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SCOPE OF WORK
 

The Regional Bank of Wroclaw was established in January, 1992.
 
This consultant was employed to assist with the start-up of
 
operations during a four-week period in the summer of 1992 (see
 
report dated July, 1992). At that time ACDI agreed that a follow
up consultancy might be arranged if desired by the president of the
 
bank. Tne original scope of work for this second assignment was
 
similar to that of the first, as follows:
 

i. 	 Analyze the situation faced by the Regional Bank of
 
Wroclaw and determine steps needed to accelerate
 
development of regional banking operations.
 

2. 	 Set priorities for needed actions.
 

3. 	 Counsel the Wroclaw Bank president and other officers on
 
such banking activities as establishing the credit
 
department, accepting cooperative banks as affiliated
 
banks, affiliation and consolidation agreements, internal
 
audit functions and financial reporting.
 

Upon arrival it was apparent a revision wns necessary. With
 
the concur-ence of the bank president, ACDI Chief of Party Jon
 
Greeneisen and the consultant, it was agreed to add the following:
 

4. 	 Recognizing a special General Assembly meeting and many
 
related activities will occur during the term of the
 
consultancy it is understood that the consultant will,
 
first and foremost, stand ready to assist the bank
 
president in all ways possible to assure the meeting is
 
successful and the bank functions as well as it can
 
through this time of considerable stress.
 

In addition to the above, about midway through the consultancy
 
an opportunity came to conduct a two-day training exercise for 27
 
cooperative bank directors and council members from the Chelm area.
 
Entitled "Responsibilities of Cooperative Bank Council Members",
 
the training was planned and conducted by the consultant and his
 
int-rpreter/assistant at the L~dek-Zdr6j Training Center (see
 
Appendix V).
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EXECUTIVE SUMMARY
 

The Regional Bank of Wroclaw (GBPZ) has been very successful
 
in its efforts to increase shareholders and build a stronger
 
capital and organizational base since my first visit in July, 1992.
 
The number of shareholders is about 200 (and still growing)
 
compared to 115; share capital is zl 140 billion compared to zl 20
 
billion; the central office is better housed (still temporarily);
 
the computer sys-em is performing well; there are 80 employees
 
compared to 20; 9 branches compared to 2; and a credit department
 
has been organized, processing 1,600 coop bank restructured loan
 
applications for zl 346 billion. Most significantly, when the
 
consolidation of the 200(+) coop banks is completed in 1993 it is
 
estimated that the total assets of the GBPZ-Coop Bank "family" will
 
exceed zl 6.5 trillion.
 

Morale is good. The staff is working long hours, it is
 
obviously highly motivated and over-all personnel quality seems
 
outstanding.
 

With this level of activity and growth it is natural that
 
there is organizational and management stress. This consultancy is
 
intended in part to help solve problems--or prevent them--to ease
 
this start-up stress. Prioritized recommendations, mostly
 
constituting pieces of a management system, have been made in the
 
following subject areas (see RECOMMENDATIONS):
 

1. 	 Top management stop soon to regroup and plan.
 
2. 	 Develop business plan.
 
3. 	 Develop organization chart and job descriptions.
 
4. 	 Continue effective communications, internal and external.
 
5. 	 Be cautious (plan) when making major investments in
 

facilities.
 
6. 	 Be sure all planned branches are necessary.
 
7. 	 Develop policies and a policy manual, first for credit.
 
8. 	 Develop master plan for staffing and training.
 
9. 	 Follow through with plans for internal audit program.
 

10. Continue to increase capital base.
 
11. Develop coop bank assistance (supervision) program.
 
12. Complete work on the debt restructuring program.
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:IETHODOLOGY AND FINDINGS 

My plan for doina this second GBPZ assiqnment evolved into the
 
following approach: I) reviewing progress with work on the
 
recommendations made in the first consuitancy--see report dated
 
July, 1992; 2) add to, -nanoe or withdraw earlier recommendations;
 
and 3) with my interpreter/assistant, helD President Siano and his
 
management team In their daily ..ork, observing, orfering
 
suggestions, and doina everything possible to enhance the
 
performance of the bank during this especially busy time.
 

... Which is to say, the consultancy was conducted during the 
final days of the start-up period for this bank as additional 
cooperative banks were affiliating, the loan re-structuring program 
was reaching its deadline, and the special council, general 
assembly, and affiliation meetings were being planned and 
conducted. The staff was extremely busy and working long hours, 
sometimes seven days a week. Although conditions were adverse it 
was, in tact, a good time to do this kind of consultancy and 
observe management strenqths and deficiencies. 

First, it needs to be stated that this report will not "stand
 
alone", that is, it will be supplemental to the July, 1992, report
 
and only by reference does the full picture come into focus.
 
Second, the consultancy has concentrated on the development of
 
pieces of a management system for the bank. I have therefore not
 
dwelt on the numbers and statistical data but have instead looked
 
for management techniques and practices that will help President
 
Siano manage (plan, organize, lead, and control) the operations of
 
the bank.
 

There have been some very noteworthy successes since July. At
 
that time the bank had 115 shareholders; zi 20 billion of share
 
capital; zl 23.8 billion of total assets; temporary, inadequate,
 
central office facilities; a computer system was being installed
 
(and having problems) ; there were 20 emoloyees; one branch (at
 
Opole) was beginning to function; and the loan/credit department
 
had not been established.
 

This is being written rollowing the special general assembly
 
and affiliation meetings or December 3 and 4 and the numbers are
 
changing dramatically day by day. The number of shareholders is
 
reaching 200; share capital zl 140 billion (after matching by the
 
Capital Fund) ; the central otfice is well situated, temporarily, in
 
the new Wroclav branch buildinq; the computer system is functioning
 
well; there ale 80 employees; 9 branches (7 more to be added in
 
December-January, mostl'. in coop banks and using their employees)
 
and the credit department has about 15 r.nployees who have processed
 
1,600(+) loan restructuring applications for zl 346 billion (of
 
which zl 150 billion has been received, so far, from the Ministry
 
of Finance).
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7t is reassuring to note t:-ar the operatinq loss or the bank 

during this start-up year !,as remained at a !easonaole :I 1.d 
billion ror the year to date :zr several months now, increasing a 
small amount in November because of meeting and affiliation related 
activities (see Appendix j) The very large upsurge in capital at 
this time snould have a posit i.'e impact on earnings in the Luture. 

in view or the activit, and growth described above, ir is not
 
surprising to find that many cr the recommendations made in July
 
are still awaiting attention. The spectacular successes in the
 
"membership and capital development area" and what appears to be
 
equally fine performance in the recruitment of well qualified staff
 
additions tend to offset my disappointment regarding the lack of
 
progress with work on the recommendations. Capital formation and
 
finding qualified staff certainly are of extreme importance.
 

There were 19 recommendations in the July report, dealing with
 
6 identified weaknesses. Seven strengths were recognized (see the
 
report) and it is apparent that these are indeed strenqths which
 
are helping overcome, or mask, problems caused by the weaknesses.
 
It is the opinion of this consultant that almost all or those
 

recommendations remain valid, and that the bank will experience
 
very serious problems if attention is not immediately given to
 
those with the highest priority.
 

Those on which some progress has been made include the areas
 
dealing with delegation, organizational structure, staffing, and
 

training; coop bank audits; bank communications; capital needs;
 
regional bank-coop bank participation agreement; and the debt
 
restructuring program.
 

The recommendations involving the following areas have, for
 
the most part, not been dealt with: planning, both strategic and
 
financial (business plan); capital investment and branch location
 
decision making; policy making and policy "manual"; coop bank
 
supervision; credit policy; and regional bank territorial
 
boundaries. Of these, the most important is planing, especially
 
the business plan which deals with at '_east short range strategic
 

planning, and upon which almost every management decision should be
 

based.
 

Please refer to the next section, RECOMMENDATIONS.
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RECOMMENDATIONS 

... To Pawei Siano, President
 

Like an extremely successrul army commanaer and his staff, 
following the directions of his cienerai ana associates, you and 
your staff and " eneral" Michai Gacek and the council have moved 
forward quickly 'n recent tonths and won some very important 
battles (gaining snareholders, capital and actual territory). Now 
like a fast moving commander, it is time to consolidate your gains, 
patch your stretched lines of supply, re-enforce your flanks, and 
properly prepare for the next attack. 

Perhaps this sounds a bit too dramatic but this consultant is
 
concerned that his client could win big battles like these, and
 
lose the war.
 

We are all, : think, feeling very good about the development
 
of recent months and especially so regarding to successful general
 
assembly and affiliation meetings. Recognizing this, I am anxious
 
to draw attention to the important things still undone. Your bank,
 
like the army above, must now pause and re-group. Indeed, if you
 
don't I fear you will have serious problems. The bank could fail.
 
We must not let that happen.
 

What follows is mostly a repeat of my July, 1992,
 
recommendations, with a few changes and additions. Please refer to
 
the earlier report as you review the following. You will note some
 
differences. Again, these recommendations are prioritized, with
 
the following code:
 

(*) First Priority
 
(**) Second Priority
 
(***) Third Priority
 

I. WEAKNESS: STRATEGIC AND OPERATIONAL PLANNING
 

A. 	(*) Personal Objectives of the CEO
 

You will soon find hanging on your wall the personal 
objectives I challenged you with last summer with my best 
wishes. 

New recommendation: take time for some "regrouping" by the 
key members of the bank scaff, no later than early January, to 
communicate and do some simple strategic and business 
planning. 1 would suggeFt a retreat at a place away from the 
bank that is conducive to such an activity. The objective 
being to answer the planning questions: 
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. here are we now? 
2. 'here are ..e aoina?
 
3. How will ..e oet there? 

B. (*) Delegation of Responsibility and Authority.
 

Finish drarting the organization chart you are working on and
 
distribute copies as :oon as possible to members of your
 
council, staff, and the affiliated coop banks. These people
 
need to know who does each job, what the reporting
 
relationships are, and ..nere each employee fits in the
 
organization.
 

And, sorry to keep repeating this, but job descriptions must
 
be completed, also as soon as possible. An employee without
 
a job description just can't be held very accountable for
 
performance.
 

C. (*) Business and Financial Plan
 

I don't feel you should consolidate next year with coop banks
 
that have no business plan. And, I feel they should not want
 
to join a regional bank that has no business plan. Please
 
refer to my earlier report for further comments. This just
 
must be done. It should be the main job started at the
 
planning meeting in Section A above.
 

This should be given even higher than a one star (*) priority.
 
You should not make any major decisions until you can test
 
them against at least a preliminary business plan.
 

D. (*) Bank Communications
 

The bank obviously knows how to communicate. This was apparent
 
at the general assembly and affiliations meetings. Very
 
professional. Very well done! Keep giving this kind of
 
attention to communications. Refer to my earlier
 
recommendation, especially as it pertains to employee
 
communications.
 

II. WEAKNESS: CAPITAL NEEDS
 

A. (**) Shareholders' Investment in Additional Capital
 

Congratulations on your recent successes. Dutstanding. But
 
emphasis on this kind or activity must be constant, and will
 
always be a vital part of the bank's responsibility.
 

B. (*) Bank Capital "Hunter"
 

Mr. Palka of the Financial Department has been named. Push to
 
be sure he is keeping intormed and actuall' "hunting".
 



III. WEAKNESS: MASTER PLAN FOR STAFFING
 

A. (*) Master Plan for Staffing (Priority Raised)
 

Being discussed but "can't do because changes are coming too
 
fast". This has to key on the business plan which has not

been started (I-C above), needs to be developed

simultaneously, as soon as possible (January, at the latest).
 

B. (**) Training Needs Assessment and Plan
 

It seems everyone in the bank and on the council is talking

about the need for training. Press for development of a total
 
needs assessment and training plan by mid.-1993. 
 The staff
 
wants to express their needs and this should make an
 
assessment easy to accomplish.
 

IV. WEAKNESS: BUILDING AND EQUIPMENT NEEDS
 

A. (*) Capital Investment Considerations
 

It continues to be recommended that the business plan asked
 
for in Section I-C be done befrre any further major investment
 
is made. The bank's capital. has been increasea, and the
 
percentage allowed for such purchases has also been increased,

but without a plan we still can't answer the question "what
 
can we afford?" with certainty.
 

B. (***) Determination of the Number of Branches
 

Priority has been lowered. A total of 16 branches have been
 
committed and evidently the 9 established so far have been
 
opened successfully. Much remains 
to be done to make them
 
fully operative. The bank needs to be certain it can p- vide 
supervision and technical support for seven more branches. 

V. WEAKNESS: NEEDS FOR OPERATIONAL POLICIES, PROGRAMS, AND
 
PROCEDURES
 

A. (**) Adoption of Basic Bank Policies
 

It continues to be recommended that a policy manual be
developed and that the model policies provided 
in the July

report be adopted if not 
already covered by newly developed

policies, per the earlier recommendation.
 

B. (*) Coop Bank Audits
 

Recommendation chan ed. Stand by to cooperate with the plan

now taking shape: EC will fund au lits of regional banks and
 
the coop bank5 where regional branches are maintained--during

the first 
six months of 1993, using outside auditors
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coordinated izv 
Union of Cooperative Banks. 
 7he National Bank
of Poland ..iii audit others before 
consolidation, allowinq
those that meetn 
certain tests by recional banks to consolidate

without an audit. Eventually it Js planned that the Union
will conduct the audits on behalf of the 
regional banks
(within the "System", as an internal audit).
 

C. 	(**) Branch Office Start-up
 

Earlier recommendatio,1: dis:eqard.
 

D. (***) Coop Bank Supervision 

This recommendation is still valid. Work needs to be started
to develop a coop bank supervisury or assistance proram. 
See
 
earlier July report.
 

E. (*) Regional Bank-Coop Bank Participation Agreement
 

Earlier recommendation: accomplished
 

F. (*) A "Sound" Credit Policy
 

See recommendation in July report. 
The draft policy should be
 
considered, tailored to 
fit GBPZ, and adopted.
 
New recommendation: be very cautious as you begin to consider

making loans the
at r3gional 
bank. With inflation and
interest rates at their present levels it is nearly impossible
to make 
lans that will benefit either 
the borrower or the

lender. It is recommended that the council 
be asked to
approve the basic conditions and policies that will govern the
bank's direct lending program.
 

G. 	(**) Loan Classification Program
 

Assuminq 
that the coop bank audit process will result 
iii a
required classification program, 
 this recommendation is
 
cancelled.
 

H. (*) Debt Restructuring
 

Follow up closely to"encouraqe" Polish Government officials to
advance funds as 
 promised. Processing of loans about
complete. An estimated zl 200 billion is 
 still to be
 
received.
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VI. WEAKNESS: REGIONAL BANK TERRITORIAL BOUNDP IES
 

A. (***) Will There Be a Fourth Regional Bank?
 

No change in recommendation. Cooperate with the other
 
regional banks to assure SE Poland coop banks have access to
 
regional banks. Consider possibility of GBPZ permanent
 
service to all the southern voivodships.
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40 
•koszty konferencji '. ' _-__-___,]I/ II
uslugi w zakresie ochr. mienia i obiegu papiei6%W ' ___4
 

koszty podrv suizbowvch ".. " 
 , 4g
" uslugi lokalowe _____"_ 

* oplaty kom., skarb.. i inne I4-1 2 
jpozostale ustugi 

.;niernaterialne m. -.
 
Izukycie paliw '"
 

4 !Podatki i opaty 
 -.-. , 7641 
5 Wynagrodzenia i narzutv na vynagrodzenia w tym: 761 .,0

w 


%vynagrodzenia - --7611 __2,95
ZUS 7613-1, 4.344 

6 iKosztv od operacji z pod. finansow. (NBP) -4 7

7 !Odsetki zapacone innym bankom rod. lok. .... [ 7113:
od na .7-2 
8 1Nale nogci spisane na straty . 78 

.... Razem i4.g.0
 
1 'Odsetki od oper. 
 z innymi pod. fin. (lokatv w bankch) 8113- 1:2 1Odsetki od operacji z innymi podmiotarni finansovymi 8113-2: 3-I" 
3 !Odsetki otrzymane z Bstrzycy _ _ 8113-3; 4. '3 
4 Dochody z vtulu prze, telegraf. _ 8113-4:
 
5 iOdsetki od kedvt(w irwestvcyjnych 
 113-55 
6 Odsetki od said debetowvch na rachunkach BS 8113-6 
7 Prowizje od zoowiazaf uwierzytel. pod. (ewar.) 8222-1' 
8 iDochodv uboczne .601( *',, , 8 
9 - bon6w!Odsetki od skarbowtycli '  .. 8421-11 35
 

40 zL ,Zkwnov_ __,_-_ _ _ _
4. 001 _ _ _a _ x_ _ 

Jjfu~gJLI4....
'Mar..............................
 

... far rn~- -. ; 



______ 

_____ 

3IANS iI. S.A. 

Stan naien LI... *~~ 

:\KTYiWA = W irtos w mli. zi
 
L.Bank Centralnv-rach. hiczacv~~~c
 
.Rezerwa obowiazkowdi NBP ietinns 

3.Raicliunki hiez'ace %vimiych bankach , 

4.Lokatv terminowe w hankach (por. :a.Izai.2)4 ____ 

5.Kredyw,, inwest. (por. zak. 3) . __ 

6.Papierv wart. (por. z:al. 4)__________
 

7.Operacje roz.ne ___ I%.4
 
8.Majqtek trwalv . +.g 
9.Wvnik fin. iv trakcie zam.: 
10. Nad~vka wvd. nad doch. roku bie± ______.4 

Sumna bilansowa r9 co 
PASYWA -- Wartokd %vmmn. zi 

1.Depozvty bankow (por. zak. 5).)0.290 
2.Depozyty podm. miefinans. (por. zak. 6) ___. 5,f3 
3.Operacje r62ne . Z S4*(4I 
4.Kapital akcyjny **1-,~. Z 
5.Rachunki bieiace bank6w$t?:u1 < .--

__ 


6.Fundusz Oddl. i Restr..
 
Sumna bilansowa 
 00%1.o 

Sporzqdik Odeblm:<' k 
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APPENDIX III
 

c(ospoda.rczy 

BANKPoudniowo S.A.-Zachodni 

pe noutwesalu
 

A COOPERATION AGREEMENT
 
BETWEEN
 

AGRICULTURAL COOPERATIVE DEVELOPMENT INTERNATIONAL
 
AND
 

GOSPODARCZYM BANKLEM POLUDNIOWO - ZACHODNIM
 

Agricultural Cooperative Development International ( ACDI ) and the Gospodarczy Bank 
Poludniowo - Zachodril (GBpz tthe Regional Bank In Wrocaw. after earnest and friendly
consultations and for the mutual benefit of both parties, agree to cooperate with each other 
as 	outlined below. 

I. 	 ACDI and GPZ (hereinafter Jointl called "two partiess) will cooperate in several 
ways with a common objective of developing modem fiancial services for rural 
people in Southwest Poland. 

2. 	The two parties will work together to encourage and develop activities that may be 
beneficial to both parties and their respective clients. 

3. 	To achieve these objectives, the two parties are establishing a cooperative, relationship
that will provide the basis for the two parties to consider and be receptive to future
mutually r-ceptable proposals. 

4. 	 The two part. 25 will, on the- basis of mnutually acceptable terms and conditions. 
cooperate with each other in the cxchange of useful information, training of staff.
exchange of visits and consultancy sierviCe, and such developmental and educational 
activities as inay benefit the two parties. 

5. 	This Agreement will remain in effect until either ACDI or GBPZ proposes changes 
or amendments-. 

6. 	This Agreement shall be expressed In both the Polish arid English languages and 
the two versions will be equally efftctive. 

Agreed aid signed ia Wroclaw. Poland. on December 2, 1992. 

AGRICUILTURAL COOPERAIiVE G OSPODARCZY BANK 
DEVELOPMENT INTERNATIONAL POL] DNIOWO - ZACHODNI 

, / / 

by ) / 

Jon F. Greeneiser Pawel Siano
 
Chief of Party 
 President 



CospodarczyKD 	 f 
BANK 	 [Al 
Potudniowo-Zachodni S.A.
 
we Wrodawiu
 

POROZUMIENIE 0 WSP6LPRACY 
POMWDZY
 

AGRICULTURAL COOPERATIVE DEVELOPMENT 
 INTERNATIONAL 
I 

GOSPODARCZYM BANKIEM POLUDNIOWO- ZACHODNIM 

Agricultural Cooperative Development International ( ACDI ) oraz Gospodarczy Bank
Poludniowo - Zachodni ( GBPZ ). reglonainy bank we Wroclawiu. po gruntownych I przyJa
znych konsultacjach. maJec na celu korzykci obu stron, zgadzajq sle wspOlpracowad w oparclu 
o ponl.sze zasady. 

1. 	ACDI I GBPZ (zwane daleJ stronami) becal wsp6lpracowaly na wielu plaszczyznach.
maJelc na celu rozwoJ nowoczesnych uslug flnansowych dia ludzl rolnictwa poludniowo 
- zachodnlej PoIski. 

2. 	 Oble strony bedq razem pracowad. aby 7riinlcjowac I rozwijad dzialalnosd. kt6ra 
bedzle korzvstna dla nich I dla kllentow. 

3. 	Aby osia2gnqc te cele. obie strony nawiazujol wzajemnl wsp6lpracc. ktora zapewni
Im podstawc do konstrukywnych, wzaJemnle akceptowanych rozwiazan. 

4. 	 Oble stronv bed wsp~tpracowa ze sobo na podstawie wzaJemnle zaaprobowanych
warunkow w dzledzlnle wymany lnformacjl. szkolenla pracownlk6w. wzajemnych
spotkari I usiug konsultacyjnych oraz taklej dzialalnoscl zwlaanej z rozwojem I 
ksztalceniem. kt6ra bylaby korzystna dia obu stron. 

5. 	Niniejsze porozumlenie zachowuje wa2nosc do czasu propozycji zmlan lub poprawek 
wnlesionvch i)rzez ACDI lub GBPZ. 

6. 	Porozumienie to bcdzie sporzldzone wjezyku polskim I anglelskim. obie wersje maja 
jednakow moc. 

Ustalono I podplsano we Wroclawlu, 2 grudnla 1992 r. 

AGRICULTURAL COOPERATIVE GOSPODARCZY BANK 
DEVELOPMENT INTERNATIONAL POLUDNIOWO - ZACHODNI 

/ 

Przewodnlc7 y Prezes 
Jon F.Greeneisen Pawel Slano 
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THE CHANGING ROLES OF DIRECTORS 
AND CHIEF EXECUTIVE OFFICERS IN 
PLANNING AND POLICY-SETTING 

We have had a tendency. almost a tradi-
tion. in the Farm Credit Systeml. to want to 
draw clear lines to distinguish the roles of 
management and the boards of directors. But 
In reality, how impossible It is to drawaclear 
line - and how impractical and unnecessary, 
especially in well-managed and directed 
businesses, 

Plamning is the key finction of manage-
ment. in my opinion, and policy-making the 
main responsibility of directors. Everything 
else builds on these bases. 

It isgra lying to see that, as our organiza-
tions have matured, and as we have grown in 
our abilities as managers and directors, our 
thinking has begun to change. There is a 
greater recognition of the fact that managing 
and directing. planning and policy-making 
should not be viewed as entirely separate 
functions. They're so close you can hardlysee 
the line that separates them. That's good. So 
close they may seem to overlap, yet they are 
subtly different. That's good too. 

An effective job of planning and policy-
making, at the very least, calls for a clear 

recognition of mutual board and manage
ment responsibilities: and then some defini
tion and an understanding of their respec 
tive roles in that process. 

Let's test that by looking at them separ 
ately. First. the role of manageme.nt in policy
making. I don't believe the chief exectitve 
officer of an organization can do hisjobeffec
tively unless he is directly involved in the 
development of policy. He is not the policy
maker, but he'd better be part of the process 
that policies come from. 

The CEO is responsible l z-tplo iiig.'l'l ., 
is one of his primary functions as a managcr. 
Policy-making is very much an activity of 
planning. Consider the elements of tl 
planning function ... forecasting. establish
ing objectives, programming and scheduling. 
policy-making, and budgeting. 

Policy-making is an inseparable part of 
the planning process. Policies provide direc
tion for courses of action. Rather than being 
a starting point, policies represent the 
decisions we make as a result oft he forecast 
ing we do and the objectives we set. Can a 
manager effectively perform the other activ
ities of planning without an active Involve
ment In policy-making? I think not. 

The board of directors has the ultimate 

http:manageme.nt


responsibility for policy and the final say. I 
don't contend fora moment that this is some-
thing thev should hand over to management. 
Directors are responsible for policy. The 
board that is most effective, though. Is the 
one which recognizes management has a key
role in th- formulation and recommendation 
of policy. 

The degree to which management is in-
volved iii policy formulation must be a 
mutually agreed upon delegation. and will 
depend on the situation. The variables in-lude the size and nature of the organization, 
board confidence in management, the degree 
of competence of both board and manage-
ment, the effectiveness of their communica-
tion, and their working relationship. 

Just as policy is not the exclusive territory 
of boards, planning is not exclusively for 
management. The board must be actively 
involved, and again, roles need to be defined. 
understood. and agreed upon. 

The CEO is the chief planner of the 
organization. This responsibility caxn't be 
delegated. Many others may be involved in 
assisting in planning. but In the end, the 
chief executive officer is the one who is 
accountable. 

Good management effectively involves 

other people In planning, Including the board 
of directors. A CEO who sees director Involve
ment as a threatening thing and does not 
have his board on the leading edge of the 
planning process is making a serous mis
take. And, of course, the organization has no 
plan until the board really buys into it and 
approves it. 

I don't mean that the board should be in
volved in the planning of the day-to-dayactiv 
ity of the organization. The board's planning 

role is In the area of long-term considerations, strategic thinking, the establishment 
of organizational alms, philosophy, and the 
mission. 

If roles do become confused, both board 
and management share the blame, but the 
greater burden is carried by management. 
This goes back to something I mentioned a 
moment ago ... relationships.
 

Director-management relationships
 
should be 
 arm's length, though defining 
what I mean by that is difficult. Their rela
tionships should be close - I would 
personal - but with a sense ofwhen to keep 

say
a 

little distance.. when to back off some. It Is 
very much like a good working relationship 
between a loan officer and a member. A sense 
of when to be close, and when to back off 



some - now that's a delicate thing to mea-
sure, but stockholders and boards of direc-
tors sometimes do just that when they elect, 
or unelect. Association and Bank directers 
and presidents. 

The chemistry that binds boards and 
management together - or causes them to 
part - is complex. Management has the 
responsibility to understand this and to 
".manage" it. Boards do have the last word, so 
the main concern is naturally felt by the CEO. 
Like a marriage, it is complicated. Either it 
works or it doesn't. Each partner can prolong 
the relationship by making the effort, but 
anything less than a happy relationship is a 
constant threat to it. 

Good management, especially in the 
PCA/FICB System, has one foot in the direc-
tor's shoe and one in his own and walks 
around with a mixture of owner and em-
ploy c interests and attitudes.A top adminis-
trator is always keenly sensitive to the feel-
Ings and needs of the owners and employees, 
Good directors need to fill this same kind of 
dual role. 

Planning and policy-making is hard work. 
When a board or management is faced with a 
tough planning orpolicy decision and having 
a hard time reaching one, mystandard advice 

is to try the old reliable que.,:tion: "What's best 
for the farmer?" Almost always, answering 
this leads to not only an easier, but a better 
decision. Any important decision should 
have to pass this test question. 

In order for boards and management to be 
really effective in the area of planning and 
policy-making, there are some board room 
habits that need to be changed. I'm thinking,
for one thing, of the agendas we work with, 
and addrtess this mainly to management 
because I think boards expect management 
to develop the agendas. 

There is a tendency for managers to de
vote too much time to reporting to boards on 
history... on minor details... on the control 
activities of management. If you are a presi
dent who feels your board is too involved in 
detail - in other words, in management - it 
could be that you have invited them, almost 
forced them, to be. I notice our directors often 
seem to enjoy themselves more, and give us 
more direction, when the last item on our 
agenda comes up.. . "other matters as time 
permits". 

When managing and directing, planning 
and making policy, management especially 
has to keep in mind the long-range implica
tions of actions being considered. The CEO's 
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APPENDIX V
 

HARMONOGRAM SZKOLENIA W DNIACH 8, 9.12.1992 r.
 

9.30 - 10.15 Sp6ldzielczoh6 i systemy bank6w
 

sp6ldzielczych w Stanach Zjedno

czonych.
 

Podabieistwa i r6tnice v
 
syatemach polskim i amerykaaskim.
 

(Don Hovendick + tium.)
 

10.30 - 11.30 - Banki Sp6kdzlelcze w Polace w gospo

darce rynkiwej.
 

- Spravowanie wvadzy. Obowiqzk L zakres
 

odpowiedzialnofci czkonk6w sp6ldzielni
 

i Rady i Zarzqdu.
 

- Podzial deoyzji kierowniozych
 

(T.Kachniarz + uvagi Don'a).
 

11.45 - 12.05 Gacek - Umoja rola jako przevodniczqcago 

czkonka Rady Banku Regionalnega". 

12.05 - 12.25 Hussar - "Moja rola jako przewodniczqcej
 

Komisji Rewizyjnej".
 

12.25 - 13.00 Vice Prezes- Bank Regionalny w nowym systemic.
 

Naaza rola i stosunki z Bankami
 
Sp61dzielczymi.
 

13.15 - 14.00 - Zakres obowiqzk6w czkonka Rady.
 

Vyb6r kandydat6w, a efektywnoi6
 

pracy.
 

15.-30 - 16.30 - Stosunki miqdzy Radq, a Zarzoeu.
 

Zakrea podatavowych obowiqzk6v L
 

odpowiedzialnofci - Hisia Rody
 

16.45 - 17.45 - Charakter funkcji I pole dziakcnia.
 

A. Stworzenie i umocnienie organizacji
 

- Wykwalifikowany Dyrektor
 

- Nadz6r nad prawidlowym funkcjonowar
 

niem Banku od strony personalno

organizacyjnej
 

- Stan materialny Banku
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- Sila finanzowa banku 

a) kapitalizacja - kapital
 

b) zysk - podzial 

- Pravo sp6ldzielcze i regulaminy 

- Linie postqpowania i statut - a 

dzialania 

- Owocne posiedzenie Rady 

B.Reprezentowanie azlonk6w - przed

stawicielstwo akcJonariuazy.
 

C.Efektywne planowanie, kierovnictwo
 

i kontrola - zmlany, hrodki.
 

P.Owocne stosunki z organizacjami
 

krajowymi, bankami.
 

Informacje organizacyJne
 

8.12.1992 r.
 

8.00 - niadanie
 

14.00 - obiad
 

18.30 - kolacja
 

9.12.1992 r.
 

7.30 - fniadanie
 

10.30 - wyJazd do Wroclawia
 

le 


