to, we
will find that we will need to revise the work
program .- and wometimes cven oup objectives and
goals. This will be necessary to bring the
program wilhin the scope of bthe revised, lower
statement of the resources that are acltually
expected Lo prove to be available,

Discussion

Refer to ltem # 16: Bidgets - Definition and Examples
Ttem 416 1llustrates Lhese concepts and presents
examples. 1lhe leador should review Lhe examples an

vages 1 oand 2 of [tem # 16 with the participants,

Discussion,
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Developing Policies 4

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

Query: How did we define a "policy”

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

0 are usually decided at lowar levels,
0 musl be carried out again and again, and

o can most efficiently 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 ewenls expected to recur again and again

and where it 1s more efficient:

o to decide just once, in advance, what is to be
done in given circumstances

rather than

0 to need to reach a decision each time the same
gquestion comes up.

You will recall that the word "policy" is usually
reserved for major questions that would require
top-level consideration.

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

finswer: The leader should note and lead a discussion
of responses.

Refer to ltem #17: Policies — Definition and Examples.

Item #17 presents examples of policies as follows:
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Developing Procedures 4:30-

' ) o 4:40
We said Lhe scventh major activity of the management
f'unclion of planning is developing procedures.

Quory:  How did we define a "procedure"?
finswer: We said that a procedure is a statement of

haw @ rouline work opceration or activity is to be
performed, relalting to matters thatl:

0 arce usually decided at lower levels,
0 must be carried out eagain and again, and
0 can mosl efficiently Le carried out the same way

cach time,

We further explained tLhat just as with policies, it is
inefficient Lo need to decide each time a repetitive,
rovtine activily is Lo be done just how it is to be
done.

Discussion

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

Answer:  The Teadoer should note answers given by
participants.

Refer to Item # 18: Procedures - Definition and
Examples

The leader should Lhen poinlt out that Item #18
presents examples of procedures, as follows:

Procedurcs For a Housing Project

0 fipplicants must apply for housing units at the
Council's Housing Department office.

0 fhe application fee must be paid at the time of
applicaltion,

¢) Montnly payment dnveices and envelopes will be
provided alt the time of loan approval for the
first. 1?2 months of pavments and will be mailed to
occupants annually thercaflter.

O Complainls aboul mainlenance of the common
propertics and ubility infrastructure must be
submilled in writing to the Housing Department.

Discussian
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Summary of the Planning Process 4fgg

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
envircnmental forecasts, our goals and obje<tives, our
work program with time schedules and accountahilities,
our expenditure and ‘income budget, our policies, and
our procedures. When we have carried out this
planning work, we will have completed the development
of our plan.

Refer to Item # 19 "The Planning Process"

Item #19 illustrates the interrelationships among all
of the planning steps that we have been discussing.

We can now proceerd to carry out whatever we have bean
planning for:

o] either our specific project

0 or the local authority or departmental program of
work included in our annual plan and hudget as the
case may bo.

The implementation of our plan will, of coursc, bhe
followad by evaluation of the resullts against our
goals and objectives. And this cvaluation will, in
turn, be a major input as we begin a new cycle of
long--range and short-range planning for future Uime
periods.
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2.

Time Span of Financial Planning 4

You will recall that in our earlier workshop, we
distinguished between long-range and short-range
financial planning.

Query: What general principle did we enunciate as to
what the time span of financial planning should be?

Answer: In general, the purpose of planning is to
make good decisions now_and in the very near future,
So in our carlier workshoo we said that an answer that
can apply to ali lung-range planning —- a statement of
guiding principle -- is that the time span of planning
should look ahead for that period of time on which we

need information and assumptions in order to make

sound current and near-term decisions.

Sometimes Lhis will be for one year —- sometimes for
three years - sometimes for five years -- and
somelimes for ten, twenty, or thirty years --
depending on the period ahead about which we need
information in order to make good decisions now and in
the near future.

Discussion

Query: Did we agree that we should begin our planning
with the long range-plan or with the short-range plan?

Answer: We said that the proper answer is that we
should start with the long-range plan so that we would
know where we want the next year's short-range plan to

take us. [f we start with the short-range plan, we
may never even define and, therefore, likely never
achieve our long-r 1ge goals,

Discussion

However, we also agreed that for more-or-less
comprehensive planning for an organization, the most

comnon time spans found in government and business are:

o] five years for a long-range plan
and
0 onc year for a short-range plan.

Discussion
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Query: What did we say is the relationship between
the short-ranqge annual plan and tLhe long- range
multi-year plan?

Answer: The short-range annual plan is the first year
of the long-range plan but necessarily put under a
magnifying glass and with a greal dcal more detail set
forth.

Refer to Item 20: Relationshin .betwsen Long-range and
Short-range Plans

This relationship is illustrated in Item # 20, Hoem
#20 also illustrates a typical schedule for developing
a long-range plan and a short-range plan. The leador
should review this item with participants,

MAKE EVENING READING ASSIGNMENT:  Item #s 21 - 28 excepl
for Item # 27
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TUESDAY MORNING (28% minutes, including a 15 minute break, are
programmed out of 285 minutes)

Call

C.

group to order

THE PLANNING WORK OF THE FINANCIAL MANAGER, contd.

3. Types of btinancial Planning
There are other classifications of financial and other
plans that we did not really touch on 1in our previous
workshop. Let's discuss the following five basic
ttypes of planning with which financial managers need
to be concerncd.
0 Strategic planning

o Operational planning (discussed in earlier
workshop)

¢ Project planning (discussed in earlier workshop)
0 Contingency planning

0 Fail-safe planning

We'll take up each of these in turn.

a. Strategic Planning

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

Query: What does the term "strategic planning"
indicate?

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

0 The term "strategic planning” is most often
used for plans that establish the nature of
the arganization, its mission or purpose, its
long-range goals, 1its long-range programs, and
its long-rangce financial plan for achieving
Lhem,

O 1t secems clear that what those who use this
term are really saying s that strategic plans
arve very dmportant. longer-range plans that
deal wilh basic and significant elements of
the organtization's activilies.

8:10

8:10-
8:20
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o] For purposes of this workshop, we might define
strategic plans as those plans that establish
the mission or purpose of the organization,
its long range goals, and its long-range
programs and Financial plans for achieving
them,

Query: What are examples of strategic plans?

Answer: Nole responses.  One example is given
below.

o A strategic plan for a local authority is one
that dindicates what it will seok to achieve,
at what costs, and with what resources, to
prov’de for needs of the wananchi over {he
remainder of this century.

Discussion
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Operational Planning 8:20~
8:30

Query:  How wighl we define "operattional planning"?

Ainswer: Leader Lo note responses. But it seems
obvious that when we use this term, we are getting
much closer to our actual work objectives and
activities. An answer mighl be as follows.

0 Operational plans are plans that define the
more imn-diale objectives, work programs, and
budgets for the recurrent and ongoing work of
the organization and its departments and
seclions

Query: What arc examples of operational plans?

Answer: Note responses. One example is given
below.

o An operational plan for the health depariment
is a plan that spells out what it will seek to
achiecus, at what costs, and with what
resources, to iLmprove its proeventive and
curalive programs in areas of human discase
and malnutrition and of animal diseases over
the period of the nexl one or two years

[t may be interesting to note that military
planncrs place greal emphasis on Lhe above types

of planning. ey use the term “sltrategic
pilanning” lor Lhe overall "great" plans as to how
major results will be achieved. They use the term

"ltactical planning" for what we are here referring
to as "operational planning", i.e., for our
suppoerling, more imnediate plans that help us to

accomplish our sirateqgic goals.



Project Planning 8:30-
8:40

Our earlier workshop did, of course, discuss

project planning. In Fact, onc of (he first

things we pointed out was that we needed Lo be

aware that we must plan both (1) for our

organization as a whole and (2) for individual

projects. We wore carclul to draw our examples

from both areas.

Query:  How might we define "projocl planning"?

fyswer: Note responses - but one good def“inition
is as follows:

o] Project planning s planning for a specific
project., [k g usually defined as a plan that
has @ specific beginning and completion,
serves a uniqgue burponse . and often bul not
alwaye dnvolues capital oxponditures.

Query: Whal arc examples of project planning?

Answer : Many examples will be given.  One
carefully staled example is as ol lows:

o A project plan for conslruction of a new
municipal bus park would include the design of
the bus park, -ts capilal cosls, dtg annual
operating costs and expected rovenues, and its
mode of oporalions.

We pointed out Lhat praject planming is mornm
likely to have a Hinite heginning and ending, a

single budgoet tncompassing the optire offort, and
the like,

Too often, the only real planning local
authorities (and others) do fis fop capital
projocts. oo often, local authoriticos lot {he
much vasloep Fange of ongoing activities simply
contiinue in thejp woell-worn palhs withoul much
real managoment atlention,
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Contingency Planning

o ™

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

Query: What do we mean by contingency planning?

Answer:  We mean planning:

o] not for what we expeclt to happen

0 but for what ccnceivably might happen outside
our basic expectations, i.e. for
contingencies. We plan now for tne actions we
will take in Uhe future if the contingency

should occur.

For example, planning:

0 for survival during a nuclear attack or a
scvere carthquake or other natural disaster,
or

¢] for the situation crealed when someone

adulterates with cyanide our sales product (as
onc ar more people did with Tylenol capsules
in the United States a few yerars ago).

We are saying to oursclves -- in advance -—- that
if such and such happens, our reaction -- and
actions - will be to do such and so.

Query: What are some examples of contingency

planning in a local authority?

Answer: Leader to note ansuwers. One example 1is
given below

0 A plan for adapling and reducing Lhe scope of
the housing estate construction program if,
during its construction, actual resources fall
short of Lhose anticipated.

Discussion



8:55-
9:05

Let's talk a moment about fail safe planning.
This is a term that has gained currency in this
nuclear age.

Query:  What is the definition of “fail-safe"
planning and what distinguishes it from
contingency planning?

Answer:  Fail-safo planning 1is planning that
involurs actions and expenditures of resources now
that are +intendod to put us in a hettor position
if events later turn out Lo be materially

different from what we expect. We decide to incur
these expendilures now for something we do nolt
expect to happen -- i.o.. 1in one sonse, likely
complotely wasting lthisg money.  lThis is becayse

the costs to us of responding should the
unexpeclod evenl later occyr would be so great .

One good example of fail-safe planning is the
purchasce of a 141 insurancoe policy Lo protlect our
family should we die before our children are
raised and we nol have olherwise pravided
adequately for how and our wife,

Another cxample of fail-safe planning might be if
we expect bto keep our job as an accounting
instruclor byt go dahead and spend the time and
money to get a certificate permiltting us Lo Leach
mathematice in case we are no longer necded in
business weducation, [F our basic plan fails, we
will sii11 be cafe - or, at least, saf op.

lhe two distinctions bolwean cont ingency and
fail-safc planning are as follows

o] Fail safe planning is not intended to deal
with ordinary risks that may be encounlored,
as 1i¢ conlingency planning, but instoad with
extraordinary - Usually gquite unlikely - -
risks.

O Faitl cafle planning will involue significant
expendilures of resources Lhat most: lTikely
will not recult in any direcl bonefit, whereas
conlingency planning usually will not involun
such expendilures
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In contingency planning, you say that this is what
we will do later if we encounter the possible
contingency. In fail-safe planning, you say that
this is whal we will do now to put us in a better
position to deal with the unlikely contingency
should 1t occur.

The idea is that with the actions vou iake under
fail -salfe planning, you will still be safe even if
your basic expectations and plans fail.

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

Answers: Note answers. One such answer is given
below.

o A fail-safe plan might be one Lo increase by
h0% the budget for building a highway overpass
to permil it Lo handle four lanes of traffic
rather than the expected two lanes -~ because
of the unlikely bul conceivable possibility
that population growth and national highway
planning will resulil in a decision by the
appropriate ministry to expand the highway to
four lanes by 1995,

Discussion.

Refer to ltem # 21:  Types of Planning --
Definitions and Lxamples

Item //?2] defines and illustrates each of the above
five types of plans,
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Planning for A1l Aspects of a Local Authoritv's 9:05~
Activities 9:20

It is +important to plan for all aspects of a local
authority's activities,

a. Planning for Capital Proj ects

Query: What are some examples of capital projects
for which plans are necessary?

Answer: leader to put responses on tlip chart,
Among possible responses are the following

o Markels o) Roads

o Bus Parks e} Town Hall
o Slaughterhouses o Stadium
o] Housing o) Etc

o] Water Systems

Discussion



Planning for Operating Activities

But many of us don't recognize the equal -~ or
greater - - importance of planning for our normal,
oh--going opcrating activities and for
administrative and financial support to them. Or
we only give 1lip scrvice to such planning.

It was the irtent of the workshop on Planning and
Budgeting to place perhaps its single greatest
emphasis on the point that:

0 while capital project planning is very
important,

o even so, good planning is, to a far greater
extent, required for ongoing programs and
acltivitie: (including administrative
activities), This 1s because this is where we
collect the most in resources {rom our local
wananchi, spend the most money, and have the
greataoest local dmpact.,

Query: Whal are some examples of ongoing
operating aclivities of local authorities that
should be plannced for?

Answer:  Leader to put responses on flip chart..
finong possible answers are the Following

0 Securily services 0 Bus park operations

o Fire services 0 Slaughterhouse
operations

0 Health services o Housing operations

o Highway 0 Sewerage operations

mailntenance

o Recreational 0 Waler syslem
services operations

O Iducation programs 0 Eic.

0 Markel operalions

Discussian
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Planning for Admi trative and Financial Su pports

Query: What are somc examples of administiral cand

ﬁiﬂgngigiﬂiggggfgmgfti_j_ s of local authoritivs [hat

should be planned for?

Answer: Leader to put responses on flip chart . Among
possible answers are the following.

o Administrative supportis
- Human resources - personnel needs
- Tools - equipment requiremcnls
- Software - snpplioes
- Utilitics - far the Lown admwinistralion

- Facilities - buildings Fapr administrat juns
staff and physical operations

0 Financial requiremonts

Budgeting

- Improved controls cver rovenue genoralion
and collections

- Improved management of local aut horily
expenditures and controls over them

- Borrowings and repaymenls by Lthe local
authority

In our previous workshop we askod three gquest ions
pertinent hero.

Query: In tih typical vear, arc t{he most human and
Financial resources devoted by the local authority (1)
to capital projecte oe (?2) Lo operaling programs and
administrative support activiliog?

Answoer lhe answer was Lhal Lhe most resources are
devoted to operating programs and administrakive
support acl jvil jeg .,
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Query: Do the local authority's expenditures in any
vile year typically have their greatest local impact on
a local residont ac a rosult (1) of that year's
capital expenditures or (2) of its broad, ongoing
programs of and expenditures for local services and
acltivitios?X

Answoer: lhe answer was Lhal the greatest impact from
the Lypical yrar's expenditures will be through the
broad on going programns ot local services and
activities.

Query:  Where, Lhen, dn developing good long-range and
short range plans, including financial plans and
budgetls, shouid the greatest attention be given in a
typical year?

Ancwer:  The answer was Lhal the greatest attention in
planning should be given to the broad, ongoing
programs of local scorvices and aclivities,

Rofer to [tem # 22: "Planning Responsibilities of
local Authorities".

Ttem #22 secke to illustrate the relative proportions
of alttention that should be given Lo various aspects
of local authority concerns.

Make clear thal we are nol asking whether the local
authority's spectrum of capital facilities (market
struclures, slaughterhouses, otc.) have a greater
fmpact than a single year's rocurrent exponditures.,
Instead we arce acking whether the (Tdimited)
expenditures for capital projects in a given year have
a groeerer dmpact than the (vastly greater)
vxpenditures that same yoar for the delivery of
services through the recurrenl budget .
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THE ORGANIZING WORK OF THE FINANCINL MANAGER

Once ane has developed the plan for the work to be done,
the next logical step is to decide on how to organize to
get the work accomplished.

Query: How might we define the management function of
Yorganizing"?

Answer:  Leader Lo note responses. But the answer we are
seeking follows .

0 Organizing 1is grouping the wark (o be performed in
logically-related categories so that it can be
accomplished ef ficiently and effectively.

Query:  What are the three basic activitios or steps
involued in the management function of organizing?

Answor ; lhe three bastic activitics are as follows:
0 developing the organizalion struclure,

0 delegating the work to people, and,

0 defining Jine and staff reltationships.

We will discuss cach of those in turn.

1. Structuring The Work 1 o Be Performed

Fhe First wmajor activity of the management function of

organisaing is developing the organizalion structure.

Let's look First at whalt delormines organization
structure and then al types of clructyres,

a. Grouping Work To Bo Perforned

Query:  What is Lhe principal consideration that
determines organizat ional stiruclurn?

Answer:  Whatever olher answers may be given, be
sure to focus mwajor altention on Lthe following.

0 I o the charactericlic. of the work Lo be
done and Lhe rosulls (o be echicved that
determine organizal ional siructure,

9:20-
9:35
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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 people.

Let's be very clear about this.

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

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

Query: But if 1 were to ask you to organize 20-30
position slots to 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 would 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
broadcacting companies, most advertising firms,
and most oil companies. lhe determining factor 1is

what 1is the best way to organize the work to be
done.

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

Answer: Most likely it will have:

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

o at the level of staff divisions; finance,
personnel, legal, public relalions, and
others,

because Lhis is the work o be done.
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Query: How might a large advertising firm be
organizoed?

Answer: The advertising firm might well have
creative, marksting and production Ltine or
operating divisions— as well as some staflf

divisions of lawyaers, accountants, and the like,

This is, again, because this js the work to bo
done.

So we may conclude Lhat organizalion structure i

based on the grouping of
logical categorics for o
accomp
objecti

work to be done
(ficient and ef
ment of organizational goals and

into




10m

10m

b.

- 51 -

Types of Groupings 9
9

There are several Lypes of basic organizational
patterns.

Query: What are the two most basic types of
organizational patterns?

Answer: leader Lo note responses but to guide the
discussion lo a recognition of the following two
categorics:

O organization based on the types of
professional work to be performed, 1.e.,
functional, and

0 organizatiaon based on the results to be
achieved, i.c¢., divisional

Query: What are two other broad types of
organizational pattoerns?

fnswer: The answer being sought is as follows.

o organization based on an ad hoc task to be
accomplished, i.e., project organization, and

0 organizaltion also often, but not always,
organized around a specific task, i.e., matrix
organizalion.

Let's look briefly at these four types of
organizalional structures. Please be aware, in
advance, that often a single organization such as
a busincss firm or a local authoritv will make use
of morn than one type of organizational paltern.

(1) functional Organization (work to pe performed)

Query: What is the definition of a
"functional organizalion”?

Answoer: It is an organizabion structured
around the lypes of (professional) work to be
pertiormed.

35-
45

9:45-
9:55
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Query: What are some examples?

Answer: Same examples are the following:

(o]

The line structure in the 0il company
where the work to be done is finding oil
(exploration skills), refining and
producing o0il products (production
skills), selling the product (marketirng
skills), etc,

Some organizational units in the local
authority where the work to be done is
controlling the money (finance/accounting
skills), technical project development and
managemenl. (engineering skills), etc.

Discussion
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(2) Divisional Organization (results to be

9:R5~-

achieved) 10:10

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

Answer: The divisional organization is
usually organized around the results to be
achieved. 1t would not have just one type of
professional skills. Instead, each division
would more or less resemble a smaller,
self-contained organization rapable of
operating more or less independently of others
at its level.

Query: What are examples?
Answer: Some answers follow:

o) In the radio/TVU 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,
Furope, 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 results to be achieved than
of the professional background of the
staff.

K

This example is R. J. Reynolds.
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Please note again the distinction between:

o

the functional organization where all
lawyers are grouped together as are all
accountants, all markeling people, and all
engineers, and

the divisional organization where cach
major line division has ite codre af,
e.g., lawyers, accountanls, marketing
staff, and enginecrs, Hero, the
organizational principle is the resulls Lo
be achicved, for exanple, manufacture and
sales of difforing produclts, or more or
less dintegrated uporations for cach of
several separale geographical areas.
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10:20

Query: What is a "project organization"?

Answoer: A projuect organization is a group of
people pulled together to accomplish a particular
projuct or effort. Theso people are usually

more or-tes: fully delached from their normal
units for the duration of project. Such an
organizalion is typically selb up an an ad hoc
basis as a neod arises. Lt then goes out of
existonce when ils ‘nitial objecltives have been
achiocved.,

Query: What is an example of a "projectl
organization"?

Answoer:  Some answers follow.

) fhe Manhattan Project set up in the United
States during World War 11 to develop the
First alomic bemb

0 The organization of halfl a willicn Filipinos
set up in December and January 1985/86 to try
to assure fair eloctions in the Philippines

0 N task force set up Lo prepare a nabtional
five-year plan - in which the staff{ members
are dotached from their normal units and
assigned on a full-{ime basis for a specific
period ol Lime
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(4) Matrix Organization

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

Answer: A matrix organization 1is an organization
in which a project manager is appointed to work
with selected staff who remain administratiuely
located in their several departments. Such staff
members may he 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:

o) 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 depurtments as he needs them to
accomplish his task.

0 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,

o A local authority sets up a team Lo prepare a
Local Authority Developmnnt Program or carry
out some other major planning or
administrative effort.

Query: What differentiates project organization
from matrix organization?

Answer: While these concepts overlap to some
extent

o The Project manager may be given complete line
and administrative authority over the staff
assigned to him. The members are likely to be
assigned on a full-time Fasis., His project
will usually be Iimited in purpose and time
with a specific goal and a fixed beginning and
ending.

10:20~
10:30
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o] The matrix manager may share authority over
the specialists he needs with their normal
line managers, Thes: lalter managers may
retain all administrative personnel functions
such as cvaluation, training, promotion, and
toermination. The specialists on whom the
matrix manager calls will normally continue
with ongoing work for their basic
departments. They may even be part of other
matrix groupings. As such, these specizlists
may actually report, at any one time, to two,
three, or, occasionally, even more matrix

organisation managers. Fach such group's
effort may be ongoing, at least over a
considerable period of time. For example, a

matrix grouping may be assigned the general
function of new product innovation or of new
market definition and wmay continue in
existence for years.

10:30-

15m  MORNING BREAK 10:45
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15m (5) Local Authority Organizational Structure igMS-
: 00

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

Query: What are examples?
Answers: Several answers follow.

o Council committee structure is likely to be
divisional: organized by results to he
achieved in finance, social services, public,
works, etc.

o] The treasurer's, engincer's, and public
health departments aro likely to represent
functional groupings, i.e., organized by the
type of technical work to be performed. The
parks and social services departments are
likely to be more divisional -~ more largely
organized by results to be achieved than by
the functional or technical work to be
performed.

o A matrix organization under the leadership of
the treasurer or clerk may develop a local
Authority Development Program or put together
the annual budgoet.

o Local authorities typically do not appear to
be large onough to establish Formal project
teams with staff more or less completely
detached from their previous departments .
However, the City Commission of Nairobi might,
for example, do so in connection with planning
for major computerization or some other such
specific, very major, and long-term task.

Refer to Item # 23: Crouping the Work To Be
Performed - Definitions, Factors, and Examples

Ttem # 23 dillustrates many of these above points
and examnples.
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Span_of Control

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

Query: Whal do we mean by “span of control"?
Answer: Span of control refers to the number of
persons and scope of activities for which a
manager is responsible and accountable.

Query: What is the ideal span of control?
inswer: Participants may suggest 3 persons or 5
or 8. Howcver, as is so often the case, the

answer is that il depeids.

Query: On what does the ideal span of control
depend? Explain your answer,

Answer: The controlling factors appear to be as
follows:

o The complexily of Lhe work

0 The extent to which very clear and

understandable policies and procedures can be
defined and comnunicated to sa2rve as zffective

guidelines to the work staff .

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

o The impact of guod or bad performance on the
overall organization

0 The ability of a wmanager to physically oversee

the work staff

0 The size of the organization and particular
Function

11:00~
11:15



For example:

o Spans of control of only two or three persons
are not unusual where creativity is essential
such as 1in advertising, art, and the like.

o] Spans of control of as many as 15-20 workers
may be appropriate whero each employee does
essentially the same thing, the work to be
done is relatively simple, and i{ can bo
easily overscen by one poerson, Examples are
work by a road croew, accountants, mail orde
staf'f, salesmen, and Lhe like,

fa) Where a particular grouping of people is quite
small, e.g., a senior alttorney and one or two
junior atlorneys, it may not be possible to
organize the unit so as to provide its manager
with as broad a span of control as he could
oLhorwise handle .

Query: What 1is= usually the proper response Lo
such a siltuation?

Answer:  Leoader Lo note responses.  But the proper
answer is that in such cases, Lhe manager will
usually perform much less Management work and much
more technical, operational work than if he were
supervising a much larger unit,
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Levels of Organization

——
=

Anolther question relating to organization
sturvcture is the number of levels to be
cstablished.

Quory:  How might we define "organizational
levels"?

Answer: For purposes of this discussion, this
concept relates to the members of levels in the
hierarchy {from the top executive to the
lowesti-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 any olher such factors that attribute
rank to individual posilions).

AQuery: What are some of the potential
disadvantages of a large number of organization
levels? Of a very small number?

Answer: [he answers should deal with the
following points:

0 A large number of organization Jlevels:
- increases communication problems,

- places key personnel several levels away
from top-level supcrvision,

- can resullt in under-cemployment of
supervisory staff, and

- cah result in excessive redundancy and
inefficiency.

o i small number of levels:

- can result in too heavy a management
responsibility on managers,

- can over -extend inanagers in regard to
their ability to provide competent
technical supervision, and

can resull in inadequate direction to
excessively large staff groups.

Explain, with examples, the above points:

N
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General Electic Company had 17 levels of
organization in the 1960s. This was reduced by an
aggressive vice-president for organization and
administration to just 9. The resull was a far
more effective, efficient, and profitable
organization.

Query: How many persons does the Lypical manager
in & local authority supervise? What are examples
of extremes, i.e., (1) one over ane and (2) one
over a greal many?

Answer:  Nole answers wilh examples .,
As pointed out in an varlioer workshop program,

come local aulhorities have an excessive number of
of organization levels.

0 The treasurer, reporting Lo the clerk for
general administrative direction, may directly
supervise only a depuly treasurer, The deputy

treasurer may only supervise one person
respansible for audit and another rosponsible
for accounting,. Fhus, the staff memnbor
responsible for full-time atlenlion to the
extremely important function of qelting in the
revenuce may be al the (ifth organizalional
level down starting wilh the clerk and the
fourlh starting wilh the treasurer,

o [f one takes into account market
superintendant« and markel masleps and like
positions, it is concrivable thal a local
aulhorily may have nearly as ma ny
organizational louels as a huge corporation.

Query: What is (he organizational patllern
regarding number of tovels that always raises Lhe
most quecstions?

Nnawer : Phe answoer ds always Lhe same: [ gs Lhe
one -over one areangement where a boss supervises
oniy one person.  This patlern is, of course, seon
in local authoritios.

Query: What are examplos of one-over- one
vrganizational patlerns in local aulhorilios?
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Nnswer: Such examples as (1) a treasurer with
only a deputy treasurer reporting directly to him
and (2) & telephone operator supervising one
assistant.

Notie thal some such examples, v.q., the telephone
operator/assistant, may be unavoidable, for
reasons given din the earlier discussion on span of
control. Howover, olhers, e.q., the
treacsurer/deputy treasurer, can casily be avoided.

Refer to ITtem # 24: Span of Control and Le
Organizalion - Definitions and Considerati

[tem # 24 illustrates many of these pcints with
examples .
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Delegating the Work To Be Done 11:25-
11:30

The second major activity of the management
function of organizing is delegated the work to be
performed. Once a well-structured, tight, lean
organization has been arrived at, the next step is
to assign the work to be done to people. This is
usually known as dolegation.

Query: What do we mean by "delegation"?

Answer: We mean taking part of the work for which
we are accountable and asking someanc else to do
it.

Query: What threec terms are needed to fully
define the concept of delegation?

Answer: The answer follows :

o] responsibility

0 authority, and

0 accountability.

Let's discuss each of these briefly,

a. Responsibility 11:30-
11:40

Query: What do we mean by "“responsibility"?

Answer: A responsibility is an obligation to
carry 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
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Authority 11:40-
11:50

Query: What musl accompany a delegation of

responsibility to make it effective?

Answer:  NAuthorily must also be delegated.
Quury:  What do we mean by "authority"?

Answer s Authorily means thoe power Lo take
action directly or through others to got
resulls.

1t is often said that the amounl of authority
delegaloed must be commnensuprabte with the amount
of responsibility.

Query: What do we wean by "comnensurate
authority"?

Answoer:  Commensurale aulhority refers Lo
delogation te a position of powers to take
action thal are broad enough in scope to make
it poesible for the person occupying the
position to achicve Lhe results for which he
is held accountable.

Discuss, wilh oxamples, the pitfalls of
delegaltion of authority inadequate to permit
Lhe manager or other cmployee to accomplish
the reosults sought.

The Admerican General Douglas MacArihur, during
the Korcan War, folt that he did not have
aulhorily commensurate with the responsibility
placed on him.  He belicved he could not
achicue a satisfactory peace unless his United
Nations orce could pursue the North Korean
army boeyond the temporary soltlement line, the
Yalu River. You may recall thal he took
mallers inlo his own hands . He Look his
forces beyond the line.  As a result, he was
confronted with a retatiatory advance of a
vast ftorce ol Chinese lroops. In the nnd, he
was relicved of his command by his

commander in-chief, Prosidenl Harry fruman.
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Query: Do local authorily managers somelimes
feel that they lack authority comnensurate
with the responsibililies given Lhem? Do they
sometimes take mattors inlo their own hands
and exercise authorily that is riot Lheirs?

Are there any provisions fop cand instances
of -  punishment being meted out for such
self-willed arrogations of authority by local
authority staff?

Answaoer : Fhe answors are, of course, "yes" o
all of thesce queries, Solicit and discuss
examples
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11:50-

) . N et i e e TR 12:05
We have also menbioned the term accountability.

Query: What do we mean by “accountability"?

Answer:  Accountability means the obligation
to achieve results.

1f we delegale both rosponsibilily and
comnensuralte aubhority, we expectl
perforgance. 5o we hold subordinates
accauntable for achicving resulls.

Plpace note Lhat management experts are
gonerally in agreoment thalt we can, of course,
delegate bolh responsibilily to do work and
authorily to take noeded aclions. Bul we
canncl delegale accaunliobility.

Query: Whit do we mean by saying that woe
cannot delogate accountability?

Answer:  Wo mean that for work assigned to us,
we musl accept the responsibilily for

rosulls.  We cannol excuse inadequale
performance in our ared aof concern by blaming
our subordinates.  We muslt and should be held
accountable [or the work delegated to us il we
have explicitly accepted that responsibility
and the aulhorily Lhat govs wilth il

Query: What did the President of Lhe Japanesc
firlines, Jnl, do when ils huge jel crashed
with loss of 1ife of atl aboard in wid-19867

Answer: e resigned his posl - euen Lhough
he had no personal role in Lhe maintenance and
operalion of {he aircrafl in gquestion,

Query:  What night he have done only a Few
deocades aqgo?

Answor:  He probably would have taken his own
ite (discmboweloed himsell) to atone for the
dicactrous rosults far which he held himeelf
accountable,
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When the Bhopal disaster occurred in December,
1984, +in India, the chairman of Union Carbide
immediately accepted {ull personal
responsibililty for the deaths ot all 2,000 or
so Indizns, flew Lo India and permilled
himself to be legally detained by the Indian
government, and conlinued to mainlain Lhat he
is and was rosponsible.

The conceptl of accountability is also why,
traditionalily, the captain would choose to be
the last porson to leave his sinking ship even
if the fault was an orror by thn chiof
engineer - or no onc's fault al all. Indeed,
some captains have chosen to explate theip
sense of responsibility and guilt by going
down with ship even whon they could have
safely gotlon off as (ho last person to leavo,

In the local aulthority, no amount of eXcuses
- good or bad - can 1ifl the accountability
for poor results from the shoulders of {he Koy
managers.  In Jact, whal dislinguishes the men
and women you most admir. From those whom you
feel are weak and inadequate is the
willingness of the Former to stand up and say.
"It was my fault -- 1 take full responsibility
this btime -~ and I1'11 soe to il that a better
job i« done next timn".

ReFer to Ltem # 25: Melegating Work To Be
Done - Definitions

Item # 2% rovicws the major concepls we have
been discussing.
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Line and Staff

The

third major activity of the management

Function of organizing is establiishing propor line

and

a,

clalf retationships,

lLine Relationships 12:05-
12:20

Query:  Whal do we mean by "line

relalionships"?

Answer:  We mean the authorily hal

supervisors oxercise over their fmnediatoe

subordinal o, It oas directoed downward through

succenesively lower organizat Lonal tevels,

Query:  What do we mean by "1ine arganizaltion"?

Ancwer:  We mean Lhe departmenvs responsible
"al Lhe (ronl bine” for accowplishing Lhe
primary wark of the organization. Such
frontl Vine work may be manulacturing or
providing banking scervices in a geographical
arca,  Or, for a local authority, il may be
mainlaining roads, providing ceweragn
services, and operalting a slauvghterhouse.
his s because Lhese are Lhe units Uhat
provide the services (o the wananchi Lhat
constitule the basic mivsion/purpose of the
Tocal authorily.

Line represents "comnand" when applicd Lo
retabionships belween people and Lo "primary

wission" when applicd o organizational unibts.

Query:  What are exanples of Line
reallionships and Tine organizat tonal units?

Answer:  Toeader 1o nole responses.  But some
examples follow,

9] line relationships include:

- Ihe treasuarer Lo his depuly or chief
accountant

- The prinicpal to his teaching staff
0 Liine organizations include:
- The front line combat troops
Fhe market ing department

The slaughterhouse unit
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15m b, Staff Relationships 12;20~
12:35

Query: What do we mean by "staff
relati Lps"?

Answer:  Stafl are those rmployees who provide
advice and assistance to line -- and obher
staff - employeos, Examples in a
manufacturing organization arce lawyers,
accountants, and the Tike. In a local
authority, examples might be an attorney, tho
record-keeping functions of the lreasurer, the
persan in charge of personnel or Lhe
establishiment, etc.

Query: What do we mean by “staff
organization"?

Answer:  Woe mean those organizalional units
that are sel up Lo provide aduice and
assistance Lo Lhe line units and 1o ol her

staf i departmonts . Examples are the general
counsel's office, Lhe treasurer's office, the
personmel ol fice and the like, In a local

authorily, oxamples would be of Mices that
handle finance and personnel

Query:  Whal are some examples of stafr
relationships and staff organizational units?

Answoer:  Loador (o nole responses.,  But some
examples Follow,

0 Star! retationships include:
he treasurer in providing financial
advice and supporl to the clork ar to

another departmont head

- The legal officnr ta the clork op
Lreasurer

- The establishment of ficer ta
department hoads
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0 Staff organizations inc¢ludc:

The supply department in the military
fForces

The legal office
- fhe poersonnel o~ establishment unit

Refer to 1
Definition

Line and

ITtem # 26 sumnarizes the concepls we have been
discussing and presents examples,
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Organization of the lLocal Authority for Financial

Managemenl

Most or all of Lhese concepts of organizalion are
applicable to local authorities.

0 As noted above, we can find examples of
functional, divisional, project, and matrix
organizalional units.

) We can, of course, also find examples of (1)
staff and line posilions and (2) staff and
line organizational units.

o And we are constantly confronted by the

questions of the delegation of responsibility,

(2) the delegation of commensurale authoriily,
and (3) the accountability fFor results.

What is dmportanl 1o us here?
0 We need Lo determine the most coherent and

sencible groupings of work and make them the
basis lor our organizational slructure.

&) We musl make clear and specific delegatlions to

others so Lhat we will have the time Lo
perform our own basic role ag managers, i.o.,
geklting work done through and wikh other
people .

o We must keop clear the question of Tine and
stal’ . We must hold line people and
orcarvizalional unils rosponsible for
accaomplishing the primary work of thoe
organization. We must hold stafl people and
unilbs responsible For providing sound advice
and assistance.  And we musl be sure Lhal our
stalf people do not wmislake Lheir roles and
begin to exerciso Tine authorily.

Fhe challenge to us, of course, is lo continually
reappraise and be proparcd Lo revise our
organization slructure so as lo impraove our
abilily to achicur our Tocal authority's mission,
goals, and objectives., here are wany areas for
possible improvement . Belore moving Lo Lhe nexl
exorcise, let us nole just Lwe.

12;
12:
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o Would local authorities be able to provide
better managemenlt of their business-type
enterprises such as bus parks,
slaughterhouses, markets, stone crushing
plants, etc., if a single wanager were
appointed to supervise them —- a person who 1is
trained in business operations and in the
provision of such operatling services to the
wananchi?

o Would it be betler organization if the
troasurer were not made responsible for any
line operating activities -- 1ike markets —-
and was able to focus his entire attention on
providing excellent frinancial management?
his is, of course, what he is trained for and
is primarily responsible for as per the
provisions of the Local Governments Act,

75m  LUNCHEON BREAK 12:45-
2:00
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TUESDAY AFTERNOON (180 minutes, including a 15 minute break,

are programmned out of 180 minutes.)

5m Call group to order

60m

25m

15m

30m

D. The Organizing Work of the Financial Ma

5.

Workshop Exercise - D@!PIOP_Qﬂmlﬁﬁal”Qfgﬁﬂiéﬁ_iQkEl
Structure for a local Authority

Divide participants into groups of 5-7 persons each.*

Refer to Ltem # 27: Workshop Exercis

- Develop an
Ideal Organization Struct

ure for a Local Autherity

Ask groups to complete exercise, utilizing flip charts.

Ask group spokesmen to begin raeporting on their
groups’' resulls.

AFTERNOON BREAK

Complete group reports

*

Organize each of these groups "diagonally", i.e., (1)
with each group consisting of persons from all levels
(finance committece chairmen, clerks and trea. Jrers) and
(2) with participants from a given local authority in
different groups) .



5m

10m

- 75 .

THE STAFFING WORK OF THE FINANCIAL MANAGER

With the plans dcveloped and the organization structure
we need next Lo put people in place to do the

defined,
Let us, there.orce, turn now to examining the

work.
managament
the four major activities of the staffing function, as

follows:

0
[e]
&)
&)

1.

function of staffi

ng.

Selecting/recruiting staff

issigning, orienting, training,

Cumpensating staff
Promoting, bLransferring,

We will be discussing

and developing staff

and discharging staff

Selecting/Recruiting Staff

The

first

staffing 1w

major activity of the management function of
ceolecling and recruiling staff.

Most of

the people who will do the work of our local
authorilics over the next few years are already in
But for the purposes of Lthis workshop, let's

place.

start av

a.

the beginning

ie.

, wit

Recruitment Sources and Means

There arce {wo basic p

our.

organization - &

Query: Where are Lhe

laces
o loo

h recrui

tment.

-— with reference to

k for

staff.

se two places?

Answer: fhe two logical places

aroe
0
[0}

(L)

as follows:

inside our organization, an

outside our organization.

Suitanle slafl

the local authority by

or promotion,
should attomp
down ir disco
the roles of

Quory:  What
ol selecting
organization?

{ can ofte
(For the
4t o avoid

cadion

are |
craf{

to lock

d

for staff

n bhe fou
means of
moment,
gotiing

el within
Lranstoer
the Joadaey

B
N -

of constraini. ool &3
the MEG and the Puo
Scervice Commiasion.)

he po
{rom

tontial
inside

bl

aduantages
Lhe

4:15-
4:20

4:20~
4:;30
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Answer: Such answers as the following:
o Better rounded knowledge of the candidate

o] Familiarity of the candidatn with the local
authority's needs, problems, work, and peaple
-~ 1.e., a shorter oricentation and training
period in the new job will be required

o] Reward to individual employees for past
excellent performance

o Encouragement to all staflf to work better in
hopes of future promoliaon

o] Etc.

Query: hat are the potential disadvantages in
selecting staff from inside the organization -
i.e., the dangers that must be guarded against?

Answer: Such answers as the following:

o The candidate may nol be the best available
for the vpening.

o Possibility of the decicion being influenced
by favouritism, nepotism, the influence of
cliques, ectc.

o Loss of the fresh perpeclive and, often, the
enthusiasm that might be brought by a
candidate from outside the local authority

o] Etc.

It is of course Lrue that Kenya's Public Service
Commission is resy isible for appointiments io
seniaor positions in local authorities. However,
local authoritics are always able to recommnend
internal staff to fi11 such vacanti positions.
fnd, of course, lawer-level positions are undoepr
the ouerall control of the council and its senior
administratars,

Discussion
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(2) Recruitment from Qutside the Local Authority 4:30~
4:45

Query: What are Lhe potential advantanes of
staffing from outside the organization?

Answoer:  Such answers as Lhe following:

0 fccess Lo a much larger pool of talented
persons
0 Abilily to bring in "new blood" i.e., persons

with froesh perspectives, nol saddled down with
the burden of pasl personal rolationships and
possibly negative attitudes

0 Ability Lo appoint a much more qualified
person.  For example, move of a treasurer from
a smaller council to a larger one or of a
depuly treasurer From a bigger council who is
now ready Lo serve as treasurer in a somewhat
smaller one

O Etc.

Query: What are the potential disadvantages of
ocutside recruitment?

Answer:  Such answers as the following:

0 Lack of in-depth knowledge of the candidate

o Time and expense involved in outside
socruitment versus transfer of an existing
employee

o] 1ime and expense required for a profesional

job of referonce checking
0 ttc.
Tn many cascs, the result of the work of the

Public Service Comnission will, of course, be to
make an appointment (rom outside Lhe organizaltion.


http:adata.qe
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.UgysNIgngsﬁtqugﬁgn&iglmfingngiﬁlwﬂﬂngggmgnﬁmﬁxﬁff
Query: What ways exist to locate financial staff?
Answer: Such answers as the Following:
) Internal
- Personal knowledge of individuals
- Personnel file: reports, evaluations, etc,
- Posting of notices of openings
- Word of mouth
- Etc.
) External

Public Service Commission

- Ministry of Local Government

Other aovernment agencies
- Advertising in newspapars
- Etc.

Discussion (what experiences have participants had
with these approaches?)

Refer to JLQmW#HZBLWHRgpruitingwfin;Mh*:"
M@n@ggmgnt“Staffwruﬁonpqp-

2L.and Considerations

Hem # 28 summarizes much of {he precoding
discussion,

Discussian

MAKLE EVENING RLADING AGSIGNMENT . Ttem #s 29 - A0 except for

Ltem #34

(82 BN Y

O

o
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WEDNESDAY MORNING (285 minutes, including a 15 minute break,

are programmed out of 285 minutes)

Call group

to order 8:00-

E.  THE_STAFFING WORK OF THE FINANCIAL MANAGER, contd.

1. Selectirg/Recruiting Statf, contd.

b.

Factors To Be Censidered in Identifying Potential 8:05-
Financial Staff 8:10

Recruitment of staff will be improved if the
factors Lo be considered in selecting staff are
carefully defined in advance.

Query: What are the key factors Lo be considered
in sclecting staff(l?

Answor:  Such answers as the following (leader to
get on the fFlip chart, from the discussion, at
least the following .

0 [nherent abilities
o Formal cducalion
o fraining after leaving school

0 Expoerience in past positions
o} Quality of performance in past positions

We will discuss each of these five basic factors
in turn.

Other factors such as age and health will be taken
into account but need not be discussed further
horo.,



10m (1) Inherent Abilities 8:10-
8:20

Logically, the first factor to consider is a
person's inherent abilities. Fach position
has different requirements as far as a
candidate's makeup is concernad,

Query: Whal are examnples of basic abilities
needed for coertain positions?

Answer: lLeader to note responses.  Some
answers follow.

o) An accountant must be adept with numbers
and computations.

o A Lrainer must be comfortable with people,

o] A manager must exbiibit good judgment and
must have a Lemperament Lhat dis "balanced",

o) Ability to communicate well will he
important for many ‘jjobs .

We must avoid pulting sguare pegs in round
holes .

Discussion
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(2) Formal Education

Diamonds in Lhe rough have little practical value
until they have been cut and shaped and polished.
Similarly, for every position, there is likely to
be a certain level of formal cducation that is
required in order to shape and polish the general
background of the candidate.

(a) General Education 8:20-
8:25
A1l candidates require certain levels of
formal gencral cducation - - but varying by
posibian,

Query: What are examples?

Answer:  Note and discuss responses.  One
answoer is Lhat usually local authority
cmployees require:

0 facilily 1in at least one or two languages,
0 basic numerical skills,

) acquainlance with the social and political
environment around Lhem, and

) other such faclars.

(b) Technical ktducation 8:25-
8:35

And many, if nol most, employees require

formal technical education - - or

compensating/equivalent oxperience -- in one

or inore ficelds.

Query:  Whal are some examples?

Answer:  Leader to noke responses.  Some
examplos follow:

0 wngineering training for an engineer,
0 accounltancy training for an accountant,
0 health services Lraining for a health

officer, and
o managemenl training for a manager.

Discussion
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ving Schoel 8:35-
8:50

It is also important to look at Lhe added training

a person has gainod since beginning his or her

working carcer.

15m (3) Iraining after Lea

Query: What are examples of such added training?

Answer: Answers will include both on-the-jobn
experience and special training programs .

0 On-the-job experioence is most important for
all but entrance-level] positiong,

o] Special training programs are of many Lypes,

- KIn, GTl-Mombasa, GTl-Mascno, and other
government and private Lraining
institutions offor many programs - -
including this one you are altending
today .

- The Kenyan Government sends selected staff
to extended programs in both Kenya and
such forcign countries as Great Britain.

- Business iipmg offor training programs o
their own staff and sometimes to othor
persons .

- Ete.

fittendance at such programs may rosult in greater
job proficiency. It also may indicalbe an
ambiltious and active frame of mind which often is
a good omen for a candidale's future success in a
post in your local authority,

Discussion
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(A) Experience in Past Positions

Satisfactory performance in many jobs requires
years of experience in positions similar to those
being filled by the local authority.

Query: What kind of previous experience should a
candidate For treasurer of a local authority
gunerally have?

Ancwer:  Such answors as the following

0 It is almost essential that a candidate for a
position as a local authority Lreasurer have
spent svuveral years in wore junior positions
in financially-oriented organizations -- as,
e.q., having served as deputy treasurer in a
larger aulhority. Moreover, preferably at
least one of bthese previous jobs will have
been in a Jlocal authority. (Can experience in
other financially-oriented institutions be
substituted?)

0 N candidale for chief accountant should have
some years aof experience in related positions
in govermnent, business, or a not-for-profit
organization.

Query: For whal olher positions in a local
authority is oxtensive experience in a similar
position dmportant?

fAnswer: Leader to put answers on flip chart.

Discussion

8:50~
9:00
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(5) Quality of Performance in Past Positions

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

Answer: The answer is the quality of performance
iﬂﬁggggwﬂgﬁigigpﬁ held by the candidate.,

o The potential recruit who has performed in a
disappointing wanner in carlier positions 1is
unlikely 1o do well in yours,

o And the recruit who has had nothing hut
compliments from previous employers is likely
to be a good risk for your council.

Technical and other skills and knowledge can be
learned. But it ig difficult to imprint the habit
of professionalism and the striving for excellence
on a person not before successfully challenged in
these ways by his own internal makeup.

Discussion

But let's be aware that sometimes a candidate who
nas not done well before may meel your needs.

Query:  Why might this be the case?
Ainswer: Such arswers as the following,

o] The employee was given a jab for which he was
not equippoed.

o] Personality factors in the previous employment
siluation inhibited the candidate's
performance .

o The employeoe was not sufficiently challenged,
©.g., passibly not even kept busy (a frequent
cause of unsatisfactory performance) .

o} Etc.

Discussion,

Refer to Ilem # 29:
Financial Management Staff

= O



15m

c.

Selection Process 9:15-
9:30

Once a pool of candidates has been identified,

it is necessary to go through a well-designed

selection process.,

Query: Whst are processes by which selection
of a new employee may be undertaken?

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

0 hiring "good c¢ld Joe",

Q having several persons interview
candidat2s and then yget together for a
group discussion and development of a
concensus recommendation regarding
employment,

o] preparation of independent written
evaluations by the several interviewers,

o] etc.

This and the p» evious discussion presumes that
reference checking will always be undertaken.
It is most important that reference checking
be undertaken —— in a professiunal 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?

fAinswer: Leader to note and lead discussion of
answaers .,

Written references are far less satisfactory
than reference checking based on oral
conversations (often by telephone) with
persons familiar with a candidate's
performance in previous jobs.

Discussion

Refer to ltem # 30: Selecting Financial
Management Staff Concepts and Examples

Item # 30 summarizes the above discussion.
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Assigning, Orienting, Training, and Developing Staff

The second major activity of the manag=ment function of
staffing is assigning, orienting, training, and developing
staff. Once employees have beor hired, the work required
to assure effective performance will, of course, have just
been begun,

a. Assigning and QOrienting staff

The way in which now staff are assigned Lo their new
positions is very important,

Query: What are comnon means and mechanisms for
assigning and orienting staff?:

Answer: Soeveral answers follow.

o} Sharing a carefully-prepared job description with
the employee. The job description is both:

- the employec's side of the implicit contract
between cmployer and employes: 1i.e., what it
is that the employee will be expected to do in
return for the compensation and olther benefits
of the job, and

- the basis for Future job wvaluations .

o Providing necessary facilities and equipment,
e.g., office space, desk, files, calculator, etc.

0 Providing orientation by a competent staff member
in regard to the local authority, the department,

and the narrower tochnical aspecls of the position.

o Introducing the employee to all of those persons
who will oversec his work and with whom he will
interact in his job.

o Providing especially close direclion and guidance
the first fow days .

Discussion

9:30-
9:40
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Training and Developing Staff 9:40-
9:55

From Lhe very firsl day of employment, the local
authority, through appropriate line and staff

of ficers, should have in mind a program for training
and developing new staff members.

Query: Whal may such training and development include?
Answaers: Several answers follow.

v On~the-job training by supervisors or colleagues

0 Rotational assigmments in arcas related to the job
o] Short-term {training courses

o} In some instances, longer—term training courses

o Ltc.

Discussion (of each of the above and of others
suggested) h

Refer to Item #31:. Assigning, Orienting, Training,
and Developing Financial Management Staff - Concept
nd _Mechanisme

Item # 31 summarizes lhe above discussion



- 88 -

15m 3, Compensating Staff 9:55
10:10

The third major activity of the wanagement function of
staffing 1is compensating staff. Compensation is the
employer's part of the implicit employmoent contract in
return for which the employee commits Lo perform the
work assigned,

In general, all staff will be placed into government
employment grades. Each of these will have winimun
and maximum salary levels and steps in between.,
Increases in salary -- small though such steps in
grade may be -- are a normal expectation of a
competent and ambitious worker.

Query: What are the various ways by which an employee
may be provided a higher salary?

Answer: There are five major ways by which he nay
find his salary increased, as follows.

o First, the general salary table may be increased,
usvally more or less reflecting the impact of
general price inflation in the economy .

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

Answer: The proper answer is "No".  However, such
increases will, of course, be appreciated and will
help to prevent a reduction in Lthe employen's
income in real terms.

o] Second, the employee may receive a step increase
within his grade either automatically or as a
reward for good performance.

o Third, the employee's prosent job may be
reclassified -~ unchanged ~- to a higher grade.

0 Fourth, the employee may recojue a promotion to a
higher-level position.

o] Fifth, overtime or other special earning
opportunitics may be provided. However, please
note that receiving more money for more honrs of
work does not represent an increase in rate of pay,

Discussion (of each of the above and othors suggested)

* In discussing this topic, do not allow a discussion of
compensation as a motivator -- this issue will be
addressed later in this workshap .
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To conclude, Fair and equitable compensation and periodic
salary increases are a reasonable expectation of
employee~. Local authorities should attempt to respond to
this expectation in the inctances of deserving employces,
Of course, Lhese responses will be subject to the
Timitations that the authorities inevitably face.

Discussion

Please note thal training may help to qualify an employer
for advancement down the read. But the primary purpose of
training usually is to equip & person to perform better in
his present job and to render him, in general, more
valuable to his organization. Training should not be
regarded as an automatic ticket for promotion

Discussion

Refer to ltem #32: Compensating Financial Management Staff
-~ Concept, Mechanisms, _and Considerations

Item /32 reviews these above ideas.

Discussion
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Promoting, Transferring, and Discharging Staff 1 lo-
10:20

The fourth major activity of the management funclion of

staffing is promoting, transferring, and discharging

staff. It is extremely important {o devate proper

attention to the cnanges in the status of our cmployees

that are required after our employment of 1hem,

Query: Staff may of course, bheo reassigned for a variety

of reasons. Whal are Lypical reasons fop reassigning

staf f?

Ainswer: Such answers as the following:

o) To put an employee in a job for which he is bettepr
fitted than the one he has al. the moment, di.e., to
match bettor the "square peg" to a "square hole"

o To give an employec added experience as a step in his
development

o To fill a vacant position considercd more important
than the one the employee g presently in

0 To promote the employee to a higher-level position for
which he 1is judged to be filted

O Etc.
Discussion

Occasionally a supervisor musl suspend or discharge an
omployee, lhis 1is often an especially hard task for the
menager faced with siuch a responsibility.,

Qu-ary:  What may ho reasons for dismissing an employea,

Arnswer:  Several answers follow:

o Incompetence in Lhe job

0 Insub dination

O Punishment faor infractions of quidelines and procedures
o} lack of continuing need for Lhe position or lack of

funds Lo support it
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For example, the Kenyan government has made the point
soveral times - recently in Sessional Paper No. 1 of 1986

that many positions and comploycoes in many parts of the
govermnent arc simply not necded where they are. The
government has gone on to stress that the priority of
cvery posilion should be kepl under review to determine
whether the funds and positions involund can be utilized
to grealor advantage in anolther arca of acltivily.

Query:  What steps vhould ordinarily have beon undertaken
in connoction wilh an employee who should be discharqged

for untatisfactory performance - prior to discharge?
Anewer:  Onswers such as the following:
0 Provision to Lhe cmployee of a clear written

descriplion of whal is expected of him, i.e., a good
job description,

o0 Conduct o regular periodic written and oral
cvualuations of the employee's performance making sure
hee ie eware of his shortcomings.

0 Provision of warnings - usually in writing -- Lo the
cmployee clearly describing purformance deficiencies
and steps that witl be taken if performance does not
improve.

) le.
Discussion
Refer to Jtem #3%:  Promoting, Transferring, and

Discharging ¥inancial Management Staff - Concept and
Cansiderations

Ttew 133 summarizes Lhe above discussion,

NDiscussion,

MORNING BRENK 10:20
10:35



5. Workshop Exercise -
Financial Manageme

Refer to Item # 34: Workshop Exercise - Develop a
Staffing Plan for a financ al Management tion

90m Ask the participants to furm into groups and complete 10:35-
Item # 310. 12:05
40m Ask a spokesman for cach group Lo report on his 12:05-
group's resulls, 12:45
75m LUNCHEON BRFAK 12:45.

2:00
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WEDNESCAY AFTERNOON (180 minutes, including a 15 minute break,

arc programmed out of 180 minutes.)

Call group to order

F.

THE LEADERSHIP WORK OF THE FINANCIAL MANAGER

Once the financial manager has:

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

Organized: 1.e., decided how to structure the work to be
done; and
Gtaffed: i.e., recruited and assigned the people to do

the work;

he can then turn his attention to the fourth major
management function, namely,

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

1. What Leadership Is

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."

1t is widely recognized that managers have different
J~adership styles.

.- *y: What are examples of leadership styles?

Answer: Leader to note answers. But attempt to group

responses into the following five catregories.

o Autocratic lLeaders - who make most of the
décisions, '"push" the members of their teams,
emphasize obedience to their directions, and often
discourage the provision of advice by subordinates
and otheors.

o  Democratic or participative leaders - who seek the
team's participation in goal setting and
determining how best to carry out a job,

o} Permissive leaders -~ who set, at best, only broad
goals and cxpecl the members of their teams to
define their own more sprcific objectives, work
programs, and ways of getting the work done.

2:00-
2:05

2:05-
2:25



who concentrate on Lhe

o Task-oriented le:
ities required to get the job

specific work acti
done.,

raders - who put primary emphasis
the human nesds and the we'lfare
their Leam.

Of course, most fFinancial managoers are combinations of
these categorics, with each emphasizing cerlain
leadership characlueristics ounp olthors .

Query: What is the oplimum Lype of leadership?

Answer:  You will get many answers,  Most managemant
experts would agrec Lhat what qs besl dis a balance
among these characteristice and That oversmphasis on
any one is bad.,

Discussion

Note, as we begin our discussion of leadership, that
"managemont" and "leadership" are not the same thing.

Query:  What s Lhe difference belween managemenl, and
leadership?

Answer:  An appropriale answer g a. follows:

0 management involues all of the fiue Ma jor
functions of planning, organizing, staffing,
leading, and controlling, while

0 Iradership rofors - ost simply - {n getting
things done through and with peaple,

In revicwing (he work of Lhe management funclion of
leadership, we will locys on Lhe three wajor
acliviticg thal aroe invelued, as follows:

O decision making,
0 communicat ing and
0 molival ing.

Refer to Ttem # 3% he Leadership Function -
Definition, lypes, and Netivitios

This diccussion s summarized in Mem # 3%,
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The first majsr aclivity of the management function of
leading is decision making.

Query:  How would you define "decision making"?

Answer: One good answer is “the conscious selection of a
course of action frow among available alternatives to
produce a given result!.
. Coy - . 2:25-
a. Gleps din Decision Making 2:30
Docision making may not be a science but it certainly
je an arl. 0 good (inancial manager will be aware ot
the separdale steps involued in good decision wmaking.

Query: Whal are the [ive steps involved in gqood
decision making?

Answoer: ihe leader should note responses, attempting
to achieve a concensus on the following:

0 Dofine Lhe real problem

0 Determine the alternatives for soluing the real
problem

(¢ valuate theso alternatives
0 Make and ‘implement the decision
0 Lvaluale resulls

let's look brielfly at each of these five steps,
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25m (1) Define the Real Problem

Some problems are common and repetitive., Tlhesoe
problems can bn resolved satisfactorily by alre
predetermined policics and procedures. OQOp they

can be solved by intuition hasod on close

familiarity with the situation. Fopr example:

0 It looks as if j¢ Wwill rain. Shall wo
umbroel Ta?

0 We discover, aftor typing our reporl of income
for the finance committee, that an important

entry was omi{ted. Shall we bring the
unintended omiscion Lo the compittee's
attention?

o] An employeets prife has died. Shall ue
to the cmployee heing absent Lo arrange
and altend the funeral?

Howaver, most significant problems are wore

complox, lheir selutions hot readily evident .
addition, it oflan jg not ohvious what Lhe real

problem is.

In January 1986 the United State's spacecraft
Challengoer blew up shortly afier leaving the

lauinching pad at Cape Canaveral, Florida.

faulty scal gave way botweon (1) the booster
seclion containing thoe propellant and (2) the

spacecral’t iteelf, a1y seven occupants of
spaccecral t, neluding a high school teacher
killed.

Query:  What wis the reai problem hore that
Lo be corrected by the U.§ space agency?

Answer:  Sone May say it was failure of the
that failed, i.e. tho booster <oction seal,
needed to be redesigned.,

Query: Bul what could be oxpected if that was
considered {he real problem and only thal part was

redesigned?

Answer: Failure, in the fulure, of anothor
shuttle for some othoer reason.

2:30-
2:55
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In fact, the investigative commission concluded
the real problem was lack of adequate priority to
safety considerations. This had resulted,
especially, from overemphasis by the entire
concerned gqovermnent and media structures on the
mecting of Lhe schedules that had previously been
established for the space flights.

The solution arrived alt was a minimum two-year
delay to January 1988 while ocvery critical part
and process was Lo be re-cvaluated and redesigned
if and as nocessary.

Discuss wilh the participants (1) the apparent
problems and (2) the real problems that may be
associated with the following. The leader should
get the discussion going by rrading the statement
on what has gone wrong and the possible apparent
problem - - and then ask participants what might be
the possible real problem.

Possible Apparent Problem  Possible Real
Problem

i, Complaints from suppliers about the payment of
in :

Unrecalistic expect- Failure at time of
ations of suppiiers placing order to
reach clear agreement
on time of payment

Incompecence of Failure to seot

accounting staff clear policies for
accounting staff on
the timing of payment
of invoicnes

Insufficient Failure to approp-

accounting staff riately supervise and
manage Lthe work of Lhe
payables section



- 98 -

il. Expenditurcs in July so high as to cause an
overdraft

An unexpected Failure to establish

accumulation of and maintain up-to -

expenditures Lo date a 12 months

be paid for cash flow projection by
month

A drop off in Failure to put in

expected receipts place managemaent

of rales controils to ensure (1)

that expenditures by
departments are paced
to correspond (2) to
the timing of the
expected inflow of
roeceipts

Possible Apparent Problem Pussible Real Problem

iid, A _petty cash fund for one _departuent that is
usually out of cash
Failure of the Fund of inadequate
assigned departient size for the volume
employec to arrange and frequency of
sufficiently legitimate demands
frequently for on it

replenishinunt

n_happens is that a symptom of a problem is
regard: . the problem itself.  Failure Lo recognize and
define the real problem will Jead to decisicns that will
fail to accowplish their pUrposes .,

What too ofte

aking and Definition of the

Refer to ltem #3€¢ : Decision M
nd Examples

Problem - Definition, Concept,

These ideas and examples are reviewed in Item #36.

Discussinn
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1sm (2) Determine the Alternatives 2:55~
3:10

Once the real problem has been defined, it is necessary to
identify alternale possible solutions.

Query: Whal happens to the financial manager who acts to
implement the first solution Lhat occurs to him?

Ariswer: Too often, he fails to solve the problem
adequately or Lo solve il most effectivaly and erficiently.,

X X X

Query: What, by the way, are the differing meanings of
the words "efficiently" and "effectively"?

Answer: Fhe answers are as follows.

0 "“Fffectively" means that the action taken accomplishes
the intended reselt, i.e., is "effective" - "has
el fect",

0 [{ficiently means that the recult is achieved with a
minitinwn of rovourcos, 1.o., in a manner that 1is
"effdicienl".

It may be offeclive to swal a {1y with a sledge hammer,
but this is not an ol Vicient method,

The fdinancial manager should develiop a list of alternative
measures for soluinga a aiven problem. I'he list should be
broad encugh thal he ds Tikely to be able to select one
Lhat is¢ both el lcctive (achivves good results) and

ef ficient (with economical use of resources).

X »*

Query:  What are ways Lhel a financial manager might
develop a set of alternatives (or consideration?

Answer:  Some answers arce as follows:

0 Be sure. of course, that he 1s hunling fFor solutions
Lo the recal problew.

0 [nvite suogestions from other informed persaons.,
O Expraese his own alternatives lo olhers to stimulate

Lheir thinking or and cuntributions to identifying the
problem.
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o Within the constraints of time and budget be as
imaginative and creative as possible,

o "Brainstorm" solulions with a group in a "think
tank", no-hold«- barred type of atmosphere,

0 Positively encodrage dissent and challenges .- by
himself and by others.

o Keep asking questions such as "why?" and "ig that
really true?" and "will that really solve Lhe
problemp?"

Refer to ltem #37: Determining the Hlternatives -
woncept aind Mochanisms

This discussion s summarized din Item # 37,

Discussion
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Evaluate the Alternatives

The next step is to evaluate the strengths and weaknesses
of the alternatives that have been identified. This 1is
often a most diflicull task.

Foo often, decision-making by the top-level manager
consists of reaching an autocratic decision without any
real esvaluation of the alternatives; and without securing
thne input of others.

Query:  Whal are approaches a manager might use to
evaluabe alternatives?

Answer: Such answers as the following:

4] Obviously the ideal approach is Lo assess carefully
the pros and cons of each alternative so trat there
can be ’ really valid ecvaluation of cach against the
othors.,

0 Just as obuiously, it dis usually desirabls to solicit
the views and recomnendations of others.

0 Somelimes a good approech is to ask different members
of one's tean to develop and present to the group
their cvalualions of the pros and cons of particular
alternatives assigned Lo them for analysis.

It may scem Lo some that these approaches Lend to suggest
an overly-elaborate process for Lhe making of wmost

decisions in a Jocal authority. The important things are:

0 to be sure Lhat you have identified the real problem,

0 to bring an open, enquiring, and challenging mind to
the task of (inding the best solution to ik, and

O to Lake advantage of whatever contributions can
properly be made to the making of the decisison by
knowledgeable porsons around you.

Refer to [lom #38: Fualuating the Altsrnatives - Concept
and Mechanisms

Fhis discussion dis summarized in em # 38,

Niscussion

3:10-
3:20
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(8) Make and lmplement the Decision 3:20-
3:30

Some financial managers find it hard to actually make
decisons,

Query: Why may this be the case?

Answer:  Somsz answers are as Follows:

o They may lack confidence in their judgment.

o] They may be fearful of blame 1if things don't go well.

o] It may often scem that one's carcer s, on balance,
benefited more by doing nothing Lhan by taking the
risks invelucd in making a decision that may later be

vicwed as having been in prror.,

Query: What are some approaches - 1.p,, subterfuges -
that are sowel imes vsed Lo aveid making decisions?

Answer: Such answers as Lhe following:
o] asking for more facls,

o referring the matter to a committeo for a report of
its views,

s} blaming higher ups for holding attitudes that prevent
moving ahead,

o "delegating" (he responsibility for the decision
downwards -- or upwards,
< elc.

Query: What is delegation downwards of a decision?

Answer: fhe answer s that it qs telling a subordinale to
make the decision., This is often done to shift
responsibility to (ho subordinate, accompanied by a
feeling that, +in so doing, one escapes any real
accountability for results.

Query: What s delegation upwarde of a decision?

Answer:  The answer is {that it iy influencing one's
superior to make the decision, This may be done by simple
persuasion. Or one may take such a step a&s Lo hand over

the matter to one's superior (and possibly arrange to
absent oneself) un a timing that forces the boss to make
the decision himself .
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Query: Can participants suggest examples of either
downward or upward delegation?

Answer: lLeader to note responses and lead discussion.
Discussion (of entire topic)

Once a decision is made, 1t 1s important to move
expeditiously to put it into effect. Many excellent
decisions are made and then allowed to "wither on the
vine" for lack of eoffcoctive action to get others to take
tLhe necessary Linplomenting steps.

Refer to llem #39: Maxing and Implementing Decisions -
Concepts and Considerations

This discussion is summarized in Item # 39.

Discussion

AFTERNOON BRLAK

3:30-
3:45
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Evaluate the Results 3:4c
3:5¢

Query: Why is evaluating results included as the fifth
step in decision making?

Answer:  The answer is because it s only by evaluating
the results of a decision that has been made and
implemented that 4t is possible to tell whelher the
decision was, indeed, a satisfactory one,

Query:  Of what value 1is it to discover whether a decision
that has already been made and implemonted was a4 sound one?

Answer:  Two imporLant benefits are the following:
F Q

o] the possibility (in somo instances) of still modifying
the on-going course of action sou as Lo achicve a
better result, and

0 the favourable impacl that the lessons Iearned from
the evaluation can be expected to have on {uture
decisions and actions .

Refer to [tem #40 - Eualua ting Results - Concept and
Benefits

This discussion 1isc summarized in Item # 40,

Discussion
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Roles in Decision Making 3:55-
4:15

Il has already been suggested that decision making can

benct'it from broad parlicipation. tLet's examine the

malter more careful ly.,
(1) Unilky of Decision Making

Query:  Can and should the actual making of
decisions Uruly be sharcd?

Answer: Nole responses and lead discussion.  The
answer sought, however, is as ollows.

0 In an administrative organization, the answer
in mosboor o all cases, is "No". With few, if
any, oxceplions, good management demands that
sOme one person accepls responsibility foe
cach decision,  To say that a group made the
decision i¢ Lo avoid fixing accountability for
results. You will remember that we agreed
Lhat accountabilily wust be clearly fixed and
cannot be delegatod - or disporsed among
several peaplo,

Query:  Some members of Lhe group may say that
decisions by wmanagers in Lhe administrative
structure «hould be sharoed. 1{ this occurs, then
ask who, in these instances, is accountable (opr
the decision and the resulta?

Answer : [t ie 1o be hoped that the participants
will recognize that the senior accountable person
presenl anust wccept the full rosponsibility for
the decivion i.e., redally make the decision.

Among the very fow oxceplions 1o this rule inay bhe
decicions reached by the full council or one of
ils commillevs . And iU may he only the council
that cuer reoaches a final decision as a group,
since commitiee decivions may, in Lhe Cinal
analysic, really only be recomnendations Lo the
full council,
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Often, in the administrative crganization, it will
appear that our decision-making process has led to
& group decision. This will usually be because, a
concensus has been achieved in Lhe course of a
group discussion. But, properly, what has really
happened +is that the group hdas provided its aduice
to the top managuer . [n turn, he has accepted and
thus actually made the recommended decision
Remember that if everyone sharoes responsibility,
no one is really responsibloe.

[t was said a few years ago in one Middle Eastorn
country that, under 1its legal framework and
traditions, it one or two persons killed another,
it was murder. The one or two who commitied the
act could be tried and punished for Lhe actien.
Bul if {hree or more persons parlicipated 1in Lhe
act, it was deemed an acl of God. [n this case,

no onc could be held cesponsible.  Ir actual
Fart, in many countries, if sovoeral people - or a
mob - arv responsible fop a crime, such a group

action is, under law, Lroated as if no oane is
really responsible for (he outcome.
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(2) Participation in Providing Inputs

Query: What, then, is the proper role of other
members of Lhe team in the waking of decisions?

Answer: It s Lo help deiine the problem, develop

and  evaluate alternatives, and provide the principal

doecicion maker with recommendations.

fhis provision of advice and assistance is a broad
important role. I dis not cheapened by our saying
Lhal the final act of decision making must be the
fully-accepted reosponsibility of the accountable
manaqger .



45m

- 108 -

Workshop Exercisea: Define a Problem, Determine
Alternatives, Make a Decision and tvaluate Results

SN

Let's try our hands at implementing this five stop
decision-making proucess.

Refer to Item # 41: Workuhop bxercise - Define a Problem,

Qg;grminquﬁlternatiugsh“Mdkgva chjsion,,and Eyg}gatg
Results

Pleasce form into qroups and bogin (hoe warkshop exercise ip
Ttem # 41, pulting the rosulls on Flip charts., Fhe leader
should assure that cach group sclects a different problom.

Advise the groups that Lhoy may complate Lhe exercise
between 8:00 and 8:30 in the morning.

MAKE EVENING READING ASSTONMENT:  [tem #s 42 - 6% excopt
for #47

4:1
5:0

5.
0
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THURSDAY MORNING (285 minutes, including a 15 wminute break, are
programncd out of 285 minutes.)

5m  Call group to order. 3:00-

8:05

[, THE_LEADERSHIP WORK OF THE FINANCIAL MANAGER, contd.

2. Decision Making, contd.

C.

25m

40m

Workshaop Exercise: Define a Froblem, Determine
Alternatives, Make a Decision, and Evaluate
Results, contd,

Complele the presentation of the group reports.  8:05-
8:30

Ask a spokcswan for each group to report his 8:30-

group's resulls, 9:10
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Communicating

The second major activity of tLhe Management. function
of leading is comnunicating, Nothing useful will bhe
accomplished in the organizalion without good
communication among its members, [t is g particular
rale of the leader to ensure good comnunication .

Query: What is the definition or "comnunicatiaon"?

fnswer:  lLeader to note responses.  One good answer ig
that comnunication jis the imparting or in erchange of
thgghLiquiﬁions..oruwnformation.by speech, writing,

signs.

We can Took at {he manager's work 1in communicating in
three dimensions, asg follows:

o when communicalion js complote,

o five-direct ional comnunication, and

o] types of comnunication.

a, whgnszwgommunicqtion Complete? g;%g-

Let's start oul with a question whose answaer
provides, in ttself, a good dofinition of
excellont comnunication.

Cuery: When s communication complate?

Answoer: Leader to note responsos An excellenl
answer is that comnunicalbion s complete when Lhe
recipient underolands the comnunication in the
same way as Lhe poerson who initiated tLhe
communical fon.,

How of ten fin 1his workshop, and Lhose thal have
proeceded i, have we, ourselves, had comnunication
problemat

Query:  What ape the cadses of some of theae
communicalion probloms in just thege workshops?

Answer Among the answers that can be given are
the follouwing:

0 Shnple mechaniot e probleme such as:
SYpheaking too sl tly

- Difforoent cnunciation of words
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0 Distractions and interference from external
cources such as noise from the hotel's lobby,
verandah, or kitchen

o lack of attention
o Failure to understand some of the terminology
words -~ utilized
0 ftlributing different meanings to a given
word .

- The word "program" means "course of action
to most managars. However, you nay have
trouble using this word with this meaning
in working with a radio or television
group .

Query:  What would "program" mean Lo such
a qgroup?

Answer: 1L would mean a 15, 30, or 60
winute episode on radio or V.

- 1n these workshops, the word "policeman",
which according to the dictionary means a
person assigned to kcep order and protect
property and liwves, is objected to.

Query:  What word is preferred?
Answer: e word "askari" 1s preferred.

- Morrcoucr, somne participants insist that
Lhe word "council"™ means not only the
elected councillors but also all employees
of a local authority. Others will scttle
for it repreosenting just the elected
councillors.

o Uery of ten, "chatter® gets din the way of good
communicabion.

Query:  What do we wmean by "chatter"?

Answer s By "chaltter”, we noan exlrancous matters
such as who i< doing the communicating and what we
think of him, or how we relate to him, or fear, or
cnuy, or excitement, or oLher emotions.
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Let's remember that ggmmgn}ggﬁigﬂmigwgomglete when
the recipient understands the messagq
way as the person making

Quary: How do we assure we have achieved Lhig
objective?

Answer: The answer is throgh feedback,
Query: What do we mean by "feodback"?

Answer: We mean a comnunication to us from the
recipient of our message that confirms that he
has, indecd, understood what we were attempting to
communicate.

Query: 1In addition to assuring that our message
is getting through to the intended recipient, why
else is fecdback important?

Answer: Leader to note roesponses and lead
discussiaon. Be sure to pount out the frustration
we all feel when we fail to get "feedback". g
blank face nay represent lack of understanding.

It may alco represent. hostility, contempt, lack of
interest, and othepr emotions. The fear that it
may mean one or more of these things may be very
Upsetting to us.

Refer to Item #42.

mCommunicaiingm::mpeﬁinitignﬁ*
Considerat 25

]

These ideas are reviewed in Item #42.

Discussion
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Query: 1In how many directions should a financial
manager's comnunication go and what are these
directions?

Answer: Five ways, as follows:

0 Downward Lo subordinates
0 Upward to supervisors

o Laterally or horizontally to our peers in other
teans

0 Diagonally to higher or lower levels in other
Leams .

o ITnward to ourselves,
Refer to [tom # 43: Five-way Communication - Diagram

This diccussion is graphically iliustrated in Ltem #
43 .

Led's discuss briefly each of these five directions
for communicating,

(0 Downward Cemmunication

Fhe wost obvious comnunication need For the
financial manager is downward to his own staff and
Lheir subordinates .

Query:  Why is downward comnunication necessary?
What dors it consist of?

Answer:  teader to note rosponses, which will
includn such ideas as the following:

0 General and specific informalion about the
Leam's plans: goals, objectives, policies,
procodures, and the 1ike

0 fss igmnont/delegation (1) of work - or
recsponsibilily for accomplishmont -- and (2)
of authority o ger the work done

O Lvaluations of performance, suggestions for
improvement , and the liko

0 Informat ion aboul the overall organization,
where i ds going, problems it faces, and the
like

Divscussion

9:30~
9:55
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comnunication

Equally important is comnunicating upward - -
toward one's superiors.,

Query: Why disg upward comnunication important?
What doos it consist of?

Answer:  |eader Lo note responses, which will
include such idras as the following:

0 Reports on probloems encountered and progress
achivved

o Requects for aduice and help

0 Recamnendal tons for consideration by
highoer- Teue] managers

Query:  Who is responsible for such upward
comnunical ians?

Ansuwicr .  The responsibilily for such upward
communication is sharnd by both:

0 Lhe lTower- Tevel comnunicator and

0 the higher -leusl raoc ipient of the
cuminunicalion.

When a managor discourages such upward
communical ion {iows, Lhe resulis can be very
costly Lo the local avthority,

Diccussion

Lateral or Horizontal Cemmy nication
Communicat ing lalterally is also important

Query:  Why is laleral or horizanlal conmmunication
portant?  What doos |t consist af?

Answer:  Toador Lo nole responses, which are
Likely 1o rotale 1o the Following.

) Your poors - those at your general level bud
with olhope recponsibiltitios Swill often need
Lo know what youg are doing and vico veraa,
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0 The specialized nabture of the work of many
individuals and groups roguires such lateral
comnunication to assure that excellent
coardinalion takes place among people and
Leams . Al of Lhese persons and uniks have,
of course, the same overall objeclives, d.e.,
mecting the needs of Uhe wananchi in the local
aulhority'«s arca.

Some managers and organizational unils appear
almost lo discourage laloral or horizontal
compunical ion - belween perers within a team and
belween foamns reporting Lo difl(erenl managers.,

Discussion
(4) Diagonal Communicat ion

Similar to lateral or horizontal communication is
diagonal communical ion.

Quory:  Why i« diagonal communication important?
What daoca iU conuiast ol ?

Answer:  Toader to nole reponves, which will
include anvwers cuch as he following.

0 Diagonal communical ion is lelring higher and
lower levels of arganization in olher units
know whal as going on in your unilt.

¢ Nmong Lhe most obuious and proper oxamples are
Lhove that arise from Line and stall
relal ionships,  Ixamples of Lheave are when Lhe

chief Cinancial ol iceor alerls cmployoes o
fiscal conalirainte, the pervonnel of{icer
conlacts othor units aboul per-connel policies
and individiual emplayecs about personne

mat berw, and the Tike.

«a Or, s«lalf members in other unils conlact Lhe
percommel ol b icer on lechnical porsonnel

Pscues

Query: There are some special dangers in diagonal
communicalion flows.  What are Lhoy?
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Answer: Answors include tha Following:

o Providing information (o lower-1eve] employecs
in other units can give the appearance of :

- interference and of a desire (o Lake ovepr
Management or tochnical responsibilit es
that are not yours, and

- ignoring the proper role and authority of
the highor-louoe) cmplovecs in thogsoe ot her
units.

0 Providing information (o higher-leye]
employoes in othep units can give the
impression of :

- "going around® your own boss,

- attempling to inf luence improperly the
other units, and

- attempting to "make pointg" with senjor
people in the ophep units,

Discussion
Inward Commnicat ion

Finally, o must not overlook the need for inwaprd
communication - with ourselues.

Query:  What do we mean by inward comnunicalion?
Why 1is it Tmportant?

Answer : Leader to note repenses, which shoyld
include responscs such as {he following.

o} Tnward comnunication je what e involued when
we solicit data and dnliburatnly process ik in
our own minds : refllect on it, consider ite

implications and reach conclusions aboul 1t

0 Time and of (opy are necded to be gyre Lhat we
internalize in OUr ouwn winds and heart s
pertinont infarmation about our plans, our
work and ilg progroess, oyp performance, and
the Tike.

Discussion
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ALl too often we do nolt gel wuch past a dimly
perceived outline of major issues that we
ourselues are facing.

Refor to Iem #44: Five-way Comnunication -
Considerations

The above discussion is roviewed in Item #44.

Discussion
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Types of Communication

Communications can be classified into just two or
three very basic categories

Query: What are these categories?

Answer: Note resporses but lead the discussion to the

following ancwer .

o First, verbal - - broken down between:
- oral and
~ written

(o} Second, non verbail

Another clacs fication that we will discuss later is

breakdown of coimmunications - - on the basis of timing

- botwesn

¢] snec1f1c communicat ions dealing with spocifijc
current iscues on oan tmnediato op real -time basig
and

¢] general communical jon. dealing with ongoing
Matters such as policics and procedurnrs which nay
beo of no smmediat e application to a givoen
reciplent

Let's divcuce theae severdl catrgorjes

(1) Verbal Communication

The oldeat Cype of comnunication je nan- verhal,
going hack hundrids of thousands and millions of
years But Tot's dgnore {hat hictorical timing
consideratl ton and look first at verbal
cottmiml cat yon .

Query:  What dooe "verbal comnunicat ion" moear?
Answer: LE means comnmunteat ion theough the medium
of languarge, i ¢ | worde Thus, 1t includes both

spoken and writien comnunicat tons |
(a) Oral Communicat on

Oral comnunicoat bons o the wupoken yord,
Preceded we s b Cammungcat jon. tn 4 he
doevelopment o Ciuilizat jon Cas b sttt
does oo e devedopment ol e tndividual .
Oral comminical yon ubalizes wound symbols For
things and coancent

d

.

9:55-
10:05

10:0¢
10:2¢
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Query:

What are some of the strengths and

weaknesses of oral communication?

Answer:
Strengths

Linmediacy

Provision of cmphasis
in specch helps to
clarify meaning

Enhances personal
relationships

Permils queries and

explanations

Provides opportunity
for prompt (ecdback

Saves time (sometimes!)

Culs costs (sometiimes!)

Retains some Mexibility
For lTater interproetation
(this is also a

patent ial wealkness)

Some managers Timit
to oral comnunicat ton
peers . dhia slylo s

simple ideas and routine

thomsoe lues
with
moat

Such answers as the Following:

Weaknesses

Possible imprecision
in oxpression

in speech
the

Emphasis
can distract
recipiont
from the koy message
Often results in
different messages
being received by
different recipients.

No permanent
record of whatl is
said or intended

No permanent
document for later
reference and
evaluation

Can take much more
Lime especially if
soyeral recigients
are involved.

Some persons are
Irss ¢lear and

coherent orally than
in writing.
Is loss likely to

receive careful
consideration of
logic, implications,
elc.

almost entirely
their stalfs and
appropriate for

S Sages .,
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(b) Written Communication

A few thousand vears ago our

developod, first, piclures
concepts -

and then writlen

ancestors
for things and
symhols related

to the sound symbols already in use.

Query :
of wrilten comnunicat ion?

What are the strongths

and weakne S804

Answer: Such ANSWers as Lhe following:

Strengths

Gonerally roegquires groal e
precision of thought

and of subsogquent
exprossion ("L odon't Ko
know what 1 think about
itountil 1'ue wrilton

i down)

Often constitulong g plan
and a performance
standard Lo quide

action and provide

a boenchmark {op
CValuat ion of progults

Roduces latop confusion
ovaer what was intended

Can save comnmunications
time (somelimes)

Avoids, to a greator axbent

than oral cCommunical ian,
giving difllveent Messages
Lo difiorogn receipionle

Weaknessos

Of Len, no
matber how
skillfully
composed,
cngendors
resentinont

ard hostility.

Empasizos
Lask-orjientod
aspecls of a
loaderts
manaqgemaont:
slyle.

Ol fers no
built-in Wy
lor
clarification
or oar
feoedback .

It not
compos e
skillfully,
can samolimes
later be ywnd
to "hang” Ltho
comunica'l.opr

Can roquire
e time and
ol ot
(cumpuﬁinq,
Lyping,
redral Ling)

10:2¢
10:45
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Query:  Soine managers are uncemfortable unless
thoy pul their communications down in

writing. Why is this «o?
Answoer:  Such answers as the following:
0 Fhoey may {fear oral comnunications will be

misunderstood (unintentionally or
intentionally)

0 Jhey may realize how vasy it is for a
cubordinate Lo "forgel" an importanl issuc
communicated orally - that inust be

attended Lo,

U Fhey may feol Lhey can express themselves
boller in writing than orally,

Wriling as a comnunications Lechnigque is most
sailed to exposition of wmore complex plans,
policica, and the Tike. 1t is cspecially
uselul when the message must be transmitted in
the came way (o a large number of recipients
or Lo persons located some distence away.

BRI AKX 10:45-
11:00
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rbal Comnunication

What is a non--verbal communicat ion?

Answer : [t has boon def'ined as Lho Lransmission
of meaning wihoul Lhe vse of worde |

Query: What aroe examples of non -verhal
comnunicol ion?

Answer:  Such answers as {he following (Lhe Teader

should leoad a discussion of those responsonsg) .,
0 "Body language"™ in qeneral, o.g.

- Facial exprossions (boredon, disinterest,
disagruwmwnl, agroeciiont conslernalion,
elg,)

- tve contact op lack thoreof
- Fidgeting
- Yawning

0 Othor examples include .

- Silting back - ar forward -- 4n one's
chair at a mee b ing

- Reading a rewspaper during a meeling or
Progean '

Tone of voice

Communicalinq by cxamnple (e.qg., arriving
alb the ol fice on time and working
diligent 1y while {hepe comnunicales q 1ol
o subordinatos aboul what s oxpectod of
them)

One managomen| textbook waye {hal "Il has beon
shown { hat anly aboul 7% of { ho meaning in

face to faco caommtnical fon e dircctly carriog by
words . the rowmainder s carriod by lope of voicn
and facial body exproacion. .

When yag slop and Think about L, 0t is a Lititle
Frighooning (o ot ider Lhal <o researcliner.
beliove (hat Y% oof  ha MEeCSage yay gare
Communrcat itng 1 giuen nol by whiadl you may e | o
be your carctully chowen words byl inslead by

noar verbal mes s agen Guer wWhich you of Len have

Tittle or o cont ol

11
11
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Discuss (with examples from participants'
experinences)

Query:  To whal extent can we mask our real
attitude by controlling our non-verbal reactions?

Answer:  Among answoers given, it should be noted
that

0 doing Lhis is easier {for some pcople than for
obthors, and

O self-Ltraining can accomplish a lot in this
direction,

Query: I« there anylhing thal we can do to change
whalb we comunicate non-verbally” 1f so, how?

Nnswor: Leader to note reponses., But one answer
is as tollows.

) There s dndecd, much thal we can dou Lo change
what we comminicate non-verbally.  But most of
the change will come about not by our becoming
clever aclors and wearing artificial masks.

0 Toctead G0 will came aboul by our working hard
o change our basic attitudes, o.q.,:

- by «itling up in fronl on our chairs and
paying altention alt council and commnittee
mectings because we have decided to take a
real intoepost;

by showing wiarmth in talking with
cmployers bocause we have learned to
roespect Lhe human elemenl in people;

- by expecting to be cunfronted with new and
radical ideas so that we no longer show
consternat ion when this occurs:

- by coming Lo meelings resled - or as
reskted as possible - w0 bthat we do not
need Lo yawn;
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- by learning to lisien and cvaluale whal s
going on so that we can Look Forward Lo
making our own contribulion;

- Etc.
Refer to thng#ﬂﬂb:__Cgmmunpja{inn - VUerbal and

Non-verbal - De initions, Characteristics, and
Examp]l

Ttem # 4% revicws Lhe above discussion
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5m (3) Specific, Real-Time Comnunicatiagn H : ; g'

Another way of cateqorizing communications is between:

0 Lhose intended to result in itimmediate or near-term
action, and

O thosr intended to stale general, ongoing policies,
procedures, and the Tike.

The first catcegory might be called specific, real-time

cammunications . Such communications are tintended to

produce a result nearly simultaneously with issuance

of Lhe communication,

Query:  What are cexamples of specific, real-time

coumnunical tons?

Answer:  leader Lo note responses,  Four examples
follow,

0 Com Lo my office at 2.00 p.m, to discuss Lhe
budgel {fur your department .

o Pay all oulsetanding invoices by thue end of the
woeoek .

) [id] the tank with petrol,
0 Begin dovelopinent of Lhe annual Estimates,
0 Ete.

Discussion - 196 -
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(4) General Ongoi ng Policies, Procedur €s,.8nd the Like

Iﬁgﬁggggggmggﬁggggl often is comprised of items of the
nature of policies and procedures but includes many
other types of communications .

These are the comnunications thal aro intended 'o he
of ongoing application to matters that arise
repetitively.

Query: What are examples of such general, ongoing
policies, procedures, and the Tike?

Answer: Many answer: can be given.  Areas Lhat might
be involved are MAjor current issues like interest
rates to be charqged, the expecled paymenl. schedule for
invoices to he paid, the procedures for receiving and
depositing funds, Minislry of Local Government
circulars on accounting practices, and many others.
For example:

o] Interest rates an estate morigages are to be the
basic bank rate plus 3%,

0 Funds collected by revenue collectors are Lo be
deposited with the cashier daily,

o The new Financial Requltions are o be adopled as
of January 1, 1987 (MLG circular).

4] Etc.

Obviously there are great differences in the
importance that needs to be placed on these two
categories of comnunicalions. For example;

0 Those intended simply to get something
accomplished immediate]y or in the ncar future can
be either oral or written and can be much more
casually composed,

o] Those intended to affect behaviour over the
indefinite fulure must uwsually be in writing,
sufficiently carefully composed to stand up ungep
months or years of examination and eflforts at
interpretation by different persons.,

Tt's tho difference betwoen pitching a tent for the
night and building a permanent dwelling intonded l.o
last for many years,
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Query: Whal is the pertinence to local authorities of
this above dislinction?.

Answer: lhe answer is that the effort put in to the
development af & communication and the means and
process for caommunicating it should be tailored to:

0 whether the communication relates to a current
agperations. i1ssuw soon behind us, or

O whelher it ds dntended to be of broad effect and
Lo stand the Loest of time,

Refer to Item #46: Categorics of Communication Based
on timing - Definitions and Examples

Hem #16 roviews Lhe concepls and examples presented
in the above discussion.

Discussion.
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The Workings of Communication Channel

We have an example to illustratle the way
communications often work.

The leader -- prior to this scssion of the workshop -
should cut a copy of [tem 47 in six sections, one for
each of the short speeches in the dtem. Select six
participants who speak English well and can be roelied
on to speak out the messages boldiy and clearly. Fach
one should he asked Lo read ocver Lhe message assigned
to him several times in advance of 1he exorcise,

The leader should then at this point in the progran,
call on each of the six persons to read oul his
message as a mwilitary of ficor might, meanwhile first
asking participants to close their workbouks (so they
will not be following Lhe written text) .

Refer ta Item # 47: The Workings of Communication
Channels

The leadcr should then puint oul Lhatl this
just-completed oxercive is also to be found as [tem
#47 in tLhe parlicipant<' workbooks

Discussion (if any further is desired hy participants)
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We have discussed decision making and communicating as as
two major activities that make up the management work of
leadership.  The third major activity of the management
function of leading 1s motivating ecmployees to get

results.,

We've seen that it is not as easy to make a good decision
as one might Lhink and that communicating has its pitfalls
too. But these problems are dwarfed by the task of
motivating employces to get the work done.

Query:  What do we mean by "motivaling employees"?

Answer: lhe leader should note responses. However a
recommended answer follows.

0 "Motivete" is defined as "to provide with a motive or
motives"

0 "Motive" is duefined as "something that prompts a
person to acl in a certain way".

4 So "motivating empioyees" is to provide a motive or
motives to employces so as to prompt them to action or
to act in a certain way.

a. lypes of Motivation

Query: What are these things ~- these motives —— that
we can provide to our employees so as to prompt them
to act in certain ways?

Answer: There are lots of answers and lots of ways of
c¢lassifying them. The leader should take the time to
get from participants and list on the flip chart a
sizable number of motivators and lead a discussion of
them. (Ttem #48 will suggest examples to the

leader.)

After a full discussion, the leader should draw
attention to Item # A8.

Refer to ltem #48: Motivating - Definition and Types
of Motivators

Item #48 summarizes these ideas that we have been
discussing. Ihe leader should now take the time to
review the delailed content of Item #48 with the
participants.

=
i
W

11:35-
12:00
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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 most
effective in motivating a persan just starting out 1in
his career?

Answer: Leader to note answers by participants and
lead discussion.

Query: Which of these motivators will be most
effective in motivating persons for whom the basic
requirements of a living salary, adequate environment,
and generally equitable working conditions have
already beoen mot?

Answer: Leader to note answers

Discussion
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Molivation has been the subject of much scientific and
behavioural research throughout this century. Many ideas
have come Lo the fore and later been discarded --- or have
been absorbed in later research., We will discuss the
roesulls
efforls.

of just two major -- and influential -- research

(1) Maslow's Hicrachy of Needs 12:00-

. 12:15
In the early 1950s, a wan named Abraham Maslow came up

with a hierarchy of nceds based on the Lwo major
concepls:

0 firsl, that neeas can be ranked in a hierarchy of
importance, and

4] sccond, thalt a nceed, once reasonably satisfied, is
no longer a primary motivator.

Refer to ltem #49: Theories of Motivation - Maslow's
Hierachy of Needs

This hierarchy is shown in Item #49 The {ive
principal categories are as follow

Highest: Self-{fulfillment and
self actualization needs

Ego and esteoem needs

Social and belonging needs

SateLy and socurily needs

l.owest: Physiological and biological needs

Maslow's 7ive categorics can be defined both as broad
human theoretical requircments and also in terms of
the applied things organizations such as local
atthoritics do and can provide cmployees. these are
also shown in Ttem #49.
Discussion (leader to revicw [lem #49 with

participante and lead a meaningful discussion of this
set oi ideas)
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Rafer to ltem #50: Theories of Motivation - Herzberq's
Motivating and Maintenance Factors.

These factors are listed in Item #50, as follows:

Motivation factors Maintenance factors

Achievewment Company policies and
administration

Responsibility Quality of technical
supervision

Recognition Interpersonal
relationships

Advancement Salary

Creative and Job security
challenging work

Possibility of growth Working conditions
on the job

Employee beonefits
Job status

Fersonal 1life

This is saying, -~ to be perfectly clear -- that:

0

(¢]

a person is motivated to work better by the job
satisfaction Lhat comes with achievement or
recognilion ¢~ challenging work, but

good company policies or job security or a good
insurance program do nobt motivate to better
performance -~ though a person is likely to bhe
demotivated if these factors are not sufficiently met.,
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(3) Compensation as a Motivator

No discussion of thesge theories ever escapes
discussion of:

o Maslow's saying pay 1is 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. That is, if pay is clearly inadequale, it
demotivates. Qut an increase in pay doesn't 1in
itself cause an already-motivated person to work
better.

Query: If a person has been out of school for a while
and has achicved 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, i.e., to motivate them Lo improved
performance?

Answer: The proper answer is "Really, nothing." Such
a person may stay a little later 1in the office each
day for a few weeks . But if he isg already working
diligently and 1in & professional manner, ho is quite
unlikely to work harder and smarter because of the
salary increase. But if you can give him increased
recognition and job satisfacfion, you may stimulate
him to truly and permanently increased performance,

Still, money s important to all of us, and it may be
a motivator to better perforinance particularly for
employeces at lower income levels. And money s
important as a recognition and feedback factor. Thus,
salary increasocs provide positive feedback on one's
performance teiling one that the organization thinks
he is doing well.

In this latter connecltion it is interesting Lo note
the response of somo 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 fe¢el about the change, they may
reply, as follows: "Tell me, first, what vou think of
it". They are saying that if you, my boss, lnoks on
the change as a positive response by the erganization
to excellent performance and confidence in me, Lhen so
will I. But, if to the organization the action is
looked an as a rouline action responding Lo routine
output, then that is the way [, the cimployee, will
also regard il .

12:35-
12:45
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Motivational theories do not stop with Mazlow and
Herzberg, but the general notions are generally well
accepted that:

o} some things are most important only as long as they
are not met, while

o other things are positive motivatars.
Some would say that this discussion of motivation can be

summarized in the few words toward the bottom of Item #50,
as follows:

I WANT TO FEEL IMPORTANT!

Perhaps nothing we can do to motivate our employees is

more important than helping them to achieve this objective.

LUNCHEON BREAK

12:45-
2:00
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IﬂgﬂﬁgﬂlnﬂﬁlﬁﬁNOQN (180 minutes, including a 15 minutes break,

are programmed oul of 180 minutes)
Call group to order

G.  THE CONTROLLIN G _WORK OF THE FINANCIAL MANAGER
Of the five major management functions of the financial
Manager, we have discussed the first four, namely,
FPlanning, Organizing, Staffing, and lLeading. Next we'll
be discussing the fifth and final major management
furiction, namely, Controlling.

Query: | ow might we define "control" and "controlling"?
Answer: Leader tao note responses. One good response
follows,

o “Control" is the process of assuring that

organizational and managerial objectives are
accomplished.

o “Contro]]ing” is the devising of ways and means of

assuring that planned perforimance is actually achieved,.

Let us be very clear at the beginning of this discussion
that the major challenge in financial management and
control -- especially of expenditures -~ is not

o to assure that inconme and expenditures are in line
with budget, but rather

o to assure that full value has bean received for every
shilling raised from and expended on behalf of the
wananchi by the local authority,

Query: What are tho four major activities of the
Controlling function

Answer: They are as follows:

o Setting performance standards

o Measuring and recording performance
0 Analyzing and comnunicating results

o Taking corrective actions.

NN

NN

oo

= o
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We discussed these activities very briefly in our Planning
and Budgeting workshop. We also discussed them more
extensively in our workshop on Management and Control of
bxpenditures - but only as relales to expenditures. In
this present workshop we will have lwo abjectives.

0 First dis to refresh our memorics as Lo the major
concepls involued in conlrolling.

O Second s to apply {hese concepts much more broadly -
oo, to all of the financial management concerns of
the Jocal authority.,

Refler to ltem #51: Controlling - Definition, Activiti
Considerations, and Steps

The major activitics and steps +invelved in controlling are
swmmarized in Lbem #51. We will discuss each arca in turn,
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Setting Performance Standards

The First major acltivity of the management funclbion of
controlling is setbing performance slandards .

Query: How did we define "slandard" in our last
workshop?

Answer: A slandard 18 @ pre- st measurement Lhal can
serve as a roefoerence point {or cvaluating resulls,

Query: Whal wore the major calegorice of standards
that wo discussed?

Answer: The answer iq as follows:

0 Plans as a source of standards

0 Monetary, physical and Ciime slandards

0 Selting slandards as an adwinistirative lLask
0 Intrinsic value, op worth, of the resulte of

expenditures as <landards
0 Indicators or ratios as standards
Let's brietly roview Lhese fiue calboqgorinos with

broader applicatian to all of Lhe financial aclivilies
of the council,

>N
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Plans as a Source of Standards

[n our most rocent workshop we said, first, that
our most basic and all-embracing source of
performance standards is our plans - - including,
of coursc, our pudgels.

Query:  What are sxamples of standards directly

based on our plans and budgete?

Answer:  Leader to note and lead discussion of
responses . Threeo examples follow.

0 Roevenue from site value rates is to meet or
exceod Lhe amounls din Lhe approved Estimates.,

0 Expoenditures during 1987/88 by departwment are
not to exceod the amounts in the approved
Estimatnrg.

O Conslruclion costs of the new slaughterhouse
are Lo be contained within the figures in the
projoect statoment .,

Refer Lo [tem #52: Plans as a Source of Standards

Concept and Lxamp:

[tom #5%2 reviews this discussion

Discussion
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Monetary, Physical, and Time Standards

Second, we suggested that many or most standards
should be defined in three dimensions:

o] a monetary standard,

o a physical standard, and

o] a time standard

Query: How did woe define "monetary standard"?
Answer: A monetary standard is expressed in
shillings and refers Lo the amount of money o be
received or paid out. This is, often, the figure

stated in the local authority's revenue and
expenditure Estimatos.

Query: How did we define a "physical standard"/

Answer: n bhysical standard states the quantity
and, usually, tho quality of the product or
service for which shillings are expended .,

Query: How did we dofine a "time standard"?

Answer: N0 time standard indicates when shilling
revenue is to be received and when the goods and
services are lo be provided for which the
shillinge are (o pay .

It is revealing that suen a simple purchase order
will wsually specify money to be paid out,
quantity and quality of goods or services, and
delivery times,
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Query: What are examples of each of these three
types of standards?

Answer: Leader Lo note responses. Examples
follow.*

o] Monetary standards:

o 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 excecd Kshs 100 per day.

o] Physical standard:

- Avcrage results achieved per five-man road
maintainance team are Lo approximate
maintenance of 500 linear meters of road
surface per day.

0 Time standards:

Sixty percent of revenue from site value
rates 1s Lo 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,

Refer to Item #53: Setting Performance Standards -
Monetary, Physical, and Time Standards - Definition,
Types, Concepls and Examples

Ttem #53 reviews the preceding discussion.

"The leader should proceed through this discussion

of Controlling ~ as throughout this workshop -~ by
acking participants for examples of major points - nd
leading a discussion of them, referring to the e<amples
in the partiicipants' malerials only at the end of the
discussion of cvach seclion.
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Standards Sel as an Adminisirative lask

Third, we said (hat many of Lhe more delailod
standards that we will noed will not LI

automatically as a resull of ogr broad planning and

budgeting. Added, more dotailed standards wil
always necd Lo be conslructod as @ deliborate
nanagement of fort . Fhese will ol ten be in thoe

regulations, policics, and proceduros,

L amost

form of

uery:  What are oxamplos of standards developed as a
2

result of a deliberale of forl to define such s

Answer:  Leader Lo role and lead discussion of
responscs.  Four examples are as {ol lows .

0 Revanue roceived by the market mastor shou
Lurned in Lo the cashior daily.

0 Ouertime costs should not oxcend %% of Lhe
wage pavraoll .

o Average poetrol usage of nol less than {ive
kKilomelors por liter should bo achivcved o
local aulhority's lrucks,

Q AL least 90% of invoices for which no paym

landard.?

1d be

total

rthe

ont.

Lerms have beon agreed should be pivid botwoeen 24

and 30 days of provision of Lho goods  and
or submiscion of dinvajces
later.

soervicoes

whichover occurs

We have said that wosl or all standards will rolale

directly to plans and budgets.  llowever, Lhose
examples demonstirate that mosl will alsao noeed
specifically construclod as a deliberatn
administrative efforl.

Divcussian

Refor Lo Ttem #4h4; Standards Sot as an Ndmini
lask Concept and Uxanp log

Ttem #1540 vouicw. Ll aboue diccucsion,

Yivcussion,

Lo be

strative

[ g% 3 ]
e e
W
LS B 8al
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Intrinsic Value, or Worth, of the Results of

[ xpenditures as Standar

Fourth, we caid That in the arca of expenditure
control, we can lnok on our primary task as thal of
assuring lthat what we get for our expenditures is
worth the cosl . We said that this is the concepl of
[he dintrinsic value of the results achiecved by Lthe
oxpendi Lare

Query:  How did we defdine what we mean by the
"inlerinsic vatlue” ol an expenditure?

Areawer We waid thal the antrinsic value ds the
aclual worth of the expenditure to the wananeni of the
arvda served by the local authority.

The intrinste valuae lo the comnunity of an
expendiluce, oo, Tor paving « given road, should be
pqual Lo or oxcerd the duleinsic value to the wananchi
of wilher (1) wimply Keeping the «hillings raiscd from
Lhean or (2) cxpending Them on wome allternale purpose.

This fiu similar to the Tamilicis concept of
which alLlompts to delermine the celabive intrinsi
value of allernaltve uses of resourcoes.

Query:  dlow might we pul into words a standard based
on intrina i value?

Nncwer . Teader Lo pole responses, two examples of
“ltandards baved on intrinsic value are given below:

0 Funds spenl one prin schoodl educalion should
produce (1) rosulbte o the wananchi equivalent in
value ta (ii) the t wefils Lo the wananchi of
spending the same | .nds on other local authority
progran:. .

¥ Funde spent on paving secondary roads should not
exceod he value bo wananchi of (i) the paving of
such roady versus (i) leaving Lhe roads
unimproved and utilizing the funds For other
priorily purposcs. '

lLet us nole, again, Lhat using such a standard to
control perlormance involues the making of value
judgments by cxperienced people.  But, then, so do all
Judgementys of priorily among aliernal ives!

Reeter Lo [Lem /i Intrinsic Value, or Worth, of the
Reeults of Ixpenditures as Standards - Concept and

Examplos

Flow #55 roviews Lhe proceding discucsion,

NN

e -a

Ul

[S218, ]
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Indicators or Ratioswggmsggnggpgg

Fifth, we said that in very many cases, no definitive
measure exists of the appropriateness or value of an
expenditure. [t is also true that of ten there are no
definitive measures of good performance with respect
to inflows of income.

(1) Ratios 2:55-
3:00
In such cases most organizalions do Lhe next best
thing -~ which is to develop poeriormance
indicators. These are usually in the form of
ratios.

The formula for compuling a ratio is as follows:

Results
e e = Porformance Indicator
Resources

These ratios are extremely useful to us., They
wil) tell us what results, i.e., oulputs, we are
getting for each unit of resourcos expended, i.e.
inputs.

Query:  What arce examples of ratios thal you use,
or iight use, as standards for performancae?

fnswer: lcador to note and lrad discussion of
responscs . Two added oxamples follow,

0 seweragce system repair and maintenance ¢ = Ccosts per

nuinber of connectod building units connected
0 overtime cosls per woek = overtime
total wage costs per woek as a paerc

Uun

cos
ent:

total wages,
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(2) Return on Investment (ROI) 3: cl)o -
:10

We Also cammenled that the business community often
ut1itrzes the concept of Return on [nvestiment or ROI as
a standard,

Query:  What did we say we meant by "Return on
Investuwent"?

Answer:  Note responses.  lhen summarize as follows.

0 ROL is the ratio of (1) the net return receive on
an investmenl to (2) the amount of that
investment .

o It is also a measure that permits comparing the
relative value of the use of funds among
alternative purposcs.

We said that the ROL concept - as with many other
types of standards - of ten does not provide, by

itself, a truly definitive guide to action. However,
it can s«till be very useful.

Query:  What are examples of calculations of Return on
Investment in local authoritics? What do these
calculations tell us that is useful?

Answer:  Leader to note responscs.  One example
follows.

o We might calculate the ROI on a new slaughterhouse
that would be nice to have, but not necessary
to be 1IN, e.g., net income to equal Kshs

600,000 ar 1%% of investment costs of Kshs
4,000,000,

o To decide what we want to do -- i.e., decide where
to pult our moncy - we might then compare this
with 1nltercst costs of say, 12% or 20%. Or, we
might compare it with the return from another
oplional project that is higher or lower than the
I5% return on the sltaughtorhouse.

Not that the components of the ROT are (1)
expenditures (for investment and operating costs) and
(?) operating income.  Thus, the ROI automatically
provides standards {or rach.

We have boeen discuvsing use of the ROI as an aid in
determining whether Lo go ahead with a project. In
addition, measurcemenls of the actual ROI achivved as
Fhe project iz implemented will help in managing
income and expenditures so as to achieve Lhe results
intended.,
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Query: Do such ratios tell, by themselues, whether a
good diob has heen done? Why is this the case?

Answer: lhe proper answer +is "No". A ratio standing
alone is not very useful,

o For example, to know Lhat overtime is 9% of total
costs, or the average cost of refuse collection is
Kshs 10 Ler household, docs nol toll us whether
these figures represent good or bad performance.

0 Howevor, we might agree that at least this
information is bettoer than nothing as we sock for
standards for evaluating performance.

14) We also might agree that as an administrator gains
practical expericnce, he will be better able to
develop a judgmental intuition as Lo whether, for
& given single time period, a given ratio is good
or bad.
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ormance over [ime and Peer Performance

Comparisions

Howouer, in our last workshcep we pointed out that we

can

improve the usefulness of ratio analysis in two

ways .

Quer

impr

y: wWhal were these two ways by which we can
ove the usefulness of ratio analysis?

Answer:  Nole responses.  however, the answers being
sought are as tollows.

Firet, we can compare a currently calculated ratio

)
with similar rosults achieved for recent periods.

¢ Second we can compare a4 current ratio -- or a
serios of ratios for several years -- for our
local authority with similar reosults achieved by
other peoranns or organizational units

Quory:  What arce coxamples of comparisons of

performance over time?

Answer:  Note responses.  Jwo examples for an

arganizalion follow.

8]

Markel collections by colloector A in the range of

Kehs 1400 1600 daily for most days. Ihis compares

with collections Lypically dropping to Kshs
500 600 the last two or three days before his
payddy .

Expenditures (or repair and maintenance of sowers
per connecled housing unit averaging Kshs 310 in

1987. Ihie comparcs wilh expendilures averaging

Kshs 200 in 1984, Kshs 215 1in 1985, and Kshs 225

in 1986. (leader to put this series of ratios on
a flip chart and discuss.)

Discussion

3:10-
3:20



- 148 -
Query: What are examples OF_pgggwgfggQ_ggmpqpi ons?
Answer: Note responses.  Two examples vollow:

o Market collections by collector averaging Kshs
14001600 por day, no malter Lo what markel area
assignoed. Ihis compares with collections hy
collectors B, C, and D averaging Kshs 1900--2100
daily.

0 Expenditures far Lrash collection averaging Kshs
25 per wook per household served. Mhis compares
with expenditures averaging Kehe 16 per week fopr
two local authoritiocs with alinost indentical trash
collection roguirements

Discussion

Refer Lo ltem #56; Indicators or Ratios as Standards
z.Goncept and Fxamples

Item #56 rovicws the above discussion,
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Measuring and Reco

I'he second major activity of the management function
of controlling is measuring and recording performance.
To accomplish this requires two things.

Query:  What are these two necessary elements of Lhe
work of measuring and recording performance?

Answer:  The answer being sought is as {ollows.
0 First, woe nust delermine the precise nature of

what. we are to measure and how we are to take the
measurement: .

0 Then, we must actually make and record the
measurementy .

a. Decide What Is To Be Measured

Lf our performance standards have been properly
defined, the question of what we are to measure
nmay already have boen resolued. But we must be
sure that we havc been precise on this score.

Query:  Suppose we intend to wmeasure the cost Lo
the Jocal authority of building a new market
What cosls might we consider for inclusion?

Answer:  Costs thalt might be considered include
Lhe following.

0 Conslruction contracl costs

o) Preo-construction planning costs by the local
authority

0 Cosle of any labour and otheor resourcos
provided by the local authority

4] the value of expenditures or services-in-kind
provided by harambeo contributions

o Loan servicing costs

3:20~
3:25
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One possible answer to this question might be
that:

o} in order to measure true costs of building a
new market and to be able to calculate true
return on investment,

0 cosks ‘included are to include not only (1)
contract costs but also (?) costs of labour
and other iresources contributed by the local
authority and (3) loan servicing costs,

Further on this question, we might decide that
contribuloed costs by the local authority arc to
include (1) estimatoed planning costs, (2) direct
iabour costs, (3) other personnel support, (4)
supplies and equipment, and (%) allocated overhead.
Query: Whal are othop examples?

Answer: | oader to put recsponscs on flip chart

Discussion

Refer to Ttem #4%7: Deciding What Is To Be
Measured - Concepts and Examples

Ttem # 57 rouiews Lhe above discussion
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b. Determine How Measurements Are To Be Taken

Next musl decide how we are to take our
measurements .

A special consideration here is whether to inspect
(1) cvery item or (2) just a sampling of them, ¥

One hundroed porcent dinspecltion is ordinarily too
expensive and really unnecessary.

Query:  What percentage of proprictors of
businesses should an inspector or audilkor contact
to verify whether they have paid their license
fees and in proper awounts - for purposes of
comparison with receiplts roportod by persons
assigned to license fee collections?

Answer: A {or-example answer is that the
licensing inspector should contact on a randonm
basis one business in each block of shops to
verity payment of aopropriate fees and accurate
reporting of income by Lhe regular fee collectors.

Query:  Whalt numbor or percentage of vehicles that
enter a bus park cach day should an inspeclor
check Lo assuroe (by ecxanining a copy of thoir
receipts) that drivers are paying the proper
enltrance fuwe?

Answer: N possible answer is Lhat inspectors are
Lo verify, Chrough lLhree unannounced inspections
per day, Lhat entrance rcceipts are held by all
vehicles in Lhe bus park at theso btimes.

Query: What percentage ol expenditure
transacl ions should be verified by the local
authority's internal auditor?

“The mathematical science involued in determining what

size sample will provide a generally reliable answer is
called Probabilily Theory and one major area of
application in many organizations 1s Statistical
Quality Control (5QC).
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Answer: A possible answer is that Lhe internal
auditor is to review 10% of all payment
transactions by comparing budget authority,
delivery receipts, invoices, and disbursement
checks .

Query: What percentage of petty cash Lransaction
documents should be examined by a member of the
treasurer's deparlmont in connecltion with
replenishment of tLhe Fund?

Answer: A possible answer is Lhat replenishment
of peliy cash Funds is {o depend on examination of
every disbursoement transacltion document.

Query: What are athor examples of decisions as ta
(1) the means of measuring performance and (2) the
percentage of “vvents" to pe measured?

Answeor: Leader Lo put responses on flip chart,
Discussion

X it *
Part of this question of how a mecasurement is to
be taken relales to when it is to be taken, Some
peasurements can only be taken on a real L-tim
bas i.e., while the event qs occurring., Other

measurements can be undertaken long after the
event has been completed.

Query: What are exainples of measurements that can
be taken anly during the event?

Answer: Such exemplos as the following.
2

0 The amount of funde collected by a market
collector at any given point in time

0 The number of vehicles in a bus park that have
not paid entrance fees
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Query: What arce examples of measuremenls Lhat can
be taken after the svent?

Answer:  Such examples as Lhe following.

o fhe reoceipts of silte value ratoes
0 The ratio of expondilures for upkeep of the

sewerage systom vo the number of connected
building unite«

0 The quantity of supplicrs ulilized (or a given
project or program

Refer to item #58: Determining How Measurements
Are To Be laken - Concept and Exomples

Item # 58 reviews the above discussion

15m Ak TERNOON BREAK 3:

i
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Make the Measurements
If we have properly undertaken the controlling
activities discussed Lo this point, we will know
(1) our sltandards, (2) how, precisely, they are
defined, and (3) how we are to take Lhe
measurement s, Now wo can proceed (4) actually to
measure performanco.

We said in our last work«haop that we can group
ways Lo measure performance in three categories.,

Query: What were Lhese Lhree categories of ways
to measure performance?

Answer: The answor follows .

o] General observation

0 Individual inspeclions, Lests, samples, etc.
0 Automatic methods

Query: What is an example of gqngrglwgpggggagigﬂ

as a means of measuring performance?

Answer: Leader Lo nole responses.  One answer is
as follows:

o) the physical maintainance of Lhe council
headguarters building is noted by the c¢lerk on
a daily basis.

Query: What are oxamples of individual
inspections, tests, samples etc., as a means of

measuring performance?

Answer:  Leader Lo nolo responses.  Two answers
follow.

0 The chlorine Tevel of Lhe waler s measured
daily by Lhe department's chemist .

O The receipl books aroe examined Lo be sure Chat

no receipls in Lhe pnumbered soriog are missing,

e se



Query: What are examples of automatic methods as
a means of measuring performance?

Answer: lLeader to note responses. One answer
follows .,

o) The dry-copy reproduclion machine operates
only by individual plastic cards issued to
cach deparlment so as Lo record the number of
copies produced by each department.

Discussion

Refer to ltem #59: Making the Measurements -
Concept, Mechanisms, and Examples

Item # 59 reviews the above discussion



5m

Record the Measu

It is important, (Minally, (o recard Lhe
measurements in a clear and useful way, Ihis
reguires designing systems and fForms Lhat will
accomplish this purpose,

Query: What are examples of how you aclually
record performance measurements in your local
authoritiea?

Answer: [ cader (o note responses. Jwno examples
follow,

0 April: Average age of invoices al Lime of
payment was 35 days,

O May 10, 2:00 p.m: o Drivers of 3 matalus in Lhe
bus park coyld not produce enlrance receipks,

Discussian

Refor to Jrum_MQO:W,R@cprdingmthquqqﬁureﬂwan”f

ncept and Examplas

These above concepls and exanples are illusirated
in Ttem 460,

Discussian

ooato
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Analyzing Performance and Comnunicaling Results

The third major aclivily of the management
function of controlling is analyzing performance
and communicating results, This activity reqguires
us to do two things

0 Firsl is to analyze Lhe measurements
0 Second is Lo comnunicate our findings to those

who need Lo know how we are progressing and
who are able to take any needed corroctive
action.

a. Comparce Perlformance wilh Standards or
Performance Objectives and Determine
Variances, the Reasons for Them, and Their

Significance

Query:  Whal did we say the analvsis of actual
performance consists of?

Answoer:  Basically of throee things:

0 Comparing results with standards and
dobermining variances

0 Determining the reasons for the variances
0 Determining the signiticance of the

variancoes

In comparing resulls wiltn sltandards and
detormining variances, we said we should be
comparing .

4] aclual expendilures with budgel or
purchawve orders, olc.,

o gualily and quantily with speciflicalions,
and
O Liming of results with the timing called

for in our spoeciticalions or plans.

4:00-
4:15



(1) Determine the Varian cies

Query:
authorities of

leader (o
Follow,

Answor
examnploes

Standards
(L) Nverage age of

paid invoices
is 28 days

)Nl vehiclos in
park have paid
entrance foeg

Query:  What

are
by parlicipanta)?

Ancuer Leador (o

(i)

Payiment of
acecountant .,

Cii)3 madlalne withoul
collusion,

involuae

What arc oxanmploa fnp

nat e

examp oy aof
(relating o oxamples of

not e
Fallog relating to (i)

e o

your Jlocal

deltermining variances?

responses. Jwo
Acluals Variances
Npril: 3% days Y days or 259
over slandard
May 10, 3 p.om.: 3 malalus
3 matalus haun
nol paid

cermine Lhe Reasons For Lhe Variances

for variances
Jusk suggestnd

reasans
Variancoe

FUpOns e
and (1)

lwo examples
aboun

iNUOicon was delayed becauan lwa
on vacal jan

eirlrance roceipl e Appears Lo
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(3) Determine the Significance of the Variances

We pointed out that detormining Lhe
significance of the variances means
divtermining Lheir signilicance for Lhe
successfiul dmplemental ion of our plans and
Lhe achicvement of our objeclives.

Query: What are examples of what mighl be
the signiticance Tor us of Lhe varidnces
(desirably relating to examples of

variances sugqgested abuve by parbticipants)?

Nricwer . Peader to note responses., lwo
oxamples Iollow relating to (1) and (ii)
above .

(i) Delay o April in payinenl of dinvoices
was not signil icant. in view of reasons:
expect Lo fmprove performance in May,

(i)likely collusion in collecting bus park
fees do sullicionlly serious as to
roquire considering lerminating the bus
park {ve collector

Discussion

Refoer Lo Ttem #61:  Analyzing Performance and
Comnunicat ing Results - Debermining the
Variances Concepts and [xamples

[tem #6101 reviews Lhe abouve discussion.
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Qetermine the Timing of the Analytical Approaches 1215
1:20

In the most recent workshop, we said that the Liming

of the analytical approaches that we can use can he

divided into two caltegorias .

Query: What are thoge two catiegurios of analytical
approdaches from the point of view of timing?
Answer:  Leader {o nolte responsaes . However, guide the

discussion to the following two answers

o] First, roal time methods where the analysis takoes
place while the rvent or transaction i
occurring.

o] Second, post-facto or after- the cvent methods
where {he analysis takes place af ter the
occurrence of {he event .

Query: What aro examples of roal-tjme analytical
approaches?

Answer Leador to notoe responcos Two examples
follow.
0 Inupection and evaluation of (he suiltability of

goods as they are being delivered

0 Continuaye cvialuation by {he treasurer's of fice
of Lho adequacy of cash book balances vach time
chegques arv writ{eon and deposits are made

Query:  What are examples of poast -facto ar
after the cuvint anelytical approaches?

Answer:  Leader (o noto reponsoes fwo wxamples follow

0 tvoaluation of Paymoenl vouchers processed por
accounting vmployee per week

o) End of month audite of exponditure Lransact ions
Lo doetermine conlCormanco wilh policies,
procedurcas, and accounting slandards and practicoes

Diccussion
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The important point here is 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 the cvaluation of
performance is (o take place.

Refer Lo I[tem #62° Determining the [iming of the
Analytical Approaches - Concept, Alternatives, and
Examples

Ltem # 62 reviews the above discussion.

Discussion
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oo

We also agreed that as important as (1) when
measurements are taken and cvaluated is (2) the
timeliness of the reporting.

Query: What are examples in your local authorities of
this question of the timeliness of reporting?

Answer: Leader Lo noke responses. lwo examples
follow,

o] Timely Reporting: Provision of reports of
monthly income and expenditures to the finance
committee at the next month's meeting of the
commiltee

0 Untimely Reporting: Reports on acltual income and
expenditures for a Financial year provided to the
local council and dls finance commitlee and to
the Ministry of lLocal Government long after the
vear has onded.

We concluded that in assuring the conformance of
income and expenditures with Lho Estimates, timing of
reporting is important. Fvaluation reports on income
and expenditurces Lo date must be provided Lo Financial
controllers and Tine managers on a very current

basis. [fhe closer to real-time reporting, the better.
Refer to Item #63: Determining the liming of Reporting
ncept and Examples

This material s summarized in Ilem #63.

Discussion
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Taking Corrective Action

The fourth major activity of the management
function of controlling is taking corrective
action. Without satisfactlory performance of this
activity, the three previous control activities
are of little purposec.

a. Short
Act i

Corrective actions can be categorized --
again on the basis of timing -~ into two
broad categories.,

Query: What are these two
time-differentiated broad categories of
corrective actions?

Ancwer: They are as follows.

o First, shork-term actions, taken
immediately, Lo correct performance.

o] Second, long-term actions, taken over
longer periods of time, also to correct
perfarmanca.

Perhaps an cven more meaningful way of
distinguishing between these two categories
is in regard to what is correcled.

o In short-term corrective actions, steps
are Laken to affect behaviour and
roesults within the context of current
plans and systems.

0 In long-term actions, steps are taken
to affect behaviour and results by more
fundamental changes to plans, systems,

sources.
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Query: What are examples of short—-t
corrective actions?

cerm

Ancswer: Notoe responses and lead discussion, Two
examples follow.

o] When market revenue reported by a new markel
collector falls well below receipts by his
predecessor without apparent juslificalion:

- terminate the new ciployooe prowpltly fopr
basic disonesty .

o When examination of qoods being delivered
shows & failure Lo moot specifications:

- rejaect Lhe aclivery on the spol,

Query: Whal arc example of long-term corrective
actions?

Answer:  Notoe responses and lead discussion. One
A

example fo!lows.

0 When available financial reports on income
and/or expendilures are Found naot Lo measure
performance in a directly roelevant Wity

- restudy and redesign the accounlting and
managomenl informal {on syslems Lo meel
belter Lhe novds of the Lreasuroep,
clerk, and council.

You are taking a short-term corrective action
when you can dircetly acl to improve diwmediale
results.,

You arc laling a fong-term correct jve action when
pertormance cannot hoe bmproved unt || yau can
modify (i recources applicd, ar (he way the work
s perlormed, ar Lhe budqget, or the objoctives,
or perhaps oven Lhe goals {homselues |

Discussion,
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Let us also note that short-term corrective
actions may be taken concurrent with or after the
event, i.e., in "real-time" or "post-facto",

Query: What is an example of a real-time
corroctive action?

Answer:  teador to note responses. One example
follows.

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

Query: What is an =2xample of a posti-facto or
after--thoe ocvenl corrective action?

Answer:  Leadoer Lo note responses. One example
follows .

0 An audit reporl demonstraling excessivaly
loose adherence Lo prescribed control
procedures resulls in corrective action via
increvased management attention to the area
(i.e., alfter, or poslt-facto Lo, Lhe event of
loosc control)

To summnarize:

0 real- time actions correct performance as it
is occurring, while

0 posl-facto aclions correct performance after
Lhe measuroment of income or expenditures
(or other financial performance) is taken.

Discussion

Refoer 1o Ttem #64: Taking Corrccelive Action -

Short term versus long-term Corrective Actions -

Concepte and [ xamploeg

[ien # 64 roviews the above discussion.
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Corrective Actions Regarding People versus
Corrective Actions Regarding Objective Factors

Corrective actions will sometimes be taken in
regard to people and somelimes in regard to plans
or..systems

- trained or

- motivated through leadership or
- rewarded or

- punished or terminated,

all as means Lo betler management. and
control of dincome and expenditures.

o Things also may be affocted by our
corrective actions. For example, we may:

- change our plans, or

- strengthen our control systems, or

- get in better computing equipment, or
- change our organization pattern, or

- modify our delegations of
responsibility, authority, and
accountability.

It is very important to note that we cannot
really change basic human nalure, So we must
design syslems for accomplishing desired results
in the face of {he problems created by human
failings.

Query:  Arce our problems dn managing and
controlling income and expenditures most of ten
ones that most basically relale:

0 mainly Lo people, or
0 mainly to plans, systems, equipment,

organization, and other such inanimate
factors?

4:35-
4:45
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Answer: Note and lead discussion of responses.
But the correct answer follows.

o] Most problems that appear to arise from poor
performance of people really have their
origins in plans or organization or training
or systems or olher such objective factors.

o] If nothing else is done, such problems are
not- likely to go away with the assignment of
now people bub, 1instead, to repeat
themeeolves.

Query:  Supposce that funds are misappropriated by
a market collecltor in a remote arca who is
expected Lo relain his collections for scveral
days at a time. Nccepting our limited ability to
modify huaman nature, is the real problem, in
practical and pragnatic terwms, the unigue
dishonesty of the given employece?.

Answer: [L scoms ¢lear that this problem is
likely not to be solved by replacement of the
employec. Insteoad, it 1s likely Lo continue
withoul real solution unlil we can strenglhen our
financial contreol systoem.

Query:  Whal message or moral or conclusion might
we roach from this above discussion?

Answer: It dis that we should always look, as we
attewmpt to determine what corrective actions
should bo taken, not just al the easy solution of
disciplining or Lerminating the cmployee,

Rather, we should always attempt to discover
whether Uhere are wmore objective factors that
underlic and contribute to performance and that
may be wostly or entirely responsible for the
unsatisfactory results realized.

Lt is important to note that a problem that we

cannol solve - such as a predilection of
lower-level, low-income vimployers Loward
misappropriation of funds - should, ‘indeed, be

looked oan only partially as a managewment problem
to be solved by correcling the behaviour of the
omployees. AL least in part, it should also be
looked on as a situational factor to be dealt
with by ‘tmprovewents in the control system -
which improvoments are, dindeed, directly under
the control of the wmanagoer,

Discussion
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f Corrective Lions Available 44
People 5:(

Nevertheless, when poor performance is
unquestionally the avoidable fault of an
employee, we must seek to apply corrective action
related to the deficiont behaviour of the person,

N variely of such corrective actions are
available - as we have discussed in earlier
workshops and varliep in this workshop when we
were discussing Lhe subject of motivation.,

Query: What are both positive and negative

actions that might be taken to correct - l.e.,
improve .- the performance of arn employoe?

Answer:  Leader to note answers, classifying them
into positive and negative caltegories - though
it is to be hoped Lhat all such actions would
have a positive Linpact on achievement of the
local authority's goals, objectives, and prograrms?
Query: One list of such positive and negative
corrective actions relating Lo people is given
below.
0 Positive

(a) Discussion of performance

{b) Better example to staff

(¢) Better positive leadership of staff

(d) Belter support by leadership to staff

(e¢) Better training of staff

(f)  Rewards to staff for improuved
performance (e.g., pay, recognition)

(g) ITransfer - or aven promotion ~-— to
more suitable position

(h) Rotation of staff assignments
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o Negative
(a) Oral and writlen warnings to staff
(b) Temporary suspension of staff
(¢) Deduction of pay of staff
(d) Termination of coplovment of staff

(¢) Civil or criminal prosecution of staff
leading to fines or improsomnent

Refer to lTtem #65: (orroclle“n(tlons Regarding
le versus Corrective A '
Factors -

Item #65 reviecws the above discussion.

Discussion,

It THL AFTERNOON'S PROGRAM CANNOT BL COMPLETED BY THE
END OF (HE DAY, [HE WORKSHOP LEADERS SHOULD HAVE NO
HESTIATION ABOUT COMPLLTING THE PRESENTATIONS AND
DISCUSSTONS THE FOLLOWING MORNING. 1V WILL REALLY NOT
RLQUIRE THL AMOUNT OF TIME THAT HAS BELN SET ASIDE FOR
FHE DEVETOPMENT AND PRESENTATTION OF BACK-HOME PROGRAMS
ON FRIDAY MORNING. T1IIUS, TAKING nG MUCH RS TWO HOURS
ON FRIDMGY MORNING 10O COMPLETE THE MONDAY -THURSDAY
SUHSTANT UL PROGRAM SIOULD CAUSE NO REAL PROBLEM.
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FRIDAY MORNING: (285 minutes, including a 15 wminute break,

programmed out of 285 minutes)

Call group to order.

H.

_BROGRAMS 10 IMPROUE PLANNING,

DING, AND CONTROLILING FOR

Now we shall develop pragrams of the actions we intend to
take "back home" (o strengthen the overall financial
nanagement in each of oup local authorities in light of the
concepts and approaches that we have boen discussing these
last fow days.

L. anglqpmentmgf~*Backuﬂomeﬂwﬂcggngms

This exercise is {he culminating ecvent of this
workshop, and siroes should be placed an its
importancs and the essentiality of undertaking it wit
due deliberation and care.,

a. “ﬁggkmﬂqm¢9HProgramswgwaQﬁaLwﬂyﬁ ority Teams

Participants from each Jocal authority -
typically the chairman of the finance committee
of the council, Lhe clerk, and the lreasurer -
should be asked to Form into toams. Fach team
should dovelop a program Lo strenglhon (he
overall financial managament of its local
authorities. The Leam should be reporling on -
and commilting to . - realistic programs that they
will plan 1o discuse and secok Lo implemont an
their return to theip comnuntilioey,

Reter Lo Trem #66: “WOPKShOP.EXQCCiS@”#.RFQQEQW
o Improve Planning, Organizing, Staffing,
Leading, and Controlling of Financial Management
Areas in Participants' Local Authorities"

lo accomplish (he above, Lhose Leans should be
asked Lo comple e workshop excrcise [tem #66 .
(Temne may record results on flip charts f they
so desire and iF and as this may he Feasible.)
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"Back-Home" Program of the Team of Central And
Provincial Government Officials

Central and provincial government representatives
should also dovelop a program of action for those
things thalt the central and provincial
govermnenis can do Lo assist local authorities to
strengthen planning, organizing, staffing,
leading and controlling of financial management
areas .

Refer Lo Item #67: ‘"Workshop Exercise - Steps
That Might Be Taken By Central Nnd Provincial
Government Officials 1o Assist Local Authorities
in Planning, Organizing, Staffing, lLeading, and
Controlling of Financial Management Areas

Fhe central and provincial govermnent
participanls should be asked to form into a
Loam.

This tecm should consider actions that should be
disucssed, adopted, and implemented involuing
changes fin nalional and provincial laws,
regulations, guidance, and other supports given
to or affecting local authorities and favourably
influencing their overall financial management.,

BRLAK 10:30-
10:45
Continue with above exercise 10:45-

11:45
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Reports by Local A thority and Central and Provincial
n Back Home"

Government Teams on Act ons_ Yo Be Taker

Let us now turn Lo reports on the programs developad
by participanl teams.

&.  Reports by local Authority Jea me 11:4¢
12:4¢

The individual lacal authoritly teams are to
report on the prograns developed earlier in the
day. (The Ieader should ask all the wmembers of
rach local aulbhority team to sit Logether at the
speakers ' table al the front of the room during
gach presentation,)

o} Presentations (about 1015 minutes each)
(For the First two presentations, call on
local authority teams (hat the leader
believes will make capecially good

presentalions - as a stimulus to those
making later prosentations Lo do as good a
job . )X

0 Discussjun/critiquo by olher participants
(typically not over % ap SO minutes For each
reporl - but the leader must attemplt to

stimulate at least Lwo op threoe good
questionc and commenls rom participants on
each team's report)

LUNCHEON BREAK 12:45

2:00

X The Teader must note the essentiately of keeping careful

control of the btiming of these prosentations.  Often, it
ts desirable Lo allow mopo Lime Tor the first couple of
pbrosentalions (partly hecause of some overlap by later
presentations) . Bul in order |o complete 10-12 or so
presentations by Lhe end of {he af Lernoon, the leader
must very carcfully moritor, against (he clock, the
averall progross oF Lhoue roports,
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FRLIDAY NFTERNOON (180 minutes, including a 15 minute break, are
programmed out of 180 minutes)

m  Call group to order
H. UVULLQPMPN],Of”QﬂCK:UQMF PROGRAMS 10O TIMPROVE PLANNING,

ORCANTZING, STAFFING, LEADING, AND CONTROLLING FOR
LXCELLENT EINANCIAL MANAGEMENT, contd.

k¥

2. Reports by Local Authority and Central and Provincial
Government leams on Actions to be Taken "Back Home',
contd.

a.  Reporls by local Authority leams, contd.

I0m Continue with local authority team reports,
L5m  AFTERNOON BRENK

b. Report by the Central and Provincial Government
Team

The central government team is to report on 1its
back--home program.

0m o Presentatl-ion (about 20 minutes)
I0m o Discussion/critique by participants (about

30 minrutes)

N
. oo
(=1 =]
wno
1

2:05-
3:25
3:25~
3:40

3:40-
4:00
4:00-
4:30


http:MONAGEM.EN

30m

- 174 -
EVALUATION OF WORKSHOP

An evaluation questionnaire is Lo bo compleled by
participants . %

Refer to Item #68 "Fvaluation of Workshop" (format to
be completed by rach participant)

Ask participants to complelo Ilem #68

Collect forms for later tabulation and analysis,

Natle: TF Liming prevents allocaling a time slot for
complelting this questionnaire, Lhen the leader should ask
narticipants to complele §1 during the presenlalions of
the back home reporls.,

4:00~
4:30


http:complet-i.ng

20m

- 175 -

FRIDAY EVENLING

J.

CLOSING CEREMONTLS

1.

Closing Dinner

N closing dinner is to be held for participants,
passible participation by senior officials Fronm
national and local loevels.

Cortificates of Participation

Ttem #68 "Certificate of Participation" is to be
presenteod to cach participant

with

7:00~
9:00



