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Key Messages
[¶] References are to paragraphs.

� Effective and sustainable approaches to public sector re-
vitalization and management development require lead-
ership. [¶ 1, 2, 4, 8, 10, 11, 14, 16, 22-25, 28, 29, 30, 31,
32, 33-43, 51, 56, 57, 60, 61, 63, 65, 69]

� Leadership is primarily a process, not a personality trait
or aspect of character, and its development requires the
creation of leadership opportunities for all in an orga-
nization. [¶ 1, 2, 4, 8, 10, 11, 14, 16, 22-25, 28-42, 51,
56, 60, 61, 63, 65, 69]

� There is no one universal, or overarching style, of leader-
ship suitable for all contexts, goals and challenges. Orga-
nizations need to be designed in a way that allows

different styles of leadership to flourish and contribute
to the pursuit of the visions and goals of the organization.
[¶ 1-11, 26, 44, 48, 57, 66, 67, 68]

� Leading one’s self is as important as leading others.

� The process of development can be stalled and undone
by the rise of conflict amongst people. [¶ 2, 11-24, 32,
41]

� Finding effective ways to manage and resolve conflict
is fast becoming a new item on the governance agenda.
[¶ 11]

� Public management is in a large part entangled in the pro-
cesses of managing conflict and new skills and capabili-
ties are needed in this area.
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� Alternative dispute resolution frameworks and systems
offer development practitioners and public managers ex-
citing opportunities for the design of systems for conflict
prevention and resolution. [¶ 11, 22]

� Improving public management in developing countries,
in addition to deepening and extending the knowledge
base in specific areas of government functioning, must
give equal, if not greater attention, to the development of
change management, negotiation, conflict resolution,
decision-making and leadership skills. These skills are in
fact the conduit through which new knowledge and aware-
ness must travel to make an impact on the overall effec-
tiveness of government. [¶ 57, 60]

� Developing new leadership and management skills, with-
out creating opportunities in redesigning public systems
for these skills to be used, will not deliver substantial re-
sults in performance. New skills demand new structures
and systems. So too, new structures and systems demand
new skills. This symbiosis must be at the heart of capac-
ity-building designs and programs. [¶ 1, 60]

� While the issue of sequencing in public sector reform
is important, so too, is the question of synergy and align-
ment of structures, systems, incentives and people. It is
synergy that provides the energy for sequencing to take
effect. [¶ 63]

Introduction

1. In completion of the four modules program of Asian De-
velopment Bank (ADB) Institute in collaboration with ADB
and the Colombo Plan Secretariat to disseminate knowledge
and upgrade the skills of the participants in various aspects of
public sector management, this Module 4 in the Pacific Pub-

lic Management Executive Program focused on the theme of
Leadership and the Management of Change. The module, in
a way, served as a context to integrate and synthesize many of
the themes explored in the previous three modules. Modules
1 and 2 were conducted from 10-19 May 2000 in Suva, Fiji
and from 4-12 September 2000 in Brisbane, Australia with
the themes of managing policy, strategy and performance, and
managing continuous quality service. The theme of Module
3 was managing programs, projects and people and was held
from 5-13 March 2001 in Brisbane, Australia. Summaries of
the proceedings of Modules 1, 2 and 3 were published un-
der the ADB Institute Executive Summary Series Nos. S26/
00, S31/01 and S38/01 are available online at http://
www.adbi.org/publications/. Most efforts at reform, in pub-
lic systems, ignite processes of change that call for new styles
of leadership. While the design of new reform structures and
policies is important, so too, are efforts to address, rather than
assume, leadership and its linkage to the management of change.
The dual capacities to lead and to manage change are essential
to the success of any attempt to facilitate and accelerate the
process of development. Exploring the frameworks, promising
practices and skills requisite to the performance of these tasks
was the governing purpose behind module 4 in the program.

2. Module 4 examines leadership from four different per-
spectives: personal, interpersonal, decision and transforma-
tional.  As Fig. I illustrates, the personal dimension of
leadership encompasses issues related to an understanding of
the meaning of leadership as a process, leadership style, and
team-based and group-based approaches to leadership devel-
opment. The interpersonal dimension explores leadership in
the context of interactions among people and groups and the
ways in which conflict resolution and consensus-building pro-
cesses can be utilized to improve organizational effectiveness,
policy making and problem solving. The decisional dimen-
sion of leadership centers on the leader as decision maker and

Fig. I Mapping Leadership

LEADERSHIP
AND

CHANGE

The Interpersonal Dimension
• The Nature of Conflict
• ADR Strategies
• Negotiation Skills Lab
• Negotiation Simulation: Privatization

The Tranformative Dimension
• Change Analysis 
• Change Strategies
• Balanced Scorecard
• Structural Tension Charting

The Personal Dimension
• Leadership Theory & Research
• Style Assessment 
• Development Planning
• Community-Based Leadership
• Team-Based

The Decision Dimension
• Decision Making and its Traps
• Creative Problem Solving
• Risk Assessment
• Policy Decision Making



ADBI Executive Summary Series No. S50/01 3

6. Morrison ended by stressing that the meta-paradox of
modern leadership is that everyone expects a leader to lead
and be decisive in a world that is increasingly less amenable
to decisiveness and clarity.

7. Dr. Laura Dorsey-Elson and Mr. David Harrington
of the Academy of Leadership in the James Macgregor
Burns Center for Leadership at the University of Mary-
land, United States led participants through a two-day work-
shop that concentrated on personal leadership and styles of
leadership. The workshop was experiential in its learning
model, with participants engaging in a number of role-plays,
simulations and self-assessment exercises. Harrington and
Dorsey-Elson placed strong emphasis on the importance of
self-leadership. If a person wants leadership or to be a leader,
they asserted, then they must begin with themselves. Through
discussions with participants, a number of key principles of
self leadership emerges:

� One must welcome change as a rule, but not as one’s
ruler

� One must learn from one’s past mistakes, but not lean
on one’s past successes

� One must continue to gain expertise but avoid think-
ing like an expert

� One must stick to one’s convictions but be ready to
abandon one’s assumptions

� One must act self-employed, but be a team player
� One must view performance as a reflection of one’s

value, but not a measure of it
� One must feel worthy of the best but not more worthy

than the rest
� One must understand that seeing is believing, but also

know that believing is seeing
� One must look within for value but beyond for per-

spective
� One must think like a high tech research firm but act

like a high touch service firm
� One must see that no one can really change one and

one can’t really change anyone
� One must risk in order to gain security but never seek

security
� One must spend one’s time wisely but never try to

save it
� One must always strive for excellence, but never seek

perfection
� One must do the important, but delegate the urgent
� One must climb the next mountain, but never reach

the summit
� One must reinvent the organization and re-inspire one-

self

8. Harrington and Dorsey-Elson stressed the process of
leadership, rather than the concept of leader. They underlined
the fact that leadership is a process that is open to everyone—
a way of participating with others to accomplish visions and
goals. Using the Leadership Styles Assessment Inventory,

explores ways in which the quality of decision making, in
highly uncertain and complex situations, can be improved.
Finally, the transformational dimension of leadership exam-
ines the process change and ways in which that process can be
understood and managed for the achievement of goals.

Leadership: The Personal Dimension

3. The workshop began with an overview by Dr. Terry
Morrison, Senior Capacity Building Specialist, ADB In-
stitute of some of the key themes involving leadership in
the public sector. Morrison highlighted two conceptions of
leadership: transactional and transformational. Transactional
leadership, he noted, occurs within the context and bound-
aries of existing systems and modes of practice. It is a form
of give-and-take leadership, in which a person does some-
thing for someone else, but expects something in return. It
is quid pro quo leadership. Transformational leadership, on
the other hand, challenges assumptions about existing sys-
tems and practices and urges people to think and behave in
new ways. Its purpose is to transform people and organiza-
tions.

4. Morrison next proceeded to outline what he called the
“paradoxes of modern leadership”. Leadership, in today’s
world, is essentially a matter of balancing the forces of com-
plexity, change and continuity and managing the resulting
“paradoxes”. Paradoxes are inherent in leadership, for the
world never unfolds exactly the way one plans regardless of
how much authority or power one has, or others think one
has.  Change is a dynamic process and, therefore, what one
sees before one’s eyes, as change, at any point in time, is some-
thing, which is moving to another stage, or state, which one
cannot see.  For this reason, people are always one or two
steps behind the world as it is unfolding.

5. Morrison then enumerated the specific paradoxes of
modern leadership:
� Every solution creates (or will become) a problem
� Every problem is a solution in some context
� Every action generates multiple impacts
� A vision is always one way of looking at the world
� Every personality trait fits some context
� Responsibility and authority are always relative
� Complete goal attainment is impossible
� Groups do not think
� Managing change requires stability
� In order to build, one must tear down
� The game is not as important as the rules
� Control of context is critical
� The map is not the territory
� Not deciding is an effective decision
� Politicians are policy aversive
� Complete agreement can be risky
� Some problems solve themselves
� Deciding who decides is as important as the decision
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Fig. II Leadership Styles Assessment Inventory: Assessment and Tasks

❏ Element of Leadership: Challenge
the Process

Task: Search out Opportunities to
Change, Grow, Innovate and Improve

Developmental Actions
� Treat every job as an adventure
� Treat every assignment as a start over even if it is not
� Question the status quo
� Send people shopping for ideas
� Put idea gathering on your agenda
� Go out and find something that needs solving or fixing
� Assign people to opportunities
� Renew your teams
� Learn a new skill

Task:  Experiment, Take Risks and Learn
from Resulting Mistakes

Developmental Actions
� Set up little experiments
� Make it safe for others to experiment
� Eliminate fire hosing-dampening of all ideas
� Honor your risk takers
� Debrief every failure as well as every success
� Model risk taking
� Encourage positive thinking
� Broaden choice

❏ Element of Leadership: Envision the
Future

Task: Keep the Possible in Mind

Developmental Actions
� Determine what one wants
� Set stretch goals
� Listen to one’s intuition
� Test one’s assumptions
� Rehearse with visualizations

Task:  Enlist Others to Common
Purposes

Developmental Actions
� Identify one’s constituents
� Find common ground
� Develop one’s interpersonal competence
� Listen first and often
� Common goals via multiple means
� Be a coach
� Look for multiple motivators in people
� Negotiate to win-win

❏ Element of Leadership: Foster
Collaboration

Task:  Promote Cooperative Goals and
Build Trust

Developmental Actions
� Always say we
� Focus on gains not losses
� Take team building seriously
� Conduct a collaboration audit
� Involve people in seeing the big picture
� Try placing oneself in the hands of others

Task:  Strengthen People

Developmental Actions
� Develop learning contracts with people
� Make sure delegated tasks are relevant
� Power in the service of others
� Measure the learning results of one’s organization
� Try 360-degree feedback

❏ Element of Leadership: Model the
Way

Task:  Set the Example

Developmental Actions
� Use teachable moments
� Trade places
� Audit one’s actions
� Do what one says

Task:  Achieve Small Wins

Developmental Actions
� Major change is a series of small wins
� Break it up and break it down
� Celebrate along the way not just at the end

❏ Element of Leadership: Encourage
the Heart

Task:  Recognize Diverse Contributions

Developmental Actions
� Use the halo effect
� Find people who are doing things right
� Trying without success is not always bad
� Remember everyone is a person
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developed by Kouzes and Posner, an assessment that was
taken by all participants, they outlined a framework for lead-
ership and the tasks associated with each dimension of the
process. (See Fig. II)

9. Leadership is a simultaneously complex and simple phe-
nomenon. These two themes intertwined during the discus-
sions and presentations in the workshop. The simple purpose
of leadership is to turn aspirations into actions—to realize,
rather than merely craft, a vision. The complexity of leader-
ship flows from the paradoxes one encounters in attempting
to turn aspirations into actions. Leadership is both an art and
a science: it involves change and stability; it draws on per-
sonal attributes and demands interpersonal competence; it
honors the past, but is pointed toward the future; and it re-
quires learning and unlearning.

10. In this complex world of leadership, roadmaps are
needed to assist in charting one’s current location and set-
ting a direction toward where one wants to be. In this re-
gard, Morrison outlined a rough map for thinking about
leadership and the tasks and challenges that face people as-
piring to participate in the process. The main concepts are
drawn from the work of Dave Ulrich. Successful leadership
develops and builds upon the twin forces of credibility and
capability. Credible leaders have personal habits, values and
competencies to engender trust and commitment from those
who follow their lead. Successful leaders, in addition must

build organizational capability: the capacity to shape, struc-
ture and manage organizations to achieve goals. The chart
below shows five steps that leaders need to take to turn aspi-
rations into actions at both the personal and organizational
levels. (Fig. III)

Leadership: The Interpersonal
Dimension

Conflict and Development

11. The second phase of the workshop shifted from a focus
on the personal dimensions of leadership to the interpersonal
context. In particular, the workshop explored the issue of
conflict and its management and the role that alternative dis-
pute resolution mechanisms can play in resolution. Devel-
opment is a process of change over time and, during this
process, consensus is not always the rule. Indeed, many re-
forms, crafted for purposes of stimulating development, of-
ten generate conflict amongst stakeholders and between
stakeholders and government. Many developing countries,
moreover, contain sources of unresolved conflicts that may
even be expressions of racial, ethnic, tribal and religious dif-
ferences. Development policy itself can also unintention-
ally evoke conflict. The more recent calls for a participatory
process to underpin policy making and budgeting, in the de-

Fig. III
Action

Personal
Credibility

V. Make public commitments

Accountability

IV. Focus on key priorities
Pay attention to diversity 

Attention
Assess
Performance

III. Do a calendar check
Communicate constantly
Be accessible

Allocation
Sustain

Build Teams

II. Have a personal mission

Articulation Shape the 
organization 

Create a 
Learning
Culture

Build

Use 
Incentives

I. Discover Yourself

Shape an organization

Aspiration Organizational Capability

Five Steps to Action

Assessment

Diagnose the Organization
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velopment process, also bring to the surface latent conflict
among stakeholders and interest groups. Understanding the
dynamics of, and the capacity to manage, conflict is emerg-
ing as one of the core skills of public management. Con-
structive conflict resolution must become a new issue on
the governance agenda of countries.

12. The first component of the exploration of conflict in the
workshop was led by Ms. Nancy McPhee and Mr. Arthur
Ridgeway of the Justice Institute of British Columbia,
Canada.

13. This workshop first explored the nature of conflict. Con-
flict can be seen as occurring in three dimensions: cognitive
(perception), emotional (feeling) and behavioral (action):

� Conflict as Perception: a belief that one’s interests,
values, needs or wants are incompatible with others

� Conflict as Feeling: Emotional reactions to situations
that signal a disagreement

� Conflict as Action: Actions to meet our needs under-
taken in a way that interferes with others meeting their
needs

14. These three dimensions of conflict also reveal themselves
in the major types of conflict:

� Data Conflicts
This can be caused by lack of information, misinfor-
mation or disagreement over what data is relevant and
what data actually means in a given context

� Structural Conflicts
These types of conflict are caused by disagreements
over the assigned or implied patterns in human rela-
tionships. These types of conflict often involve issues
of accountability, resource distribution, decision-mak-
ing processes and role definitions

� Relationship Conflicts
These conflicts flow from dissatisfaction over the na-
ture of a relationship. Issues can include lack of trust,
divergent priorities and expectations, incompatibility,
power imbalances

� Behavioral Conflicts
These conflicts are driven by the strong emotions,
misperceptions, offensive behavior and poor commu-
nication

� Value Conflicts
These conflicts arise when individuals or groups at-
tempt to impose value orientations on others

15. People also exhibit certain styles of engaging in and
avoiding conflict. When people engage in conflict, they do
so with an idea of meeting their needs. For this reason, at-
tempts to deal with conflict resolution, in ways that fail to
address the needs that are at the root of the conflict, often
leaves the basis of the conflict unresolved and simmering
below the surface ready to rear its head when the context is
right.

16. There are five basic ways in which people engaged in
conflict attempt to meet their needs through conflict:

1 Power-Based
Strikes, protests, letter writing campaigns, and boy-
cotts are examples of power-based approaches to con-
flict engagement. Power-based approaches to conflict,
while not always effective, have, in some instances,
produced progressive change. The labor and civil
rights movements are examples. On the other hand,
arbitrary use of the force of power has been used to
repress rights and freedoms.

2 Rights-Based
In this framework, people attempt to have their needs
met or addressed by asserting their claim under some
established structure of law, policy, regulation or pro-
cedure. Rights-based approaches are fundamentally
different from power-based approaches to need satis-
faction. In a power-based approach, the message is
“do what I want because I have the power to punish
or reward you in some way”. In a rights-based frame,
the message is “do what I want because the law re-
quires that you do so”. The structure of rights-based
conflict centers less on what one needs and more on
what one has a right to expect.

3 Interest-Based
Interest-based approaches to conflict resolution in-
volve a process of asserting ones needs and working
collectively toward a resolution that is mutually gain-
ful. This approach involves addressing, not only one’s
own needs and interests, but those of others as well.

4 Principle-Based
People often attempt to have their needs and interests
met by reference to a larger moral principle or through
appeals to fairness and justice. In this process, people
move beyond interests and make references to doing
what is the right thing.

5 Manipulation-Based
The final approach is through overt, or covert, ma-
nipulation and there are a host of techniques for do-

Styles of Dealing With Conflict
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Compromising

Avoiding Accommodating

High

Fig. IV
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ing this. In all cases though there is a belief that the
ends justify the means.

17. Conflict engagement styles are a function, as illustrated
at Fig. IV, of the interrelationships between one’s concern
for one’s own interests and goals versus the interests of oth-
ers.

18. Not everyone embraces conflict and undertakes strate-
gies to engage in it as a way of meeting their needs. People
also exhibit a range of different styles of conflict avoidance:

� Aggressive Avoidance “Don’t start with me or you will
regret it”. Aggressive behavior is sometimes an effort
to avoid conflict, even though it seems to be an effort
to provoke conflict.

� Passive Avoidance “I refuse to dance”.
Staying removed from a situation and nonreactive to it
is another mode of avoiding conflict. Being silent, cre-
ating distractions or withdrawing from a relationship
are techniques used in this style.

� Avoidance Through Hopelessness “What’s the Use?”
One of the ways people often avoid conflict is to view
and announce that the situation is hopeless and beyond
saving and that one is powerless to do anything in any
event.

� Avoidance Through Surrogates “Let’s You and Them
Fight”. Another strategy is to let others fight one’s
battles while one remains on the sidelines.

� Avoidance Through Denial “If I close my eyes it will
go away”. Some people deny, even in the face of com-
pelling evidence that any conflict exists.

� Avoidance Through Premature Problem Solving “There
is no conflict, I have fixed everything”. Occasionally,
all a person wants is a solution to a conflict and any
solution will suffice leaving the roots of the conflict
untouched.

� Avoidance by Folding “Okay, we will do it your way,
now can we talk about something else”. Sometimes
people  avoid conflict by caving in to the other person’s
views, in order that they can exit the conflict situation.

19. These eight approaches to avoid conflict are often com-
bined and people try several different strategies at different
times to avoid conflict.

Conflict Resolution

20. With a clearer understanding of the nature of conflict
and the behavioral dynamics underpinning it, the workshop
turned to the question of conflict resolution. Three elements
are present in every conflict: issues, positions and interests.
Often interests are hidden behind the issues and positions,
and positions and issues are mistaken for interests:

� Issues
Issues tend to attract the majority of attention in dis-
putes. Issues are the “what” of a dispute. Disputants
can often argue at length about the issues in a dispute,
without exploring why there are issues in the first place

� Positions
Positions are specific proposals disputants put forth
that suggest how the conflict should be resolved, or
rather, how they would like the conflict to be resolved

� Interests
These are the expression of needs or what is consid-
ered to be important by the disputants. Interests drive
a person’s behavior and provide motivation to solve
the problem or block a proposed solution. Interests
are the why of a dispute—the reasons the dispute ex-
ists. Separating interests from the debris in a dispute
is often one of the first steps toward resolution

21. The interests underlying issues and positions in a dis-
pute consist of three interdependent needs, which must be
addressed to have sustainable resolution of a conflict:

� Procedural
People need to know that they are being treated fairly.
This is so even when people have their substantive
issues addressed

� Psychological
Everyone needs to feel that they were listened to and
that their ideas were respected in a negotiation. With-
out these qualities, mistrust builds and undermines
agreements

� Substantive
Every party to a conflict wants to get something. The
definition of that something may change over the
course of a negotiation, but the outcome must address
the substance issues in dispute

22. In recent years, there has been a growing momentum to
establish and develop what have become to be known as ADR-
processes—(Alternative Dispute Resolution) and systems, as
ways of resolving conflict. ADR processes and systems have
been established to deal with community-based disputes,
workplace conflict, multi-party arbitrations, public policy is-
sues, divorce and family mediation and alternatives to tradi-
tional court or tribunal-based judgments.

23.  ADR technically refers to any process used to prevent,
manage or resolve conflicts, between two or more parties,
using procedures other than courtroom litigation, or formal
judicial adjudication. Formal adjudication processes, it has
been found, often preclude the introduction of non-legal con-
cepts, or prevent discussion of a range of solutions even though
they may offer the best resolution of the conflict. Conversely,
in many ADR processes, the parties can often speak for them-
selves. It has been found in research that an active involve-
ment of the parties, in the ADR process, often generates greater
commitment to the solutions that are developed. This has been
called the compliance benefit of ADR. Other benefits that have
been identified include flexibility, cost reduction and preserv-
ing relationships. Many ADR processes are connected to courts
as alternatives to litigation and are increasingly being man-
dated in government legislation in a number of areas. The
workshop included a discussion of the various techniques in
ADR and their potential applicability to public sector man-
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agement and policy making. Fig. V highlights the key tech-
niques and systems that were examined.

Negotiation

24. Central to conflict resolution, and to public management,
is the process of negotiation. Understanding frameworks for,
and developing skills in, negotiation is rapidly becoming a
core competency for public managers. In fact, the more open
and transparent governance processes become, the greater the
need for effective negotiation skills. The reason is that open-
ness, and quests for participation and inclusion, bring diverse
people, with diverse interests, together to explore issues of

common or disparate concern. In such contexts, most things
must be negotiated, from the meanings people assign to is-
sues and each other’s views, to options and alternatives in the
policy-making process.

25. Moreover, many worthwhile ideas fail to see the light of
day because they become bogged, or watered, down in the
process of negotiation. When people talk of participatory ap-
proaches to development planning and policy making, they
are, by definition, whether they recognize it or not, creating
the conditions in which negotiation, at many levels, will be
required.

Alternative Dispute Resolution Methods
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26.  For these reasons, the workshop centered on negotia-
tion training as a central aspect of both leadership and the
management of change. This was accomplished in two ways:
through a focused training in negotiation frameworks and skills
and through participation in a custom-designed simulation that
demanded numerous negotiations in a multi-party dispute.

27. Negotiation is an interaction in which people try to meet
their needs, or accomplish their goals, by voluntarily reach-
ing agreement with others, who are trying to meet their needs
or achieve their goals.

28. Negotiation also implies advocacy. As negotiators,
people advocate for their positions, or the positions of people
they represent. A negotiator is always an advocate.  It does
not follow, however, that an advocate is always a negotiator.
The key difference lies in the process of interaction. For
example: As the CEO of a company, he/she can advocate
his/her position to senior managers, and failing to achieve a
consensus, he/she can simply order that managers imple-
ment and accept it. The CEO, in this setting, is an advocate,
but not a negotiator. Moreover, being an effective advocate
does not necessarily mean that one is an effective negotia-
tor. A person can be an excellent trial lawyer by advocating
the position of his/her client in court, and succeed for his/
her client. But when placed in another context, for example
a local community stakeholder meeting, the advocacy skills
honed in the courtroom, if used as in a courtroom process,
may in fact work against achieving a negotiated settlement
to a dispute at the community level.

29. Negotiation involves managing complex relationships
among people. It is rarely simply a process of exchanging
ideas, since the personalities that do the exchanging of the
ideas often “issues” in the dynamics of the negotiation pro-
cess. As the charts below illustrate, in a public sector context,
the complexities of the relational dimension of negotiation
can become very complex. (See Figs. VI and VII)

The Dimensions of Negotiation

30. There are two ways in which parties in a negotiation can
attempt to meet their needs. They can each attempt to claim
as large a share of the benefits on the table as possible. Or,
they can attempt to increase, through the process of negotia-
tion, the amount of benefits available to everyone.

31.  The first option is distributive and people are, by defini-
tion, attempting to expand their range of benefits at the ex-
pense of the other party. Distributive negotiations, in this
regard, tend also to be adversarial in nature. This tends to be
the most commonly held view of the process of negotiation.
This type of negotiation often is characterized by the use of
the following techniques:

� Issues tend to be framed in terms of how to compromise
among conflicting needs or how to choose among mutu-
ally exclusive alternatives

� Power is applied to wrest concessions from the other side
� Alternatives are used as leverage to convince others to

compromise or give up potential benefits
� The bottom line is often referred to
� Information is shared only to the degree that it will help

convince others to compromise

32. People can, alternatively, try to meet their needs through
increasing what is available for all and attempting in the pro-
cess to meet most of everyone’s needs and interests. To the
degree to which people are attempting to do this, they are
guided by a common interest and their needs are linked, or
integrative. Integrative negotiation tends to be characterized
by the use of the following techniques:

� Integrative negotiations tend to focus on the importance
of maintaining, through the negotiation process, the re-
lationships between the parties

� Integrative negotiation tends to revolve around open and
effective communication

Fig. VIIFig. VI
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� Mutual education and problem solving play a dominant
role

� The process tends to be built on key principles that are
to underpin the negotiation

� Integrative negotiation is an interest-based rather than
positional-based process.

34. During the workshop, participants were exposed to a
stepwise process of interest-based and mutual gains ap-
proaches to negotiation. Several role-plays and simulations
were used to illustrate the process and develop the skills of
the participants. Fig. VIII summarizes the key ingredients of
the mutual gains model of negotiation.

Toward Collaborative Models for Policy
Making

35. Effective governance is increasingly about legitimating, par-
ticipation and collaboration. Legitimating poses questions about
the legal and moral basis of authority and power. Participation
posits questions about the desire to have one’s voice heard indi-
vidually and collectively in decisions that are rendered in and
on behalf of the polity. And collaboration challenges the sepa-
ration of roles, rights and duties in the governance process.

36. Governments are changing the ways in which they do busi-
ness. The traditional approach to policy in the public sector, in
democratic communities, of “decide, announce and defend”, is
becoming less effective. Increasingly, governments are seeking
ways to involve citizens and stakeholders, not only in advising
on polices, but also in a process of mutual determination of the
actual policies. Collaborative agreement seeking processes are
increasingly being experimented with and used in the develop-
ment of public policy and community problem solving. The
workshop, through its simulations and presentations, explored
this new terrain in public policy making.

33. All negotiations tend to involve elements of both dis-
tribution and integration. Hence, one of the major challenges
in negotiation is to attempt to address distributive realities,
while achieving the integrative potential of the process of
negotiation.

37. A collaborative approach to policy making is not the same
as a public involvement process. Many governments do, and
should, use public involvement in their policy-making processes.
Typically, though, such involvement takes the form of the gov-
ernment leaders, and public officials, developing policies, dis-
seminating information and requesting public feedback, or input,
on what has been provided. This is accomplished through many
processes: white papers, hearings, polls, focus groups and other
outreach activities. Following this process, the government of-
ficials attempt to weave the comments into their discourse and
policy proposals and proceed next to the decision-making pro-
cess. This opportunity for public review and comment is un-
questionably of value and should not be discounted.

38. Collaboration, on the other hand, takes the process to a
greater depth and toward a different purpose. In a collabora-
tive process, stakeholders work directly with government to
develop agreements, or recommendations, on public policy
issues. As Fig. IX illustrates, there are significant differences
between public involvement and collaborative processes in
public policy making.

39. Collaborative processes have several common features:
� Participation is Inclusive and Voluntary

All major interests that will be affected by the outcome,
and those in positions to hinder or facilitate the imple-
mentation of the decisions, are identified and represen-
tatives participate in the process.

� Participants Have Ownership of the Process
There are no externally imposed procedural rules. Par-

Negotiation: A Mutual Gains Framework
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ticipants accept responsibility for making the process
effective

� People Agree To Be Kept Informed
Participants have the obligation to insure that their con-
stituent groups are regularly informed as to the process
and the direction of work in the process. This is to re-
duce surprises in the end

� A Common Definition of the Problem is Used
Participants agree on a clear description of the problem
or objective they want to achieve through the process

� Participants Help to Educate Each Other
Participants express their interests and concerns regard-
ing the issues and their ideas as to how to approach them

� Multiple Options are Developed
Participants create a range of options that could satisfy
their respective needs and concerns. They focus on ad-
dressing each others’ interests not on asserting only their
positions on how to solve the problem

� Decisions are Made by Consensus
Participants work to modify the proposals until all can
support the proposal to a degree and all can live with it

� Participants Oversee Implementation
Participants identify methods to implement their recom-
mendations and they establish a way to work together to
monitor implementation

� The process supplements existing legal procedures

40. It is obvious, but bears repeating, that there is no one
process for making public policy. Assenting to this proposi-
tion, however, is, in itself, a transformation, in perception and
action, in the area of public policy making.

41. Simply having available a collaborative agreement seek-
ing process, or willingness to deploy it, does not mean that it
is appropriate in all circumstances. In deciding on whether a
collaborative process will be effective, the following ques-
tions need to be addressed at the outset:

� Is broad-based support critical to successful implemen-
tation?

� Do other stakeholders have information that is critical to
finding a solution or crafting a policy?

� Does the community require more substantial opportu-
nities for involvement than just providing advice?

� Does the history of the issue or the conflict surrounding
it suggest that the only way to achieve a well-supported
outcome is to involve them in making the decision?

� Is it possible to actually address the issue of concern
through a collaborative process?

� Are the stakeholders willing and able to participate?
� Is there enough time to conduct a meaningful process?
� Are the skills in place to engage a collaborative process?

42. While there are no unanimously agreed upon frameworks
for undertaking a collaborative approach to policy-making,
Fig. X summarizes some of the key steps in such an approach.
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The Simulation

43. An innovative feature of this highly involving and inter-
active workshop included the design of a simulation, lasting
a full day and a half. The simulation was used as a context to
integrate many of the ideas, concepts and skills developed in
the previous days of the workshop. Mr. Anthony Hughes,
Former Governor, Bank of Solomon Islands designed the
simulation, with assistance and input from Morrison. The brief
summary of the design and use of the simulation provided
below has been drafted by Hughes and is presented here as a
guide to others in capacity building who may wish to use such
a technique.

Privatization in Pacific Island Countries:
A Telecoms Sale Simulation

Specification
The curriculum specification for this exercise stipulated
that it should:

� Be concerned with privatization policy
� Build on/relate to preceding and following course topics

on leadership, negotiation skills and decision-making
� Be completed in three half-day sessions

Participants
The thirty course participants are middle-level or senior
bureaucrats in twelve small island developing countries
(PNG is physically much bigger than the others but shares
with them most characteristics material to this training ac-
tivity). The participants have a wide range of personal and
career backgrounds and an uneven set of technical and
managerial capabilities. They already know each other
from having taken part in three earlier ten-day modules of
this course.

Design criteria
Simulation as a training tool tries to recreate a field situa-
tion in a laboratory environment. Process and interaction
can be analyzed and techniques practiced without the risk
of actually ruining enterprises or destabilizing economies.
To ‘work’ for the participants, a simulation has to have
enough of real life in it for them to be able and willing to
commit themselves to their roles and to care about the
outcome.
Like real life, a simulation should not force any particu-
lar conclusion—the outcome should depend in large part
on the participants’ ideas and use of skills in the simu-
lated situations—but it is often necessary in a short ex-
ercise to specify a range of acceptable outcomes, and
that was done here in the rules that were promulgated.
One other stipulation related to the time constraint was
to require ‘the Government’ to convene a round-table
meeting of all stakeholders very early in the simulation,
rather than wait for the need for that to emerge from in-
ter-group pressure.

Privatization—variously understood—figures in the de-
velopment strategies of all the places represented except
East Timor, and there the public-private sector balance of
the economy is a current issue. The case study (sale by the
government to a foreign investor of a controlling interest
in a state-owned telecommunications monopoly) was cho-
sen because:

� The policy setting would be immediately familiar to all
participants

� Some of them would have had relevant personal experi-
ence

� A full spectrum of interest groups could realistically be
engaged

� Technical issues could be isolated and useable data manu-
factured

The time available was an important constraint. In a longer
simulation a lot more data can be fed into the process and
much more work can be required from more structured
participant groups, leading to a more realistic outcome.
Here the time allowed made it unlikely that a close-to-
real-life solution could be reached, but it appeared that it
should be possible to simulate much of the positions, ar-
guments and pressures that would arise in participants’
home countries in real life.
The use of e-mail to communicate between groups, sup-
ply data and allow fresh twists to be injected into the evolv-
ing simulation was not part of the original design. It only
arose when the simulation designer saw the ease of access
to computers and the Internet that had been provided to
participants. In the event this added greatly to the produc-
tivity and enjoyment of the exercise, and indicates an area
for further development. This even included a successful
hacking into ‘the Government’s’ email address and the
sending of a spoof negotiation-wrecking message, which
caused some consternation. The hacker, acting very re-
sponsibly, tipped off the authorities, which tipped off the
government, which issued a corrective announcement.
Moral: don’t believe everything that comes by e-mail, even
in a simulation.
Ready access to word processing and some excellent lo-
cally-hired technical assistance enabled the ‘press reporter’
to put out a Daily News that ran to six issues, and further
added spice and urgency to negotiations between and
within groups.

Assignment of roles
The case study required nine participating groups. Four
of them were seen as the likely parties to an investment
agreement that would include ‘signing-in’ the existing
telecom management and the owners of land essential to
the investment. Four others were seen as advisers and pres-
sure groups working upon the attitudes of the first four.
The ninth group was ‘the media’ who were looking for
news. Though a large number of groups makes for chaotic
interchange this is not unlike real life, and it gives more
participants a chance to play an active role. They responded
well to this challenge.
Individuals were assigned to roles by drawing lots (roles
were drawn from a hat). This has the merit of avoiding
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any favoritism by course management, but runs the risk of
less experienced participants being cast in the more de-
manding roles. The latter did in fact happen, and some of
the stronger participants were conscious of it. But several
of the quieter persons rose to the occasion, and on balance
it worked satisfactorily.
A particular piece of good luck was that the participant
who drew ‘ TV reporter’ as his role had his own digital
cine-camera, and made good use of it. Seeing themselves
in their simulated roles ‘interviewed on TV’ on the big
screen put extra pressure on participants to make their roles
convincing. The use of video recording in simulations is
standard practice elsewhere and could readily be incorpo-
rated into this level of training.

Model outcome
As time did not allow a credibly feasible outcome to be
negotiated, a model memorandum of understanding was
provided to participants in a take-home folder of rel-
evant documents created before, during and after the
simulation.

Leadership: The Decision Dimension

44. Leadership, in all contexts, entails participation in deci-
sion making. In today’s world, this increasingly means en-
gaging in decision making in conditions characterized by high
uncertainty, ambiguity, complexity and risk. Uncertainty re-
fers to a situation in which a decision maker must choose a
course of action without complete knowledge of the conse-
quences that will follow implementation. Ambiguity refers to
a lack of clarity, or consensus, regarding the meanings people
assign to key elements in a decision situation. Complexity
refers to the fact that the number of and interactions among
variables, in a decision situation, is increasing and dense. And
risk entails the possibility that the chosen action could lead to
the opposite of the intended results, or generate results con-
trary to the goal. Leaders confront decisions that must be made
in situations that are far from perfect in terms of their condu-
civeness to deliberative decision making.

45. Organizational decision making can be roughly classi-
fied as falling into two types: programmed and non-pro-
grammed. Programmed decisions are repetitive and well-
defined and usually are addressed through rules and proce-
dures. The problems they confront are well structured because
the performance criteria are reasonably clear, good informa-
tion is available, alternatives are easily specified and there is
relative certainty that the selected alternative will be success-
ful. An example of a programmed decision include such things
as decision rules as to when to replace an office copier, when
to conduct a performance appraisal and how to conduct an
audit.

46. Non-programmed decisions are quite different. These
decision situations are novel and poorly defined and no pro-
cedure exists through which to solve the problem. They are
used when organizations have not seen the problem before
and may not be certain as to how to respond. There is uncer-
tainty as to whether the selected alternative will actually solve
the problem. Particularly complex non-programmed decisions
have been called “wicked decisions” because simply defin-
ing the problem can turn into a major task.

47. Today’s managers in the public sector are dealing with
an increasing number of decisions that are non-programmed
and even wicked. There are a number of reasons for this:

� Decisions are more complex and often emotionally
charged

� Decisions have to be made more quickly particularly
given the globalizing impact of new technologies

� Decisions are made in a less certain environment with
less clarity about outcomes

� Decisions require more consultation and cooperation with
other people and agencies both within and outside of the
government

� Decisions are such that no individual has the informa-
tion needed to make all important decisions

� The capacity of stakeholders to react to decisions has
increased dramatically as has their access to informa-
tion concerning the decisions

Fig. XI
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48.  For these reasons, the workshop focused for a full day
and a half on the decision-making dimension of leadership.
Mr. Cedric Saldanha, Senior Manager, ADB led the work-
shop.

49. Saldanha introduced participants to decision making
based largely upon the Kepner Tregoe (KT) framework. The
general outline of the framework is given at Fig. XI.

Situation Analysis

50. Situation analysis, not only aids in the decision as to
which problem to address, but also serves as a guide with
respect to what is to be done. Situation analysis is composed
of three different paths of analysis. If one needs to uncover
the cause of a problem, then it is to problem analysis that
one turns. If the cause of the problem has been found, but
one needs to make a decision, then one turns to decision
analysis. In potential problem analysis, one wants to antici-
pate and prevent future problems that might flow from one’s
decision.

51. In many situations a number of problems arise at the
same time. In some cases they are interconnected and in oth-

ers they are disparate. KT situation analysis helps to deter-
mine which problem is of the highest priority and should
receive the greatest attention. The process is as follows. The
first step is to make a list of all the problems in the situation.
Each problem is then measured (high, medium, low) against
three criteria:

� Timing
How urgent is the problem? Is a deadline involved? What
will happen if nothing is done for a period of time?

� Trend
What is the problem’s potential for growth? If the trend
is getting worse then you have a higher degree of con-
cern about it and rate it accordingly

� Impact
How serious is the problem? What are the effects on the
people, product and organization ?

Problem Analysis (Fig. XII)

52. Once the highest priority problems have been identified,
the next step is to analyze the dynamics of the problem. In the
KT framework, this analysis is carried out by asking the fol-
lowing questions:

� What is the problem and what is not the problem?
� Where did the problem occur? Where is everything

ok?
� When did the problem first occur? When was everything

ok?
� What is the magnitude or extent of the problem?

53. In the KT model, one of the key points is that there is
always something that distinguishes what the problem is from
what it is not.

Decision Analysis (Fig. XIII)

54. Decision analysis entails choosing the best solution from a
number of solutions that have been proposed to solve the prob-
lem. The decision analysis tool is a logical algorithm for choos-
ing between different alternatives to find the one that best fits the
objectives. The objectives of the decision, in the Fig. XIII ex-
ample it is choosing among two job offers, are first clearly speci-
fied. These objectives are next separated into musts and wants.
The musts are mandatory to achieve a solution and the wants are

Fig.  XII
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desirable but not mandatory. Alternatives must first satisfy musts
before they are passed through the wants screen. Each want is
assigned a relative priority in terms of the objective and based on
the ranking decision is ultimately assigned a score. The scores
are totaled and the alternative receiving the larger score is the

most likely to meet the objectives. This does not mean that this
alternative must be chosen for other considerations, such as risk,
can come into play. The decision analysis though does provide a
way for an individual or a group at least to systematically dis-
play their preferences and to quantify the result.

Potential Problem Analysis (Fig. XIV)

55. Potential problem analysis delineates the potential prob-
lems that attend each decision option and explores possible
causes, preventive actions and contingent actions. The causes
of potential problems and the larger potential problem is as-
sessed in terms of its probability of occurring and the seri-
ousness of the impact should it occur.

Managing Change

56. If, as many claim today, change is ubiquitous then why
is it that so many efforts at deliberate and planned changes

seem to fail? Morrison posed this question, as he led partici-
pants through a daylong workshop on the management of
change. In answer to his own question, Morrison posed sev-
eral reasons as to why change efforts seem to fail:

� Changes are often not tied to strategy and eventually be-
come peripheral to the core purpose of an organization

� Change initiatives are often conceived of and seen as
offering a quick fix to more enduring structural issues
and problems

� Change initiatives are often crafted within a short-term
perspective where they are expected to produce instan-
taneous results

� Change initiative in the public sector often ignore the
political realities confronting government

Fig. XIII

STSUM AynapmoC BynapmoC oGoN/oG

tsewdiM )on/sey(

yciloprefsnartnoN )on/sey(

STNAW THGIEW gnitaR erocS gnitaR erocS

emohraeN 8 01 08 5 04

egraL
ynapmoc

6 6 63 3 81

yralaS 9 6 45 8 27

ytilibatS 4 9 63 01 04

ytefastnalP 01 7 07 5 05

latoT 672 022

Decision Analysis: Choosing Between 2 Job Offers

Fig. XIV Potential Problem Analysis Table

L: Low, M: Medium, H: High, Y: Yes, N: No.

laitnetoP laitnetoP laitnetoP laitnetoP laitnetoP
melborP melborP melborP melborP melborP

ytilibaborP ytilibaborP ytilibaborP ytilibaborP ytilibaborP ssensuoireS ssensuoireS ssensuoireS ssensuoireS ssensuoireS SNOITCA SNOITCA SNOITCA SNOITCA SNOITCA

sesuaCylekiL ytilibaborP ksiRtpeccA serusaeMevitneverP ycnegnitnoC
nalP

1 A L Y

2 B M-L Y

3 C L Y

4 D M Y

5 E H N

6 F H-M N



16 ADBI Executive Summary Series No. S50/01

� Far too many changes strive for grandiose expectations
at the expense of other more simple successes

� Many change strategies are crafted in hardened models
of how the world should work as opposed to flexible de-
signs that can accommodate the need for on going adap-
tation

� Change requires leadership and there is often a failure to
develop the conditions and skills for such leadership as
part of the change process and design

� In many change designs and plans, there is a lack of at-
tention to deliverables and a system for measuring and
monitoring movement in those directions

� Change is also a deeply psychological process and many
people evidence a great deal of variation in their fear of
the unknown and capacity to tolerate uncertainty, risk
and ambiguity

� The announcement of change often dominates the atten-
tion of people and is seen as sufficient to generate the
commitment of people and resources for sustained ac-
tivity over time

� Knowing how to make the changes “stick” is equally
important

� Knowing what does not necessarily produce know-how

57. Throughout the entire workshop two themes intertwined:
leadership and the management of change. All sessions indi-
rectly examined both processes through the various tasks and
presentations. In addition to being embedded in the work-
shop, change management was also dealt with in a direct man-
ner. Morrison began by coming to grips with precisely what
one means when the issue of change is being addressed. He
used the model at Fig. XV drawn from systems thinking to
illustrate the concept of change.

58. The management of change, explained Morrison, is es-
sentially managing the linkages between the present state in a
system and its desired state. Or to put it in other words, man-
aging the transit from where one is now to where one wants
to be. Between these two conditions is a change gap: the dif-
ference between where one is now and where one wants to
be. The critical issue in this approach to change is to deter-
mine what change strategies can help people and organiza-
tions navigate the gap from where one is now to where one
wants to be. In this regard, Morrison noted that there are dif-
ferent types of gaps between existing and desired states and
that the nature of the gap affects the type of problems to be
encountered and the change strategies to be used. Fig XVI
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highlights four types of change gap: procedural, policy, per-
formance and continuous learning.

59. Types of change gaps, Morrison explained, are also a
function of the depth of change being contemplated or faced
by an organization or state. He suggested that there were three
types of change challenges (developmental, transitional and
transformational at Fig. XVII), each of which called for dif-
ferent responses.

60. Developmental change involves an evolutionary process
of incremental change over time. The basic structures and pro-
cesses of organizations are kept in place, but the pressure is
to make them more efficient in achieving their goals. The
change strategy in this context can rely on ample time and be
incremental in its focus. Transition change, on the other hand,

Three Types of Organization Change

C
ha
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e

Time

Type I
Developmental Change
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Transitional Change

Old
State

Transition
Stage

New
State

Type III
Transformational Change

Birth

Growth

Success Plateau

Wake-Up Calls

Chaos

“Death-Mindset 
Forced to Shift”

Re-Emergence
Through Visioning

and Learning

involves an organization moving from one state to a new or
desired state. The focus on change management, in this situ-
ation, is managing the transition to the new state. In this tran-
sition, existing structures and processes have to be redesigned
to accommodate the challenges of the new state. Incremen-
talism will not suffice as a change management strategy.
Rather, one requires skills in organizational design and the
development of new systems and processes.

61.  The final type of change is transformational. By far this
is the most challenging form of change and the one that often
underpins many of the calls for reform in the management of
developing countries. Transformational change requires
changes, both in systems, and the mindsets of people. More-
over, as a process, it is not smooth being punctuated by peri-
ods of chaos and uncertainty. This type of change demands a

Fig. XVII



18 ADBI Executive Summary Series No. S50/01

learning model in which the capacity of an organization to
continuously sense and to respond to its environment becomes
critical. In transformational change, the process, moreover, is
never ending, as the organization seeks to achieve a perma-
nent state of adaptation. (Fig. XVII)

62. Morrison next turned to global change strategies and
outlined several different approaches that have been used in
the context of the public sector. (Fig. XVIII) He stressed that
all change strategies are contextual, to a degree, and that no
one strategy will be effective in all settings or in relation to
all goals.
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participation in decision making
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• policy advisory 
  groups
• customer focus
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   incentives
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• TQM
• teams

GAME
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Global Change Strategies

Misalignment: Why Change Fails

Strategy Skills Style Staff

Structure Systems Sending Sensing

Shared Values

63. Morrison stressed that from a systems perspective the
management of interactions between the parts of the system
are critical. This principle of management of interaction ap-
plies very much to the process of change in systems. Con-
trary to those who stress that the critical dimension of reform
in the public sector is a basic question of proper sequencing,
Morrison stressed that synergy was a more powerful prin-
ciple. Sequencing actions that are not aligned with one an-
other (Fig. XVIX), in the context of the overall functioning
of a system, would only generate dissipating factors that would
lead over time to the dilution of the energy of the system it-
self. He introduced what he called a 9’S model analyzing the

Fig. XVIII

Fig. XVIX
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Strategic Alignment: The 9’S Model
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capacity of a system, or organization, to cope with, and un-
dergo, change and a set of critical questions that needed to be
addressed prior to introducing change, regardless of the strat-
egy that is chosen. (Fig. XX)

64. Morrison concluded by introducing participants to a
critical success factors approach to change. Regardless of
the global strategy for change that is selected, the imple-

mentation and sustainability of change depends, he stressed,
on the development of key success factors. In his presenta-
tion, Fig. XXI outlines the several key success factors that
need to be addressed as an integral part of any change strat-
egy.

65. These critical success factors then form the basis of a pro-
cess model of managing change which is offered in Fig. XXII.

Fig. XX
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Fig. XXI Capacity for Change: Key Success Factors
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Series Wrap-Up

66.     The multi-module Pacific Public Management Execu-
tive Program was an innovative approach to capacity build-
ing undertaken collaboratively by the ADB and the ADB
Institute. It was premised upon the assumption that develop-
ing a program of linked modules, offered over an extended
time period, involving the same group of participants, would
develop a context for knowledge development, skills transfer
and leadership. An additional innovative feature was the de-
sign of a distance learning component called the Virtual Learn-
ing Lab to allow particpants to communicate with each other
in between modules and to provide an ongoing source of ideas
and skills. Central, as well, to the design of the model was an
active and experiential form of learning in which participants
practised skills and worked together in teams drawing on, and
sharing, their own experiences.

Lessons Learned

67. The following lessons can be drawn from such an ap-
proach to capacity building:

❏ It is imperative, in such a model, that adequate care be
taken in the selection of participants and that there be a
clear and unequivocal commitment from them, and their
sponsoring agencies,  so that participation, in all dimen-
sions of the model, is mandatory. This was achieved and
it is a tribute to the participants’ dedication and commit-
ment.

❏ Content quality, as exemplified in high calibre resource
people and learning materials, is essential to maintain
interest and relevance.

❏ An overall conceptual model of the program is impor-
tant, in order for the content be seen to be linked and to
be cumulative in its impact.

❏ Listening carefully to the ongoing input from participants
about their desired learning and skills is important, as is
the need to be prepared to adjust the program as it pro-
ceeds.

❏ The use of the Internet as a learning context, both during
the modules and in between the modules, is a powerful
force in generating learning and skills transfer.

❏ The adoption of an experiential and active learning model,
throughout the program, cannot be overestimated, in
terms of its impact and the development of team work
and learning skills.

❏ Having a core of resource people work with the partici-
pants, throughout the program, supplemented by new
resource people for each module, provides an optimum
balance between continuity and change and stimulation.

❏ Leadership development takes time. It does not occur in
one week seminars. The time duration of the program
provided a context for leadership to blossom in ways that
otherwise would not have been possible.

❏ Unequivocal support from sponsoring agencies and a
teamwork approach to the program is very important.
Mr. Cedric Saldanha of the ADB, and Dean Yoshitomi
and Mr. S.B. Chua of the ADB Institute deserve sub-
stantial credit for fostering this ongoing support.

The Next Step Forward....

68. While it is impossible to fully document, there is no ques-
tion that the participants in the program came together as a
high performance team. There is also no question that their
individual and group capacitities for leadership developed and
deepened. To the participants goes the ultimate recognition
for the success of the program. The ADB and the ADB Insti-
tute salute the participants of the Pacific Public Management
Executive Program of 2000-2001.

69. Of course, the PPMEP cannot be the final answer to the
riddle of successful capacity building. The experience gained
in the design, development and implementation of the pro-
gram, in fact, suggests a next step that should be added to
future applications of the model. This step involves linking,
at the outset, the model to  real-life change processes being
undertaken in countries and using the actual change process
as a focal point in the development of content, skills and dis-
tance learning. This would mean that the program model
would, not only be “capacity building for action”, but also
“capacity building in action”.

Watch for the handy e-book compendium of all 4 modules so you can take the PPMEP
program yourself or use its tools for executive capacity building.

Coming soon online and in CD-ROM and hard copy!
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BO
NUS

Abstract from Executive Summary Series No. S31/01 on PPMEP
Module 2: Managing Continuous Quality Improvement

[Download the full text at www.adbi.org/PDF/ess/ess31.pdf]

  Quality is a multi-dimensional concept and requires
multiple criteria for its assessment. These criteria in-
clude conformance to specifications, client satisfaction,
reduced cycle time, a quality culture in the organiza-
tion, a congruence between goals, outputs and impacts,
and an ongoing capacity to learn and adapt to change at
the individual, group and organizational level.

  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
which can be developed through rhetoric and exhorta-
tion.

  Financial resources alone do not guarantee quality in
process management or in the delivery of services to
the public. 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.

  Sound leadership at all levels is critical to developing
and sustaining quality in public sector organizations.

  Many of the tools and techniques of total quality man-
agement in the private sector are applicable to the func-
tioning of public sector organizations. This can be seen
in the adaptation of ISO standards to the public sec-
tor.

  Quality improvement is a continuous process and
should not be thought of as something with a beginning
and an end.

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

  Quality improvement requires a systems view of orga-
nizations and demands new tools for analyzing the
performance of public sector organizations.

   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.

  Quality improvement requires time, as well as the de-
velopment and continual reinforcement of a set of core
values, the most critical of which is service to others. It
requires changing the mindset of public servants.
Development is about building the capacity to make
change and generate improvement. Quality is a key
tool in this process.

  Quality in the public sector is a function of organiza-
tional capacity.

  There is a need for clear ways to assess organizational
capacity.

   Periodic performance reports are key to performance
analysis. When looking at specific areas, such as health,
it is important to measure both achievements and per-
formance.

   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.
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 A strategic orientation to program management requires
linking strategic thinking to strategic management and
planning in a continuous process.

 Program management can best be understood as a sys-
tem that links inputs, processes, outputs and outcomes
to policy goals and budgets.

 The concept of leverage is a key element in designing
interventions for the purpose of improving public sec-
tor systems.

 Scenario planning techniques are increasingly useful
in crafting alternative strategies for public organizations
facing a turbulent and uncertain environment.

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

 Governance assessment tools can provide a key source
of evidence and data useful for effective program de-
sign and monitoring.

 Human resource management systems in the public sec-
tor must begin with the process of shifting from an oc-
cupational specification model toward an output and
performance outcomes framework.

 Improving the productivity of public sector organiza-
tions demands new processes and competencies in per-
formance management and measurement.

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

 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. Democratiz-
ing and diffusing leadership capabilities is one of the
challenges facing traditional, hierarchically-driven pub-
lic sector organizations.

 Leadership skills can be acquired through training and
other programs that link learning processes to the core
values and vision of an organization.

Abstract from Module 3: Managing Programs, Projects and People
[Download the full text at www.adbi.org/PDF/ess/ess38.pdf]

The capacity to exert leadership has as much to do with
skills in recognizing and managing emotions and intu-
ition as it does with such traditional skills as  problem
solving. Leadership interventions that fail to recognize the
importance of the emotional components often fail to gen-
erate sustainable impact on individuals or organizations.

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

 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 devel-
opment, which leads to the focus on temporary symp-
toms 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
urgent 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 re-
quired 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
array of useful analytical tools, it also rests to a great
extent on teamwork and team management skills.
More focus on this dimension is needed.

 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.
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