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Key Messages
[¶] References are to paragraphs.

● A strategic orientation to program management requires
linking strategic thinking to strategic management and
planning in a continuous process. [¶ 4-7]

● Program management can best be understood as a sys-
tem that links inputs, processes, outputs and outcomes to
policy goals and budgets. [¶ 4, 8-9]

● The concept of leverage is a key element in designing
interventions for the purpose of improving public sector
systems.

● Scenario planning techniques are increasingly useful in
crafting alternative strategies for public organizations fac-
ing a turbulent and uncertain environment. [¶ 13-18]

● Efforts to reduce poverty, over the long run, must be linked
to the initiation of pro-poor governance reforms.

● Governance assessment tools can provide a key source
of evidence and data useful for effective program design
and monitoring. [¶ 22-27]

● Human resource management systems in the public sec-
tor must begin with the process of shifting from an occu-
pational specification model toward an output and
performance outcomes framework. [¶ 35-45]

● Improving the productivity of public sector organizations
demands new processes and competencies in performance
management and measurement. [¶ 35-45]

● Increasingly, the capacity of public sector managers to
define effective and challenging ways to motivate em-
ployees will be a key determinant in sustaining whatever
reform programs are launched. While often seen as a ‘soft
side’ in management, these approaches yield ‘hard results’.
[¶ 35-45]

● Leadership, once defined as a skill and competency to be
possessed by senior executives in organizations, is now
increasingly perceived to be a core competency required
at all levels of an organization. Democratizing and dif-
fusing leadership capabilities is one of the challenges
facing traditional, hierarchically-driven public sector or-
ganizations. [¶ 46-49]

● Leadership skills can be acquired through training and
other programs that link learning processes to the core
values and vision of an organization. [¶ 50-52]

● The capacity to exert leadership has as much to do with
skills in recognizing and managing emotions and intuition
as it does with such traditional skills as problem solving.
Leadership interventions that fail to recognize the impor-
tance of the emotional components often fail to generate
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sustainable impact on individuals or organizations.
[¶ 50-52]

● To be effective, leadership development programs must
be ‘hard wired’ into the incentive systems and organiza-
tional process of modern public sector organizations.

● The concept of ‘reform’ needs to be rethought and re-
placed within the context of the public sector. The term
itself suggests a deficit model of organizational develop-
ment, which leads to the focus on temporary symptoms
rather than systematic and continuous change.

● International organizations, at this point in time, need
to re-examine their work processes, core competencies,
organizational structures, incentive systems and people
management capabilities in light of a new era of knowl-
edge-driven economies and societies. This process is ur-
gent if such organizations are going to generate or maintain
credibility through their capacity to ‘walk the talk’.

● Public sector performance, as is the case of performance
in any organization, not only requires effective systems,
rules and policies, but also the capable management of
people. Given the increasingly short time-frames required
of governments to sense and respond to public needs,
demands and pressures, project management skills will
be an important core competency.

● While project management presents managers with an ar-
ray of useful analytical tools, it also rests to a great extent
on teamwork and team management skills. More focus
on this dimension of capacity building is needed.
[¶ 53-67]

● The cost-time-quality focus in project management pro-
vides a useful benchmark for the entire area of public
sector management.

● The ADB could conduct a meta-analysis of evaluations
of project design, which it has undertaken over the past
decade, to determine the degree to which there appears
to be capacity gaps within the ADB itself.

● The ADB could also give consideration to the develop-
ment of a user-friendly computer assisted project man-
agement system in which knowledge can be shared and
captured across activities, countries and sectors.

Pacific Public Management Executive
Program (PPMEP)

1. The Asian Development Bank (ADB) Institute, in col-
laboration with the ADB and the Colombo Plan Secretariat,
specially designed a program on public administration en-
titled the Pacific Public Management Executive Program
(PPMEP) for 32 officials from twelve Pacific Island coun-

tries: namely, Cook Islands, Fiji, Federated States of
Micronesia, Kiribati, Marshall Islands, Nauru, Papua New
Guinea, Solomon Islands, Tonga, Tuvalu, Vanuatu, as well as
East Timor. This is an innovative, capacity-building program
with four face-to-face training modules over a two-year pe-
riod, combined with weekly sessions through the Internet us-
ing a Virtual Learning Laboratory (VLL), which is part of
the ADB Institute web site (www.adbi.org). The VLL pro-
vides participants with access not only to each other but also
to a roster of resource people worldwide. In addition, each
participant will undertake a project to demonstrate a practical
application of the concepts learned in the program. The
projects are expected to be written up as a set of Pacific Is-
land case studies on public sector reform.

2. The four modules in the program are designed to dis-
seminate knowledge and upgrade the skills of participants in
various aspects of public sector management. Module 1 cov-
ers managing policy, strategy and performance; Module 2
managing continuous quality service; Module 3 managing
programs, projects and people; and Module 4 leading people,
innovation and change. Modules 1 and 2 were conducted from
10 to 19 May in Suva, Fiji and from 4 to 12 September 2000
in Brisbane, Australia.  Summaries of the proceedings of
Modules 1 and 2 were published under the ADB Institute
Executive Summary Series No. S26/00 and No. S31/01 and
are available online at http://www.adbi.org/publications/
ess.asp. This Module 3 was held from 5 to 13 March 2001 in
Brisbane, Australia. The following paragraphs summarize the
proceedings of Module 3 and should be read in conjunction
with the Executive Summary Series No. S26/00 and S31/01.

Objectives of Module 3

  3. The objectives of the Module 3 are as follows:

● To introduce participants to a strategic orientation in
program management

● To introduce participants to a systems design frame-
work for managing programs

● To create awareness and develop skills of participants
in governance assessments and program evaluation

● To introduce participants to human resource planning
frameworks and techniques within the public sector

● To develop participants’ skills in performance man-
agement

● To introduce participants to modern approaches to
leadership development

● To introduce participants to the knowledge and skills
required to link policies, programs, budgets and
results

● To provide a systematic introduction to the processes
of project management and build skills in the use of
project management tools

● To introduce participants to computer-assisted project
management
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Managing Programs

Developing a Strategic Orientation
in Program Management

4. Dr. Terrence Morrison, Senior Capacity Building Spe-
cialist, ADB Institute, in the opening session of the work-
shop, introduced participants to the idea of strategic orientation
in program management. He stressed that this encompasses
strategic thinking, planning and management. He defined each
dimension in Fig. I as follows:

5. Next, Morrison engaged participants in a discussion of
the nature of strategic thinking and the qualities of a good
strategy. Figs. II and III illustrate both the idea of strategic
thinking and the seven key qualities of a good strategy.

6. With the conceptual basis for strategic thinking outlined,
Morrison then proceeded to discuss the key elements in strategic
management as forming part of an integrated five-fold process:

1 Analyzing the forces in the world around you
2 Envisioning the paths the world might take
3 Positioning or creating your own path
4 Designing the systems to get you there
5 Performing or ensuring that ideas convert into ac-

tions and results

7. Morrison stressed the increasing need to think and work
through systems. This was important, he suggested, since good
people, no matter how skilled and knowledgeable, have a very
difficult time combating the deleterious aspects of badly de-
signed and managed systems. Moreover, it was vital to un-
derstand that moving ideas into results inevitably flows
through systems of one kind or another.

8. With the idea of systems in mind, Morrison next pre-
sented a systems-based framework for strategic program man-
agement, resourcing and performance assessment. Each
element in the model generates a series of questions whereby
the answers provide the systems with the basis for program
management and resourcing.

Fig. II

Fig. I
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Fig. III

Fig. IV
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9. The elements in the systems model (Fig. IV) are cov-
ered through raising a series of questions as follows:

Environment
● What is happening in the environment that we need

to consider?
● How effective is our scanning?

Inputs: Current State
● Where are you now?
● What are today’s issues, problems, threats and op-

portunities?
● What do you have to work with?
● What are the constraints?

Outputs-Outcomes: Future States
● Where do you want to be in the short, intermediate

and long term?
● What do you have to produce to get there?
● What is the change of condition that you want?

Processes: The Converters
● How do you get from the current to the future state?
● What gaps exist and how do you close them?
● What capabilities are required to get there? Do you

have them? Can you buy or rent them? Do you have
to develop them? How?

● What key processes are needed?

10. The second part of the session focused upon the applica-
tion of systems thinking to program development and policy
formulation. Participants were formed into teams and charged
with the task of creating a new development strategy for the
Pacific Island region. The process that was used for this exer-
cise was scenario learning and planning.

11. As an overarching framework to assist in the construc-
tion of alternative development scenarios for the Pacific Is-
land countries, Morrison introduced what he called the
G-VIVA framework (see Fig. V). Essentially, the G-VIVA
framework highlights and links the key contributing forces in
the development processes: namely Vulnerability, Institutions,
Voice and Asset accumulation. Substantial research exists, ex-
plained Morrison, to suggest that these factors are critical for
the initiation and sustainability of development and economic
growth. But growth too is critical to a country’s development.
Hence the acronym used to describe the framework: G-VIVA.

12. Fig. V highlights the elements of the G-VIVA frame-
work and sample strategies and policies undertaken in each
element. The “Q” in the diagram highlights the importance
of what is becoming to be known as quality growth or growth
that is inclusive in its benefits and is sustainable over time.
The participants in their groups used the G-VIVA frame-
work to provide a map of the current strengths, weaknesses,
opportunities and threats facing the region. The G-VIVA
framework was also used to identify gaps in the develop-
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ment prospects of the region to craft alternative strategic
scenarios.

13. The session concluded with an overview by Morrison of
the uses of scenario thinking as a planning and development
tool (see Fig. VI). Morrison noted that scenario learning in-
volves two elements: constructing and developing scenarios,
and integrating these scenarios into decision-making.

14. Scenario learning and planning should be used:
● If one thinks that the context of one’s organization

will be significantly different in the future than today
● If one has a large number of uncertain or unpredict-

able factors affecting one’s organization
● If one wants to test ideas in a “safe” context
● If one has a set of alternative futures or ideas which

coalesce into one another and on which there is no
consensus

● If one wants to refine strategies and their implementation
● If one wants to open a public/stakeholder dialogue

process

15. A scenario has a number of characteristics:
● An internally consistent view of what the future will be
● Not a forecast or a prediction
● An image of the future and a story of what might unfold

16. Scenario learning involves the capacity of managers to
organize what they know and can imagine about the future
into logical and useful stories about the future and to discern
and consider these future histories for their current and future

strategy choices. The actual scenario is a projection about a
potential future.

17. The elements of a scenario are as follows:
● Driving Forces: these are the forces that shape and

propel the story in a given plot
● Logics: constitute the “why” that underlies the what and

how of a plot (why forces and players do as they do)
● Plots: these are the stories that connect the beginning

to the end. It describes what would have to happen
for a story to be true

● End States: This answers the question “ What would
happen or result if...”

18. Essentially scenarios are of two types:

Future Backward
● Select several significant futures and try to discover

paths that lead to them
● The focus is on stories and plots about what would

have to occur for each end-state described to actu-
ally come about

● What would be the “Critical Path” to that future

Future Forward
● Projects sets of plausible futures based upon an

analysis of present forces and their likely outcomes
● Centers on the strategy or other decision choices

facing an organization and the type of future that
each choice would bring about with the conse-
quences

Fig. VI Scenario Development Process
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Governance and Program Management

19. The second session of the workshop focused upon the
management of programs concentrating on governance and
program evaluation. The session was led by Dr. Clay Wescott,
Senior Public Administration Specialist, ADB. He began
by exploring what the term governance meant and defined
governance as “the manner in which power is exercised in the
management of a country’s social and economic resources
for development,” based on the 1995 ADB Board Paper on
Governance at www.adb.org/Documents/Policies/Gover-
nance/default.asp#contents

20. Wescott stressed that the key elements of governance
entailed predictability, accountability, participation and trans-
parency. He then elaborated on the idea of governance by
posing the question of how good governance helps the poor
(see further Figs. VII – XI). He suggested that there were at
least three powerful ways in which this was done:

● By facilitating markets and economic growth
● By promoting participation and empowerment
● By enabling delivery of high-quality services

21. Wescott briefly described some examples of effective pro-
poor governance initiatives as follows:

● India: Government of Andhra Pradesh and Public Af-
fairs Center

● Bangladesh: Grameen Village Phone (Fig. XII)
● Philippines: Municipality of Naga, Concerned Citi-

zens of Abra
● Cambodia: Center for Social Development
● People’s Republic of China: Municipality of Chengdu

22. Wescott next turned his attention to the issue of how to
assess the quality of governance in a given jurisdiction. He
described the following three approaches currently being used:

● Governance checklists: Yes/no responses to a survey
● Governance reviews: comprehensive assessments of

the evolution and current state of governance in a coun-
try and its economic and social impact

● Performance-based allocation ratings: using perfor-
mance indicators drawn from governance metrics and
applying these as part of the overall decision-making
process in terms of loan disbursement and authoriza-
tion through agencies like the ADB.

23. In the session, participants had the opportunity, on an
individual basis, to complete a governance checklist for each
of their countries.

Fig. VII

Fig. VIII

Fig. IX

Fig. X
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24. The session on using governance checklists as a basis to
inform program design and evaluation led to the next session,
which focused explicitly on program evaluation. Wescott dealt
with program evaluation in the context of priority setting and
budgeting. He suggested that the following tools linked bud-
geting to the rest of other operations: management controls,
audit, and evaluation.

25. Management controls have the following traits:
● Policies, rules, regulations and procedures
● Variation among organizations
● Formal vs. informal

Fig. XI

Fig. XII
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26. The evaluation audit has the following two key aspects:
● Internal and external audit: reporting on financial and

regulatory compliance
● Includes assessment of control systems

27. Evaluation provides the third tool with the following
purposes:

● Provides reliable data on the effects of programs and
projects

● Feeds lessons from experience into budgeting and de-
cision making for future actions

● Decisions based on analysis rather than ideology
● Cost effectiveness on an important goal
● Cooperation among the evaluator and the evaluated

28. Wescott then led the group in a team-learning exercise
that involved assessing a number of evaluation studies, in terms
of the actors involved in the process and the methodologies
employed. These included:

Actors
● Evaluation Team
● Requesting party
● Evaluator
● Intended user
● Stakeholders

Methodologies
● Experimental design
● Time-series analysis
● Case studies
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PERFORMANCE = Function (JS + S + M + F)

JS = Job Specifications
S= Skills
M= Motivation
F= Feedback

35. Saldanha then moved participants systematically through
the key elements in the framework, drawing local examples
of application from the participants.

36. In terms of job specifications, participants were intro-
duced to the framework and techniques for creating perfor-
mance-based work objectives and processes. Performance
management, Saldanha stressed, is very much about the man-
agement of expectations. These are defined and agreed upon
as performance requirements expressed as objectives. Perfor-
mance management is also about reviewing achievements in
relation to the agreed upon objectives and this is done through
performance measurements and indicators.

37. There are two main types of objectives: work and devel-
opmental. Work objectives refer to the results to be achieved,
or the contribution to be made to the accomplishment of team,
departmental and corporate objectives. At the corporate level,
they are related to the mission, core values and strategic plans
of the entire organization. At the departmental or functional
level, work objectives are related to corporate objectives, spell-
ing out the mission, targets and purposes to be achieved by
the department or function. At the team level, such objectives
will again be specifically related to the purpose of the team
and its contribution to departmental and corporate goals. At
the individual level, they are job related referring to the prin-
cipal accountabilities, main areas or key tasks, which consti-
tute the individual’s job. The focus is on the results to be
achieved by individuals and their contribution to larger de-
partmental and corporate objectives. In this model, objectives
setting is not a top down process, but more a cascading one in
which there is ample participation at all levels by all staff in
consensually setting objectives.

38. Developmental objectives are personal growth and learn-
ing objectives. These focus on what the participants should
or will learn on an ongoing basis to continuously improve
performance. They are set through a process of periodic per-
formance reviews and the establishment of learning contracts.
Vital to this process is the commitment of management to
provide learning opportunities as an integral part of the cul-
ture and operation of an organization.

39. Saldanha next turned his attention to the establishment
of individual and job related objectives. A good work objec-
tive, he noted, exhibits a number of salient characteristics:

● Consistent with the values of the organization
● Precise or clear and well defined with the use of posi-

tive words
● Challenging to stimulate high standards of perfor-

Linking Programs, Strategies
and Budgets

29. Mr. Anthony Hughes, former Governor, Bank of
Solomon Islands, introduced the participants to the subject
of managing programs. This involved a daylong case study of
a fictitious Pacific Island state called Pacifica. The case study
included numerous aspects that are familiar to the participants.
The focus of the case study was on linking strategies, pro-
grams, policies and budgets.

30. The first and second stages of the process examined
the logical and practical chain between issues and actions in
two contexts. In the first session, participants were asked to
consider the situation of their own countries and to identify
the two most important economic and social issues that they
faced as a country. In relation to each issue, a goal was speci-
fied, and for each goal a strategy was designed to achieve.
And for each strategy, the role of the government was to be
described. The emphasis was on the thought process rather
than the elegance of the solutions. It was evident from the
discussions that there was some confusion between goals
and strategies.

31. In the second session, attention shifted to the case study,
which provided a blend of PIC issues. Participants were re-
quired to identify up to ten issues in the case study and to
follow the planning chain through to the specification of fis-
cal, incomes, and monetary policy tools and actions that would
be taken by governments to address the issues.

32. The third session required the preparation of terms of
reference for an ex-post evaluation of a policy initiative iden-
tified in the second session. In this regard, there was a strik-
ing preference for the preparation of short and simple reports
that could be understood.

33. In the final open discussion session participants exam-
ined the reasons for the need to improve public sector per-
formance and the role of the government budget in the
process.

Managing People

Performance Management in the
Public Sector

34. Mr. Cedric Saldanha, Manager, Office of Pacific Op-
erations, ADB, conducted the first session on managing
people and introduced participants to the concept and tools of
human performance management. Following a group discus-
sion of the key elements, which affect the performance of
people in organizations, Saldanha presented a formula as a
heuristic guide to performance in organizations:
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mance and to encourage progress
● Measurable or can be related to quantifiable and quali-

tative performance measures
● Achievable within the capabilities of the individual

and organization
● Agreed upon by the manager and individual concerned
● Time-related or achievable within a defined time scale
● Team-work oriented or emphasizing team as well as

individual performance

40. Some organizations, Saldanha suggested, use the acro-
nym SMART to define a good objective:

S = Specific
M= Measurable
A = Agreed
R = Realistic
T = Time related

41. Saldanha next introduced participants to a stepwise pro-
cess for the definition of performance objectives in the work
organization:

● Define overall purpose of the job: why does the job
exist and what is its contribution to the core values

and mission of the organization?
● Define Targets: the first step is to define the key result

areas of the job from the list of main accountabilities
or tasks. Targets are quantifiable and time based. They
always define specific measurable outputs. They can
be expressed in improvement, financial or deliverable
terms. These targets define the key results areas of
the job.

● Define Performance Standards: this step involves de-
fining performance indicators for each of the key re-
sult areas specified in step two. Performance standards
can be set in a number of domains, such as service
delivery, cycle times, change in behavior of employ-
ees, market share, financial performance, etc.

● Define Performance Measures: performance measures
are observable measures of the degree of performance
exhibited in a performance standard. Again these can
be quite varied in terms of the scope and range from
cost, human resource to learning measures. In gen-
eral most measures address at least three dimensions:
time, output, and quality. Measures to be effective
though should adhere to the following guidelines:
● Measures should reflect results not efforts
● The results must be within the job holder’s control

Fig. XIII Performance System Template
Feedback From Organization

Signal

What Information? How Often? How Soon?

Performer

Resources

Desired Response

Immediate Delayed

Immediate Delayed

Consequences to Performer
Consequences 
to Organization

Consequences 
to OrganizationUndesired Response Consequences to Performer
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● Measures should be objective and observable
● Data must be available for measurement
● Existing measures should be used or adapted when-

ever possible.

42. The agreement process in establishing work objectives
is achieved by the manager and individual getting together
and answering the following questions:

● What is the overall purpose of this job?
● What are the principal accountabilities or main tasks

that have to be undertaken to achieve that overall
purpose?

● What corporate and departmental objectives do we
need to take account of in setting objectives for this
job?

● In what specific ways can this job contribute to the
core values and objectives of the organization?

● Taking each accountability in turn, what precisely is
the jobholder expected to achieve in the form of a tar-
get, a standard of performance or project to be com-
pleted?

● Is each of these objectives specific and measurable?
● How are the managers and the jobholder going to know

the extent to which the objectives have been met?

43. Following from these discussions, the results are then
converted into a performance agreement, which specifies the
following:

● Work to be done defined in terms of principal account-
abilities and key result areas

● Objectives and standards of performance
● Attributes and competencies, or the knowledge and

skills necessary to do the job or that must be acquired
in order to perform in the job

● Corporate and core value requirements, or the contri-
bution of the job and occupant to the core values of
the organization

● Review and monitoring, or the process of review and
monitoring of performance to be used

44. Saldanha next turned his attention to motivation and feed-
back in organizations. He first reviewed several theories of
motivation as a context from which to focus on the giving of
feedback as a managerial competency. He stressed that the
following elements are critical in the provision of effective
feedback to employees:

● Tell what you have observed or have been told with-
out hostility

● Explain the logic of the feedback  (i.e., give reasons)
● Ask for and listen openly for the other’s explanations
● Stick to one issue at a time
● Ask for ideas to resolve the problem
● Offer your ideas
● Summarize
● Set specific follow-up dates
● Include a praise period

45. Saldanha concluded his presentation by addressing a
performance systems framework for organizations and used
the template depicted in the chart at Fig. XIII as a summary
device.

Building a Leadership and
Performance Culture
46. The second session on the theme of managing people
was led by Ms. Robin Francis, Officer from the Office of
Public Service Merit and Equity, Government of Queens-
land, Australia. Ms. Francis stressed the importance of build-
ing a leadership and performance culture within the modern
public service. She stressed the need to move to a systems
approach to leadership development within the public service.
This systems approach in the Queensland case can be found
in the larger workforce management strategy employed by
the Government of Queensland.

47. Leadership, stressed Francis, is a complex concept and
involves a multiplicity of the capacities and skills (Fig. XIV).
It is at root a process of getting people to confront difficult
challenges and to work to change to a more desirable future
by:

● Challenging the process: constantly searching for
new ways and means of accomplishing goals and ex-
amining the way current systems help or hinder that
process

● Inspiring a vision: developing a vision of what is
desirable and possible for an organization and its mem-
bers to achieve

● Modeling the way: demonstrating in one’s behavior
and values the principles underpinning the vision

● Enabling others to act: driving the context, systems
and support required to facilitate others to act on the
vision and to challenge the process

● Encouraging the heart: building trust, empathy and
concern in the culture of the workplace

48. Based upon the concept of leadership, Francis next out-
lined the capability framework for leadership development
utilized by the Queensland Government and the key elements
and skill sets within that larger framework.

Fig. XIV
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Leadership Capability Framework

Leadership Development
● Shaping strategic thinking
● Achieving results
● Managing productive working relationships
● Personal drive and integrity
● Communicating with influence

Leadership Knowledge
● Thinking systemically
● Driving organizational change
● Knowing and managing self effectively
● Learning (organizational, team and individual)
● Future thinking
● Building productive relationships

Personal Growth (Fig. XV)
● Expanding self-awareness
● Emotional maturity
● Influencing others
● Developing wisdom and courage
● Understanding blind spots
● Modelling ethical behaviour

Leadership Skills
● Learned through experience, practice and feedback

(action learning)
● Stories and metaphor (powerful in influencing people,

builds in emotion unlike case studies and reports)
● Pressure to perform

Feedback Opportunities (Fig. XV)
● Individual reflection through journals
● Reflective pair partnerships
● Direct feedback practice
● Vicarious feedback watching other participants
● Facilitator feedback

A Concurrent Process Based Design

Concept Knowledge

Skills

Feedback

Personal Growth

Fig. XV

49. Francis’s presentations were followed by a highly inter-
active session with Dr. Rachel Hunter, Public Service Com-
missioner of Queensland. Hunter further explored the
concept of leadership development by applying it to a case
study of the turnaround of the fortunes of a prominent TAFE
(technical and further education) institute in Australia. She
also tied the entire concept of leadership development to the
principles of public service management and employment as
manifested in the Public Services Act. She highlighted the
following sections of the act as being particularly enabling
for the development of a leadership and performance culture.

Principles of Public Service Management

50. Public service management is to be directed towards:
● Providing responsive, effective and efficient services

to the community and government
● Continuously improving performance in delivering

services with a client focus
● Implementing government policies and priorities re-

sponsively and responsibly
● Maintaining impartiality and integrity in informing,

advising and assisting the government
● Continuously improving public service administra-

tion and management
● Adopting and maintaining systems and processes that

are practical and without excessive formality or like-
lihood of delay, and can be adapted quickly to chang-
ing demands

● Acknowledging the importance and value of public
service employees through training and ongoing de-
velopment

● Managing public resources efficiently, responsibly
and in a fully accountable way

● Maintaining proper standards in creating, keeping and
managing public records

Principles of Public Service Employment

51. Public service employment is to be directed towards:
● Basing selection decisions on merit
● Treating public service employees fairly and reason-

ably
● Providing equal employment opportunities

52. Throughout her presentation, she stressed the ethical di-
mension of public service management, which she encapsu-
lated in a strong and forceful emphasis on the need for public
servants to provide sound advice to policymakers in a “frank
and fearless” manner.
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Managing Projects

53. The third theme of the workshop focused upon the man-
agement of projects and was conducted in two parts. The first
part comprised a two-day overview and step-wise introduc-
tion to project management and the second part, a one-day
workshop on the use of Microsoft Project 2000. Professor
Cameron Kilminster of Queensland University led the first
two sessions on project management.

54. Kilminster first dealt with the meaning of the term
‘project’. He proposed that a project is an activity or task char-
acterized by:

● Fixed duration
● Precise objectives
● Limited scope
● Predictable and precise outcomes
● Consumes resources
● Control dominant

55. Project management is the management tool applied to
the design, implementation, monitoring and evaluation of
projects. Success in project management is defined by achiev-
ing the project objectives within time, within cost, with de-
sired performance related to scope and objectives, and effective
and efficient use of resources. The success of projects is de-
termined by feasibility of objectives; planning and schedul-
ing; and leadership, communication and control.

56. Kilminster next explored the phases of project manage-
ment. He described each phase and offered “tips” on effec-
tiveness within each stage as follows:

Phases of Project Management
● Conceptualization phase
● Planning phase
● Implementation phase
● Termination

Conceptualization
● Concept development/initial proposal
● Feasibility and risk assessment
● Acceptance

Tips on Concept Development
● Insist on unambiguous and attainable objectives
● Confirm stakeholder support
● Keep control of the concept
● ‘Do not count your chickens before they hatch’
● Beware of empire builders and false prophets
● Beware of sponsors who seek personal gain or salvation
● Conduct a responsible feasibility study

The Purpose of the Initial Proposal is to
● Introduce the concept
● Test reaction of stakeholders
● Elicit support
● Set basis for feasibility study

The Feasibility Study
● Why have one?
● What should be in a feasibility study?
● Who should do the study?
● What should you expect from a feasibility study

Project Risks
● All projects involve risks
● A risk management strategy involves risk identification,

assessment, analysis and elimination

Risk Identification
● Risks may occur from the project itself
● Poor design, strategy, management
● Unplanned occurrences
● Accident, fire, flood, earthquake
● External causes
● Political, economic or environmental sources

Consequences of Risk
● Risk may affect project duration
● Project outcome and achievement of objectives

Risk Assessment
● Consider the nature of the risk
● Risk probability factors
● Consequences of the risk
● Means, costs and consequences of minimizing risks

Risk Analysis
● Network analysis
● Decision trees
● Expected value estimations
● Sensitivity analysis

57. At this point in the workshop, and in the discussion of
the phases of project management, participants were intro-
duced to a unique case study†. The participants were broken
up into groups, each one selecting for itself a name. In the
first section of the case study, the groups were to explain their
concept, develop an initial proposal, conduct a risk assess-
ment and report back.

58. The groups reported back on their concepts and the risk
associated with them. From that point onward, the workshop
moved on to project planning as a part of the project manage-
ment cycle. Project management planning, explained
Kilminster, performs the following functions:

● Planning simply sets out a road map for the project
● How is one going to get from initiation to project

completion
● One needs a plan so one knows the route to follow

† For more on case studies in capacity building and effective manage-

ments of teams, see generally Morrison, Terry, Actionable Learning:

A Handbook for Capacity Building Through Case Based Learning,

ADBI Policy Papers No. 2, ADBI Publishing, Tokyo, June 2001.
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59. Plans vary in complexity depending on project size,
project complexity, levels of uncertainty, and organizational
and funding requirements. Kilminster described two basic
models of project planning: the traditional objectives driven
plan and the resource-based plan. He outlined the difference
between the two approaches as follows.

The Essentials: Traditional Approach
● Clearly defined scope and mission objectives
● Consider activities, their sequence and objectives
● Prepare a master plan, activities and resource plans, com-

munication plan and evaluation and review

What Is the Scope?
● The scope is the sum of the deliverables and services to be

provided as a project

Mission Objective
● Sets out the purpose of the project and what is to be achieved
● All activity is geared to achieving this objective
● Objectives must be unambiguous, clearly defined, known

and fully understood
● Avoids “woolly” terms

Activity Plans
● Describe activity
● Set objectives
● Methods and processes to be used
● Sequencing and timing of tasks
● Required resources
● Timings
● Quality standards
● Reporting

Resource Plans
● Specify fully the resources needed for the project
● Costed
● Incorporated

Finance Plan
● Funds available
● Source and methods of finance
● Cost of finance
● Project budget
● Cash flow predictions
● Budget control techniques
● Accounting and audit procedures

Machinery and Equipment Plan
● Machinery and equipment needs
● Specifications and delivery dates
● Costings
● Method of acquisition
● Maintenance, service and repairs
● Operator training
● Disposal plans

Manpower Plan
● Human resource needs
● Method of recruitment
● Budgeted costs
● Employment policies and selection methods
● Operational health and safety issues
● Equal opportunity and local employment

Materials and Merchandise Plan
● Description, quantity and quality specifications
● Purchasing, tendering and contract policies
● Late delivery consequences

Summary of Resource Groups
● Money
● Materials
● Merchandise
● Machinery
● Manpower
● Management

60. The participants once again moved into their groups to
enter the planning phase and were asked to define the scope
of their activities, set their mission objectives, and prepare
activity and resource plans as required.

61. Participants were next introduced to following project
planning and management tools:

● Sequence tables
● Duration calculations
● Flow process charts

– Arrow diagrams
– Gantt charts
– PERT diagrams

● Risk Assessment

62. All of these project management tools were useful in
how they applied to improvements in the following dimen-
sions of project management:

❏ Logic
❏ Duration of activities
❏ Sequence of events
❏ Coordination of activities
❏ Communication
❏ Monitoring
❏ Control and evaluation
❏ Decision making
❏ Risk analysis and assessment

63. With these tools at their command, the participants once
again approached their project planning tasks in the case study
and applied the tools to increase their efficiency, accuracy
and quality.

64. The final aspect of project management covered by
Kilminster stressed project costing and particularly the need
to be aware of the difference between types of cost and their
calculation on a forward and accrual basis. In this context,
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Kilminster highlighted and emphasized the following key fac-
tors that are consistently responsible for cost overruns in
projects:

● Estimating pitfalls
● Misinterpretation of work required
● Improperly defined scope
● Overly optimistic schedule
● Inaccurate work descriptions
● Failure to account for risks
● Cost escalation/inflation/interest rates
● Poor estimating techniques
● Exchange rate risks

65. The section on cost estimating was also applied to the
groups’ projects and required teams to produce a detailed ac-
tivity-based costing framework for their strategy and plans.
In this situation, a number of teams understandably revised
their cost estimates and strategies.

66. One of the major modes of work in project management
is through teams. This is because projects have set durations
and teams that are structured to accomplish specific tasks best
match the nature of project work. In this regard, the session on
project management concluded with a discussion of effective
management of teams in a project context. Kilminster stressed
that in the formation of teams for projects, it is important to
look for the following characteristics in the individuals:

● Sensitivity
● Individual capacity
● Teamwork and cooperation
● Compatibility, empathy and mutual respect

67. While it may be desirable to have each member of a team
possess all of the skills and abilities required to undertake the
project, this is highly unlikely to occur. Moreover, in teams
there are different roles required for the overall effectiveness
of the team. In recruiting for teams, due attention needs to be
paid to the skill mix of participants and the mix of roles that

they can play in the context of the team. The following listing
illustrates the principle of role complementary in the forma-
tion of teams in project management:

Effects of Missing Roles Needed Role
❑   Lack of direction/links ❑   Coordinator
❑   Indecision ❑   Shaper
❑  Lack of ideas ❑   Plant
❑   Limited routine work ❑   Implementer
❑   Details missed ❑   Completer
❑  Ideas not tested ❑   Monitor-evaluator
❑  Lack of external links ❑   Resource investigator

Conclusions

68. Module 3 of the ongoing PPMEP program proved to be
a demanding learning experience for all participants. The com-
plexity of managing programs, projects and people was evi-
dent throughout the entire process. In a way, this aspect of
management speaks to the heart and soul of public sector work.
Two things became increasingly evident throughout the work-
shop. The first is that management in the public sector entails
the capacity to think in and through systems, to comprehend
interrelationships and positive and unintended effects of ac-
tions and policies. This is a skill that demands constant hon-
ing over time. The second is that people, their motivations,
values, skills and attitudes, remain at the heart of the public
sector and that any attempt to change, develop or reform the
public sector must deal squarely with the role of people in the
process.

69. The paradox in these two major messages is that one can
have good people trapped in bad systems or incompetent and
uncommitted people attempting to function in good systems.
In each case, overall effectiveness suffers. Matching capable
people with effective systems remains as the foremost chal-
lenge in public management.
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