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f:INANC]AL MANAGEMENI WORKSIOP NO. 	1 
PLANNING, ORGANIZING, SrAFFING,
 

LEADING, AND CONIROLLING
 
KENYA
 

OVERALL PROGRAM
 
.SUNDAOY AFT-rERNOON A!ND [UUN[NG
.


1. 	Welcornina Remarks
 

... .n
.	 ~.~.._. ~ __Ap~ 

2. 	 inptodycjjons adnd_Approaches 

a. 	Introductions
 

Staff and parli cipants
 

b. 	Schema for Entice Workshop Series
 

(1) 	 Financial Management - Planning 
and Budgeting 

(2) 	Financial Management - Revenue
 
Cenerat ion 

(3) Financial Management - Expenditure
 
Management and Control
 

(4) Financial ManagemenL - Planning, Organizing,
Staffing, Leading, and Controlling 
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a, "To 4'Dat'-e knowI egadind-the 
,imiportance~ OF adJemen fr vdntbe many~supports neded for excellent' 
organzing, staffing.,1eadingq' and 

b, To develog,~new skillsllregardjflg practicals­
ways ofidentifying financial anger~ P'"support areas needing qreater attention andl 
of taking steps to'provide better theseneeded supporas. 

' 

C To develop' ttu"s :and increase motivation on the pair't of workshop participant rto
provide for better supports to excellent-;,
financial management in theiri"local ~' authorities, 

Workshop Materials mand Program V"'" 

' 

K. 

'"i~<­

r 
''+ 

"' 

>" 

7 

aDsusion of Ouerall,,rogram
bLists of Workshop Materias 

Extensiv~e use wifll be made OF graphic'ard~~«~
tabular handouts thatL 'illustrate theI s~PJYbst''n'concqpts to. be presented during this Lworkshop.
Participants wilF~-unl eae ~ ngagein'small',group exercises. 'They will h'ae'the 'exper-fence of analysing and developing solut'ionsto' problems 'and is'sues in management and, cont~ol
of expend tU, eS' over.'the five-day workshop'period. Central. governmient officialsV participating in the workshop will' be drawn onthroughout heworkshop as experts in their' 

<Irespectiie fields, A 
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5. 	Workshop SchedulIe
 

Sunday fAfternoon and Euening 

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

Monday - Friday 

8:00 am. -- 10:30 p.m. Workshop Session
10:30 a m. 10:45 am, Morning Break
10:45 am. 12:45 p.m.: Workshop Session 
12:45 p.in. 2:00 p.m.: Luncheon Break
2:00 p.m. ­ 3:30 pm.: Workshop Session

3:30 p.m. -- 3:45 p.m.: ffternoon Break
3:15 p.m. - 5:00 p. M. Workshop Session-

Friday IFven i rg 

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

S Sossjorl, rio' ri to 5:30 p.m. -if necessary. 

6. 	 Workshop Iog i.sLtic_
 

fl :, &ppr'opr i l -


B. 0IFN [NG I [NNI R 

MflK[:I [INING R[fl 	 IN( ASSIGNMENT: Item #s 4 - 20 except
For 	 #/10 
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MONDAf - FRIDAY PROGRAM
 

MONDAY MORNING 
 Wor'kshop
 
Materials
 

REPORTS ON PROGRESS MADE IN APPLYi'G CONCEPTS FROM
 
THE EXPENDITUlRE 
 MANAGE MEN1 AND CON! ROL WuRKSHOP 

Reports by local authority and central goverrnment # 3
 
team: on progress and results achleued Ir;

application orf concepts and approaches presented
ir. the rrios t recent FIn arciaI Mnagerent Work hop
 
on Expend-iture r agemernr.. arid Control
 

SuSTANTI)E PROGIRAM .2 PLANNIG, ORGANIZING STAFFING 
LEAD1)IN, ANID CONTROLLING 

A. RELATIONSHIP O. MANAGF-,GMrl[ AND ADMINISI RAT IVE 
SUPPORT' TO FIfJf('I AL MrANArG1.M!_rf EO0 PIUBLIC FINANCE 

1. .Importf~a cr- of Sound Public Finance
 
at the Lel'vrl of Local Aut horitd(e: 
 #s 4 & 5 

2. 	 Excrllnt Finarncial Mana ement as the
 
Kej to ou-nd _PubhliJc finajn cei
 

3 lhe Work of a Good financial Manager # 6
 

4.Pnouiso of fdministrative arid_ari eent 
sypfoYrt_ as. a Major- Step-in the Financial-Managefrn.-t Cyc c # 7 

FINANCfl
B. THE A l NA(El[R 

1. Whait Work Financial Manaqers [Jo
 

a. Man i!nrerlt Work 

b. lr chnicral Work #S 6 & 9
 

2. How Financial Manager's _Spqnd Their Time # 10
 



Workshop
 
Materials
 

MONDAY._O AFTERNOON
_D.Y
..A_.......
NOQ
 -
2. f!ow-FinancialManars Spend Their Time, contd.
 

3. Skill of the Financial Manager
 

a. Conceptual Skills
 

b. Humsip Relations Skills 

c. Administrative Skills
 

d. lechnical Skills # 11
 
C. THE PLANNING WORK OF __HE FINANCIAL MANAGER 

1. StepSin Financial Planning # 12
 

a. Defining Mission or ,)urpose 

b. Forecasting 
the Relevant Environment 
 # 13
 

c. 
Setting Goals and Objectives 
 # 14
 

d. Developing Progrdms 
 # 15 

e. Establishing Budgets 
 # 16 
f. Developing Policies 
 # 17 
g. Developing Procedures 
 # 18 
h. Summary of the Planning Process 
 # 19 

2. -Tine...Spa.n__o.-f i.nancia Plannina g 
 # 20 

MAKE EVENING READING ASSIGNMENT: item #s 21 
- 28 except for Item # 27 
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Workshop 
Materials 

TUESDAY MORNING 

3. Ty-pePs _o f -[-in~aptc -I.-a.l__Pl.an ning. 

a. Strategic Planning 

b. Operational Planning 

c. Project Planning 

d. Cont ingencv P] anning 

e. Fail-safe Planning # 21 

4. Planning. for- nl As pts
Author tY'_! nct :iv -i es 

-.of a oc.alI 

a. Planni.g Fn,r Capi a11r,ojects 

b, Planning (or Operat ing Activities 

c. Planning for, ndlinisLrative and # 22 
Financial SUppor'l s 

D. THE ORGANIZING WORK OF:li1 

1. tructur-ing the Work to B Done 

a. Grouping Work lo Be Performed 

b. Fypes of Groupings 

(1) FuncL-ional Organization 
(work L:0 be perFor'ned) 

(2) Divis-ional Organization 
(result-s Ito be achieved) 

(3) Pr'ojc Or'ganizat ion 

(4) Ma:r'ix Organization 

(5) [.oca1 1.thor i ty Organizat.:iona. Structure # 23 

c, Span of Con.r'ol 

d. leveis of Orgcaninzat7 .r # 24 
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Workshop
 
Materials
 

2. .Dogeating th. Wor To .3e Done 

a. Responsib .]i.ty 

b. Authority 

C. Alccountabi ]i ty # 25 

3. Lin s . SaFF 

a. Line Rel.ati ons hips 

b. Staff Relationships # 26 

4. p.rganizat !on 
for.. inac i] 

of th Loca_lu t ho r_ 
Mapnageent. 

1U[SDAY ARIRNOON 

. Workshop I xrci.deNO 
Organiat :ona I 
A_Ltho r"it y 

s -

S (rcu 
Develop an 

C for ar!.ca 
# 27 

1HE STAFF~ING WORK( Of [il I~fNiA AA 

. ....... _gRecru i ng " Staff­

a. Recruitmont Sources and Means 

(1) Rcru i Iin tntfrom 
l(cal Amlh.r:ity 

Inside the 

(2) R,,c:r'uil ii. I. roi 
Iocal A l h(r'.i IV 

Oul.ide the 

(3) Way, Io 
Manag em 

locale 
enn -t:, , 

Potential 
f: 

Financial # 28 

MAI(E EUINING R[ADING nS.IGNMENI: Iteml A/s29 - 40 except for ]tem # 34 
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Workshop
 
Material s 

WEDNESDAY MORNING
 

b. 	 Factors To Be Considered in Identifying Potential Financial
 

Management Staff
 

(1) Inherent Abilities
 

(2) Formal Education
 

(a) 	 General Educat-ion 

(b) 	Technical Education
 

(3) Training after Leaving School
 

(4) Experience in Past Positions
 

(5) Quality of Performance in Past Positions 
 # 29
 

c. 	 Selection Process # 30
 
2. 	 Assigning.Orientin Training, 
and


De~_~n]i et nf____en __a.i. 

Developi~nq Saff 

a. 	 Assigning and Orienting Staff 

b. 	 Training and Deueloping Staff # 31 

3. 	 C op_e sat_ S ta ff # 32
 

4. 	 Promoting, ransferring, and Dischari.gn# 
 33
 
Stff 

5. 	 Workshop Exercise - Develop a Staffing # 34 
Pl1 -n .. .aFin ancial .Maannageman t- Po s it..nfo6r 
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Workshop
 
Materials
 

WEDNESDAY AFTERNOON
 

F, THE LEADERSHIP WORK OF THE FINANCIAL MANAGER
 

i. What. Leadership Is # 35
 

2. Decision Making
 

a. Steps in Decision Making
 

(1) Define the Real Problerm 
 # 36
 

(2) Determine the Alternatives # 37
 

(3) Evaluate the Alternatives 
 # 38
 

(4) Make ind rimplement the Decision # 39
 

(5) [vaiwaLi, the Results 1: 40 

b. Roles in Dec ision Making 

(1) Unity of Deci.sion Making 

(2) Partic ipation in Providing Inputs 

c. Workshop "xerci ;e: Define a 
Problem, Doterunrino Alternatives,

Make a Dec-isijon, and L aluate Results 
 # 41 

MAKE FULNING READING ASSI[GNMENT: Item #s 42 - 65 
except for H 47 

THURSDAY MORNING 

3. Communicating 

a. Whn Is Communication Complete? # 42
 

b. Five--way Communication # 43
 

(1) Downward Communication 

(2) Upward Coiununica:ion 

(3) LaLeral or Hori zonLal Commrunication 

(4) Diagonil Communication 

(5) I nward Communict-on # 44
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Workshop 
Materials 

c. Types of Communication 

(1) Verbal Communication 

(a) Oral Communication 

(b) Written Communication 

(2) Non-verbal Communication # 45 

(3) Specific, Real-tirme Communication 

(4) General Ongoing Policies, # 46 
Procedures, and the Like 

d. The Workings of Communication Channels # 47 

1. Motivatino 

a. Types of Moti ation # 48 

b. Theories of Motivation 

(1) Maslow's Hlierachy of Needs # 49 

(2) Herzberg's Motivating and # 50 
Maintenanco Factors 

(3) Compensation as a Motivator 

THURSDAY AFTERNOON 

G. TI-E CONTROLLING WORK OF HE FINANCIAL MANACER # 51 

1. Settin qPerfornanc- Standards 

a. Plans as a Source of Standards # 52 

b. Monetary, Physical, and Time Standards # 53 

c. Standards Set as an Administrative Task # 54 

d. Intrinsic Value, or Worth, of the 
of Fxpend:itures as Standards 

Results 
# 55 



Workshop 
Materials 

e. Indicators or Ratios as Standards 

(1) Ratios 

(2) Return on Investment (ROI) 

2. 

(3) Perf'ormance over lime and 
Performance Comparisons 

Meas' ig .. ...... erfomnce 

Peer 

# 56 

a. Decide Nhat .Islo Hle Measured # 57 

3. 

b. DetIermine How Measuremlients Are ToBe laken 

c. Make t:he Meosurements 

d. Record the Measurements 

Analyzing Prf oriance and Comunicating 

# 

# 

# 

58 

59 

60 

a. Compare Per'for mance with Standards or
Perftor'mance Objecctives and Determine 
Uaroiancus, the Roasons for Them, and 
Their Sign'( fi[canco 

(1) Detmrine the Variances 

(2) Deterrine 

(3) Pot -rmi ne 

the Reasons for the Variances 

Lhe Significance of the Variances #61 

b. 

c. 

Det:er"mi ne the liming oFnayLical Approaches 

Delor'ine the riming of 

the 

Reporting 

# 

# 

62 

63 

4. !ki ng Correct :1ye Actlions 

a. 

b. 

C. 

Short.-term ver'sus Long-term Corrective Actions 

Cor'rectLive Actions Regarding People versus 
Correct.iu AcLions Regarding Objective Factors 
Spect:rum of Corrective Actions AvailableRegarding People 

# 64 

# 65 
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Workshop
 
Materials
 

FRIDAY MORNING
 

H, DEVELOPMENT OF BACK-HOME PROGRAMS 70 IMPROUE
 
PLNINORGA___ NGSTA FF ING, LEAD ING, AND
 

CONTROLLING FOR [XCELLE NT FINANCIAL MANAGEMENT
 

1. 	_DPelpmenL__of "Back--home" Programs 

a. 	"Back-home" Programs of Local Authority

Teams 
 # 66
 

b. 	 "Back-home" Program of
 
the Team of Central and Provincial
 
Government Officials 
 # 67
 

2. 	Repors_._by_Local Authority and Central and
 
Pr'ovincial 1ornment AtiosT
 
Be Tfa-ken "Back-home"
 

a. 	ReporLs by Local Authority Teams 

FRIDAY AFTERNOON 

a. 	 Reports by Local Authority Teams, contd. 

b. 	Report by the Central and Provincial
 
Government leam 

I. 	 EVALUATION OF WORKSHOP # 68 

FRIDAY EVENING 

J. 	CLOSING EREMONIES 

I. 	Clos-i nlg__ D _nn.e r
 

2. 	Certificates fc:Participation 
 # 69
 



FINANCIAL MANAGEMENT WORKSHOP 
 NO. 	2

PLANNING, ORGANIZING, STAFFING,
 

LEADING, AND CONTROLLING
 
KENYA
 

LISI OF WORKSHOP MATERIALS
 

SUNDAY AFT ERNOON 

1. 	Overall Program
 

2. 	List of Materials
 

MONDAY MORNING 

3. 	Workshop Exercise - Report on Progress

Made in Applying Concepts frorn the

ExpendiLure Management and Control Workshop
 

)(4. Public FiLnance at the Local Level
 

X5. How the local Financia] Manager Looks 
 on
 
Public Finance
 

)6. Management F[unctions Perforied by the Good
 
F:inanc i a I Manager
 

X7. 	 Another Vie w of What. Good Financial
 
Manag ement Involvoes
 

*8. 	 What Work F:1rnancwial Managers [)o -- Concept,
 
Dof-. nitlions, ad Exanples
rid 


X9 lime Spent by Financia] Managers Performing

Ma,'nagei-rn Uersus lechnical Work 

10. Workshop Lxercise -- How You Spend Your Time 

MONDAY .n.FRNOON 

1.1 .	 Sk-il.1s Required oF the Financiel Manager -
Concept and DescripLions 

12. 	 Steps -in Finarcjal Planning 

)13 	 IForecast-s -- DeFinitions, Factors, and
 
Extar p Is
 

XJ) 1 MiJ ,s;iorn/Purpose, Goals, and Objectives -­
Deflnit.ons," Characteristics, and Examples
 

....rriinq reading assignment 

http:Sk-il.1s
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*15. 	 Programs - Definition, Characteristics,
 
Steps, and Example
 

*16. 	 Budgets - Definition and Examples 

*17 	 Policies - Definition and Examples 

*18. 	 Procedures - Definition and Examples
 

*19. The Planning Process
 

*20. Relationship Between Long-range and
 
Short-range Plans 

TUESDAY MORNING 

*21. Types uf Planning - Definitions and Examples 

*22, Planning Responsibilities of Local 
Authorities 

*23, Grouping the Work To Be Performed--
Definitions, Factors, and Examples 

*24, Span of Control and LeueIs of Organization 
- Definitions and Considerations 

*25. Delegating Work To Be Done - Definitions 

*26, Line and Staff -- Definitions and Examples 

TULS _~AFTERN0N 

27. 	 Workshop Exercise -. Develop an Ideal. 
Organizational Structure for a Local 
Author ity 

*28. Recruitijng Financial Management Staff-. 
Concept and Considerations 

R---Even-i ng_ ' reading assignment 
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NEDN ES PDY _M .RNIN_
 

*29 Identifying Potential 
Financial Management 
Staff 	- Concepts and Examples 

130. 	 Selecting Financial Management Staff -
Concepts and Examples 

*3J. 	 Assgning, Or'ienting, Training, and
 
Deuvloping Financial 
Management Staff -
Concept ard Mechanisms
 

*32. Compensatingrj Financial 
 Management Staff -
Concept, Mechanisms, and Considerations 

*33. 	 Promot-ing, rransferring, and Discharging
F:inancii] Vanagement Staff - Concept and 
Considerat ions 

34. Workshop Exercise 
- Develop a Staffing Plan
 
for a Financial Management Position 

!_EDNE.jny _ OONqP.TERN 

*35. 	 1he Leadcership Function 
- Definition,
 
Types, and Activities
 

*36. 	 Decision Making and Definition of the
 
Problem - Definition, Concept, 
 and Examples 

*37. Determining the Alternatives - Concept and 
Mechanisms 

*38. Eualiating the Alternatives Concept and-

Mec hani smns 

*39. 	 Making and Implerment-ing Decisions -
Concepts and Considerations 

*40. 	 Evaluating Results -- Concept and Benefits 

41. Workshop Exercise .- aDefine Problem,
DeLormrine Alternatives, Make a Decision, 
and Eua].uat:e Results 

. vening reading assignment 
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THURSDAY MORNING
 

*42. 	 Communicating - Definition, Considerations, and
 
Difficulties 

*43 Five-way Communication - Diagram 

*44 Five-way Communication -- Considerations 

*45 Communication ­ Uer'bal and Non-Verbal - Definitions, 
Characteristics, and Exa ples 

*46. Categories of Cormunication based on Timing -
Definitions and Examples 

47. The Workings of Communication Channels 

*48. Motivating - Definition and Types of Motivators 

*49. Theories of Motivation - Maslow's Hierarchy of Needs 

*50. Theories of Motivation - Herzberg's Motivating and 
Maintenance Factors 

THURSDAY AFTERNOON
 

*51. 	 Controlling - Definition, Activities,
 
Considerations, and Steps
 

*52. 	 Plans as a Source of Standards -. Concept 
and Examples 

*53 	 Setting Performance Standards - Monetary,
Physical, and Time Standards - Definition, 
Types, Concepts, and Examples 

*54. 	 Standards Set as an Administrative Task -
Concept and Examp]es 

*55. 	 Intrinsic Value, or Worth, of the Results 
of Expeditures as Standards -- Concept and 
Examples 

;- Euening reading assignment
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*56. Indicators 
or Ratios as Standards -Concept
 
and Examples
 

*57. Deciding What Is 
To Be Measured - Concepts 
and Examples 

*58 Determining Beflow Measurements Are To 

Taken --Concept and Examples
 

*59. 
 Making the Measurements -- Ccicept,

Mechanisms, and Examples 

*60. Recording the Measurements 
-.Concept and
 
Examipl.es
 

*61. Anal.zing Performance and Comrnunciating
 
Results Doloerminrirng the Uariances-

Concepts and E-xamples
 

*62. Delermining the riming of the 
 nalytical

Approaches 
- Concept, Alternatiues, and 
Exainpl.es 

R63. Determining the liming of the Reporting -
Concept and Examples 

W64. Taking Correct.iue Action 
- Short-term
 
versus 
Lung-t erm Corrective Actions 
-

Concepts and Ixamples
 

*65, Corrective Actions 
Regarding People 
versus 
Corrective Actions Regarding Objective
Factors - Concepts and Examples
 

FRIDAY MORNING 

66. Workshop Exercise 
-- Program To Improve
Planning, Organizitng, Staffing, Leading,
and Controlling of Financial Management

Areas in Participants' 
Local Authorities
 

S........... greaing assignent
 

http:Exainpl.es
http:Examipl.es
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67. 	 Workshop Exercise - Steps That Might Be 
Taken by Central and Prou:inc:ial GouernmenL 
Of:fici als To ssist Local Authorities in 
Pl.anni.ng, Organi/ ng, SLaffing, Leading, 
and Controlling oF Financial Management 
Ar cuas 

...............
FRIDA Y .......... ...
AFIrERNOON 

68. 	 Fualual-jon of Workshop
 

F-RIDA Y EUENING 

K69, Certificate of Parti c:ipation
 

Crt-:ficaLes 

par tic i pan I
 

.	 . . to be presenled to each 

http:Pl.anni.ng


FINANCIAL MANAGEMEN WORKSHOP NO. 3 
PLANNING, ORGAN[ZING, ST'AFFNG,
 

LEADINC;, AND CONIROL I.iNG
 
KENYA
 

c(WORI(SH(P .LxLRC SE.[ .__R_[.ON PRO(;RESS MADE IN APPIN;C)NCI P [SI-F RO0N I IF I XPFeN Di[T UE M-Q NAGE ~MEl r - i -b=~3~-RL i 3 RKS_ N r A DCOOr OL WO K S H O 

lacth local authoritv t eam J to report on progress made in
applyin g the concept:s and approaches di.scussed in the last.

workshIlop on lxpondilurI , and Management 
 and Contrul At that
workshop, otms w-re aske_,d -o deuelop ack -home plans For theirlocal auttnhor iie, 1hese plans were to incorporate and reflect
the c:ncepts pr'',sorit-od in that workshop. Local author'ity Leamns
mjay,' niowxl choose one of two approaches for" thi s present workshop. 

" 
 I 'ols mIhay report on progress Imade inr implenent|ing those 
hac k- homrme pl an . 

S lt er'n.Lju y /, t oams may complete, the fol owi ng format for
their local authorit ies. -he format generally Follows the
struc:ljre of toopics covered in that mlmost recent workshop. 

. veauyou(J discussd pheconcepts pr',senLd in t:hat earlier
works hop with your Counc.i l, f nan( Comm,,i and/orjmOLLoe,
special- purpose commit:tees? WiLh your coll.eagues? With 
Vour subordin rates? 

.-.-. . . . . .-. . . . . . . -... . ..-.. 

...... 
 . . ...-........ .-. . ........-.--­

.- -. - .. .........-----.-......... 
 . . . .. -... -... 

2. et. Performance.Standards: What sleps have you taken (are
you taking) to do a betLer job of se t.t:i.ng perlorjmmance
objectives and standardls against which to measjr:,
performan c in ma.nagi ng arid conLrr ] trig experjd it.ures? You 
will recall that we discussed the fo]lowing fLiu 
caI:egor'ies of such st:andards: 

" 
 Plant and budgets n standar'ds. 
o Monel:ary, physical nrd Limipe sltandards 
o Setling siandarcs a an adiiminj.s.rativi, task
 
" [ntr'insi.c ualue or worth of the 
 result.s of the 

expenditires as standards 
S rjdi.calfors/rais as slandards 



3. Measure and Record Performance: What steps have you taken
 
(are you taking) to better measure and record expenditure
 
performance?
 

o 	 Deciding what is to be measured? 
o 	 Detiermining how measurements are to be taken?
 
o Making the measurements?
 
0 Recording the measuremnents?
 

p 

taking) to bettOr evaluate performance?
 

4. ualuate__ rfrorr.ance: Inat steps have you taken (are you 

o 	 Comparing pprFormance with performance objectives and 
standards? 

o 	 Determining the reasons for and the significance of 
variances? 

o 	 Communicating results to persons able to take
 
corrective act:ions on a timely basis?
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5. 	 Take Corrective Actions: What steps have you taken (are
 
you taking) to better take needed corrective actions -­
both (1) short-term and long-term actions and corrective
 
actions regarding objective factors as well as people? 

6. 	 Contros byMajorExpend.itreAreas: What step,; have you 
taken (are you taking) to examine and improve management 
and control of expenditures by the following a"eas: 

o Line-item categories? 
o Departments and major programs? 
o Operating and capi tal categories? 
o Organizational levels? 

7. 	 Specific Control Mechanisms: What steps have you taken 
(are you taking) to exaine and improve the mechanisms: 
systems, policies, and procedures (i.e., in general, your 
routine financi a.l operations) so as to improve the 
management and control of your expenditures? 

Specific control mechanismis discussed in the last workshop
 
are listed on the next page
 



expendt iturest
 

++::Cash flow +prioje+ction......s s a :++ +
++ co+nt+rol mechanism:++++:++ ?!


resource esase 
 d at: a ixd iz,
 
Copaatv 
 quttin 
 an cop''i-bddn
 

ecani elatedo dtocuenBo" Analytcal testblihe 
pr-e sta
PotpprovaL i ardsi
adicot epnir~rj
 
++++':+++-+ +}+ : + _ +Percentage;of 
a d d n t i c m
0 Poperi andocalsis:bdtdfud o
 
+++"io
:+:++b+ ­ exotn
+Procedural +Controls+ Ouer+Disburse+ments :+++: ::+++
nmntr x'penditures vesu stndrd++;++i++'+!]iii
 

:~+~~+: + ~++Rest-ri:ctions on+.++ who may +authorize/;.ake++: :+;++] ++++++ +;
:; ++;::++:++;
:++:+:++expen+ditures A+ncluding +procuremenitmand+ the 
l!ike++ +++??:
 ......Auhoit
0Petvton ah level b:......y type of expenditure and ;level,
funsitoas a n alteso nepniue4
rourc~ie etabliosdaa
S+: 'o?++++++~ +++ idsze+?++ ,++:o 
a+ zm o++t+ ++:+: +i s:,'+ +..:....++++..:,no++++
- nayicly + +,r..m' +++.. + ++®+++ ++ r
stbise pre-set+ star:;:+:?:;::


savings+;#!++
Extent. of:, 
 ....
++p
++ ' Negoativenmntitors '
 
- of ad e
' Procedural;;;+;++ net' ncome 


Percent...age... ius
 
++~ J++ Controls: ....
+' :+;'++\++; .sements:+++ +,+++
:P+';!Ove D x;:::iu 
 ++++ +++++:;; .1+_+;+#;;
++,+ .: ::q +
+:;+++++:+++ U 
 t _ons +.:+:++ 


+ +:''-: + + t 
m tu ++>.+ ,+++. + ++.:++++ +:++who: +,+:++++++
+ +++ + g v mo ~i:..expe....n m ay+;:+v t + n +++;:
ditu.... includin .
es prcrmn an te ik
 

SRepotngon ph 
 tionl results 

. . . A thorit levels by typ of exp vruos sanads
nditur and leve
 

+::( :: -: f app ov ng f ce
:? i; o+ 


Reqirrnnts oraprovl 
n dvnc'ad'fo
documentation of: 
need for expenditure
 



FINANCIAL iANAGEMENT WORKSHOP 
 NO. 4
 
PLANNING, ORGANIZING, STAFFING, 

LEADING, AND CONTROLLING 
KENYA 

PUBLIC FINANCE AT THE LOCAL LEVEL
 

p/ 
t­

t3K 

N,~ 

L J2 i " 

U) (A 



5 FINANCIAL MANAGEMENT WORKSHOP 
 NO. 

PLANNING, ORGANIZING, STAFFING,
 

LEADING, AND CONTROLLING
 
KENYA
 

HOW THE LOCAL FINANCIAL MANAGER LOOKS ON PUBLIC FINANCE
 

Needs of 7Cmmity
 

Assets and Sorvices 
Activities Provided
 

tit:2s ti"s times 
Levies Fees Pder-unit Charges Direct Cost 

for Services of Services
 

e i -equals 


R equal
Revenue Direct


E Due Expenditures 


V 
less plus


E 

Failure toSBill/Collcct Administrative 

Costs
 

equals
equals
E 

Opra Ling Operating 

G Incomv Expenditures 

E 

N Operating 

E Surplus/Deficit 

R plus plus 

A 

T Central Governmen CapitalTrasfers Expenditu'es 
I plus plus 

0 

N Bckrrowing Loan 

B Repayments 
equa ls equas 

lb tal Total
 
Fevenues Exp.-enditures
 

Overall
 
Surplus/Deficit
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MANAGEMENT FUNCTIONS PERFORMED
 
DY THE GOOD FINANCIAL MANAGER
 

PLANNING
 
,' oMssion 

o Forecasting 
o Objectives
"Progranvmingi 
"Budgeting
 

o Policies 
o Procedures 

O 00 0 

00 

,,0 0 oc,' ,oOci; -"CA..< 
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ANOTHER VIEW OF WHAT GOOD FINANCIAL MANAGEMENT INVOLVES
 

N\ 

PLANNINGING 

REPORTING 

1%N 

GNBUDGETING 

I-- " 
--

S~~LAD"FIN G 

I I 

AN &ING I

CONTROLIiNG GENERATING 

EXPENDITURRS _ 

Worksho.p Mo-kshop 



FINANCIAL MANAGME NI WORKSIOP NO. 8 
PLANNING, ORGANIZNG, STAFIFING, 
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WHAI WORI( FINANC].AI. MANAGERS DO - CONCEPT, 

A. 	 CONCEP I
 

Financia I. llanager' perform both (1) management work and
 
(2) techllnical work.
 

H. 	 MANAGELNTWOR 

Managerent work is the work financial managers do to 
geL rlsult-s through and with people. 

2 1,ye. . Maj o)r Fun c t..o r! of.Ma Work 

a. Plnrirng 

b. Organizi ng 

c. StaFfing
 

d. Loading 

e. Controlling
 

C. iLE~(:liN.CA. _R.I(.WO~....L 


I . De-in VUon 

lechnicatwork is the work financ:ial managers do to 
acconplish professional tasks usually mainly related 
to their unique financial professior. 

http:iLE~(:liN.CA
http:FINANC].AI
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TTME 	SPENT BY FINANCIAL MANAGERS PERFORMING
 
MANAGEMENT VERSUS TECHNICAL WORK
 

10O4 

90% 

80% 

70% 
m ECHNICAL WORK 

60% 

50% 

40% 

MANAGEMENT WORK 

30% 

20% 

10% 

0 

TOP 
FOREMAN LEVEL 

MANAGER 



___ 

FINANCIAL MANAGEMENT WORKSHOP 
 NO. 	10
 
PLANNING, ORGANIZING, STAFFING,
 

LEADING, AND CONTROLLING
 
KENYA
 

WORKSHOP EXERCISE - HOW YOU SPEND YOUR TIME
 

Please note immediately below whether you are a clerk,­
treasurer, or councillor. Then insert in the table below your

rough estimates as to how ....in a typical week/month -- you

spend your time. Restrict your allocations to your normal
 
workday, e.g., 8:00 a.m. to 5:00 p.m. (except take into account
 
formal after-hours activities such as attending council
 
meetings. Councillors, however, should, instead, allocate
 
among these categories the time they spend on council business
 
regardless of any normal working hours.
 

Clerk, Treasurer, or Councillor?
 

Activity % of Time
 

1. 	 meet'Ln.g_ 

a. 	 Attend local pre-scheduled meetings ___ 

b. 	 Attend local ad hoc meetings _%
 

c. 	Attend meetings outside of local
 
authority area 

_%
 

Sub--total 	 ___ 

2. 	One-to-One Conversations
 

d. 	Talk with persons who have made 
appointments 

_% 

e. 	Talk with persons who come without 
appointments 

_% 

f. 	Talk by telephone ___% 

Sub-total 	 __ 

3. 	Work at Desk
 

g. 	Perform paper work at desk
 

o 	 Management work
 

o 	 Technical work 


Sub-total 	 __ 
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Act iv 	ittv of Time
 

4. 	 Visit Operational Sites 

h. 	 Visit operational sites to observe,
 
discuss, inspect, etc.
 

5. 	 Other (list) 

i ., __...%.


k, 	 _ __ _ __ _ _ _ ____ 
k,._
 

1. 	 __ _ ___ 

Sub-Total
 

6. 	 Time Not Accounted For
 

IOTA L
 
100%
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KILWSREQUIRED OF THE FINANCIAL MANAGER -

CONCEPT AND DESCRIPTIONS 

A. coNCPr 

"he nature of the work of financial managers requires thatthey possess certa-in basic skills in order to perform
their work well, 

i]. . S IIs.. R [FD 

"Conc,,ptual skills" neededare by financial managersto erble them to see and understand what goes on
their work minuir, niienL and help them to take 

in 

appropriate actions. his is the ability to "see thebig pictru ", to, plIan ahead rather than just to react. 

lhese ski lls inctI de the mental ability to analyze andirilerpret inf, liorr'in recniued from uarious sources. 
Ilhy i icoiue the t:oabil iLy understand the re. l. ions hip of Ilh, parts to the whole. They alsoinvolce the ,bi lily to break the whole down into itsparts. ConceptualI s kil.ls help managers obtain meaningfr"n ni-nadequate - and of-ten conflicting -- data.Manageres who JIack concop tual skills tend to lose a 
s.rg e of controt aid direction. 

2. h'"mon. R eA Li 9 n x. 1111]s., 

"Human ML . =lionsski lls" are needed to assistf-innci,-m- ionagors to accomplish results through andwi.lh pnple. Financial managers need many differenthhauiural and analytical skills to work effecti elywlth people in and out of their organizations. 

These human relations skills consist of the u,,nyabilities required to understand other people and tointerac. effectiuely with them. Such interpersonal
ski]lls are needed especially in leading, i.e., inmaking decisions and in motiuating and communicating
wit:h subordinates, peers, superiors, and others. 
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3. Adrninistracive Skills 

"Administrative skills" refer to the various things
a,!,;ociated with the planning, organizing, staffing and 
controlling work that managers must. do. 

These skills include Lhe ability of financial managers
to follow policies and procedures, process paperwork
in an orderly manner, and manage expenditures within 
the .imits set by a budget. 

4. Technical Skills 

"lechnical 
skills" include the ability to use the
 
knowledge, Lools, and techniques of a specific

discipline or field, such as accounting, engineering,
 
or health.
 

Financial managers need some knowledge of the
 
technical functions 
 that they are supervising. Most 
financial managers will also continue to perform,
themselves, some of this technical work throughout
their careers --- even though the proportion of time 
they spend performing technical act:ivities can be 
expected to decrease as they move up the organizat.ion 
ladder.
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STEPS IN FINANCIAL PLANNING
 

A. IST STEP: DEFINING MISSION OR PURPOSE 

B. 2N) STEP: DEVELOPING FORECASIS AND IMPLICATIONS 

I. ExLerial forecasts and implications relevant for plan 

2. 
Internal forecasts and implications relevant for plan
 

C, 3RD STEP: SETTING GOALS AND OBJECTIVES WITH STANDARDS
 

I. Hierarchy of Objectives 

o Purpose/Mission 

o Goal (ionger-range, broader) 

o Objective (closer-in, more specific) 

2. Standards telling when achieved
 

D. 4TH STEP: DEVELOPING PROGRAMS: 
THE WORK TO BE ACCOMPLISHED
 

1. Work steps (what? - specific, quantified)
 

2. Schedule (when? - critical path)
 

3. Accountability (who?)
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E. 	 5TH STEP: BUDGETING: DEVELOPING rHE LONG-RANGE FINANCIAL
 
PLAN AND THE SHORI-RANGE BUDGET
 

I. Mirror image in monies of the program 

2. Expendicures and income
 

3. Repeated appraisals of fioiancial feasibility 

F. 	 61H._S[P: DfVUL1!:.OING POLICIES 

A standing decision of ongoing application relating 
to
 
major issues 

G. 	 7Tt STEP: DEVELOPING PROCEDURES 

A statement of how a work operation or activity is to be 
performed 
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F()..R[; . [.-S:.£...;....D..If..NY.IO_.S __ _TOR FXAM PLES
 

A. DEFI.NI .TIO. OF.0N A;."F.'.ORE.!CASTE". 

A statlement. of what we believe fuLure conditions will be 
like as t:hey can be expected to impinge on what we will 
want. to do, i .e., an estimate of a future happening or 
condi tion.
 
A forecast is made wi t.h respect to a planning factor that
 

is essentially .nc...roabe from the point of view of 
the organi7at on. If the factor is controllable by the 
organization, t:hen what is involved is not a "Forecast" 
but a "planning decision" 

Exterral forecasts refer to factors external to the 
or'gan i al-ion that muslt be Laken into account in deue oping 
t:he plan.
 

Intfernal forecasts refer to factors inside the 
organi aLion that must be taken int-o account in developing
the plan and Ihal., over Lhe time span of the forecasting 
per'i d, are by and 1arge not really subject to the 
orqani'a ti on's control but will happen anyway. 

B. EXUERNA. [NU [RONrMENrnA.CHANGE FACTORS TO BE CONSIDERED -

XAMI'[ I S 

laws and regulations L.abor supply and composr:iton 

Populal:aion size and Costs t:hat must be paid 
comnposi t ion 

Pr'ices, that can be clhar'qed Weather factors
 
to consumer's of ser'vices
 

Mar'kel dehmand EI c 

Availabilit:y o I (:orstruction
 
mia terWia]s arnd equ i pmernt.
 

http:S:.�...;....D..If
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C. INTERNAL ENVIRONMENTAL CHANGE FACTORS TO 
BE CONSIDERED -

EXAMPLES
 

1. 	 Human Resources 3. Financial Resources 

Management stafr Earnings 

Professional staff 
 Interest income 

Technical staff Debt repayments 

OfFice, clerical and 
 Etc.
 
manual staff
 

2. 	Phyvsical Resources 4. Systems
 

Buildings 
 IMpuct of accounting system 
Equipment Impact of computer' upgrade 

Supplies Impact of communications 
changes underway
 

Etc,
 

D. IMPLICATION OF A FORECAST 
 DEFINITION AND CONSIDERATIONS
 

I. 	 Definition
 

An implication of a forecast is 
a statement of the necessary
 
consequence ---or significance -- of a forecast for the plan.
2. 	Consideration 

[xternal and internal forecasts should incorporate, or be
accorpanied by, 
statements 
of their implications for the 	plan.
 



F.INlNCI t MONA ".FMFNT WORKSHOP NO. 	 14
PLANNING, ORC.AN[Z[N(, S-AFFING, 

l IAn!)JN(, AND CONIROLIING
KLNYAt 

...........
OALS, AND OBJECTIVES -- DEFINITIONS, 
in 1,, n6 C.I Z_ .... M P LE.Sst-D_.EO.E_ /'_R S.. X_.A _ 

A.	 [) N1,1 ON - N ..OBJ C1.1. VI 

A stateinent oF what., pecifically, we intend to accomplish 

f: 	 HIERARCHY Of OBJECJ IUFS 

.I 	 M. ts'.Y.io n1.urpo s e 

-Ihe ond to be aLtained, i.e., why we are called into 
ex i s Lenc e 

o r, 

tho broadest desci.ptton of what we are supposed to 
ac h 10e 0 

2. 	 Poa.J 

Whit. we intend to achieve over the longer-range period
(more qualitative) 

3 . S ,,if.. Obj.!ct ives
 

What. under'lake to accomplish 
over the near-term period 
(more quan :i La -ive) 

C. 	 EXAMPL.ES OF 11H HIERARCHY OF OBJECTIVES 

Pu rpose/Mission 

lo provide through an educaLion ministry for education ofLhe urban and rural population through classroom programs
meeting national ly--adopted educational andlaws sLandards 

http:EXAMPL.ES
http:ts'.Y.io
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Goal (Qonger-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 centers (defined as centers of over 2,000
populati.on) and to 40% of the rena:ining rural 
population
 

objives horter- an e) 

To conslruct 300 classrooins over the next 18 months inlocal autho, ty X at an average cost not to exceed 
KShs. 15,00u per pupil space, with each facility so
located that intended pupils will be within 3
kilometers of the nearest school 

Action-Oriented _Begin with Action Verb
 

o To c_£onstruc£t 

o To colle ct 

2. Specific as .to esult 

o To construct a..prIary_ scho 

o To collect 50 more in site value rates 

3.Giv2e__StLandard.s or MeaL#suL.res_ 

A standard is a statement that further defines our

goal or object:ive and provides 
us with a measure to
 
tell us when we 
have actually achieved it properly.
 

http:populati.on
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E. EXAMPLES OF OBi CllES AND SIANDARDS 

o.L].j.Ei~c,.].!Nr::D .... . . ........
:u.!i....(:-O . ....;..... :SUR_.F 
OBIJECTIVE COMBINFD WI1114 SFANDARDS/MEASURES 

io construct a pr:irar'y school to hOLuse 300 pupil s to 

south.ast corner of ( and Y streets at no more than KShs. .. q.o... . ..... . i~,h i :.) 22: {.... u.. ._ ....... ... ..... ........................................

p.(-,er_ squr meter by De:cember' 3] , 198, 

or 

o _[i U. .W..il......R. iANDARDS
 

O~jec tive
 

-lo construcL a primary school
 

Sta ndards
 

a. nble to accommodate 300 pupil.s 

b. Meeting lat-(.,sl: Ministry of Education design standards 

c. At. the southeast corner, of X and Y streets 

d. Costs not to exceed KShs . 5,000 per' square meter, 

. Comp] et ion on or, before Deceiber 31 , 1988 
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PROGRAMS -- DEFINITION, CHARACTERISTICS, STEPS, AND EXAMPLE 

A. DEFINrfION 

A program is a sLatemenL of work steps that w- intend to 
accomplish. 

B. CA.RACTERSTICS 
1. 	 Key into the objective (which should usually be stated
 

first) 

2. 	 St ate: 

What is actually to be done, i.e., the work steps 
to be perf-ormed 

When. it is to be done, i.e., the timinq of each 
work step
 

Who is to do iL, i.e., the accountabilit for each
 
work step
 

C. STEPS IN DEVELOPING A PROGRAM 

1. 	 List the work steps to be accomplished.
 

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

3. 	 Delermine For each step what other steps bemust 
complet.ea before it can start. 

4. 	 Dotermine the cr'itical path, i.e., the series of steps
that will determine the minimum time for completion of 
the projecL. 

5. 	 Show Lhe scheduled bcginning and completion dates for' 
each step on the critical path. 

http:complet.ea
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6. Show the scheduled beginning 
and completion dates for
 
all other steps.
 

7. Show, in oFLerms names or, position titles, who isprimarily accountable for each step and any major

collateral accountabilities. 

D. CRITICAL PATH 

The critical path is 
that sequence of 
steps through the
project th it will take the longest to perform one at atime. Paradoxically, this longest path through the workprogram is also the shortest time in which the project canbe completed. More flexibility exists regarding thetiming of all 
of those other steps not on the critical
 
path.
 

EXAMPLE FOR A PROJECT 

To build a primary school
 

Work Pr or.aln 

Work Steps Schedule Account abil it 
a. Acquire site 
 1/1-28/2/86 
 MAII (CJK)*
 

1/3-.31/3/86
b. Clear and grade ste AHL c. Build foundation 
 1/4-31/5/86 
 MMK
 
d. Etc. 

Initials, or' names, of person(s) or, position titleswith major col.laterai responsibilities 
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BUDGETS - DEFINITION AND EXAMPLES 

A. DE_FINITI.ON 

A budget is an itemized estimale of expected income and expense for a giuen period in the future. It is the
financial representation 
 .--.or mirror image in shillings
-- of- t:he work program for the organization unit or 
project .
 

EXAMPIt OF PRO]JEC1 B[UDGETKSHS 

, W rA. r 0 gr o, n cts S 

Work Stps Expe n di tur es 

a. Form Ilou,.,ing Cooper'ati ue 25,000b : t-rmin, SWizi of S ite 20,000 
c .	 Arrange F i cing 6,000
d 	 [)oterminet LocaItion oF Si.t:e 20,000e .Acquiro Siet 500,000

f, 	 Suruev Site 50,000

g. 	 Develop Physical Design 125,000

h. 	 lender ConstrucLion 10,000
SEt: . (to be defined) 4344 000 

10lA 5,100,000
 

2. Income Sources and Amounts 

So0II r co s_.... .]nco_e 

d 	 Conrr'ibulion from Local Authority 500,000 

b 	 B rrowinq from Nat.ional lousing

Co r'po rat-ion 
 4,000,000 

C. 	 lIc. (to be defined) .600,OQ
 

I() IFl 5,100,000 

http:DE_FINITI.ON
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EXAMPLE OF ANNUAL BUDGETS (KS1S). 

Local Authority Budqet 

1. Expenditures 

DepartmenL A 

Section 1 
Section 2 

800,000 
3,000,000 

Sec Lion 3 1,200,000 

Sub-total 5,000,000 

Department B 

Section 1 1,000,000 
Section 2 1L,500._QQOO0 

Sub-Total 2,500,000 

Department C 3 500000 

TOTAL 11,000,000 

2. 'Income 

Etc. (to be defined) 11,000,000 
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cISPO.CI DFFI.. IOC_ AND_ EXAMPLES 

A. 	 D.E FIN.TTI1ON 

A standing decision of ongoing application relating to 
issues that: 

o 	 require top managemenL attention, 

o 	 will arise over and over again, and 

o 	 are best resolved -in a consistent manner each time. 

0. 	 EXAMPI.ES
 

Poli.cies for
- -	 - or.. at.J 1ousin-o.! '; .r roj.e ct-- -f - --....-- F..L 

o 	 Ihe morL.gaqe period will be 25 years. 

o 	 lhe interest ratLe will be a variable rate at 3% 
moro t:han Lhe comm-rcial bank prime rate, adjusted 
annual ly. 

o 	 An occupant of a housing unit may rent no more 
I:han on,- room to another person and must h~mself 
occupy i rema:inder of the housing unit. 

" 	 The oc pant may be evicted and the housing unit 
reposscsed after rent has been unpaid for three 
rionths 

o 	 Etc. 

http:EXAMPI.ES
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PROCEDURES --~DEFINITION AND EXAMPLES
 

A. DEFINITION
 

A statemenL of how a r'outine jork operation or activity is 
to be perFormed, rllating I:o matters thaiL: 

o 	 are Asually dec:ided at lower levels, 

o 	 must be carried out again and again, and 

o 	 can most eff:icient:.ly be carried out the same way each 
time. 

B. EXAMPLES
 

Procedures forr~~~~~o.£_e~~~~d...----,_ !.s. ng Proiec. [e t_.P 	r.es_.( a..-_..Ilousi. n _ 

" 	 Applicants Must apply For, housing units at the 
Council 's Hous:i.ng DepartmenL offi.ce. 

o 	 rhe applicatLon Fee must be paid at the time of 
app1.icati on 

o 	 Month]y paymonL invoices and envelopes will be 
prov:ided at: the tine of" loan approval for the first 12 
months of po4yment s and will be mrailed to occupants 
annually thereafter. 

" 	 Complainis about maintenance or the common properties
and utli.it y i nfras t:ruc Lur'e IILIS t.be submL tted in 
writing to the Hous:ing Department, 

o Etc. 

http:Hous:i.ng
http:eff:icient:.ly
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THE PLANNING PROCESS
 

hission Exter)l 1Forecasts; !Itd j. rk Stp. ,
 
or I - - vxI
]c ,I[qct)]turcs 

rio]actu
 

tonEvali~ 1q)h1tvin tion of Pxr 

0A 
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RELATIONSHIP BETWEEN LONG-RANG AND SHORT-RANGE PLANS
 

, C) NO ' 

* ~~1986/87 

1986/87 B98/89 1989/90 

T 

1990/91 

1S[ 

Cimmcia-Plal 
6L; 

[ CbjFtireca 

January I Feornory I Mrch T Apri, PUY June 
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TYPES OF PLANNING -- DEFINITIONS AND EXAMPLES
 

A. STRATEGIC PLANNING 

1 . Def i ni tJ on 

Plans thot establish the nature of the organization,
its mission or purpose, its long--range goals, its
long-.range pro)qrarns, and its long-range Financial plan
for achioving them 

2. Exam.piri Ple 

A plan for a local authority that indicates what itwill seek to achieve, at what costs, and with what 
resources, to provide for needs of the wananchi over 
the remainder of this century 

work of the organization and its departments and
 

B. OPERATIONL PLANNINc; 

1. Dofinition 

Plans that def-ine the 
programs, and budgets 

more immediate objectives, work 
For the recurrent and ongoing 

seclions 

2.Exml 

A plan that indicates what the health department will

seek to achieve, at what costs, and with what 
resources, to improve its preventive and curative
 
programs 
in areas of human disease and malnutrition 
and animal diseases over the period of the next one or 
two years 

C. PROJECTI PLANNING 

1. Def.i ni tion 

PI an i rig for i spVc:i fi c project., one usua I Iy defined 
as having a spciFic beginninq and completion, serving
a ur:iqu(. purpose, and oftien but riot always involving 
cap it-al. experidit uris 
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D. CONJTINGENCY PLANIN~IIG ~> 
1. Definition 

Planning not for what we expect to happen ,but for,whaCtNconceivably might happen~ outside ouirbaiexpectations., We plan now for thelactiins'wei wil-1
take in,:Lkhe future iF the contingency',should :tcur.gu 

2. Excample, 

A plan for ad~apting and.reduci ng. the scope 'oF. thehousing estate construc~ion Program~ if. during its'construction, actual resources fall' shor't oF those---Y' 
anticipated.­

~v E. FAIL-SAFE PLANNJING' 

'',Planning~that,~ involves actioris ard expetdttre's -of'' 
resour ,ces now that are inteanded to pu.t us ina 'betterposition if. events .later .turn out. to .be materially,"di eetfrom wihat eexet We decide to'Ancu~rthesee xpenditures now for someLhing we do~snot' expecL'to happ'en i e.., in oneisense, likel~y coipletely:
wa 'ting this mney,,--beca.use the~ cost~s to us~of­,e!ponding should'the unexpDcted -eu~n'ltrOIwould'be so. great.' Q~hlte cr 

A 
X ' 

V -, 

'5 

2 lEaplnte 
A-ln oincrease~by, 50%' the 'budget f'or building a'~~c~Nhighway <overpass 'to. permnft 1' t to handle four 1anes 'of'iraffic rather thnteexece~o ae becaiuse oF-­ the' uniey but 'conceivabl'ep' ~Sb1ii'tht '­

Spopulation-growth and~5na'tionaI highway, pI_-nihg .will.result in adecision by t4he approprte mt itr 
-~~i e ministr tho~ 95' 

exath highway to Four'-S, y'99 

~ ~ SI~ V 5'5 
T 
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PLANNING RESPONSIBILITIES OF LOCAL AUTIHORITIES
 

Personn~el 

~Supp) Equi[]lxiI ties 

U/) 

Electrical/Uitcc 
Sewerage Necds 

Owimd/1?2nted Buildings 

4 

01 

1" 

Budgetin
Rvenue Cen.ration 

Taxes 
Fees 
Licens.~c 

Expx:ndit ures 

Cltrls-1cj j t 

Bo r w ings/Repaynents 
Etc. 

ONO 
y N-1't 

10 
cz 

I 
NHighway 

7 ."Water 

C ~z 

Se;urity Services 
Fire Services 
Health Services 

Maintenance 
Recrcational Services 
Education Programs 
trket Operations

Bus Park Operations
Slaughterhouse Operations 
Housing Adnnistration 
Sewerage Operations 

Systemi Operations 
Etc. 

0 

z 
G) 

H 

E 
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GROUPING THE WORK T'O BE PERFORMED -

DEFINIMIONS. FACTORS, AND EXAMPLES
 

A. oR GANI'Z.I N(3 

Organizing is grouping the work to be performed in 
logically .relat-ed categories so Lhat iL can be 
accompl:ished efficicrntly and effectively. It involves 
t hroe activii: es, as f o tlows. 

a. Developing Lht: orgariizaL onal structure 

b. Delegating the work Lo people 

c. Defining l:ine and staff relationships 

B. STRUCTURING THE WORK .O BIE DONE 

Organization structure is based not on establishing 
relationships among people but instead on grouping the 
work to be done into logical categories for efficient and 
effective accomplishment of organizational goals and 
objectives. 

C. TYPES OF ROUP[NGS 

1. Funct.ional Organization 

a. Definition 

A funcLional organization is structured around the 
tpes of- (proFessional) work to be performed. 

b. Examplo Ies 

lhe line organization in the oil. company where 
work to be done is Finding oil (1oxploration
skills), refining arid producing oil products 

the 

(productions skills), selling the product 
(marketing skills), etc. 



- 2 --

Some organizatilonal uni ts :in the local authority
where the work to be done is cont:rolling the money
(finance/accourting skill1.s), :echni cal project
developmentn and maragemont. (ergineer:ing skills), 
etc. 

a. DQfiraijty.n z, io 

A divisional organrization Tis sfructured around the 
result.s t:o he achieved. Fypicaly, each division 
more 5 aor loss,,reoemb].es sma]ler se]f-conLa:ined
organizaciton capable of oper'at-ing more or less 
independenlyli} of olhr's at :it s love]. 

b. Examples 

In [he radio/iU firm, [he line organization is
 
likely t:o be ar'ourd a major segment of the market,

such as the nws div:isi.orn and the
 
made-for -IU mouve and-documntary divis ion with
 
each such divisioni staff(d with finance, T.U.
 
product:Tion, marketing, and other Itechnical skills.
 

A largo congi nemra Ie compiany is l ikely to be 
organized wiLh ajor divisions For, major product:s
such as ocean shippirig, iil.and Lr'anspor'l.atlior,
cigar'et-te imaruf actlur'' and sale s, and Lhe like. 

A .ar'ge JnI rnat mml I:bank may i:- organized 
geographiically,I Iwilh di vis ions for t:he U.S.,
Canada, lWt in "i dr, [ur'ope, the M:idcle<, Last,
Asia, and Atr'ica. gain, ach diusion will, in 
tur'n, be mad up of ftrcLiona] deparlftrmls of: 
people wiLh tLme :;s'uvr'al Vpes oF I:r'ofessiomal 
ski l.]s n . de(;ld. 

1he loc author-ity may include, un!iLs such as 
so(:ial seruice aid parks aind recreatiorn wher'o 
or'gan /ization -is mor'c in ter'mus of the r'esu]ts to be 
achi.ev ed than oF I:he pr'oFessional backg round of 
the :taff 

Q2
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Not:e again the distinclion between: 

o 	 the functional or'ganization where all lawyers 
are grouped t:ogether as are (311 accountants,
all mirketing people, and all engineers, and 

o 	 the diui-sional or'garnization uwhore each major,
divis:ion has its cadre of, e.g., lawyers,
accountFants, markeling staff, and engineers.
Here Lhe orqganizational pr inciple is the 
resuI-s to be achieved. for example,
miinuFaci.ur'e and sales of diff er'ing products,
or' 	 saolet in various geographical areas 

3. 	 Proi-eL Or anizat i)n 

a. 	 Definition 

A project organization is a group oF people pulled
together to accomplish a particular project: or
effort . usually more-or--less fully detached From 
thei.r nor'mal1 units For the dur'ation of the
projoc[.. Such an organization :is typically set up 
on an ad hoc bas i s £ -a need arises and goes ouiof 	 exist[rico when its initial object:ives have been 
a c h ieue . 

b. 	 Exartp ls 

* 	 1he Manhat.t tan Pr'oject set up in the United 
Slalos dur'ing Norld War 11 to develop the 
First at nllc bomb 

* he organii/ai-on of 	 half a million Filipinos
set 	 up in [ecmber and January 1985/86 to try 
t1o assure fair ,lcti:ons in the Philippines 

S 	 I task force set up to prepare a national. 
Five-year plan .- in which the staff members 
are dotachod from their normal units and 
assigned on a fhuLl--time basis for a specific 
por'iod c F I.iMe 
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4. 	Matrix Orgoanization
 

a. 	 Defin iti o n 

Ai matrix organization is an organization in which a project manager is appointed to work withselected sLaff: remainwho administratively locatedin their several departments. Such staff members may 	 be members 
may 	

oF more than one such gr'ouping andcontinue with assignments for their normal
line managurs 

b .	 Ex-amp les. 

SIt i.s decided to devel.op and market a new CocaCola. The company appoints a New Coke Managerwho is authorized to draw on specialists fromexisting departments as needs tohe them
accorrpl.fh this task. 

o 	 The National Housing Corporation decides in
early 1985 to form a matri.x organization toplan For and bring about: a major Upgrading of
its 	compu ter services. 

o 	 A local authority sets up a team to prepare aLocal. Authority Devel.opmenL Program or carry
out some other major planning or 
ad mi n i s t ra ti,v e effort. . 

_.LOCAL ATOTYRflITONAL SJrkuc]URE -- E~XAMPLES 
U .--....-.-... .-...- . I.. 

* 	 Council. comm.ttee strucLure is l.kkely t.o be
divisional: organized by results Lo be 
 achieved in
finance, social services, pub] i.c works, etc. 

o 	 The treasurer's, engineer's, and public health

departments are to
likely represent functional
groupings, i . o. , organized by the ty'p o -echnicalwork to be performed. 1he par.s and social. services
departments are likely to be more divisional -.- morelargely organized by results to be achieved than bythe 	 functional or technical jork to be performed. 

o 	 A rmiaLrix or'ganizaLion under the leadershi.p of thetreasurer or clerk may develop a Local AuthorityDeve] opment Program or' put together the annual budget. 
Local aWthoriLios Lypica ly do riot apprear to be large
enough to astablish formal project Leams with staff more or less completely detached Fron th-ir previousdepartr, nLs. However, the City Commiss iaon of Nairobimight., For example, do so in cornect ion wtiLh planrmiLngfor 	maJor conipuL:rization or some other £uch specific, 
very major, and long-Lrm task. 

0 

http:accorrpl.fh
http:devel.op
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SPAN OF CONTROL AND LEVELS OF ORGANIZATION -
D .EFINIONS
ANDCONSIDERATIONS
 

A. SPAN OF CONTROL
 

I. 	Definition
 

"Span of control." is the number of persons and scope

of activities for which 
a manager is responsible and
 
accountable.
 

2. 	Considerations
 

Spans of control properly are functions of such
 
fa :tors as the follotJing: 

o lhe complexity of the work
 

" The extent to 
which clear and understandable 
policies and procedures can be defined and

communicated to serve as effective guidelines to 
the work staff 

o 	 The degree of independence within guidelines that 
can be allowed each worker 

" 	 The impact. of 
good or bad performance on the 
overa].l organization 

" 	 The ability of 
a manager to physically oversee the
 
work staff
 

" 
 The 	size of the organization and particular
 
function
 

B. LEVELS OF ORGANIZATION
 

1. 	Definition
 

"Levels of organization" is the number of level.s in
the 	hierarchy from the 
top 	executive to the

lowjest-.eve].worker. Number of levels is a count of

the number of reporting relationships from top 
to

bottom (not the number of government grades or of any
other such factors 
that attribute "rank" to individual
 
positions).
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Pot..ntlal Dlstdua Otag~s of Lir(e ind Sil Ni i,.rs of­

o 	 A large numbvr of or'qorgnization lvoBs: 

incr''ase (:(JIIrl.Irmi i (: 1 pr'ob mi.,i 

pIa:Ices key per';nnnl , .IuIr'al I ve Is away from 
Lop-lo uJp, <;I.Ir'r ision,
 

can r Ir in l
lI 	 unIder' Iny.ollll ntl. or Superuisory
st..f f , and 

can 
resul;ItI I 	 i ''xc! s,.i,i uv r't3(;hIJl'l(;dn rl(:y andI1fll'P- I (: j erl(: . 

0 n ;mall uItlll)r of IeveIs:
 

(:an r'e;l i in I () va a
Il.uy Imglemenl 
r't ;It(ujn i i Iby (n dfitraq rs, 

cln our 	 ox I end Imnagr,; i n regard o theirll I y In provide (;omp"IOlrt ochica]. 
silppr'v,. ;i in, ari 

can rps.uilI I I ia ;I..uaI dcirect i on Lo 
excessivle ly largoe shl-F g r'oups. 
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DELEGATING WORK 1O BE DONE 
- DEFINTlONS 

A. DELEGATION
 

1,. Defin.Iton
 

Delegation means taking par't of 
the work for which a
 
manager is responsible and asking someone else to 
do

it, 
 Delegation involves assigrning responsibility and
 
commensurate authority 
to others and then holding them
 
accountable for results,
 

B. R..EPOI LIY 

J . Definition 

Responsibility means an obligation to carry out a
 
piece of work or achieve a result.
 

C. AUTY
 

I. D0efin-iti!on 

Authority means the power 
to take action directly or
 
through others to get results.
 

Commensurate authority refers 
to delegations of such

polAjers that are broad enough in scope to make it 
possible for' the person occupying the position to
achieve the results for the attainment of which he is 
held accountab e. 

I). ACCO.JNTI! 1..._Y 

Accountability means the obl:igation tM achieve
 
r'esult:s. While responsibility 1o do work and
 
aithority 
to take needed actions can be delegated, a
 
managr cannot delegate his own accountability for
r!;uj 1s. 
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LINE AND STAFF - DEFINITIONS AND EXAMPLES
 

A. LINE
 

I . Defi nitions
 

L.n.erelationships _mean the 
authority that supervisorsexercise over their immediate subordinates -- directed
dowmnjard through successi.vely lower organization
levels, 

Line 	organizatior! means departmentsthe responsible
"at ihe front line" for accomplishing the primary work 
of fThe organization, 

2. 	Examples
 

Line relationships include:
 

o 	 [he treasure, to his chiefdeputy or accountant
 

o lhe principal to his teaching staff 

Line organizations include: 

o 	 The front: ine combat troops 

o 	 The marketing department 

o 	 The slaughterhoule unit 

8. 	 STAFF
 

1. 	 D efikniti on s
 

S.taf-f_re..l.a-t..ons...hips to
... refor the provisioon of adviceand assistance to a person in a line. or, other staff 
-...posi Lion 

S.lt-aff org._.orgjan..Jza
t-orl means the de:part.m,.,rit.s rusponsih]e
For providing advice and ass-is-ance 1-o lino or othir
staff deparLmnirits 
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2, 	 Examples
 

Staff relationships include:
 

o The treasurer in providing financial advice and 
support to the clerk or to another department head
 

o The legal officer to the clerk or treasurer
 

o The establishment officer to department heads 

Staff organizations include: 

o 	 The supply deparLment in the military forces 

o 	 The legal office 

o 	 The personnel or' establishment unit 
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WORKSHOP EXERCISE 
- DEVELOP AN IDEAL ORGANIZATIONAL 
STRUCTURE FOR A LOCAL AUTHORITY
 

Please form into groups. Select a real or hypothetical local

authority. If it is a rea1 local authority, choose one where
 
you believe organizational improvements feasible. Briefly
are 
characterize, in Sectior A below, the local authority and its 
area in terms of population, economic activity such as industry
and agriculture, major services, size of present staff, and
major prugrams, then complete the remainder of the format
 
below, i.e., Sections B and C.
 

A. CHARACTERISTICS OF LOCAL. AUTHORITY
 

B. IDEAL ORGANIZAJION STRUCTURE 

1, Council:
 

Draw a chart showing ideal organization of the

councillors including numbers of persons in the
councilI and in each of its committees . Identify
whether the organizational principle for each 
cor .e is functional (grouping together personsLtEc 

with simillar sK.ills) or divisional (structured around 
results to be achieved). 
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2. Line (Operatinr__q)Departments
 

Draw a chart showing ideal organization of the line
 
work of the council into major, coherently-organized 
line department.s (or units). Indicate whether the 
organizational principle for each unit is functional 
or divisional. 

3. Two Line (OperatinJDepartments 

Draw two charts showing, for each of two major line
 
departments, the ideal organization of the work of the
 
departmenL into sec tions and next-level units. 
Indicate wohether the organizaLional principle For each 
un-it is funct-ional or divi sional 

1. Operating DepLrLment H 1 ... _.. 

2. Operating Department # 2 
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4. Staff Departments
 

Draw a chart showing organization of the staff work of
 
the council into major, coherently-organized staff

depart mertis (or units). Indicate whether the 
organizational principle 
for each unit is functional
 
or divisional. 

5. Treasurer's Department 

Draw a chart showing for 
department i.e. , that 

organization of- the work 
sectLions ind lower'-level 
orgarlizi.-ind] principle 

one major --- primarily staff 
of treasurer, the 
of the department into 
units. Indicate whether the 
for each unit is functional 

or' divisional. 
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C. DELEGATION
 

Select one section head in the treasurer's department and
 
list three delegations, indicating major responsibilities,
 
authorities, and accountabilities.
 

1. Section Head:
 

a. Responsibilities
 

(2)
 

(3)
 

b. Authorities
 

(1)
 

(2)
 

(3)
 

c. Accountabilities
 

(2) --- ----­

(3)....
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RECRUITING FINANCIAL MANAGEMENT STAFF 
-


CONCEPT AND CONSIDERATIONS
 

A. 	 CONCEPT
 

With the plans developed and the organization structure

defined, it is necessary to recruit needed financial
 
management staff.
 

B. 	 RECRUITING FINANCIAL MANAGEMENT STAFF
 

1. 	Sources
 

a. Recruitment from Inside the Local Authority
 

Potential advantages:
 

o Better rounded knowledge of the candidate
 

0 Famiiaritv of the candidate with the 
local
 
authority's needs, problems, work, and people
 
-- i.e., a shorter orientation and training

period in the new job will. be required 

o 	 Reward to individual employees for past
excel.l ent performance 

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

0 	 EIc 

Potential di sadvanLages: 

0 	 [he cardidate may not be the best available 
f or opening 

o 	 PossibiiLy of decision being influenced by
Favouri:.ism, nepotism, the influence of 
cliques, etc. 

0 	 Loss of the fresh perspective and, often, the
 
enthusiasm of a candidate From outside the
 
local authority 

o 	 Etc. 
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b. 	Recruitment from Outside the Local Authority
 

Potential advantages
 

o 	 Access to a much larger pool of 
talented
 
persons
 

o 	 Ability to brin; in "new blood", i.e., persons

with fresh perspectives, not saddled down with
 
the burden of 
past personal relationships and
 
possibly negative attitudes
 

o 	 Abi. ty to appoint a much more qualified 
person, e.g., move 
of a treasurer from a
 
smaller council to a larger one or of a deputy

treasurer from a bigge'r council who is now 
ready to serve as treasurer in a somewhat
 
smaller one
 

o 	 Etc.
 

Potential disadvantages
 

o 
 Lack of in-depth knowledge of the candidate
 

" 
 Time and expense involved in outside
 
recruitment versus transfer of an existing 
employee 

" 	 Time and expense required for a professional 
job of reerence checking 

o 	 Etc. 
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c. 
Ways To Locate Financial Staff
 

Internal
 

o Personal knowledge of individuals 

o Personnel file: reports, evaluations, etc. 

o Posting of notices of openings 

o Word of mouth 

o Etc. 

External
 

o Public Service Commission
 

o 
 Ministry of Local Government
 

o Other governmen[t agencies 

o Advertising in newspapers 

o Etc. 
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IDENTIFYING POIENTIAL FINANCIAL MANAGEMENT STAFF -


CONCEPTS AND EXAMP ES
 

A. 	 CONCEPT
 

Recruitment of staff will be improved if the factors to be
 
considered in selecting staff are carefully defined in
 
advan,.e.
 

B. 	 FACTORS TO BE CONSIDERED
 

1, Inherent Abilities
 

a. 	Concept
 

Each position has different inherent requirements
 
as far as a candidate's makeup is concerned,
 

b. 	Examples
 

o 	 An accountant must be adept with numbers and
 

computations.
 

o 	 A trainer must be comfortable with people.
 

o 	 A manager must exhibit good judgment and must
 
have a temperament that is "balanced".
 

o 	 Ability to communicate well will be important
 
for many positions.
 

We must avoid putting "square pegs" in "round
 
holes".
 

2. 	Formal Education
 

a. 	General. Education
 

(1) .-ol. .p.
.
 

A certain level of general education is 
expect-ed of all candidates ....but varying by 
position. 

(2) 	 Exa.rph s
 

One or t.wo, languages
 

Numerical skills
 

Acquintance with the social and political 
n vi r or illuntn 
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b. Technical Education
 

(1) Concept
 

Specific technical education (or

compensating/equivalent experience) is
 
required for most positions
 

(2) Examples
 

Engineering training for 
an engineer
 

Accountancy training for an 
accountant
 

Health sciences training for a health officer
 

Management training for 
a manager
 

3. Training after Leaui ng_School
 

a. Conc ept
 

Formal traininq in relevant fields after leaving
school is sometimes a requirement and always an
 
asset - as is meaningful, more informal,
 
on-the--job training.
 

b. Examples
 

On-the-job experience is 
most important for all
 
but entrance-level positions.
 

Special training programs 
are of many types, e.g.,

KIA, GT--Mombasa, GTI-Maseno, and other
governmental and trainingprivate institution 
programs . The Kenyan Government sends selected
staff to extended prcgraRmis in both Kenya and suchforeign countries as BriLian,Great- Business
firms offer tr'a-InIng pr'ograms to their own staff 
and sometimos to other persons. Etc. 

4. Exp.rience in Past. Pos itions 

a. Concept 

Sati sfact.ory performance in many jobs requi.res
years of: ixperience in positions similar to I:hose
being f(i-Iid by the local authority. 
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b, Examles 

A candidate for treasurer should have had seniorexperience in other organizations, preferably for 
a period in a local authority 
..--as, e.g., having

served as deputy treasurer in a larger authority. 
A candidate for chief accountant should have had 
some years of experience in related positions in,:overnment, business, or a not-for-profit 
organization.
 

. QalJty.of Perf_.rmnE n Pas _Pos:jtions 

a. Concep t 

*The one factor that looms over all the rest as themost important predictor of success of a potentialemployee is Lhe quality of performance in past
positions held by the candidate. 

b. Factors_
 

The potential recruit who has performed in
disappointing manner earlier 
a 

in positions isunlikely to do well in yours. And the recruit whohas had nothing but compliments from previous
employers i.s likely to be a good risk for yourcouncil. Technical and other skills and knowledgecan be learned but it is difficult to imprint the
habit of professionalism and the striving for
excellence on a person not before successfull.y

challenged in these ways by 
his own internal
 
makeup.
 

However, sometimes a candidate who has 
not done

well elsewhere may do 
so in a new assignment

where, for example:
 

" the employee was given a job for which he was 
not equ:i pped, 

" personality factors in the previous employment
situation inhibited the candidate's 
performance, 

o the employee was not sufficiently challenged,
e.g., possibly not even kept busy (a frequent

cause of unsatisfactory performance), 

o etc. 

A
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SELECTING FINANCIAL MANAGEMENT STAFF -CONCEPTS AND EXAMPLES
 

A. SELECTION PROCESS
 

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

2. 	Examples of 
Possible Processes
 

Hiring "good old Joe"
 

Having several 
persons interview candidates followed

by 
a group discussion among the interviewers and
development of a concensus 
recommendation regarding

employment
 

Preparation of independent written evaluations by

several interviewers
 

Etc.
 

B. Reference Checkina
 

1. 	ConcepE_
 

It is most important that reference checking 
be
 
undertaken .- in a professional manner 
-- on every
candidate being seriously considired for a position,
with the only possible exceptions being for very
low-leve] and routine positions. 

2. 	Consideration
 

Written references are far less 
useful than reference

checking based on oral c-nversations with persons

familiar with a candidate's performance in previous
jobs .
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ASSIGNING ORIENTING 
TRAININCGG AND DEVELOPING 
FINANCIAL MANAGEMENT STAT - CONCEPT AND MECHANISMS
 

A. CONCEPT
 

The task of fitting a new employee into a position has
only just begun when recruitment has been completed. The
 
means chosen for assignment, orientation, training anddevelopment will importantly determine the eventual level
of perlormance, 

B. ASSIGNING AND ORIENTING STAFF - EXAMPLES OF MECHANISMS 
AVAILABLE
 

o 	 Sharing a carefully-prepared job description with theemployee. The job description is really both (1) the
employee's side of the impIicit contract between
employer and employee: i.e., what it is that theemployee will be expected to do in return for thecompensation and other benefits of the job, and (2)the basis for future job evaluations. 

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

o 	 Providing orientalion by a compet:ent staff nember in
regard to the local authority, the department, and the
 
narrower, technical aspects 
of the position.
 

o 	 Introducing the employee to 
all 	of those persons who

will oversee 
his work and with whom he will interact
 
in his job.
 

o 	 Providing especially close direction and guidance the
 
first few days.
 

C. FRAINING AND DEVELOPING STAFF -
EXAMPLES OF MECHANISMS
 

AVAILABLE
 

o On-the-job training by supervisors or colleagues
 

o 	 Rotational assignments in areas related to the job
 

o 	 Short-term training courses
 

o 	 Longer-term training courses (in some instances)
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COMPENSATING FINANCIAL MANAGEMENT STAFF -

CONCEPT, MECHANISMS, AND CONSIDERATIONS
 

A. CONCEPT
 

Compensation is the employer's part of the implicit
 
employment contract in return for which the employee
 
commits to perform the work assigned.
 

B. COMPENSATION MECHANISMS
 

The general salary table may be increased, usually more or
 
less reflecting the impact of general price inflation in
 
the economy. While such inflationary increases are
 
appreciated, they do little or nothing to reward good
 
performance and to 'provide ei.,ployees and their families
 
with improved living conditions.
 

In some compensation systems, the employee may receive a
 
step increase wiLhin his grade either automatically or as
 
a reward for good performance.
 

The employee's present job may be reclassified -­
unchanged -- to a higher grade.
 

The employee may receive a promotion to a higher-level
 
positiun.
 

The employee may be provided with overtime or other
 
special earning opportunities. However, note that
 
receiving more money for more hours of work does not
 
represent an increase in rate of pay.
 

C. CONCLUSION ON COMPENSATION
 

Fair and equitable compensation and periodic salary
 
increases are a reasonable expectation to which local
 
authorities should attempt to respond in the instances of
 
deserving employees ---subject to the limitations that the
 
local authorities ,!niversali4 face.
 

Training is primarily intended to equip a 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.
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P[LROMOT ING, _TRANSFERRING AND DISCHARGING
 
.F.I.NANCIAL M.NAG_E TAFF - CONCEPT AND CONSIDERATIONS
 

A. 	 CONCEP]P 

Recru-itment of staff is but the fir'st step in the career 
progression oF an ,inployee. It is extremely important to 
devote proper aLtention to subsequent changes in the 
employee' s S tatLS. 

B. 	 PROMO-1lON§;... : _. . [... ..........1RANSFERS. R.S.........
_ _......... AND.. ._. . 

Reassignment of staff may be undertaken for reasons such 
as the following. 

o 	 lo put an employee in a job for which he is better
fitted than the one he has at the moment, i.e. to 
better match the "square peg" Lo a "square hole" 

" 	 To give an eirp/oyee added experience as a step in his 
developmlen t 

" 	 lo fi] a uacant position considered more important
than the one employee is presently in 

" 	 lo promote the employee to a higher-level position for 
which he is judged to be fitted 

C. 	 T.ER.MINA.T ONS 

Jerminations may be made for reasons such as the following. 

o 	 Incompeten:e in the job 

o 	 Insubordination 

o 	 Punishment for infractions of guidelines and procedures 

o 	 Lack of continuing need ;-jr the position or lack of 
funds to support it 
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Terminations should ordinarily be 
preceded by the
 
following:
 

o 	 Provision to an employee of a clear, written

description oF What is expected of him, i.e., a good
job 	description
 

" 	 Conduct of regular, periodic oral and written
evaluations of and with the employee 

" Written warnings clearly describing performance
deficiencies and steps that: will be taken if
 
performance does 
 not improve 

/
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WORKSHOP EXERCISE - DEUELOP A STAFFING PLAN
 
FOR A FINANCIAL MANAGEMENT POSITION
 

Please form into groups and complete the format provided below.
 

A. POSITION
 

Select two positions in the finance area. One should be
 
at the general level of chief accountant, auditor or chief
 
revenue officer, The other should be one or two
 
organizational levels lower. What are these two positions?
 

Position # 1:
 

Position # 2:
 

For each position, complete the following sections:
 

Position # 1 Position # 2
 

8. RECRUITMENT
 

1. What potential sources exist for locating needed staff?
 

a. From within the local authority
 

b. From outside the local authority
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Psjon _n# 1 	 Position.#_ 2 

2. 	 What means right you employ for identifying potential
staff (e.g., advertisinq, posting notices, etc.)? 

a. 	 Internal 

b. ExternrAal 

C . fCIST _oCI.AONS![DERD 

1. What inhereit personal 
have? 

abilities should a candidate 

2. What Formal educalion is required? 

3. What training might: you expect 
acqu-ired after ]leaving school? 

a candidate to have 
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Position # 1 Position # 2
 

4. What experience in past positions would you expect?
 

5. What types of questions would you expect to ask and
 
what types of reports would you expect to receive
 
regarding quality of performance in past positions?
 

D,. SL. oN. .. 

Having idenli fied potential candidates, what selection
 
process would you employ and who, if anyone else, 
should
 
you involve in the process and how?
 

E. GNING AN.. ORIENTING HE NEW EMPLOYE 

1. What steps would you 
take in initially assigning the
 
new employee to the -job?
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Position R I 	 Position # 2 

2. 	 What steps uould you take to orient the new employee 
into the posation? 

F. TRAINING AND DEVELOPING THE EMPLOYEE 

1. 	 What types of traaning would you attempt to work out 
for the nyw employce and when ? 

2. 	 What other steps would you undertake to develop the 
employee's ability to achreue the desired results? 

G COMPENSATING Ili EMPLOYEE 

1. What can you say about the strategy and approach you
 
would uta.h1zt in ttempting to fairly compensate the 
employee for his contributions to your local authority? 

(N,
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Position # 1 	 Position # 2 

.	 CHANGING THE T[IUS OF IlIE EMPLOYE[ 

1. 	 What can you say about what- you Ilight envision as your 
plan for the career, progresson of Lhe employee? 

2. 	 What steps might you attemnpt in an effort to salvage 
the employee if he failed to meet: your performance 
expectations? 
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THE L[AEDERSFIIP FUNCTION- DFINITION, IYPES, AND ACTIUITIES 

A. FIN.T[ON 

Leadership is the process of influencing indiuidual and 
group activities toward goal setling and goal achievement. 

" 	 M.nagemft i nuolues all of the five major functions of 
planning, orqarizinq, s[aFfing, leading, and 
contro ll i nig 

LLeadership ref er's Lo getting th:ings done through and 
111h people. 

U. -IYP EBS f I.EAI)IRS, 

flutocr o ic .leader's - who make most of the decisions, 
"push" Iho members oF their teams, emphasize obedience to 
their diroct i ins, and of-ten discourage the provision of 
advice by subordi-na Los and others 

Democri or parLicipat:iue leaders -- who seek the team's 
parfi(cipavion in goil spl.Lting and determining how best to 
(:c r'ry out a job 

Permiss 7 ve leoaders who at only broad goals- -. set, best, 
and exp c.. I-Iohe umembers oF their' t-ealms to define their own 

oh j oct. w(.,, andmore speci f i c i , work programs, ways of 
get.[rg the work done 

1alk-.orien L,.d lIaders - who concentrate on the specific
work acli.uiLi,'s required to get the job done 

Pqopi-e-ri.riendl . eadeWr. - who put primary emphasis on the 
meeti ng of: A he reeds the of memnber sneedlilard welFare the 
of thFl i r" team 

Most f-inancial manager's are combinations of these 
categories, wkiLh each emphasizing certain leadership 
characteristics over others.
 

C. ACTVITIE L DE SH IP FUNCTI ON 

1, 	 Decision mak:ing 

2. 	 Communicating
 

3. 	 Motivati.ng 

cb\ 

http:Motivati.ng
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DECISION MNKIN; AND[ DEFINITION OF THE PROBLEM ­
__.!D. __ ___. CONC EPT..._AND. E XA_M.PLES 

A. DEFINITION 

The conscious selection of a course of action from among
available alLernaLives Lo produce a given result. 

B. DE.CISION- Mfl K STEPS AND EXAMPLES DEF.I NIT ION OF THE_NG -
PROBL EM _ 

1. ConceptQ
 

Some problems can be resolved by already predetermined
policies and procedures -- or by intuition based on 
close familiarity with the situation, However, most 
significant problems are more complex. Not only are 
their solutions not readily evidenL, but, in addition, 
it often is not obvious what the real problem is. 

2. E1xamplejsof More Easily Resolved Uersus More Difficult 

a oe__s i eovdPolm 

Lt looks as iQ it wil.1l rain. Shall we take an 
umbre l.a? 

We discover, after typing our report of incorre for 
the finance committee, that an imiportant entry was 
omi Lted. Sha.l we bring the unintended omission 
to the commmitti l: ee' s attention? 

tin employ ee's w:ife has died, Shall we agree to 
the emptoyee being absenL to arrange for and 
atLend the funeral? 

b. M.ore_.Diffcult To Rqsolvrjoblems 

In January, 1986, Lhe Uril ted State's spacecraft
Challenger blew up shorLly after leaving the 
launchirg pad at Cape Canaveral, Florida. A 
faulty seal gave way between (1) the boosLer 
sectiorn contaliirg the propellant and (2) the 
spacecraft itself. All seven occupants of the 
spacecr aft, includ:ing a high school teacher', were 
killed. What ias the real problem here that 
needed to be correc ted by the U.S. space agency? 
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3. Examples Offlpare nt Proble-er sR alPro -bl!rn 

Possible Apparent 
 Possible Real
 

Complaints from suppliers about the paymen 1 of invoices 

Unrealistic Failure at time 
expectations of of placing order 
suppliers to roach clear 

agnerrent on time of 
payment 

Incompetence of Failure Lo set 
accounting staff clear policies for, 

accounting staff an 
the timing of payment
of invoices 

Insufficient 
 Failure to
 
accounting staff appropriately 

supervise and 
manage the work 
of the payables 
section 

Exenditures in JuI y so higjh as oerdraf t 

An unexpected Failure to
 
accumulation of establish and 
expenditures to mainta:in up- to­
be paid for date a 12 months 

cash flow projection 
by month 

A drop off in Failure to put 
expected receipts in place

of rates management controls 

to ensure (1) that
 
expenditures by
departments are 
paced to correspond 
(2) to the timing of 
the expected inflow 
of receipts
 

_q fyc ash o rone_ dpte _tu tat s' ussually. 

fai-lupe of the Fund of 
assigned dpartifnin. i.nadequate size 
eiplo ,-,o-, to arranrige- for t he volume 
su fLici untly and Frequency of 
frequo:,nt ly for roplornish-- Irgitimite 

Li 1 d 'IIm rndd s on it: 
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DETERMINING THE ALTERNATIVES - CONCEPT AND MECHANISMS 

A. CONCEPT 

Once the real problem has been defined, it is necessary to 
identify alternate possible solutions. [he financial 
manager who acts to implement the first solution that 
occurs to him too often fails to solve the problem 
adequately or to solve it most effectively (achieving good
results) and efficiently (with economical use of resources) 

B. MECHANISMS FOR DEVELOPING LIERNAIVES 

1. 	Be sure that one is hunting for solutions to the real 
problem. 

2. 	 Invite suggestions from other informed persons. 

3. 	 Express one's own alIternaltives to others to st-imulate 
their thinking on and contribut.ions to idenLifying the 
problem.
 

4. 	Within the constra-Int.s of budget and the like, be as 
imaginative and creative as possible. 

5. 	"Brainstorm" solutions with a group in a "think tank", 
no-holds--barred type of atmosphere. 

6. 	 Positively encourage dissent and challenges ---. by 
oneself and by others. 

7. 	Keep asking quesLions such as "why?" and "is that 
really true?" and "Will that really solve the problem?" 
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LUNTTNG -IHE fu AECHANISMS 

A. 	 CONCEPT 

Once the alternat ye solutions to a problem have beendefined, i: in necessary to evaluate the strengths and
weaknesses of each,
 

B. 	 MECfNISMS 
1 Anutocr atic __pp r.a ch 

Often decision--making by 
the top-level manager
consists of anreaching autocratic decision without any real evaluation of the 
alternatives and without
securing the ofinput others. 

2 . P_.reerr d Appro.aches. 

A better approach is to assess 
carefully the pros and
cons 	 ot- each alternative so that there be
can a really
valid evaluation of 
each against the others.
 

It is also usually desirable to solicit the views 
and
 
recommendations of others.
 

Sometimes 
a good approach is 
to ask different members
of one's team to deuiop and present to the group
their evaluations of the pros and cons of particular
a]ternatives assigned to forthem analysis. 

3. Conclusion, 

What 	is important is:
 

o to be sure one has identified the real problem,
 

o to bring an 
open, enquiring, and challenging mind
to the task of finding the best solution to it, and
 

" to take advantage of whatever contributions can
properly be made to the making of the decision by
knowledgeable persons around you.
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MAKING AND IMPLEMENTING DECISIONS - CONCEPTS AND CONSIDERATIONS 

A. CONCEP] 

Once the alternatives have been evaluated, it is the 
responsibility of the manager who is the team leader to 
actually make and implement the optimum decision. 

B. R CTC. O MA-KDCIIONS 

Managers are frequently reluctant actually to make
 
hard decisions and take action expeditiously. 

2. Reasons fr RelcR.t!nceToMake and Implement Decisions 

Managers may lack confidence in their judgment. 

Managers may be fearful of blame if things do not go 
well. 

It may often seem that one's career is, on balance, 
benefited more by doing nothing than by taking the 
risks involved in making a decision that may later be 
viewed as having been in error. 

Etc. 



')BTERF GES 1JSED'TO'r4J0O AKMiiEC SuS 

manager~s 'who are'reluctantto Mae decsions' 
~inenei sub rf-igu es'for avoiding or 1po~p~te~ 

S2, EaolesofSubterfuges J 

Askflg fo ore facts 

Referring the matter to a cowinttee for a reotf 

9lam ng, higher ups for holding attitudes th~at, prevent 

"Dedeat1.ng" *the-.. eponsibility for the decision~A~~~~'' downwards'4 or upwards.A4 

40. IMPORTANCE OF MOVIING AHEAD EXPEDITIOUJSLYA l ~Y ~ 

Once a,dec siohnjs made, fti - 'f-6tn topmove
epdtis1yto7 put 'it in6,fet..,,Mn exeln k ,dec sions"are, sa e ardknen. a1lwed 6 t b rtqeno t h~ 

ea>- a/a of ffa I*ff,0gtoes:L 4ea
tIa e th e -ne C6ss riy;m mn -,Pgsp 

/4''"Yn 

4 ~, -- ~'-A" ~4'-P 

http:upwards.A4
http:Dedeat1.ng


FINANCIAL MANAGEMENT NORKSIIOP 
 No. 40
PLANNING, ORGANIZING, STAFFING,
 

LEADING, AND CONTROLLING
 
KENYA
 

EVLUATING_ RESULTS - CONCEPT AND ENEFITS 

A. CONCEPT
 

It is only by evaluating results of a decision that has
been made and ilement_-ed0 that it is possible to tell 
whether the decision was, indeed, a satisfactory one.
 

B. BENEFITS OF EVALUATIoN 

The possibility (in some instances) of still modifying theongoing course oF action so as to achieve a better result. 

The fauourable impacL that the lessons learned from the 
evaluation can be expected to hav* en future decisions and
 
implementing actions. 
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WORKSHOP EXERCISE: DEFINE A PROBLEM, DETERMINE
 
ALTERNATIVES, MAKE A DECISION, AND EVALUATE RESULTS
 

Please form into groups and complete the format below. Each
 
group should select a problem from among those listed or by
choosing a somewhat similar problem that appeals to the group.
Then the group should go through the five-step decision-making 
process . . This will. require imagination and creativity on the 
part of each group. The discussion leaders will attempt to be 
sure that each group selects a diffe-int problem. 

A. PROBLEMS
 

Select one of the following problems -- or a more or less
 
similar problem -- in financial management. Try to adapt
whatever, you select to make it as real as possible. 
Define the problem you choose in somewhat greater detail 
than in the examples below. 

1. 	Annual Estimates or budgets, and schedules of proposed

Fees arid charges, are seldom prepared in time to
 
permit submission to the Ministry on the prescribed
 
schedule.
 

2. 	The income and/or expenditure figures shown in the
 
Annual Estimates usually vary by an average of 20-40%
 
(some higher and some lower) from the ectua].s reported
 
at year's end. In addition, the totals for all
 
expenditures have, over the past five years, averaged

15%-20% below the figures put forward in the Estimates.
 

3. 	The averag.e level of receipts turned in Lr, the cashier
 
from market collectors is less than half of the
 
amounts that are usually collected when a senior
 
ofrficial accompanies market collectors on an
 
occasional day's inspection visit.
 

4. 	For mary years, the level of fees and charges has 
risen only spasmodically and for certain items. The 
overal.l increase over the past five years has averaged
20%. During lhis period, average costs paid by the 
council for salaries and wage ., materials, and 
construcLion have risen by 80%, roughly equal to the 
genercI increase in inflation, This has seriously 
eroded the council's ability to pay for its needed
 
expendi tures. 
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5. 	 Revenues cover expenditures on a aniiual basis. 
However, the council is living from hand to mouth for
about half of the 	year. Revenues are insufficient tomeet expenses during these periods. Salary payments
have had to be delayed for up to six weeks and longer
during these months, 

B. 	 WHAT APPARENT PROBLEM A1VUEYOU CHOSEN? 

C. 	 DEFINE THE REAL PROBLEM 

Put down in the space provided below two or three possible

candidates for what the 
real 	problem is, After full
discussion, select: what seems 
to your group to be the real

problem. Be prepared to justify your choice. 

2. 

3h 

Ihe 	real problems is ... 
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D. DETERMINE ALTERNATIVES
 

Put down below three or so possible alternatives for
 
solving the real problem.
 

3.
 

4.
 

E.- _______........... ___.______ ___.
._ ____ 

Evaluate the above listed alternatives, presenting the 

pros and cons of each. 

Pros Cons 

2. 

3.
 

.. . ..... .. ...... ......
. .. ... .. . . .
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F. 	 Make and Implement Your Decision
 

Decide on 
the most effective and efficient course 
of
 
action to be taken. Describe it below with your

accompanying justification of 
your 	choice. Indicate
 
actions to be 
taen to implement it.
 

1, The Preferred Decision To Solve the 
Real 	Problem
 

2. The Justification of 
Your 	Choice
 

3. Actions To Be Taken 
 lrnplement Your Decision
 

G. 	 EUALUATE RESULTS
 

Describe the sLeps you will take 
(and 	when) to evaluate
 
the results of iinplementing your decision. 

. .- . .	 . . . ----. ----. . . ..--- - - ­ .-- - . ­



FINANCI AL MANAGIMEN WORKSHOP 
 No. 42 
PLANNING, ORGAN[LZ[NG, SAFFING, 

LEADING, AND CONIROLLING 
KENYA 

COMMUNICA ]NC - [)]N[I()N, CONS]DUATIONSJL AND DIFFICULTIES 

A. DEF[Ntr[ON 

Commn i caion is the irmpar-:ing or i.nterchange of thought, 
opinions, or inF-ormation by speech, writing, or signs. 

B. WHEN IS COMMUNICA iON_ COMPLFIFT? 

Communication is comple te when :he recipient understands 
the communicaition in the same way as the person who 
initlalted t:Ie (OllnIcLIf al- or|. 

C. DILJFl(U!L[ IS IN COMMUNHCAON - LXAMPLES 

1. 	 llearing clear'ly and di istinctly and, so, understanding 
t.he Coll i catLi.onlnriiijl 

2. 	 Ex:ernal di.sLractions and Miuil-urrference 

3. 	 Lack of attention
 

A. 	 Unfamiliarily wjiLh term:inology - words --- used 

5. 	 ALtributinq differentl metanirgs Lo giuen words 

6. 	 "'hatter", i.e, extraneous or Langernlia] thoughts and 
eot ions 

D. _FEDIAC K. 

Secur'irg feedback is an imporLant. means of ensuring the 
successFul Lransmission of a commllnunicalion 

'A)
 

http:catLi.on
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FIVE-WAY COMMUNICATION - DIAGRAM
 

SUPEIORS 

OTHER 
TEAMS 

lateral 
 S L 
 a e a E R
 

DPEERS 
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FIVE-WAY COMMUNICAIION - CONSIDERATIONS
 

A. 	 DI RECTIONS 

Down ard to suboi'dinates 

Upwar'd to supervisors 

Lateral]y or, horizont.all.y to peers in other teams 

D:iagonally to higher or lower levels in other teams 

Inwar'd to oneself 

B. 	 DOWNWARD COMMUN[cATION
 

lhe rmost obuious communc:iation need for the financial 
manager -is downl,ward to his own staff and their 
stu bordi nates so as Lo pass a-long: 

o 	 General and spc if--.c information about the team's 
plans: goals, objeclives, policies, procedures, and 
t he like 

o 	 As ignrir./de~lego Lion (1) of work ---or responsibilityf or a comp I i slhinernt - and (2) of: authority to get the 
work done 

o 	 Evaluatiron of per)o rirriance-, suggostions for
 
i.lpr'o v m4:,ni:, and the l.i. ke
 

o 	 I nfor'mo.I- ion a.blot.lthe ovral] organization, where it 
is going, :.pr',lhl.ms it faces, and the like 

C. 	 Ut1PWARD) COMMUN (:l .ON 

Lqual ly Jii.,ry.ant -is --. toward one's ' comiiuni (:ati -!ng upward 

super iors - coveor'ingq such ma:L oers as :
 

O 	 ReporLs on prob.eL)]lis en(:ount ered and progress achieved 

o 	 Re(I U0"S IS For, I lp and advice 

o 	 Rc'corim:ndl,.. iions for, considor'aL-ion by hi.gher-level 
iiianogq rsc 

'Ihe pons i h f or' t.ipwaricl CurtilLIni cat:ion is shared byr,i.,. iI i I 
.o ; she I :r,I1e u-[o (:oLII)iriun Ic:at:or and the higher-level 
r,(,(: i p i jt of I 1w' c;('llllll rr i I iton . 

/
 

http:pr',lhl.ms


- 2 -


C. 
 LATERAL OR HORIZONTAL COMMUNICATION
 

Lateral or horizontal communication is required between
 
peers within a team to
and between teams reporting

different managers.
 

Such commur-ication is 
required by the specialized nature
of the work of many individuals and groups so as to assure 
that excellent coordination Lakes place among people and 
teams. All of these personn and units have, of course,
the same overall objective, j ,e., meeting the needs of the
 
wananchi in the local authority's area.
 

E. DIAGO r-,_COMMUNi TI...._.iFION 

Diagonal communication is necessary to let higher and

lower levels of organization in other units know what is
 
going on in your unit. 
 This type of communication is

particularly important when 
staff people provide advice
 
and assistance to the line people or line people solicit

information from staff 
people .-
 as in regard to finance
 
and personnel matters.
 

Potential dangers 
include the following:
 

o Providing information to lower-leuel employees in
 
other unit; can give the appearance of:
 

- interference and of a desire to take over
 
management or technical r'esponsibilities that 
are
 
not yours, and
 

- ignoring the proper role and authority of the 
higher-lovel employees in those other units. 

o Providing information to higher-level employees in 
other units can give the impression of: 

- "going around" your own boss, 

attempting to influence improperly the other
 
units, and
 

attempting to "make points" 
with senior people in
 
the other units.
 



F. .NWAR. OMMUNIC:.tON
 

Infwerd commnin.caLion -- with ourselues -- is impurLant as
 
we sol-cit: daLa a nd deliberately process itL in our own 
minds: rMec on i , consider iLs impl TicaLions, arid reach 
concllusions aboutitA. 

limrie ind effort ir're neded t hb' sure that wo internalize 
ii our own1li Iids aid hear'ts pert-innt inForiat:ion about 
our pl ans<; , our orrk ard :iss p-oq r s s, our perforcleli e, and 

Lhe like 
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COMMUNICATION 
--VERBAL AND NON-VERBAL -- DEFINITIONS,

CHARACrELISTICS, AND EXAMPLES3 

n.___E~n__..S_Ur.Z .......
. Q 

A. VERBAL COMMUNICATIONJ 

1. Definti.on
 

CorIiinn .cation Lhronu h the 
words. rli:is includes both 
spoken words, and written 
words . 

2. Oral Communication 

j~~~~tr: ..........
~ . 
Irength 

Immedlacy 

Provision of emphasis in 
speech helps clarify 

meaning 

Enhances personai 

re] at:i onshipr. 

Permits queries and 
explanations 


Provide!; opportui-,itl For 
prompt feedback 


Saves time (sometimes!) 

Cuts costs (sometimes!) 

Retains some flexibility 
for" later int.orpretation 
(L:',is is also a poI:ential 
wc akness) 

mediuM of language, i.e., 
oral communication, i.e., 

communication, i..e. , written 

..e.k~~sm S
 
Weaknesses 

Possible imprecision ir
 
expression
 

Emphasis in speech can 
d..stract the recipient
 
from the key message
 

Often results in different
 
messages being reeied by
 
different recipients
 

No permanent record of what
 
is said or intended
 

No permanent document for
 
later reference and
 
evaluation 

Can take ruch more time, 
especially if several
 
recipients are involved
 

Some persons are less 
clear and coherent orally
 
than in writing 

Is less likely to receive
 
care)ul consideration of
 
logic, implications, etc.
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3. Written Communication
 

Strengths Weaknesses
 

Generally requires greater Often, no matter how
 
precision of thought skillfully composed,

and of subsequent engenders resentment and
 
expression ("I don't hostility.
 
know what I think about
 
it until I've written it
 
down")
 

Often constitutes a plan Emphasizes task-oriented
 
and performance standard aspects of a leader's
 
to guide action and management style
 
provide a be,ichmark for
 
evaluation of results
 

Reduces later confusion Offers no built-in way
 
over what was intended for clarification or for
 

feedback
 

Can save communications If not composed skillfully,
 
time (sometimes) can sometimes later be
 

used to "hang" the
 
communicator
 

Avoids, to a greater Can require more time and
 
extent than oral effort (composing, typing,
 
communication, giving redrafting)
 
different messages to
 
different recipients
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B. NON-VERBAL COMMUNICATION
 

1, 	Definition
 

7he transmission of meaning without the use of words
 

2. 	Exarn p s
 

"Body Ianguag"' in general, eg.:
 

o Facial expressions (boredom, disinterest,
 
disigreoment., agreement, consternation, etc.) 

o 	 Eye contact or lack thereof 

o 	 Fidget.irg 

o 	 Yawninq
 

Other examples include:
 

o 	 Sitting back -- or forward -- in one's -chair 

o 	 Reading a newspaper during a meeting or program 

o 	 Tone of voice 

o 	 Communicating by example (e.g., arriving at the
 
office on time and working diligently while there)
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CATEGORIES OF: COMMUNICATIONS BASED ON TIMING -


DEFINITIONS AND EXAMPLES
 

A. Specific Real-time Communications
 

1. Definition
 

Communication intended to result in an immediate or
 
near-term action.
 

2. Examples 

Come to my office at 2.00 p.m. to discuss the budget 
for your department. 

Pay all outstanding invoices by the end of the week.
 

Fill the tank with petrol.
 

Begin development of the annual Estimates.
 

B. General__Ongoin Policies, Procedures, and the Like
 

1 . Definition 

Communications intended to be of ongoing application 
to matters that arise repetitively.
 

2. Examples
 

Interest rates on estate mortgages are to be the basic
 
bank rate plus 3%.
 

Funds collected by revenue collectors are to be 
deposited with the cashier daily. 

The new Financial. Regulations are to be adopted as of
 
January 1, 1987 (MLG circular).
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THE WORKINGS OF COMMUNICATION CHANNELS
 

A. The Colonel to the Major
 

At 9:00 tomorrow, there will be an eclipse of the sun.
 
This is something that does not occur every day. Get the
 
men to fall. out in the company street in their fatigues so 
that they will see this rare phenomenon. E will explain 
it to them. In case of rain we wil.not be able to see 
anything, so take the men to the gymnasium. 

B, The.M.i_or t__o the Capt a..n. 

By order of the colonel, tomorrow at. 9:00 there will. be an 
eclipse of the sun. If it rains, you will not be able to 
see it from the company street. So, then, i.n fatigues, 
the eclipse will take place in the gymnasium. This is 
something that does not occur every day. 

C. The Captain to the Lieutenant 

[ly order of the colonel - in fatigues -. tomorrow at 9:00 
the inauguration -)f the eclipse of the sun will take place
in the gymnasium. lhe colonel will give the order if it 
should rain. This is something that occurs every day. 

D. The Lieutenant to the_ Sorgea nt' 

rornorrow at 9:00, the colonel in Fatigues will eclipse the 
sun in the gymnasium, -ifit i.s a nice day. If it rains, 
then he will do it: in the company street. 

E. rh e Sergea . _ the Corpo.ral. 

ronorrow at 9:00, the eclipse of the colonel in fa:igues 
will take placo because of the sun. if it rains i n the 
gymnasi.um, soirel:hing that does not occur every day, you 
will fall out in the company street. 

F. he.Corporal Lo. lie Private 

lomorrow, if it rains, it looks as -if the sun twill eclips,: 
the colonel in Lhe gymnasium. [t is a shame that: L. is 
does not occur overy day. 

http:gymnasi.um
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MOTIVATING - DEFINITION AND TYPES OF MOTIVATORS
 

A. DEFINITION
 

"Motivate" is "to 
provide with a rrotive or motives"
 

"Motive" is "something that prompts a person to act in a
 
certain way".
 

"Motivating employees" is thus to provide a motive or
 
motives to employees so as to prompt themn to action or to
 
act in a certain way.
 

P. TYPES OF MOTIVATORS
 

1. 	Provide a satisfactory environment, e.g., for an
 
office worker:
 

o 	 Space
 
o 	 Desk and chair
 
o 	 Lighting
 
o 	 Climate control: reat, cooling
 
o 	 Access to co-workers
 
o 	 Noise control
 
o 	 Safety
 
o 	 Etc.
 

2. 	Provide needed tools, e.g.:
 

o 	 Calculator
 
o 	 Computer
 
o Ledger books
 
" Consumable supplies (pens, pencils, paper)
 
o 	 Etc.
 

3. 	Provide needed major resources, e.g.:
 

o 	 Staff
 
o 	 Transportation
 
o 	 Funds
 
o 	 Etc.
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4. 	 Provide clear job description, e.g.:
 

o 	 Description of work to be performed ano results to
 
be achieved
 

o 	 Assignments and delegations of responsibility
 
o 	 Etc.
 

5. 	 Provide needed power to get things done, e.g.:
 

o 	 Delegations of authority 
o 	 Etc. 

6. 	 Provide effecLive leadership, e.g.:
 

o 	 Competent boss
 
o 	 Empathelic supervisors
 
o 	 Good role models
 
o 	 Good decision making
 
o 	 Good communications
 
o 	 Etc.
 

7. 	 Provide opportunities for improvement, e.g.:
 

o 	 Training on the job 
o 	 External workshops 
o 	 Etc. 

8. 	 Provi.de sat.isfying job content, e.g.: 

o 	 Logically organized structure of work 
o 	 Challenging goals 
o 	 OpporLunity to use talents, education, training, 

and experience 
o 	 Etc. 

9. 	 Provide positive incentives, e.g.: 

o 	 Pay 
o 	 Promotion opportunities
o 	 I.l~c. 

10. Provide recognition of good work, e.g.:
 

o 	 Recognition of good perFormance 
o 	 Recognition of loyal service 
o 	 Etc. 

http:Provi.de
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11. Provide evaluation and feedback, e.g.:
 

o 	 Performance evaluations
 
o 	 Feedback on performance
 

- How doing
 
- How improue
 

o 	 Etc.
 

12. Provide, when needed, for the "stick" as well as the

"carrot", e.g.:
 

o 	 Reprimands - oral and written
 
o 	 Warnings - oral and written
 
o 	 Insistence on corrections of errors (e.g.,
 

restoration of funds misused)
 
o 	 Leave without pay
 
o 	 Termination
 
o 	 Prosecution
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THEORIES OF MOTIVATION -- MASLOW'S HIERARCHY OF NEEDS
 

SELF-FUJIL.MENT AND SLFACTUALIZATION
 
NEEDS 

Theoretical: achievi ng one's potential, 
self-deuelopment, growth 

Applied: completing challenging 
assignments, doing creative work,
 
developing skills 

EGO AND ESTEEM NEEDS
 

Theoretical: status, self-confidence, pal,
 
appreciation, recognition
 

fApli.d: powLer, ego, titles, status symbols,

recognition, praise, "strokes," awards,
 
promo tio n 

SOCIAL AND BELONGING NEEDS
 

Theoretical: association, acceptance, love,
 
friendship, group feeling
 

Appljed: formal and informal work groups,
 
company-sponsored activities 

SAFETY AND SECURITY NEEDS
 

heo.retical: protection and stability 

Appiq.d: employee development: safe working
 
condit-ions: seniority plans : union, savings and thrift
 
plans : severance pay: pension vesting: insurance plans
 
(life, hospitalization, dental): grievance (appeal)
 
Sys t e rrI
 

PHYSIOLOGICAL AND .l.O_.(iCAL NEEDS 

Theo.r t.ica : respiration, food, drink, sex, etc. 

_pp. : pay, vacation, holidays, on-the-job rest periods,

lunch breaks, rest rooms, clean air to breathe, water to
 
dr'i nk 

VP
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THEORIES OF MOTIVATION -
HERZBERG'S MOTIVATING AND MAINTENANCE FACTORS 

MOIIVATNG FnCTORS 
 MAINTENANCE FACTORS
 

Achievemei 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 benefits
 

Job status
 

Personal life
 
L 

CENTRAL FACTOR: 
 I WANT TO FEEL IMPORTANT!
 

Note: There is vast
a literature by now on motivational

theories, most of it published in this century. 
 It is

only possible in the time available to refer to the 
two

major sets of ideas 
set forth in this and the preceding

workshop item. But these are ones that have had a very

major impact on thinKing in 
the field of behavioral
 
science and research as applied 
to work situations --­
including that of 
the financial management of local
 
authorities.
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CONTROLLING - DEFINITION, ACTIVITIES,
 
CONSIDEkATIONS, AND STEPS
 

A. DEFINITION
 

"Control" is the process of assuring that organizational
 
and 	managerial objectives are accomplished.
 

"Controlling" is the devising of ways and means of
 
assuring that planned performarnce is actually achieved.
 

8. MAJOR ACTIUITIES, CONSIDERATIONS AND STEPS
 

1. 	Settinq Performance Standards
 

a. 	Plans as a Source of Standards
 

b. 	Mo;.etary, Physical, and Time Standards
 

c. 	Standards Set as an Administrative Task
 

d. 	Intrinsic Value, or Worth, of the Results
 
of Expenditures as Standards
 

e 	 Indicators or Ratios as Standards
 

(1) 	Ratios
 

(2) 	Return on Investment (ROI)
 

(3) 	Performance over Time and Peer
 
Performance Comparisons 

2. 	Measuring and Recordinq Performance
 

a. Decide What Is Jo Be Measured 

b. Determine 
Be Taken 

How Measurements Are To 

c. Make the Measurements 

d. Record the Measurements
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3. 	Analjyzing 
Performance and Communicating
 
Results
 

a. 	Compare Performance with Standards and Determine
 
Variances and the Reasons for Them
 

b. 	Determine the liming of the
 
Analytical Approaches
 

c. 	Determine the liming of Reporting 

4. 	 Takinq Corrective Actions 

a. 	Short-term versus 
Long-term Corrective Actions
 

b. 	Corrective Actions Regarding People versus
 
Corrective Actions 
Regarding Objective Factors
 

c. 	Spectrum of Corrective Actions Available Regarding

People
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PLANS AND BUDGETS AS STANDARDS - CONCEPT AND EXAMPLES 

A. CONCEPT
 

Plans and planning data provide performance standards 
for the collection of revenue and the making of 
expenditures. in fact, nearly all revenue and 
expenditure standards flow directly or indirectly from 
our, plans and budgets. 

B. EXAMPLES
 

Revenue from site value rates is to meet or exceed the 
amounts in the approved Estimates. 

Expenditures during 1987/88 by department are not to 
exceed the amounts in the approved Estimates.
 

Construction costs of the new slaughterhouse are to be
 
contained within the figures in the project statement.
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SETTING PERFORMANCEL STANDARDS - MONETARY, PHYSICAL, AND
 
TIME STANDARDS --DEFINION,_TYPES CONCEPTS, AND EXAMPLES
 

A. DEFINITION
 

A standard is a pre-set measurement that can serve as a
 
reference point For evaluating results. 

B. MONETARY,_PHYSICAL AN[) TIME STANDARDS
 

1. Monetary Standards
 

a. Concept
 

A monetary standard is expressed in shillings and 
refers to the amount of money to be received or
 
paid out. -his is, often, the figure stated in
 
the local authority's revenue and expenditure
 
Estimates.
 

b. Examples
 

Revenue from the new bus to meet
park is or exceed
 
the figure of Kshs 300,000 included in the project

justification and in the annual Estimates.
 

Expenditures For maintenance of parks not to
are 

exceed Kshs 100 per day.
 

2. Physical Standards
 

a. Concept
 

A physical standard states the quantity and,
 
usually, the quality of the product or service for
 
which shillings are expended.
 

b. Example
 

Average results achieved per five-man road
 
maintenance tearn to
are appromate maintenance of
 
500 linear meters of road surface per day.
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3. 	 Time Standards
 

a. 	 Concept
 

A time standard indicates when shilling revenue is
 
to be received and when the gGods and services 
are
 
to be provided for which the shillings are to pay.
 

b. 	 Examples
 

Sixty percent of revenue 
From site value rates is
 
to be collected in 
the first four months of the
 
calendar year.
 

Invoices are to be paid (1) coisistent with the 
terms where terms have been specified and (2)
otherwise so as to average 
35 days from receipt of
 
goods and services.
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STANDARDS SET AS AN ADMINISTRATIVE TASK -

CONCEPT AND EXAMPLES
 

A. CONCEPT
 

Many required standards for revenue generation and for the
 
making of expenditures do not emerge automatically from
 
the plans and budgets but must, instead, be constructed as
 
a deliberate effort by financial managers.
 

b. EXAMPLES 

Revenue received by the market master should be turned in
 
to the cashier daily.
 

Overtime costs should not exceed 5% of the total wage
 
payroll.
 

Average petrol usage of not less that five kilometers per
 
liter should be achieved for the local authority's trucks.
 

At least 90% of invoices for which no payment terms have
 
been agreed should be paid between 25 and 30 days of
 
provision of the goods and services or submission of
 
invoices, whichever occurs later,
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INTRINSIC VALU[ OR WORTH OF THE
RESULTS OF EXPENDITLRES AS STANDARD -- CONCEPT 

AND... E XAMPLES 

A. CONCEPT 

The intrinsic value, or worth, to the local authority andthe wananchi of an expenditure should equal or exceed the 
value of leaving the shillings with the wananchi andior 
of

expending the forfunds another purpose or purposes. 

B. Exame 

Funds spent on primary school education should produce (i)resul :s to the wananchi equivalent in value to (ii) the
benefits to the wananchi of spending the same funds on 
other local authority programs. 

Funds spent on paving secondary roads shoul.d not exceed
the value to the wananchi of (i) the paving of such roads 
versus (ii) leaving the roads unimproved and utilizing the 
funds for other purposes. 
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A . CONCEPF
 

Performance indicators can 
be of great value in assessing

performance in managing and 
controlling expenditures.

lhese indicators are usually in the form of ratios

calculated by dividing (i) results achieved by 
(ii)

resources utilized. 
 The basic formula is as follows.
 

Results 
Performance Indicator
 

Resources
 

B. EXAMPLES O IPLE RAOS 

sewerage system repair andM-antenance costs per
nuriber oIf connet id bin ding units connected unit 

ourti per. weekos s = overtime costs 
total wage costs per week as percent of
 

total wages
 

C. REUN ON LT.NUEsTM.NTR..
 

lhe new slaughterhouse is expected to generate a return on
investment costs 
(or ROI) of at least 15%, e.g., on investment
 
costs of Kshs. 4,O00,00, net income is to equal at 
least Kshs.
 
600,000 or 15%.
 

D. U7IT YO RO 
 S TNAD
 

A ratio standing alone is of 
limited usefulness.
 

An experienced administrator will often be able to interpret.
 
the significance of ratios. 

Ratios become more useful when compared with:
 

o similar results 
achieved over time 

and/or
 

i similar results achievwed by peers, i.e.,

other local authoril-ies, 
organi zations, or individuals,
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E. EXAMPLE CO SIONS OER TME AND WrTH OTHER PERSONS AND
 
ORGANI ZATIONS
 

Performance over [ime
 

Market collections by collector A in the range of Kshs1400-1600 daily for 
most days. 
 This compares with collections
typically dropping 
to Kshs 500-600 the last 
two or three days

before his payday.
 

Expenditure for repair and maintenan.ce of sewers 
per connected
housing unit averaging Kshs 
310 in 1987. This compares with
expenditures averaging Kshs 
200 in 1984, Kshs 215 in 1985, and

Kshs 225 in 1986.
 

Pf.
r.Perfo rrianceC_..pr is_;ons
 

Market collections by collector A averag:ing Kshs 1400-1600 perday, no matter to what market area assigned, compared with
collections by collectors B, C, and D averaging Kshs 
1900-2100
 
daily.
 

Expenditures For trash collection averaging Kshs 25 
per week
 per household served compared with expenditures averaging Kshs
15 per week for two local authorities with almost identical
 
trash collection requirements.
 

http:maintenan.ce
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DECIDING WHAT IS TO BE MEASURED -
CONCEPrS AN.D --E-XA-MPL.ES
 

A. MEASURING AND RECORDING PERFORMANCE - CONCEPT
 

Once performance standards 
have been established, it is
 
necessary (1) to be sur'e that what is to be measured has been
carefully defined, (2) to determine how to take the 
measurementc, (3) to make the measurements, and (4) to record 
the frcasurelnrEs 

B. DEIIGWA IS TO0 HEBE<D_I _D _;_ W_!(]i._._ ._....EMEASUREDRE. _];...N --- ..- .. 

1.C oncept
 

Measuring perf'ormance requires decisions on exactly what is
 
to be ineasured. 

2. 	 Ex-anmples. 

Measurement of True Costs of 
a Capital Investment
 

In order to measure true costs of building a new market and 
to be able to calculate true return on investment, it might
be decided that costs to be included are to include not 
only: 

0 	 construction contract costs, but also
 

o 	 pre-construction planning costs by the local authority, 

o 	 cosLs of any labour and other resources provided by the
 
local authority,
 

o 	 the value of expenditures or seruices-in-kind provided 
by harambec cont:ributions, and 

o loan s r'vic-Ing cosLr.
 

Measurement of_ Costs Contributed bL a Local Authority
 

We might. further d,.c(Jd, that contributed costs by the local 
aut-horil:y are t-o i.nc1ude: 

o 	 es L-imated plarnning custs, 

o direct labour costs,
 

o other personnel support,
 

o 	 supplies and , quipmtnt, and 

o 	 al]locaLed over['ead. 

http:A-MPL.ES
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DETERMINING HOW MEASUREMENTS ARE TO BE TAKEN-


CONCEPT AND EXAMPLES
 

A. 	 CONCEPT
 

Measuring performance requires decisions on exactly how the 
measurements are to be taken. 

B. 	 EXAMPLES OF DECISIONS AS T0 HOW MEASUREMENTS ARE TO BE TAKEN 

A licensing inspector ;hould contact on a random basis one 
business in each block of shops to verify payment of 
appropriate fees and accurate reporting of income, by regular
fee collectors . 

lInspectors care to verify, through three unannounced inspections 
per day, that enitrarce receipts are held by all vehicles in the 
bus park at these times. 

C. 	 .XAMPL. S OF MEASUREMENTS THAT CAN BE TAKEN ONLY DURING THE EVENT 

The amount of Funds collected by a market collector at any
given point, in time 

The number of veh:icles in a bus park that hove not paid 
entrance fees 

D. 	 EXOMPLE.S O M[InSUREMENTS TA]T CAN BE. TAKEN ONLY AFTER THE EVENT 

lhe monthly recei pt-s of site value rates 

The annual ratio of oxpenditures for' upkeep of the sewerage
system to the number of connected building units 

-lhe quant-it.y and shi Tiing va]ue Of suppliPs utilized for a 
given project or progrm-i 



FINANCIAL MANAGEMENT WORKSHOP No. 59
 
PLANNING, ORGANIZING, STAFFING,
 
LEADING, AND CONTROLLING
 

KENYA
 

MAKING 1HE MEASUREMENTS --CONCEPT, MECHANISMS, AND EXAMPLES
 

A. Concept
 

Wit.h it. decided exactly what is to be measured and how and 
when, it is then necessary t' actually make the measurements of 
expendit.ure performance according to a predetermined plan. 

B. Mechanisms and Examples 

three major types of mechanisms are available to measure
 
performance, as follows. 

General Observat:ion 

ihe physical maintenance of the council headquarters building
 
is noke( by the clerk on a daily basis,
 
ndiv u.... nspec tions 1Jests Sampl es, Etc.
 

The chlorine leve of the water is measured daily by the 
dopartment.'s cherfisL. 

1he receipt books are examined to be sure that no receipts in 

the numbered series are missing. 

Automatic Methods
 

1he dry-copy reproduction machine operates only by individual 
plastic cards issut..d to each department so as to record the 
number of copies produced by each department. 
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REORDIN 

[Tr MEASUREMENTS 


_CONCEPT

AND EXAMPLES
 

A. CpgONGx~mP

eopenditures

useful to be
way. Performance 


in managjng
ue l, they' must be recordedand controlling

in a clear and
 

. XAIPLES
 

(1) 
 days.
April 
 erage 
age of inuoces 
at time of Payrent
(i) May 10, 2: Ou was 35
could not 
 00
prO .
c
P.: Drivers of 3 mnatauduce entrance i th breceipts.
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ANALYZING 
PERIORMANCE AND COMMUN]Cn'FING RESULTS 
-
DEFERMINING~~~~
[N VA1NE7 OCEPTSADEAPE
 

A. 	 COMP[.IP[RfORMANC[ WIt111 STANDARDS OR PERFORMANCE OBJECTIUES 
AND DI.iI EMIN VA f~ S, IIF REASONS FOR THEM, AND THEIR 

c 11. i n pL 

[lie ITiLvuri-lrint.; IhaL have been recorded must be compared withthe st,indar'ds or, per'forriance objectives and determinations made 
of:
 

o 	 the varianc s 

o 	 t-he for thereasons variances, and 

o 	 the si.gnirficance )F Lhe variances. 

B. 	 DETERM[NE 1111 VAUR[NCES 

(.,o n.,c ?F t_ 

i imporLart.1t l.s; to (I) compare the measurements taken with the 
I indards and (2) deterLin e the variances 

I xai!ipl _s 

.ita drds Actuals Variances 

(i) Average age of Apr'il: 
35 days 7 days or 25%

paid 	invoices 
 over 	standard
 
is 28 days 

(ii) A]l I vehicles -in May 10, 3 p.n: 3 rriataLus 
park 	 hake paid 3 matatus have
 
en trance fees 
 not paid. 
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C. 	 DETERMINE THE 	 PEASONS FOR THE UfR[ANCES 

On-y 	 when the reasons for the variances have been determinedwill 	 the measurements made begin to have soimie purpose arid 
imrpa c t. 

(i) 	 Payment of7 invoices was delayed because two accountants 
wAere on vacation. 

(i.) 	 3 ma tatus without. entr'ance receipts appears Lo involve 
collusion 

1). 	 DETERMINL THE SIGNIFICA)NCE Of: THE VARIANCES 

C.'.n cpp 

lhe next. step is deterrming whether, and 	 Lo what extent, theuariances are signiFicant: to the accompti shrnent oF our planand/or the 	 achievement oF our objectives. 

.E.xa.mp e.e s 

(i) 	 [)elay in April-n payment. of invoices not significant in 
view of: reasons; expect t:o improve perf7or'rmance in May. 

(.i) 	 Likely collus ion in colccLirig bus park fees i.s
suf-ficiently serious as to require 
considering terinina ingthe 	 bus park Fee coleictor. 
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DETERMINING 1 HE Ti1MING OfTH ANALTICA APO CE 

A. CONCEPI
 

The timing oF the analytical approaches w:ill determ:i.ne, to an 
imiportant ex-_ent, :he effectiveness of the control system. 

B. TI MIN MA ER.vL].RN.I.U. 

Co"0ncept 

Iwo 	alternaLives exist as to the timing of the analytical 
approaches:
 

o 	 P-a..j1;jvqme ds, i.e., analysis takes place while the
 
euent or' transaction is occurring
 

o 	 Poo.t-facto or af.rr--- the-event .ethods, i.e., analysis takesplace a ftor" I~t. tevo.u......... 
5.05 eue
xhorthp_. 


Ko. axlpes 

Real-]iMme Mehods 

Inspect.-ion and eualuat-ion oF the suitability of goods as they 
are 	bei.ng deliuerpd
 

Continuous eualuation by the treasurer's office of the adequacy 
of: cash bok balances each time cheques are written and 
depos its are made 

[ualuaLion of paymenL uouchers processed per accounting
 
employee per week 

.nd--of-month audits of expenditure transactions to determine 
coriFormance with policies, procedures, and accounting standards 
and pracLices 

http:determ:i.ne
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DETERMINING THE TIMING OF REPORTING -

CONCEPT AND EXAMPLES
 

A. CONCEPT
 

Also important to the results we are seeking is the timeliness
 
of the reporting.
 

Reports are often made sufficiently long after the event as to 
have little or no impact on current or even future performance. 

B, EXAMPLES 

Pr'ovision or r'eporLs of monthly income and expenditures for the 
Finance conmit:toe at: the next month's meeting of the committee 

P. timely. Rpor . ng, 

Reports on actual income and expenditures for a financial year 
provided to the local council and its finance committee and to 
the Mi nistry of Local Gover'nment long after the year has ended 

Al
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fAKING CORRE:CI[tUL ACTEON 
-SHlORT-IERM 
 VERSUS LON -T R
 

CORREI[ ACIOS- ONETSAD XMPE
 

A. CONCEP­

Urt:il cor'rective act!ions have been Laken, the preceding steps

in the financial manage-nent conLrol system of: the local
 
aul-hor'ity will littlehave been of use.
 

B. HRS ERSIJ- LONG-TERM CORRVE AcTIoNS 

Some correct-ive actions can be 
taken immediately to correct 
performance so as to achieve the objectives of the plan.
 

Here, steps are taken Lo aFfect behaviour and results 
wi thin the conite x t of current plans and systems. 

When In,.orkpi reuenue report.ed by a new market collector 
falls well- bl.ow rceipt:s by his predecessor without 
apparent justi i- :tion: 

S i ~rh00 t,lhe new for basicarill employ .e promptly 
di shonp,; . 

Whi' t>:eilii nI iVMOnOf ;joods being delivered shows a Failure 

o r,'i,'(( Ihe d li vr'y on the spot. 

2 . ,trig ,,rm - laken l.a ter toModiFy Plans, Systes adk'I.. et[I r (:0(,s__ 

Sorme corrective, a(:t.ions miust. be taken over longer periods
OF I ill - l uO Io correct: per For'lh-nce, 

IIere, sLop. "r-e taken to affect behaviour and res.ults by
ilotr'n FlndamoiiritL I changes t.o plIans, sy. I:ulns , arid r'esOLiurc .. 

http:report.ed
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ExamPlle 

When available financial reports 
on income and/or
expenditures 
are Found not 
to measure performance in 
a

directly re]event ujay: 

o restudy and redesign the accounting and management
informalion s sems t-o met-f better the needs of thetreasurer, clerk, and council 
3. Real-ti3 ---e-tmen s .. !.-a.--!...: r: ...
. ----.. versus__Post-Facto_ -_........ ..Cor-rective...,......t Actions_... s.... 


Some sys tems for managing End controlling expendi.tures will.resul.t in taking short:-tLerin corrective actions on aconcurrent or reaI--t ime basis . Other systems Will,however, result in taking such short-term correctiveactions on a delayed, or, post-facto, basis. 

Roal-lime or Concurrent Correctiye Action
 

In depositi ng 
funds into and writing cheques againstaccounL, the visible decline 
a bank 

-in cash book balancestriggers, in r'cal--t-ie, cessation of cheque-writingac'[iv-ity or t he deposit of added funds to the account. 

Delayed or Post--Facto Corrective Action
 

An audit report. dermlonstrating excessively loose 
adherenceto prescr ib.-d control procedures results in correctiveaction via increased management attention to the area(after, or post-Fac t-o t-o, the event of loose control). 
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CORRECTIVE ACTIONS REGARDING PEOPLE VERSUS
 
CORRECTIUE ACTIONS REGARDQING OBJECTIUE FACTORS -


CONCEPTS AND XAMPLES
 

A. Concept 

Whi.]e we tenrd to a ttr:ibute poor performance to short:comings in 
people, uery o"ten the fundaie.tal cause is shortcomings in our 
plans, systems, transaction, (hluipmlent, or other such 
object.iuve Factors. 

" 	 Peioplo iii be (1) tra:ined or' (2) mot:i.vat.ed through 
leadership or (3) relwjarded or (4) punished or t:eriiinated, 
all as means to bette1,r Imanageiernt and control of income and 
ex perid Lfiures, 

o 	 lhfinl ' .o be affected by our c orrecti ve ForaIs may act:ions. 
exa ipl.e, we [lay charnge our' plans; or sLrengthen our control 
s ysteoiims; or' proCur' e bt: '.e.r coiriputing equiprrient.; or' change 
our or'qanizat.ion pat:tern; or modify our' delegat:ions of 
responrs~i ilty, authorityL , .",d( accountabil]it.L .
 

B. EXAMPI E
 

Sulpposr.e funds are i. sap proprpated by a market collector in a 
renote area who is5 expecte'd to relain hi:; collections for 
sever'al Cays at. a t ime, 

S Accepting i .]liitel 	 imodifyr t"our abilitv to human nature, the 
real problmn is, in practi cal and pragmatic terms, likely 
Lo cont inue wuithoiut ria] solution iIntl . we can strengthen 
our 	 Firnanci al cortrl systemin. 

C 	 It is not realIy a functiIion of .the unique di.shonesLy of the 
giu en empl oyee and, indeed, is l.ikely Lo be repeat~ed wi t:h 
appoi ntmiient of a new p(,r'son to the job unt:ili we can make 
iariageiert- c)r'roc-.i.hlus to Ihe :.yst:eri 

http:mot:i.vat.ed
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C, SPECRUM OF CORRECTILVE AC TIONS AVALtl~lB.ERELATING;_TO PEOPLE 

1. 	Cozncet_ 

Corrective 
act i ons us t, however', often be taken withregard to 
 hie 	performance of 
employees 
in managing and
controll:ing expenditures. 
 Some of 
these correctiue actions
may 	be regarded as postiue. Some may 
bp regarded
negatiupe 	 as
However, it would bu expected that P1]. would
have a pos5:ive impact on Lio management and control ofexpenditures of the 	 the
local authority. 

2. 	 EXample:nsle s 

a. 	 Positive
 

........
 n of performance 

Better......r.e[.exapj t oo st afT:. .. 1pl, tf 

Better.. 
 dersh of staff 

Bel.ter 
support by leadership to staff
 

Bet. ter train.ng of s L.ff 
Rewards to staff For 	 improved performance (e.g., pay,
recogn t.-i on)
 

ransfer -.- or 
even promot ion 
--. to more suitablepos ition 

Ro.tin of. staff assignments
 

b 	 N-atiue 

O'al 
and 	writ tern warnings to staff
 

,emporary ju;spqrs§ ns.o
n of staff 

D 	 :Q.c nof: pay of staff
 

-ormina!Lijon of 
,'umployment of 
staff
 

(uil "r

" r" 	illp r'iso 

criminal prpoculipo
rllnm ln... . ....... of staff loading to fines
 

http:train.ng
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WORKSHIOP IXiIRCIS[
PROGRnM 10 iMPROUIE iE ILANNING, ORGANIZING STAFFING 
S.ADING, 	 NiD CONIROtIING 01 f]NANCIAL MANAGEMENT AREAS 

IN PnR .[.I)nC LOCAL .IESNS' AUHIORr 

Please group vour's(,-1 v(u, in ' teamns composed of the participants
Fron oach i()cal aul.hor' il y. lhen duv io' record below thelop and 
pr'ogr'oll of act ions t.o ilill.p' bittc-r the financial. activities of 
your, local oul. hor'ily th,.,I- your t.,eam fenL, should be taken when 
y( U rut lrfn home. 

He specific about step,. Lo be tak(.,n, and also be specific about 
the activil:y areas to which these steps w1 1 1 apply, DO NOT 
SIMP[Y RIP1 BlROMI1, (I 	 c(:[PtS ANI) A PROACHES DISCUSSED INflt[3 WORKSHOIP. 

0hefo:1 owinog ouLJ-jI , mo-y Li.- he I p1u , flownver, your team 
should( f-r' 1 frl e i o adopt a dilfVFr'ent approach and format if 
you wish. 

iril] ly, the lanquage util-izi ,d .in the for'mat below may appear
to imply lengthy aper'1:a of deLail. This will, ofa r 0r1d lot 
course, not be Feasibe. What is desired is that you be as 
specific as possible in regard t:o a number of 
actua]i y--i den tif-ed areas of improvement. 

Local Authoriy : 
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. What do you intend to do to apply better the seven 
major
 
steps involved in the planninq work of the financial
 
manager, as follows (define specific steps and activity
 
areas):
 

o Defining mission or 
purpose for your local authority?
 

o Developing forecasts and implications?
 

o Setting goals and objectives with standards?
 

o Developing programs?
 

o Preparing budgets?
 

o Developing policies?
 

o Developing procedures?
 

\n4)
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2. 	 What do you intend to do to improve the organization of
 
your local authority for financial management, as follows
 
(define specific steps and activity areas):
 

a. 	 Structuring the work to be done?
 

b. 	 Delegating the work to be done?
 

c. 	 Establishing clear definitions of who is line and who
 
is staff in regard to specific objectives?
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3. What do you intend to do 1o *prouide for better stafing ofthe 	financial work oyour "local-__a-t2hoiMty as f:-IIC1 ....(define specific steps and actiuit:y areas):
 

a. 	Better selecting/recruiting of 
staff? 

b. 	Better assigning, orientin, tzr'aining and developing 
staff? 

c. 	Better compensating and otherw:ise rewarding stafF?
 

d. 
Better promoting, transferring, and discharging staff
 
when needed?
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4. 	 What do you intend to do to provide improved leadership to
 
the financial work of your local authority, as follows
 
(define specific steps and activity areas):
 

a. Better decision making?
 

b, Better communicating?
 

c. Better motivating?
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5. What do you intend to do 
to provide for better controlling
o_f_our financial managment work, 
as follows (define
specific steps 
and activity areas):
 

a. Setting performance standards?
 

b. Measuring and recording performance?
 

c. 
Analyzing performance atid communicating results?
 

d. Taking corrective action?
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WORKSHOP EXERCISE - STEPS THAT MIGHT BE TAKE1N BY
 
CENTRAL AND PROUINCIAL GOUERNMENT OFFICIALS TO ASSIST
 
LOCAL AUTHORITIES IN PLANNING, ORGANIZING, STAFFING
 

LEADING AND CONTROLLING OF FINANCIAL MANAGEMENT AREAS
 

Please develop and record below the program of actions that you

(the team of central and provincial government participants)

feel should be taken by the central government and its
 
agencies, and by provincial governments, to assist in improving

the overall. financial management of local authorities. Please
 
feel free to use a modified, or entirely different, approach

than 	that indicated below, if you prefer.
 

With the objective of assistinq local authorities to improve

their overall financial management:
 

o 	 What improvements can be attempted in central government

laws, regulatLons, circulars, and other formal, written
 
policy and prcedural instructions and guidance?
 

o 	 What improvements can be made in the handling and
 
processing by central government agencies of submissions
 
for approval, requests for assistance, and the like made
 
by local authorities (thoroughness, timeliness, etc.)?
 

" 	 What improvements can be made in direct interactions of
 
and support provided by (1) central and provincial

government staff members to (2) coincillors and staff of
 
local authorities (relating to overall financial
 
management)?
 

" 	 What can local authorities do that will help central and
 
provincial governments to do a better job in assisting

local authorities in overall financial management?
 

o 	 What improvements should be considered in organization and
 
staffing of the Ministry of Local Government, other
 
central government agencies, and provincial governments

that will facilitate assistance to local authorities in
 
overall, financial management by them?
 

" 	 What improvements can be made in data provided by the
 
central and provincial governments to local authorities
 
that will assist the latter in overall financial
 
management?
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Are 
there any other improvements relating to the conLraland provinc:ial gouernmenLs and to :interf-aces w-ith local
author it:ies not al ready covered above t:hat: can be made toassist local aut.hor:t:ies ir overall F:inancial managel1ent? 

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

. ........ -.............. 
 . 

.. .... ... 
 ..................... 
..............
..... -..................
. .- . ... ­ .- . ... ........ 


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

. . . . ~ - -............­

.--.-.-...........
 

.... .. ...... . . .......... 
 ...............
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EVALUATION OF WORKSHOP
 

A. 	 To what extent did this workshop fulfill the initially

stated goals? Rate on I to
a scale of 10 from: 1 = not at
all 	effective to 10 very effective (circle the
 
appropriate number-) 

1, 	 -1.imnpart new_ knqwl.edq. regarding the importance ofand 	the means For providing the many supports needed

for 	excellent financial management in areas of
planning, organizing, staffing, leading, and
 
c-;n Lrolling 

1 2 3 4 6 7 8 9 10 

Not 	 at Very
all 	effective 
 effective
 

2, 	 To ._.devel.op_new skills regarding practical ways of
identifying financial management support areas needing

greater attention and of taking steps to provide better
 
these needed supports,
 

1 2 4 	 7
3 	 6 
 8 9 10
 

Not 	t 
 Very

all 	effective 
 effective
 

3. 
To develop attitudes and increase motivation on the part
of workshop participants to provide for better supportsto excellent finarcial management in their local 
authorities.
 

1 2 3 4 	 7 96 	 8 10 

Not 	 at eryall 	effective 
 effective
 
B. 	 How would you 
rate the workshop training approach in terms of
 

its overall effectiveness?
 

1 2 4 	 7
3 	 6 
 8 9 10
 

Not 	at: 
 Very

all 	effective 
 effective
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C. Following is 
a list of topics that were addressed in the
workshop. 
 For each topic, please rate on a scale of 1
(lowest) to 
10 (highest) (1) the importance of the topic and
its 	usefulness 
to you and (2) the effectiveness of the
presentation/discussion. 
 Please put your ratings onyin the
b__jianks o____pEt.e_rn~ai (the s--r
fj r__tj . -u -r -­aksi!t 	 1rt- 1IFe]_.e .......sb..r'as.are listed mere...
 

IMPORTANCE 
 EFFECTIVENESS 
AND 	USEFUL-- OF PRESENTATION/
rOPICS 
 NESj O TOPIC DISCUSSION 

1. 	 The Financial Manager 

o 	 What Work Financial
 
Managers Do
 

o 	 How Financial
 
Managers Spend
 
Their Time
 

" 	 Skills of the
 
Financial Manager
 

2. 	 Planning Work 
of the
 
Financial Manager
 

o 	 Steps in Financial
 
Planning
 

o 	 Time Span of Financial 
Planning 

o 	 Types of Financial
 
Planning
 

o 	 Planning for All
 
Aspects of a Local
 
Authority's Activities
 

3. 	 Orgaoizing Work of 
the
 
Financial Manager
 

o 	 Structuring the Work
 
To Be Done
 

o 	 Delegating The Work
 
To He Done
 

o 	 Line and Staff 
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IMPORTANCE 
 EFFECTIVENESS
 
AND USEFUL- OF PRESENTATION/
TOPICS 
 NESS OF TOPIC DISCUSSION
 

4. 	 Staffing Work of the

Financial Manager
 

o 	 Selecting/RecruiLing
 
Staff
 

o 	 Assigning, Orienting,
 
Training, and Developing
 
Staff
 

o 	 Compensating Staff
 
o 	 Promoting, Transferring,
 

and Discharging Staff
 

5. 	 Leadership Work of the 
Financial Manager
 

o 	 What Leadership is 
o 	 Decision Making 
o 	 Communiciting 
o 	 Motivating 

6. 	 Controlling Work of the
 
Financial Manager
 

o 	 Setting Performance
 
Standards
 

o 	 Measuring and Recording
 
Performance
 

o 	 Analyzing Performance
 
and Communicating
 
Results
 

" 	 Taking Corrective Actions
 

D. What is your evaluation of the small group workshop exercises?
 

1 	 2 4
3 	 6 7 8 
 9 10
 

Little 
Extremely


Value 
 Valuable
 

E. 
 What is your evaluation of the final workshop exercise to
develop a "back-home" plan for local 
authorities and a
"back-home" program of action by 
the 	central government team?
 

1 	 2 3 64 	 7 
 8 9 10
Little 
xrml 

Value ValueValuable	 auriely 
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F. What did you like best at the workshop?
 

G. What did you like least?
 

H. What changes could have been made to increase the workshop's

effectiveness 
and your learning?
 

I. 
 How would you judge the overall value of the workshop in
relationship to other workshops you have attended (check one)
 

More Valuable?
 
About the 
Same?
 
Less Valuable?
 

J. Regarding the length of the workshop, was 
it:
 

Too Short?
 
About Right? 
 . . .
 
Too Long?
 

K. IF you 
are asked upon your return home what you learned or
gained as a result of the workshop, what would y.,,say?
 

L. Please use this 
space for any added comments:
 

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


