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From 29 March to 2 April 1999, the ADB Institute, in cooperation with the

Colombo Plan Secretariat, conducted a capacity-building workshop on Public

Administration and Civil Service Management. The workshop brought together senior

officials from developing member countries of the ADB, particularly those with

responsibility for public management reforms. The list of participants is provided in the

Appendix 1. Staff from the ADB Institute and international resource persons addressed

several aspects of public sector reforms and provided training in the tools and

techniques of performance management in the public sector. A complete package of

training materials was developed by the Institute in support of this program and to serve

as a tool kit to be used by participants for training in their home countries.

Objectives and Workshop Design

In the changing world of today, the need for highly effective management of

public sector institutions and programs has never been greater. The effective

management of public sector institutions has been linked, in theory and practice, to

sustained economic development and is a major vehicle through which to develop

modern governance systems and principles. Governments, and public agencies around

the world, in this context, are undergoing processes of renewal and reform that pose

new challenges and opportunities to public sector management. These same challenges

and opportunities demand new knowledge, skills and leadership abilities. The ADB

Institute, as part of its capacity-building and training program, offered a new and

intensive one-week workshop to introduce, and help prepare public sector managers, for

the world of high performance management.
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The workshop was an intensive program that was designed to build on, extend

and deepen the knowledge and skills of participants in high performance public sector

management. The knowledge base of participants was built through readings,

examination of best practice cases, systematic presentations by international resource

persons and discussions with outstanding public sector managers. Skills were

developed through action learning, case analysis, guided practice and individualised and

interactive multi-media learning experiences.

Participants in the workshop were introduced to knowledge and skills in a number of

areas relevant to public management renewal and public sector reform:

l International trends, cases and approaches to public sector management reform

and renewal.

l The strategic role of public sector management in promoting economic

development and good governance.

l Systematic processes for the development of high performance management

systems in the public sector.

l Training and skill building in the use of a range of public sector management

improvement tools.

l Guided self-assessments of their individual leadership, problem-solving and

decision-making skills.

l Design of management improvement projects for implementation in their local

setting.

l A context for the sharing of ideas and experiences with international resource

persons and fellow participants.

Day One: The Changing Context of Public Sector Management

Opening Address: Dr. M. Yoshitomi, Dean, ADB Institute

Dr. Yoshitomi, Dean of the ADB Institute, opened the workshop by welcoming

participants on behalf of the Institute. In his opening address, Dr. Yoshitomi highlighted

the force of change on public sector management and the importance of effective

management in the civil service and related public sector agencies. From this
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perspective on change, he stressed what he called the new commandments of effective

public sector management:

l The need to articulate and develop a shared vision and purpos

l The importance of forward looking leadership

l The development of the skills of staff and mangers

l The use of team based structures in management

l The importance of strategic planning and management in all functions

l A clear commitment to public accountability and performance-based

management

l A stress on outcomes as well as inputs

l A clear and unwavering standard of professionalism

l The capacity to manage change

Welcome Remarks:  Mr. Akira Murata, Director,
Programme for Public Administration, the Colombo Plan Secretariat

On behalf of the Colombo Plan Secretariat which had jointly organized the

Workshop with the Institute, Mr. Akira Murata, Director of the Programme for Public

Administration of the Colombo Plan Secretariat welcomed the participants.

In the rapidly changing world and increasingly complex environment of today,

stressed Mr. Murata, the need for government institutions to improve their efficiency,

effectiveness, accountability and responsiveness has never been greater than now.

Facing growing public dissatisfaction and criticism, governments and public institutions

in the world have recently been undertaking challenges of reform and renewal with or

without such factors as clear vision, leadership and commitment, willingness or

resistance, consistency, capability, knowledge, human and financial resources, etc.

Many of those challenges, noted Mr. Murata, seemed to be deadlocked or ended up with

unsatisfactory results for various reasons, while those successes were few. The time

had arrived, he noted, for every government and public institution around the world to

review the past and on-going challenges, examine the successes and failures, identify

the requirements for success and share the best practices of satisfactory achievements.
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In this context,  the ADB Institute and the Colombo Plan Secretariat have agreed

to join hands for sharing experiences and decided to launch the collaboration in the area

of capacity building and training for the selected themes of common interests.

This Workshop, stressed Mr. Murata, offered an important opportunity to every

participant to consider issues of reform of public administration and civil service

management in the context of local settings of their respective countries.  He

encouraged the participants to come up with new ideas and skills to meet emerging

challenges ahead in their countries.

Mr. Murata concluded by wishing the participants well in the workshop.

The New World of Government

Dr. Terry Morrison, ADB Institute

Dr. Morrison outlined a set of change forces, which were impelling nations

around the globe to undertake public sector management reform. He highlighted the

following as particularly important:

l The impact of structural adjustments programs and policies

l The new public sector management

l The impact of privatization

l The rise of client and citizen voice

l The emergence of new information technologies

l Rising concerns about effective governance

l The growing link in research between institutional effectiveness and economic

growth

l The increasing importance of performance management

l The increasing role played by auditing particularly a value for money perspective
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Dr. Morrison concluded his presentation by highlighting a number of shifts in the

focus of public sector management which lead cumulatively to a broad move from an

input to an output orientation, a stress on quality client-based service and the increasing

role of performance-based management systems. He stressed that these shifts give rise

to a new concept of accountable professionalism within public sector management.

Public Sector Reform in International Context

Dr. Ed. Campos, Senior Economist, ADB

Dr. Ed Campos provided a presentation, which highlighted public sector reforms

in countries other than Asia, as a way of broadening the context of discussion. He

stressed the interplay of exit, voice and loyalty strategies in public sector reforms and

illustrated how a different emphasis on one or other of these strategies produced

different impacts and results. Dr. Campos stressed the need to make clear distinction

between the core functions of the public sector and other contributory functions in the

design of reform programs. He introduced a planning heuristic, which inter-linked the

scale of reform to complexity of reform as a way of thinking through the progress to date

of such efforts undertaken in various jurisdictions.

Discussion of the two presentations was intense and lively. Participants agreed

that public sector reform was not something, which focused entirely on developing

countries, but formed part of a worldwide movement. They noted, particularly, that a gap

existed between the goals of public sector reform and the competencies of staff and

management within pubic sector institutions to actually carry it out. This theme was to be

taken up later in the workshop in more depth. The pace of change was also seen to be a

particular hurdle in public sector reform.
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Public Sector Reform in Japan

Mr. Masahiro Horie, Director-General, Statistical Standards Branch, Government
of Japan

Mr. Horie devoted his presentation to recent efforts by the Government of Japan

to undertake public sector reform in Japan. He provided a historical perspective on the

development of the civil service within Japan. He then described the process used to

undertake change. Extensive consultation, he argued, was a key to effective public

sector reform, as was political support from the highest echelons of leadership. In the

latter case, Mr. Horie noted that the Prime Minister of Japan had played a key role in

stressing the need for reform. Mr. Horie outlined the key themes and elements in the

reform of public sector management within Japan:

l A desire to decrease the overall size of the public bureaucracy through attrition

policies

l A desire to strengthen the policy-making role of ministers and politicians

l A shift in the role of bureaucrats from policy initiators to policy advisers and

implementers

l A decentralization of central government functions to local levels of government

l An opening up of career possibilities for individuals within the public service who

through their performance on the job show promise. This represents a shift away

from entrance examination performance as the sole basis of promotion and

career tracking within the public service

l A merging of ministries with a net reduction in the total number of ministries

within government

l A strengthening of the policy and technical support systems within minister’s

offices

Mr. Horie also discussed the role that the public service has played in the

economic development of Japan. He stressed the cooperative nature of the relationships

between the public sector and private sector and the role of administrative guidance in

such a system. He suggested that this system might be in the process of change due to

the pressures of globalization, increasing demands for transparency and the pressure of

the bank crises in Japan.
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Public Sector Reform in OECD Countries

Ms. Anne Marie Leroy, Division Head, Public Management, OECD, Paris

Ms. Leroy provided participants with an overview of trends and patterns in public

sector reforms in OECD countries. These reforms were driven by the fiscal problems

faced by states in OECD and the general pattern of rethinking and redesigning the

welfare state. Countries in OECD varied in their approach to public sector reforms, in

terms of the pace of change, the scale of change, the importance of change to the

political agenda of governments and the severity of financial issues, particularly

government deficits. Ms. Leroy then outlined some of the findings drawn from OECD

evaluation and research into public sector reform. She noted that public reaction to the

reforms was surprisingly modest. In general, the public seemed not to notice differences

in service and quality as part of the reform package. What they did notice, however, was

the absence of service due to cutbacks. She noted that the public perception of the need

for reform might not be as focused as many policymakers may have thought.

Ms. Leroy also posed the question as to the limits of public sector reforms,

particularly those initiatives, which could lead to a dismantling of, rather than alteration

in, the role of the state in society. She also highlighted the fact that the benchmarks for

evaluating an effective public service are not necessarily those of the private sector and

that much more work needed to be done in refining these benchmarks. Upon request of

the participants, Ms. Leroy also provided a brief description of the civil service and its

legal and regulatory environment in France.

Discussion in relation to presentation was again very wide ranging. One theme,

which continually emerged was that, while public sector reform is to some extent a

generic process, the role of national cultures and histories plays a key role in crafting

strategies. Discussion also focused upon what some participants felt was a decline in

respect for the public servant and the emergence of a new concept of professionalism

based on results rather than public service. There were differences of viewpoint on

whether this was a good thing.
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Strategic Management in the Public Sector

Dr. Robert Beschel, Governance Officer, ADB

This session focused upon the key elements of strategic management in the

public sector. The session was developed using a case study. The case study, “Elena

Kotova and the Moscow Privatization Agency”, described efforts of an agency charged

with privatization in Moscow to come to grips with its mandate and the problems of

implementation. The discussion of the case was lively. The case revealed the

complexities of managing change within a larger process of public sector reform. It

highlighted, particularly, the role that conflicting and often contradictory policies have in

this process. The question of leadership and styles of leadership also strongly emerged.

The case debriefing included the outline of a framework for strategic

management within the public sector. The model stressed the need for environmental

assessment, strengths, weaknesses, opportunities and threats analyses, the crafting of

a range of strategies and the linking of strategies to goals and results indicators.

Extensive discussion ensued on whether strategy alone was sufficient for the

management of change. Participants stressed the need for a political analysis in all

efforts at change.

The session concluded with a description of the ADB policy on governance and

its relevance as a context for public management reform and renewal.

Scenario Planning in the Public Sector

Dr. Terry Morrison, ADB Institute

 This presentation built upon the case discussion and focus on strategic

management. It introduced the idea of scenario thinking and planning, as a tool

for developing policies and strategies in highly uncertain and complex situations.

The session centered on the development of a set of scenarios for the textile

industry in Pakistan. The participants suggested this theme. Under the guidance

of the workshop leader, the participants developed four alternative scenarios for

the textile industry for Pakistan. Discussion then focused on the ways in which
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such scenarios could be used for policy and planning. The session closed with

an overview of the scenario development process, with several examples of

different models and approaches used in both private and public sector

environments. Participants felt that the session was interesting due to the fact

that the scenario technique was demonstrated on an actual issue posed by the

group.

Quality Management in the Public Sector

Mr. Lee Heng Wah, Civil Service Consulting Group, Government of Singapore

The presentation lasted one full day and provided a systematic introduction to

quality management in the public sector. The concept of quality service management

was defined and discussed, as was the rationale for a focus on quality as part of

government wide policy development. The session then centered on the quality

management and policies used in the Government of Singapore. The Government of

Singapore is renowned for the effectiveness of its civil service and the quality initiatives,

which it undertakes throughout the civil service.

The major part of the session concentrated on the work improvement teams

(WITS) program within the Government of Singapore. Dr. Wah outlined how the WITS

began more as a movement than a policy and how it had evolved overtime. He stressed

that the WITS concept provided one effective way of institutionalizing and legitimating

change and innovation within a public sector context. He gave examples from the over

30,000 WITS projects which had been developed.

Mr. Wah stressed the importance of innovation and change and underlined that

change need not be large scale to be effective. The session also focused upon the

evaluation of the performance of public sector managers within a quality culture and the

role that expectations and mentoring play. The importance of the type of language,

which is used to describe performance and expectations, was stressed over and over

again. Several quality improvements tools such as benchmarking, quality circles and

process improvement management were also introduced.
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Paticipants were extremely interested in the WITS concept and many suggested

in their evaluations that they planned to initiate similar movements.

Performance Management in the Public Sector

Mr. Derek Gill, New Zealand States Services Commission

New Zealand provides a case example of dramatic and systemic change of the

public sector within a very short time span. Mr. Gill outlined the driving forces behind the

public sector reforms in New Zealand. He illustrated how the New Zealand Government

faced serious problems of fiscal deficits and debts, declining productivity and market

share for its products. Public sector and management reform was introduced as part of a

major restructuring of the New Zealand economy. Mr. Gill discussed several key

attributes of what some have come to call the New Zealand model:

l Dramatic privatization of state enterprises

l Strategic and results driven management systems

l The use of internal markets within the public sector and the application of

purchase agreements between ministers and ministries

l The use of contracts for service and employment

l The development of the concept of Deputy Minister’s as Chief Executive Officers

l Performance-based compensation systems

l Private-public sector competition in bidding and tendering

l Accrual accounting systems in government

l Principal-agent models of organization in the public sector

l Strong and consistent political support for reform

l The use of critical results indicators

l Development of core competencies of public sector managers

Discussion of the New Zealand case focused upon the process of change and

the degree to which the New Zealand model could be generalized to other countries.

Examples of applications of the model to other countries were provided.
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Managing Change

Dr. Terry Morrison, ADB Institute

This presentation focused on the management of change within a public sector

context. Dr. Morrison introduced a four-option change model based upon the variability

in the pace and scale of change. Four alternative strategies were outlined:

l Drip: Slow change over a long period of time one step at a time

l Chunk: High scale change over an extended time period in which a major focus

is on an integrated function as the object of change

l Slice: Small scale change in a rapid time frame in which a service or process

across government is given focus in the change process

l Big Bang: in which the scale and pace of change is dramatic requiring systemic

change at all levels in all systems

Discussion in this session was focused on how to select the appropriate strategy

and examples drawn from the participants of the strategies in use.

Country Presentations

The final session of the workshop involved the presentation of a set of country

case studies by the participants on the challenges facing public sector reforms in their

respective jurisdictions.

Recurring Themes

Throughout the workshop and during participants' discussions, a number of

recurrent themes emerged as of critical importance to public sector reform and

management renewal:

l The need to develop effective strategies for recruitment of highly qualified

individuals into the public sector.

l The gap between the policy directions of governments and the core

competencies of public service management and staff.
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l The need to introduce culturally sensitive approaches to performance

assessment and reward systems.

l The need to examine alternative methods for the organisation and structuring of

government departments and ministries.

l The need to develop tighter linkages between policy and program objectives and

the process of budget development, monitoring, and evaluation.

l The need to find effective ways of managing policy and programs within a context

of political volatility and frequent change in ministers.

l The need to develop systematic approaches to quality in service and program

delivery.

l The need to develop effective and practical methods for the ongoing training of

public sector managers and staff.

l The need to broaden and deepen understanding of the process of managing

change within the public sector.

l The importance of strategic thinking in all dimensions of public sector

management.

Knowledge Keys

Throughout the workshop participants were introduced to knowledge keys; that

is, sources of information and tools available through various sites on the INTERNET.

The knowledge keys idea was well received and participants found that INTERNET

resource could provide a valuable resource in their own work.

Internet Training

Many of the participants had heard of the INTERNET but had never actually seen

or used it. As part of the workshop, a special introduction to the INTERNET was

developed and implemented by Ms. Penelope Price, Training and Learning Methods

Specialist of the ADB Institute. The participation in the training was voluntary. The

attendance at the early morning sessions was very high and was stirringly appreciated

by participants.
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Leadership Self-Assessment

Two self-assessments of leadership and management styles were also

undertaken during the workshop. One focused upon leadership orientation and the other

on attitudes toward change. Participants found this self-profiling to be of interest and

several indicated that they would have appreciated more time and further self-

assessments.

Materials and Resources

Each participant in the workshop received an extensive package of printed

resource material, which provided detailed formation on policies, strategies, cases and

tools in public sector management development and reform. In addition, an extensive

package of PowerPoint slide presentations on all topics in the workshop was developed

and made available to participants for training purposes in their home countries.

Evaluation

A formal evaluation of the workshop was conducted and the reaction of the

participants was strongly positive. Suggestions were made for improvement and further

development of the workshop. These included:

l Extending the workshop to two weeks

l Providing time for visits to Tokyo sites

l Providing site visits to government agencies

l Offering the program within the regions or in country

l Providing more time for country presentations


