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Key Messages
[¶] References are to paragraphs.

• Quality is a multi-dimensional concept and requires mul-
tiple criteria for its assessment. These criteria include con-
formance to specifications, client satisfaction, reduced
cycle time, a quality culture in the organization, a congru-
ence between goals, outputs and impacts, and an ongoing
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capacity to learn and adapt to change at the individual,
group and organizational level. [¶ 37, 59, 61]

• Quality integrates many of the performance improve-
ment and reform efforts that have been directed to the
public sector in recent years.

• Quality improvement requires a deliberate planning
and implementation strategy. It is not something
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which can be developed through rhetoric and exhorta-
tion.

• Financial resources alone do not guarantee quality in pro-
cess management or in the delivery of services to the pub-
lic. They must be tied to new approaches in management.

• People are at the heart of any effort to improve quality in
the public sector. Investment in their knowledge and skills
is important. [¶ 21, 35]

• Sound leadership at all levels is critical to developing
and sustaining quality in public sector organizations.
[¶ 34]

• Many of the tools and techniques of total quality manage-
ment in the private sector are applicable to the functioning
of public sector organizations. This can be seen in the ad-
aptation of ISO standards to the public sector. [¶ 26, 27]

• Quality improvement is a continuous process and should
not be thought of as something with a beginning and an
end. [¶ 36, 38, 99]

• Incentives, both budgetary and personal, do play a role in
moving toward a quality culture.

• Quality improvement requires a systems view of organi-
zations and demands new tools for analyzing the per-
formance of public sector organizations. [¶ 3, 4]

• At the heart of the quality movement is the need to draw
the client or customer into the entire process, and to make
customer satisfaction one of the defining goals of public
organizations. [¶ 33, 52, 62, 86]

• Quality improvement requires time, as well as the devel-
opment and continual reinforcement of a set of core val-
ues, the most critical of which is service to others. It
requires changing the mindset of public servants. [¶ 99]

• Development is about building the capacity to make
change and generate improvement. Quality is a key tool
in this process. [¶ 16]

• Quality in the public sector is a function of organizational
capacity. [¶ 3, 4]

• There is a need for clear ways to assess organizational
capacity. [¶ 8]

• Periodic performance reports are key to performance
analysis. When looking at specific areas, such as health, it
is important to measure both achievements and perfor-
mance. [¶ 9, 97]

• ICT (information and communications technology) can
be a powerful tool, but is not a panacea in itself. It must
be seen as a tool which can bring benefits, but does not
necessarily do so. [¶ 80, 84, 85]

Pacific Public Management Executive
Program (PPMEP) Overview

1. The Asian Development Bank (ADB) Institute, in col-
laboration with the ADB and the Colombo Plan Secretariat,
has specially designed a program on public administration
entitled the “Pacific Public Management Executive Program”
for 32 officials from 12 Pacific island countries, namely, Cook
Islands, Fiji, Federated States of Micronesia, Kiribati, Marshall
Islands, Nauru, Papua New Guinea, Solomon Islands, Tonga,
Tuvalu, Vanuatu and East Timor. It is an innovative, capacity-
building program involving four face-to-face training mod-
ules over a two-year period, combined with weekly sessions
through the Internet using a Virtual Learning Laboratory
(VLL)†, which is part of the ADB Institute web site
(www.adbi.org). The VLL provides participants with access
not only to each other, but to a roster of resource persons world-
wide. In addition, each participant will undertake a “project”
to demonstrate a practical application of the concepts learned
in the program. The projects will be written up as a set of
Pacific island case studies on public sector reform.

2. The four modules in the program are designed to dissemi-
nate knowledge and upgrade the skills of participants in vari-
ous aspects of public sector management. Module 1 covers
managing policy, strategy and performance, Module 2 manag-
ing continuous quality service, Module 3 managing programs,
projects and systems and Module 4 leading people, innovation
and change. Module 1 was conducted from 10 to 19 May in
Suva, Fiji. A summary of the proceedings of Module 1 was
published under the ADB Institute Executive Summary
Series No. S26/00 and online at www.adbi.org/PDF/ess/
ess26.pdf. Module 2 was held from 4 to 12 September 2000 in
Brisbane, Australia. The following Executive Summary of Mod-
ule 2 should be read in conjunction with the first in Executive
Summary Series No. S26/00 (see bonus page at end).

Assessing Organizational Performance

3. Mr. Cedric Saldanha, Manager, Office of Pacific Op-
erations, ADB introduced participants to a model for organi-
zational diagnosis and assessment which he argued would help
fill a major gap in the crafting of development policies - the
failure to account for organizational capacity in the design
and implementation of development policies. Quality, in the
public sector, is very much a function of organizational ca-
pacity and yet a clear methodology for the assessment of such
capacity appears to be lacking.

4. The model, outlined by Saldanha, places organization
performance analysis at its center in approaching assessment.
Since the purpose of organizational performance assessment
is to improve performance, a clear identification of the spe-
cific performance variance, or opportunity for improvement,
is the starting point. A second feature, in this approach, is to
see the organization as a system, which comprises numerous

†  For access requests, contact tmorrison@adbi.org.
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variables, all of which dynamically interact with each other
and the environment in which the organization exists. These
variables affecting the organization’s performance can be
grouped into different categories.

5. Saldanha outlined the steps in performance analysis of
an organization:

Assess Current and Past Performance

6. Logically the analysis starts with an assessment of past
and current performance through the generation of data and
answers to the following questions:

• Why does this organization exist?

• Who are its clients?

• What is it supposed to deliver for them?

• What benefits and products and services does it bring?

• Is the organization delivering what is expected of it?

• Are its services acceptable in terms of quality and
quantity?

Assess Outputs and Impacts

7. This phase, building on the information and analysis of
the first step, entails an assessment of the direct outputs and
impacts that an organization produces. In this analysis,
Saldanha stressed the need to focus upon beneficial impacts:
that is impacts which are linked to policy goals and which
benefit the citizenry. The chart Fig. I illustrates output and
impact analysis and the criteria, which can be applied in dif-
ferent sectors.

Make Assessment Criteria Complete and Clear

8. In the organization performance analysis, it is important
to be clear and complete in the use of criteria for assess-
ment. Saldanha introduced the following four types of crite-
ria that should guide such an assessment:

• Effectiveness Indicators represent the expected impact of
the organization on customers through the products and ser-
vices that are delivered. They are criteria that encompass
client coverage and client satisfaction. They may also in-
volve the use of a ratio of outputs to impacts. For example,
the extent to which electricity generated is accessed. They
can be used to improve productivity and the quality of life.

• Efficiency Indicators reflect the level of outputs (actual
products and services delivered) of the organization in the
context of available resources and policy direction. For ex-
ample, the cost of producing a unit of service.

• Equity Indicators reflect the distributional profile of out-
puts (public access to products and services and the pat-
tern of that access).

• Sustainability Indicators reflect the ability of the organi-
zation to ensure self-sustaining and consistent perfor-
mance over time. For example, the level of revenue
generated by a power utility.

Periodic Performance Reporting

9. A key step in organizational performance analysis is the
development and issuance of a periodic performance report.
This provides information over a period of time on organiza-
tional performance against a set of performance indicators,
which represent outputs delivered by the organization and their
impacts.

10. The three important parameters to be included in the per-
formance reports are achievement against policy targets, com-
parative benchmarking and trend analysis.

11. Saldanha highlighted the following different types of
variables, which can influence organizational performance and
must form an integral part of the organizational performance
analysis:

Key Result Areas
– Indicative Outputs

Agriculture Agency
- Irrigation systems

construction
- System operation &

maintenance
- Water delivery
- Farmers serviced with

agricultural extension

Strategic Result Areas
– Indicative Impacts

- Agricultural production

- Agricultural yields

- Farmer incomes
- Export earnings

Transport Agency
- New road construction
- Road maintenance

- Traffic management
- Regulation enforcement

- Reductions in congestion
- Reductions in journey

time/costs
- Road safety
- Road sector share of

passenger traffic

Health Agency
- Health care services
- Drug availability
- Health education

- Mortality rates
- Morbidity rates
- Fertility rates

Education Agency
- Enrollments
- Graduations

- Female student coverage

- Literacy rate
- Educated/skilled labor

force
- Profile of female entry

into labor market

Energy Utility Agency
- Installed capacity
- Distribution coverage
- Minimizing system losses
- Revenues/Surpluses

- Capacity utilization
- Low cost energy
- Per capita consumption
- Access to electricity

Fig. I  Sample Outputs and Impacts of
Public Sector Institutions
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Category 1 Variables: Inputs

12. These include staff, equipment, technology and other
assets used as inputs to produce outputs. Irrespective of where
the inputs come from, the key issue is the proportionality of
inputs to outputs.

Category 2 Variables: Management
Infrastructure: Systems, Structure and Strategy

13. These variables encompass assessments of the manage-
ment systems in place, such as client management, product
delivery, financial management, human resource management
and the information management system. The second dimen-
sion assesses management structure such as lines of report-
ing and accountability, delegation, control and adaptation. The
third dimension, namely, strategy and policy, assesses the clar-
ity and robustness of an organization’s strategy and its capac-
ity for policymaking and implementation.

Category 3 Variables: The Drivers — Vision and
Values

14. This involves an assessment of the core values of an
organization and the quality and style of its leadership.

15. The three levels of variables outlined above come to-
gether in an overall model of organizational performance as
outlined in Fig. II below.

16. Saldanha concluded by reasserting the basic principle
behind organizational performance analysis. Development,
he underlined, is about building the capacity to make

policy, deliver public services and catalyze private in-
vestment.

Continuous Quality Management:
The Case of Singapore

17. Mr. Lee Heng Wah of the Civil Service Consulting
Group of the Republic of Singapore, presented a case study
on the approach to quality management adopted by the Gov-
ernment of Singapore. Following an introduction of the work-
ing of the civil service in Singapore, Lee introduced participants
to the PS21 initiative of the Government of Singapore. The
phrase “PS 21” stands for Public Service for the 21st century.
The basic rationale for the PS 21 Initiative was to build an
adaptable public service that could assist Singapore in meet-
ing the challenges of a rapidly changing global environment
in the context of the Singapore economy, which is very much
outwardly oriented. The Initiative was led by the Office of the
Prime Minister and a government-wide task force whose mem-
bers are permanent secretaries.

18. The goals of the PS 21 Initiative are two-fold:

• To nurture an attitude of service excellence in meet-
ing the needs of the public, and

• To foster an environment which induces and wel-
comes continuous change.

19. Lee summarized the principles behind the PS 21 Initia-
tive as developing an attitude within the civil service which
welcomes, anticipates and executes change. One of the strat-
egies central to the PS 21 Initiative involves the Work Im-
provement Teams System (WITS program), the Singapore
adaptation of quality circles.

Drivers:
Vision and Values

Inputs:
– Staff
– Budget
– Technology
– Equipment
– Physical Assets

Management Infrastructure

Strategy and Policy

Structure + Systems and Processes

Outputs Inputs

Fig. II
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20. A WITS program:

• comprises people of the same work unit,

• takes joint responsibility for the quality of the unit’s
work,

• works as a team,

• meets regularly to review work,

• initiates one project after another to solve problems
or effect improvements in their unit,

• concentrates its effort on its own areas of responsi-
bility, and

• implements solutions.

21. The philosophy of the WITS program centers around
people, with the belief that they are capable of, and desirous
to, live up to their responsibilities and that they are not moti-
vated by pecuniary incentives alone. It also believes that ev-
eryone is an agent of change, and management should be
supportive of that desire.

22. The WITS objectives include:

• improving the quality and productivity of work,

• developing an improvement-seeking attitude,

• developing problem-solving skills,

• improving teamwork,

• developing pride and satisfaction in work,

• enhancing ownership of the group’s responsibilities,
and

• providing challenges on the job.

23. Fig. III illustrates how a WITS program operates in the
Singapore Civil Service system.

24. Within the overall framework of the WITS program,
Singapore utilizes an Action, Plan, Check and Do approach
to implement the program as shown in Fig. IV below.

– What action
is needed?

– How to carry
out corrective
action?

25. Lee next turned his attention to the experience of
Singapore in undertaking ISO 9000 certification, another key
feature of Singapore’s PS 21 Initiative.

26. The ISO standards flow from the work of the International
Organization for Standardization. This is a non-governmental
organization established in 1947 to introduce standards for in-
dustry, products and services. ISO standards are voluntary and
are not enforced by the ISO organization. While originally de-
veloped for the private sector industry, its recent work has in-
volved standards for public sector organizations as well.
Their specific mission is to:

How a WITS Program Operates

Step 1
Identify areas to be
improved

Step 2
Prioritize and select areas
to be improved

Step 3
Collect, examine and
analyze data

Step 4
Develop proposals and
recommendations

Step 5
Communicate recommendations
to management

Step 6
Implement the agreed
recommendations

Step 7
Monitor and take
corrective action

Action Plan

– What is the
objective?

– What is the plan?
– How do we carry

out the plan?

– How well?
– What deviations?
– What are the

 factors?

Check Do

– Carry out the plan
– Achieve the

objective

Fig. III

Fig. IV
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• promote the development of standardization,

• facilitate the international exchange of goods and ser-
vices, and

• develop cooperation in the spheres of intellectual, sci-
entific, technological and economic activity.

27. The ISO family of standards represents an international
consensus on good management practices, with the aim of
ensuring that the organization can deliver the products or ser-
vices that meet the client’s requirements. These good prac-
tices have been distilled into a set of standardized requirements
for a quality management system regardless of what the or-
ganization does, its size, or whether it is public or private.

28. Lee outlined the following benefits which, he believes,
underpinned Singapore’s engagement in seeking ISO certifi-
cation in the public sector. ISO certification:

• demonstrates management’s commitment to quality,

• enables staff to do things right the first time,

• reduces dependency on individuals,

• frees managers from overseeing routine matters,
through systems development,

• facilitates staff training, induction and retraining,

• increases the capacity to identify, resolve and pre-
vent problems,

• improves efficiency and effectiveness,

• provides objective evidence to demonstrate the qual-
ity of products and services,

• enhances corporate image locally and internationally,

• increases customers’ confidence in the organization
and functioning of the civil service,

• provides data to analyze and determine the perfor-
mance of key operating processes, and

• formalizes a framework for continuous quality im-
provement.

29. The Singapore model of quality management based upon
ISO principles is outlined in Fig. V. The implementation of an
ISO program is a complex task and Lee highlighted a number
of issues, which must be addressed in such an effort:

• selling the idea of ISO and its applicability in the
public sector,

• deploying staff as document writers for the develop-
ment of standards and description of existing work
processes,

• writing operational procedures to meet the ISO re-
quirements,

• writing common procedures such as internal quality,
audit, management review and customer complaint
systems, and

• interpreting the quality elements.

30. Based upon the Singapore experience to date, Lee high-
lighted the following as critical success factors in the use of
ISO 9000 standards in the public sector:

• top management support,

• a management steering committee with a clear di-
rection and policy authority,

• dedicated staff,

• planning for a system that prevents problems and de-
fects, and satisfies external and internal customers, and

The Singapore Quality Framework

Leadership and
Quality Culture

Use of Information
and Analysis

Strategic
Planning

Human Resource
Development

Management of
Process Quality

Strategic
Planning

Human Resource
Development

Driver

Systems

Results

Fig. V

See further ¶ 42 - 47.
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• relevance of the process to real work and issues as
well as effective training at all levels in quality man-
agement.

31. Continuing, Lee explained the development of the
Singapore Quality Award in 1994 as a means to establish the
country as a center of business excellence. The aim is to
build a pool of world-class organizations as key drivers of
economic growth and to enhance the nation’s competitive-
ness. It was based upon the Malcolm Baldridge Award scheme
in the United States, but modified to suit Singapore’s phi-
losophy on quality management.

32. Eight principles underpin the Singapore Quality Award:

Customer Focused Organization

33. Organizations depend upon their customers and, therefore,
should understand current and future customer needs, meet cus-
tomer requirements and strive to exceed customer expectations.

Leadership

34. Leaders establish unity of purpose and direction for the
organization. They should create and maintain an internal
environment in which people can become fully involved in
achieving the organization’s objectives.

Involvement of People

35. People at all levels are the essence of an organization
and their full involvement enables their abilities to be used
for the benefit of the organization.

Process Approach

36. A desired result is achieved more efficiently when re-
lated resources and activities are managed as a process.

System Approach To Management

37. Identifying, understanding and managing a system of
interrelated processes for a given objective improves the
organization’s efficiency and effectiveness.

Continual Improvement

38. Continual improvement should be an objective of the
organization.

Factual Approach To Decision Making

39. Effective decisions and actions are based upon the analy-
sis of data and information.

Mutual Beneficial Supplier Relationships

40. An organization and its suppliers are interdependent and
a mutual beneficial relationship enhances the ability to create
value.

41. The Singapore Quality Award is a competitive process
through which organizations apply and undertake detailed self
and external analyses. The overall management model guid-
ing the award is described in the diagram below. The point
system used in the calculation of the award is as follows:

Driver element: 150 points
System element: 700 points
Results element: 150 points

42. The criteria for assessment in the quality award are de-
rived from the overall organizational model Fig. V and in-
clude the following elements:

Leadership and Quality Culture

43. This focuses on top management commitment to and
personal involvement in setting clear and visible goals, creat-
ing and sustaining corporate values and systems, reviewing
performance, and recognizing employees involvement and
contributions.

Use of Information and Analysis

44. This focuses upon the use of data and information to
drive business excellence and improve operational performance.

Strategic Planning

45. This focuses upon the organization’s planning processes
and how key requirements are integrated into the overall ap-
proach to business planning.

Human Resource Development and
Management

46. This focuses upon the management and development
of people in the organization including measures such as em-
ployee satisfaction, recognition and incentives for innovation.

Management of Process Quality

47. This focuses upon how the organization manages its busi-
ness processes to improve quality and operational performance.

Quality and Operational Performance

48. This focuses on the level of and trends in improvement
in the core processes and results of the organization.
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Customer Focus and Satisfaction

49. This focuses upon the organization’s knowledge of the
market and customer requirements within it, its relationship
to customers and the degree of customer satisfaction.

50. Systems and management frameworks are essential to
quality improvement in the public sector. On this, there is gen-
eral agreement. Lee pointed out there is another important fact
that can affect the success of the quality approach system
adopted in Singapore, namely, the commitment to serve. This
commitment, like many other aspects in the Singapore ap-
proach, is formalized and publicly announced. It is called the
“Quality Service Will” and its principles are as follows:

• accept without reservation that the public is the rea-
son for the existence of the service that is provided
by the public sector.

• want the public to trust that the civil service will give
them excellent service.

• want to give quality service.

• be courteous, fair, honest and efficient.

• do the best to help.

• take pride in work.

• believe in teamwork.

• be resourceful and innovative and keep on improv-
ing what is to be done.

• value feedback because it shows where improvements
can be made.

Quality and Process Improvement
Management in the Public Sector

51. Ms. Linda Leto, Director of Quality Improvement for
the State of Iowa in the United States, gave a presentation
to participants on the Iowa Process Improvement Frame-
work and Methodology (see Fig. VIII). Iowa has one of the
best-developed frameworks and systems for process improve-
ment in the public sector. Since system inauguration in 1996,
the state has achieved $40 million in savings, gained another
$25 million in additional revenues and reduced $50,000 hours
of processing time.

52. Leto explained that the goals of the improvement process
are to evaluate and improve an existing process, and develop a
new process to better meet customer and stakeholder needs. It
can be applied at the agency, division, bureau or work unit level.

53. The following section of this report outlines the step-by-
step approach to process improvement developed by Iowa and
which formed the basis of Leto’s presentation.

Step 1: Process Identification: Defining the
Terrain

54. In process improvement, the key concepts include pro-
cess, sequence of events, outputs, customers, work and sup-
porting processes.

55. Leto explained each as follows:

• A Process is a series of activities or steps that produces a
product, service or other output to achieve a desired result.

• A Sequence of events is the steps or activities that use
inputs to produce outputs.

• An Output is usually the product or service that meets the
needs of a customer.

56. Customers include:

• Internal Suppliers – the people and processes inside an or-
ganization whose outputs are passed on to another process.

• Internal Customers – the people and processes whose in-
puts are the outputs of upstream processes.

• External Customers – those outside the system who re-
ceive the final output.

57. Key work processes produce products or services for
customers and are directly linked to achievement of the
agency’s vision, mission and goals.

58. Support processes are indirectly related to the agency’s
vision, mission and goals but support key work processes in
achieving results.

59. The first step in process improvement, as outlined by
Leto, is to identify the key processes in an organization by
asking the following questions:

Process Identification-Question 1
Who are the organization’s customers - external, internal and
stakeholders?

Process Identification-Question 2
What results are the organization trying to achieve?

Process Identification-Question 3
What outputs can produce these results?

Process Identification-Question 4
What processes can produce the outputs?

Process Identification Stage:

A team with knowledge of agency operations identifies the key
customers and stakeholders, determines the results the orga-
nization is working to achieve, and identifies the outputs that
produce the results and the process that produces the outputs.

60. Fig. VI provides a template for identifying processes
within the Iowa framework.

Step 2: Define the Process

61. The second step in the process improvement methodol-
ogy entails a more detailed breakdown of key processes. It
answers the following questions:

• What resources and inputs are required to produce
the output?
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• What process achieves the output?

• Who are the organization’s customers?

• What is the purpose of the process from the
customer’s point of view?

• What problem does the process help them to solve?

• What impact does the process have on achieving the
agency’s mission and goals

Step 3: Gathering the Voices of the Customer

62. A central element of the Iowa framework involves lis-
tening to the needs and expectations of customers and is un-
dertaken by answering the following questions.

• Customer needs and expectations equal customer re-
quirements.

• What information does the organization want?

• Why does the organization want the information?

• What will the organization do with the information?

63. What is the best way to collect data? Data can be collected
through qualitative and quantitative research. The former helps
explain the “whys” of specific problems and can be obtained
from focus groups, advisory boards, and informal conversation.
The latter addresses the what, where and when and is obtained
through written surveys, telephone and personal interviews, ad-
ministrative information, and process measurement.

Step 4: Develop Performance Measures

64. The Iowa framework links process analysis to performance
improvement and uses a step-wise approach to setting perfor-
mance targets. The following are the key questions to ask:

• How can the quality of the output be measured?

• How does the organization know that its products or
services meet the stated requirements and achieve
their intended purposes?

• How can the organization be sure that regulatory and
agency guidelines are satisfied?

65. Performance measures are a specific set of measures that
tell one how well the process is achieving the desired outputs
and results. The Iowa Family of Measures include the follow-
ing:

Results – the impact or benefit of the product
or service on customers and stake-
holders.

Output – the amount of product or service pro-
vided.

Input – Financial and non-financial re-
sources utilized.

Efficiency – the ratio of resources to outputs and
results.

Process Effectiveness – the quality and value of the output -
how well the output meets customer,
stakeholder and agency requirements.

Process Efficiency – the volume of output relative to the
resources invested.

See a sample process measurement worksheet at Fig. VII.

Step 5: Select Improvement Opportunities

66. Improvement opportunities flow from ineffective or in-
efficient processes. Ineffective processes occurs when out-
put fails to meet customer requirements or regulatory/agency
guidelines, the process does not achieve its intended purpose,
or output does not provide value to customers and stakehold-
ers.

67. Inefficient processes have high variation, yielding un-
predictable results (cost, quality, accuracy, speed), suffer
from need to rework, delays, excessive costs,  bottlenecks and
are limited by inadequate methods or outdated equipment.

68. Leto suggested the following number of things to look
for in searching for improvement opportunities:

Process Template: System Model

Inputs Output(s)

People

Equipment

Material

Method

Environment

Process

Process

Process

IS

IS

IS

Process

IS
Process

IC/IS

Process

IC/IS

Process

IC/IS

Process

IC/IS

Process

IC

Process

IC

External
Customer

IS = Internal Supplier     IC = Internal Customer

Fig. VI
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Complexity – How many steps are there and how many
people are involved in each step?

Slowdowns – At what location do the longest delays occur?
Backups – How high are the piles in various locations?
Cycles – How long are the intervals? Do most slow-

downs occur on a Monday?
Rework – How often does the output go back into the

process for correction or repair?

69. Other things to look for include:
Continuous Improvement – incremental (reduce variation,

remove bottlenecks).
Reengineering– outputs and boundaries no

longer relevant — start from
scratch.

Step 6: Select and Charter the Team

70. The Iowa framework uses teams for the management and
conduct of performance and process improvement. Leto pro-
vided the following guidelines on the use of teams:

Type of Teams

• Work units

• Project teams

• Self-directed groups

• Process improvement groups

Why Teams?

• People who do the work know how to improve it

• Collaboration increases

• Multiple perspectives

• Increases knowledge

• System view

• “No one of us is as smart as all of us”

• Synergy: People who work in the process represent
the entire process

Criteria for team membership

• Profound knowledge of the process

• Team player

• Imagination and creativity

• Respect of peers and leaders

Types of Teams For Process Improvement:

Leadership Team: long-term improvement planning and
guides the agency’s transformation to continuous qual-
ity improvement.

Guidance Team: supervisory responsibility of the pro-
cess. Supports progress with necessary resources and
removes barriers. Communication link between improve-
ment and leadership teams.

Key Tasks

• Identify the project goal

• Determine needed resources

• Select the team leader

• Select team members

• Appoint a facilitator

• Establish project scope

• Charter the team

The Project Team Leader possesses profound process
knowledge and will lead the team through the problem-
solving process and good interpersonal skills and under-
stand team dynamics.

Team Members are directly involved in or work closely
with the process under study, participate fully to achieve
desired goals, carry out assignments, provide feedback,
attend meetings and support team decisions.

The Team Facilitator is the person outside the process
who is well versed in team dynamics and CGI, and who
can keep the team on track and assist it in working
through the process.

The Team Charter

• Lists the expectations of the team

• Identifies the project scope

• Identifies goals

• Identifies why the project is important

Keeping the meeting on track

• Establish ground rules

• Use an agenda

• Keep minutes

• Use a timekeeper

• Assess the meeting

Step 7: Use a Problem Solving Model

71. In the Iowa framework, a formal problem-solving model
is used by teams and management in undertaking their work:

The Problem Solving Cycle:

Plan Select the process that needs most improvement,
➜ Flowchart the process,
➜ Gather process data,
➜ Identify bottleneck or constraint,
➜ List possible causes.

Do Develop an improvement theory,
➜ Create an action plan,
➜ Test solution with a pilot.

Study Gather more data,
➜ Compare performance levels,
➜ Evaluate the effectiveness and efficiency of the solu-

tion.

Act Implement and standardize if results were achieved,
➜ If not, try again.
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Process Measurement Worksheet

Name of Process: Date:
Column A Column B Column C Column D Column E

Customer Requirement(s)
(Based on Need or
Expectation) or Regula-
tory Guideline(s)

Key Performance
Measure(s)

Type of Measure:
A. Process Effectiveness

B. Process Efficiency

Current Process
Performance Level

Success in Meeting
Performance Measures

I 1. A B 1. Yes No

2. A B 2. Yes No
II 1. A B 1. Yes No

2. A B 2. Yes No

III 1. A B 1. Yes No
2. A B 2. Yes No

IV 1. A B 1. Yes No

2. A B 2. Yes No

Iowa Process Model

Examiner Roles:
– Review/Analyze the Self-

Assessment Report
– Provide Written Feedback
– Service as Technical Expert

Examiners

Self-Assessment
Review

State Agency

Practitioner

Practitioner’s Role:
– Facilitate the Organizational

Overview
– Guide the Iowa Excellence

Self-Assessment Process
– Complete the Self-Assess-

ment Report
– Overall Resource to Their

Agency
– Plan the Project

Consultant’s Role:
– Review Self-

Assessment,
Feedback Report
and Complete Gap
Analysis

– Conduct a Site-Visit
to Validate/Verify
Findings

– Assist Agency
Leadership in
Developing an
Improvement Plan

• Identifies Actions
• Identifies Who will

be Responsible &
Accountable

• Identifies When the
Improvements will
be Completed

• Identifies Required
Resources and
Prerequisites

• Kick-Off Event
• One-on-Ones
• Leadership Course

Leadership Consultants Improvement
Plan

Improvement
Actions Taken

• Periodic Progress
Reports Submitted to
the Governor

• Resource Request
Submitted for
Assignment and/or
Approval

Iowa Excellence Self-
Assessment Report
• All Categories Addressed
• 20 Page Max
• Sent to Governor

Iowa Excellence Feedback
Report
• All Categories Addressed
• Strengths are Identified
• Opportunities are

Identified
• Sent to Agency

Leadership
Submittal by
March 31st

Feedback by
June 1st

Feedback for Continuous Improvement

Fig. VII

Fig. VIII
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Managing Quality: Strategic
Applications of Information and
Communications Technology (ICT)

72. Dr. Clay Wescott, Senior Public Administration Spe-
cialist, ADB, gave a presentation with examples of state-of-
the-art ICT applications in developing countries. He also
facilitated a number of exercises where participants searched
government Internet sites to answer questions, and designed
power-point presentations using information and graphics
from these sites.

73. Developing-country governments are only in the initial
phases of adopting ICT to improve financial management
information and reporting, streamline the delivery of gov-
ernment services, enhance communication with their citi-
zenry, and serve as a catalyst for empowering citizens to
interact with the government.

74. During the 1960s, the public sector in developed coun-
tries led many private enterprises in the use of ICT in support
of business functions. With falling ICT costs in the 1970s, the
private industry took the lead, where it remains today in most
sectors.

75. There are several reasons for the slower adoption of ICT
by public-sector institutions, particularly in developing coun-
tries. These include:

• Higher costs of ICT introduction due to the scale of pub-
lic organizations

• The inertia of existing options and habits

• Paper trail required for approval processing

• Security and concerns

• Confidentiality of information

• Obsolete regulations and laws

• Lack of understanding and computer skills

76. In the last decade, innovative local and national govern-
ment agencies, largely in developed countries, have started
applying ICT to a growing range of public services. The po-
tential benefits of new information and communications ca-
pabilities for the services produced by public agencies include
the following:

• Lower administrative costs, through a significant reduc-
tion of information handling to meet compliance require-
ments

• Faster and more accurate response to requests and que-
ries, including those made outside normal office hours

• Access to all departments and levels of government from
any location

• Better ability of governments to harvest data from op-
erational systems, thus increasing the quality of feed-
back to managerial and policy levels

• Assisting local and national economies by facilitating the
government-to-business interface

• Expanding means of public feedback

77. An important aspect of the current innovations is the
sharing of information about the progress being made in re-
newing government activities. In time, and as appropriate in
the local context, successful initiatives will revolutionize the
way governments operate and provide services.

78. With the growing demand for information, governments
are increasingly selling information to users. Clear policies
should be established for the development of good practices
in government information trading.

79. Recent ICT developments and opportunities in the pub-
lic sector were reviewed, including use of the Internet, elec-
tronic service delivery, workflow systems, enterprise resource
planning, and knowledge management. Specific ICT cases
were presented from the Pacific islands, Australia, New
Zealand, and Singapore.

80. Finally, Wescott reviewed six basic principles to keep in
mind as governments expanded their use of ICT. First, ICT is
a tool, immensely powerful yet essentially no different from a
photocopier or a car, in the sense that user needs and require-
ments must come first and dictate whether and how the ICT
tool should be used. For certain functions, pencil and paper, or
a telephone, or a face-to-face meeting, or a visit to the library
are far more effective than computers or the Internet. This ob-
vious point must be stressed because governments, consult-
ants, or donor agencies often encourage computerizing anything
in sight. Indeed, it could be argued that ICT innovation is now
largely supply- and marketing-driven rather than dictated by
the needs and requirements of the users. Thus, as for any tool,
it is essential to assess realistically and compare the costs of
a given ICT change with the actual benefits expected from it.

81. Second, the ICT “techie” and the “public manager”
should not work in isolation from one another. Improvements
in public-sector effectiveness stem largely from better rules
and procedures in the sector concerned. To apply advanced
ICT to obsolete or inefficient rules and processes means in
effect to computerize inefficiency. Doing the wrong thing
faster is not progress. On the other hand, the absence of rel-
evant ICT knowledge can lead to either costly mistakes or
missed opportunities for dramatic service improvements.

82. Third, ICT cannot substitute for good public management
and internal controls. Indeed, the introduction of computers
can give a false illusion of tighter expenditure control in cases
where a large part of the expenditure cycle occurs in parallel
and in “black boxes” outside the computerized system.  How-
ever, ICT can help governments to implement structural reforms
that can improve public management and internal controls.

83. Fourth, faster and integrated public information systems
carry correspondingly greater potential risks for the integ-
rity of the data, and can even jeopardize the entire informa-
tion database if developed carelessly and without sufficient
checks, controls, security, and virus protection. Developing-
country governments moving from a manual public account-
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ing and recording system to a computerized one, or from pa-
per personnel files to e-files, should keep the manual ac-
counts going alongside the new system until the new system
is working well and is secure and free of risk.

84. Fifth, it is often argued that the introduction of ICT re-
duces corruption. Unfortunately, this is not true. Computer tech-
nology eliminates many opportunities for corruption for those
who do not fully understand the new technology, but opens up
new corruption vistas for those who understand the new sys-
tems well enough to manipulate them. For example, ITC ad-
vances, like other technological changes, can improve the
productivity potential of government organizations. However,
only the managers and staff of these organizations know the
actual productivity improvement obtained. It is in the collec-
tive interest of the managers of these organizations that the pro-
ductive potential of these advances be underestimated by their
superiors. In such cases, organizations may receive more re-
sources than they need, that can in turn be used to increase the
income or leisure of management or staff.  This form of cor-
ruption was widely practiced in centrally-planned economies.1

85. Sixth, ICT can do little on its own to alleviate poverty. A
well-known champion of ICT has stated: “...the poor don’t
have medicines, they’re dying, and they don’t have electric-
ity. Bringing more computers to developing countries is not
going to solve these problems.”2

86. That said, ICT’s wonderful potential remains to be
tapped in most developing countries to increase government
accountability, transparency, and participation; improve the
efficiency and effectiveness of public-sector operations; widen
access to public services; and disseminate information to the
public and get feedback from relevant stakeholders and ser-
vice users. Among other things, information and communi-
cation technology can help solve the centralization/
decentralization dilemma by making relevant data easily
available at all government levels.

87. Successful ICT innovation by public agencies requires a
willingness to take risks and cannot take place without top-
level support. The large number and diversity of local gov-
ernments in many countries can greatly facilitate the
emergence of innovative ideas, provided that a political cli-
mate and organizational arrangements are established to nur-
ture them. The focus of public sector ICT applications should
be broadened to include not just more efficient administra-
tion, but also improved quality of front-line services of-
fered to customers and clients. Changes in public management
systems are more likely to succeed if transformations are seen
as long-term processes. ICT should be used to create a readi-
ness for organizational innovation through the development
of information and knowledge resources in ways that are sen-
sitive to the needs of knowledge workers. In turn, public-ser-

vice staff should be trained to understand and communicate
the nature of the new services they are providing and of the
logic of the organizational changes made to support them.
Finally, working partnerships should be set up among citi-
zens, community groups, business enterprises, ICT vendors,
and public agencies at all levels and across all functions.

Quality and Performance Improvement:
The Case of Health Systems

88. Dr. Travis of the World Health Organization intro-
duced participants to a new performance assessment frame-
work developed by the WHO and presented in its year 2000
report. The report addresses a simple, but at the same time
exceedingly difficult question: What makes a good health
system and how can we know whether a given system is per-
forming as it should? Health systems in different countries
perform in highly different ways. This is not, according to the
WHO, due to income or expenditure, for the performance of
systems vary, even when controlled for income and expendi-
ture levels. The critical element is the way health systems
are designed, managed and financed. Improving these per-
formance dimensions is one of the key strategies and policy
issues contained within the new report.

89. The WHO’s assessment system is based upon five indi-
cators, namely, overall level of population health, health
inequalities or disparities within a population, overall level
of health system responsiveness (a combination of patient
satisfaction and how the system acts), distribution of respon-
siveness within a population (how well people of varying eco-
nomic status find that they are served by the health system),
and the distribution of the health system’s financial bur-
den within the population (or who pays the costs). Individual
measures from each of these indicators are combined into a
performance index, which rates the performance of health care
system in terms of their actual achievement and the potential
they could achieve if they were fully efficient.

90. The WHO established three goals for all health systems.
The first is health as the defining goal, the second is re-
sponding to peoples’ expectations about how they will be
treated, and the third is fairness in financing.

91. Each goal is then measured in the new framework against
four criteria:

1  Responsiveness

92. Responsiveness includes two major components, namely,
respect for persons (including dignity, confidentiality, and
autonomy of individuals and families to decide about their
health on their own), and client orientation (including prompt
attention, access to social support networks during care, qual-
ity of basic amenities, and choice of provider).

93. The nations with the most responsive health systems,
according to the WHO, are the United States, Switzerland,

1 See further Olson, Mancur, 2000. Power and Prosperity: Out-
growing Communist and Capitalist Dictatorships. New York:
Basic Books, pp. 145-6.

2 From a speech by Ted Turner, August 2000.
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Luxemburg, Denmark, Canada, Germany, Japan, Norway,
Netherlands and Sweden. The reason for this is that all are
advanced industrial nations, and responsiveness depends to a
degree on access to resources. In addition the policy commit-
ment to responsiveness in these nations is high.

2  Fairness of Financial Contributions

94. There are in the view of the WHO appropriate and inap-
propriate ways to raise resources for a health system, but their
quality can be judged primarily by the way that they affect
how fairly the financial burden is shared. Fair financing, as
the name suggests, is only concerned with distribution. It is
not related to the total resource bill, nor how the funds are
used. The objective of the health system is not to accumulate
a particular level of resources for the system. The total amount
to allocate to health systems is a matter of social choice to
which there is no definitive answer.

95. When the WHO measured fairness of contribution, the
countries lined up differently. This measurement is based upon
the fraction of a household’s capacity to spend (income mi-
nus food expenditure) on health care (including tax payments,
social insurance, private insurance and out of pocket pay-
ments). Colombia was the top-rated country in this category
followed by Luxemburg, Belgium, Djibouti, Denmark, Ire-
land, Germany, Japan, Finland and Norway. Colombia was
ranked top because someone with a low income might pay
the equivalent of one dollar per year for health care, while a
high income person pays 7.6 dollars. Countries judged to have
the least fair financing of health systems included Sierra
Leone, Myanmar, People’s Republic of China, Viet Nam,
Nepal, Russian Federation, Peru and Cambodia. In North
America, Canada was rated highest with the fairest mecha-
nism of health care finance, while the United States was rated
at 54-55. Cuba was highest among Latin American countries
and Japan the highest among Asian countries.

3  Overall Level of Health

96. A good health system must contribute to good health
for the people. To assess the overall level of good health, the
WHO used the disability adjusted life expectancy (DALE)
indicator. DALE was found to exceed 70 years in 24 coun-
tries and 60 in over half the member states of the WHO. At
the other extreme, 32 countries exhibited DALE  of less than
40 years. In many of these countries, the impact of AIDS was
found to be highly significant.

4  Distribution of Health in the Population

97. It is not sufficient to protect or improve the average health
of the population if at the same time inequality worsens or re-
mains high because gains accrue disproportionately to those
who have good health. The health system, according to the
WHO, must shoulder the responsibility, as well, to reduce in-
equalities by prioritizing actions to improve the health of the
worst off. The objective of good health is really two-fold: good-

ness and fairness. A gain in one, without a drop in the other
(the Pareto Optimality Principle) is a measure of improvement.

98. The sum of all of the above four criteria applied to the
three goals of the health system is the achievement of the sys-
tem, or how well it is doing. How well the system is doing in
relation to its available resources is the performance of the
system. Doing better in any one goal will raise overall scores.
To judge how well the system is performing, the four measures
are summed up into a single measure. Each goal is assigned a
weighting in relative importance of 0.5 for health, 0.25 for re-
sponsiveness and 0.25 for fair financial contribution.

99. The general policy messages, which flow from the WHO
framework and report, are as follows:

• The ultimate responsibility for the performance of a
country’s health system rests with the government. The
careful management of the well being of the population is
stewardship — a central tenet of good health governance.

• Dollar for dollar spent on health, many countries are fall-
ing short of their performance potential. The result is a
large number of preventable deaths, and lives stunted with
disability. This impact falls disproportionately on the poor
in all countries.

• Health systems are not just concerned with improving
people’s health but with protecting them against the fi-
nancial costs of illness. The challenge for low-income
countries is to reduce the regressive burden of out-of-pocket
expenses for health by expanding prepayment schemes,
which spread financial risk and reduce the specter of cata-
strophic health care expenditures.

• Within governments, many health ministries focus on the
public sector, disregarding the frequently much larger pri-
vate provision of care. A challenge is how to harness the
private and voluntary sectors in improving health and the
performance of the system. (See further our companion
titles in the Public-Private Partnership Series.)

Conclusions

100. Module 2 provided a focused examination of quality
improvements in the public sector. Participants were espe-
cially appreciative of the cases and management tools, which
were introduced in the workshop. Throughout the workshop,
it became increasingly clear that quality improvement is a
continuous process and that new challenges are constantly
emerging as the pace of change in the world intensifies. This
idea was vividly portrayed in the phrase “It can be better”
presented in the Singapore case. At the heart of quality im-
provements in the public sector are the knowledge, skills and
attitudes of civil servants. As participants often commented,
the most difficult challenge in improving quality is changing
the mindset and orientation of public servants. This re-
quires not only new management methods and tools, but also
a commitment to change throughout the organization. This
Module 2, thus, is best seen as a step toward building that
commitment and the tools that underpin it.
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Abstract from Executive Summary Series No. S26/00 on
Pacific Public Management Executive Program (PPMEP)

Module 1: Managing Policy, Strategy and Performance

[Download the full text at www.adbi.org/PDF/ess/ess26.pdf]

BO
NUS

1 Public sector reform is a complex undertaking in-
volving the interaction of many dynamically
changing variables. Approaches to reform which
focus upon only one intervention will not be suc-
cessful. A systems view of the public sector, which
takes into account its interaction with its external
environment, is essential to the crafting of reform
strategies. [¶ 30]

2 Of all the variables in reform, the need for politi-
cal leadership and commitment is an essential
precondition, as is the existence of strong and vi-
able political institutions, which allow for open
participation in reform dialogue. [¶ 34]

3 Public sector reform can never work if it is im-
posed from the outside, since by its very nature, it
requires the development of indigenous capac-
ity. [¶ 34]

4 Effective policies for public sector reform must pay
attention to, and incorporate within them, the de-
velopment of managerial skills at all levels of the
public sector. This process takes time, but pays
dividends in that the reforms become sustainable
in the long run. [¶ 36]

5 The design and implementation of programs and
associated expenditure decisions are enhanced by
the degree to which there is a clear focus upon
outputs and outcomes, rather than the traditional
concentration on inputs. [¶ 37]

6 A strategic mind set is essential for the reorienta-
tion of public sector management. Capabilities in
strategic management, the linking of goals, means
and results within a framework of prioritization,
are essential elements in the development of such
a strategic orientation. [¶ 40]

7 Policy development is a political, as well as a tech-
nical process. The politics of public sector reform
strongly influence the feasibility of attaining goals.
There is a need, in this regard, to develop skills
and techniques in political analysis, particularly
as they apply to such things as stakeholders and
interest group consultation and analysis. [¶ 64]

8 The effective delivery of services to the citizens
and clients of government is a benchmark against
which all public sector reform will ultimately be
judged and, in this regard, there is a need to refo-
cus public institutions from a concentration on
internal staff and inhouse issues toward a targeted
customer-centered concept of program design,
delivery and evaluation. [¶ 100]

9 Critical to a refocusing of government on services
to clients and citizens is a realignment of budget-
ing and planning processes around a results-based
framework in which policy deliverables play a
central role. [¶ 45]

10 Strategic plans which are not linked to budgeting
processes, incentives, public communication and
participatory mechanisms, will inevitably fail to
achieve their intended results. In this regard, there
must be a systems and integrated approach to
strategic management and planning within the
public sector. [¶ 96]

11 The word “reform,” when applied to the public
sector, may have outlived its usefulness, for it sug-
gests a deficit model of development within a pro-
cess, which has a definite beginning and end.
Rather, the process of public sector renewal must
be seen as an ongoing process to create capable
and competent government with the ability to as-
sist a nation in meeting the ongoing changes which
it will face. [¶ 52]
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