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Report on Management Processes Workshop

Phnom Penh 29, 30 May 1995 '

Participants:

All Province Education Directors and one finance Staff from each Province. Additionally
a handful of central office Department of Finance staff attended for background
information and support to the Facilitator.

Facilitator:  Lance Asplin
Short Term Budget Development Adviser

Method:

The workshop was based on a paper I had written which is attached. Additionally it was
reinforced by a series of exercises taken from an American text. As well as those sources
I included discussion points 1 have used previously when making visits to Provincial
Offices. All source material is attached to this report.

>

Objectives and Outcomes:

Participants will be better prepared to manage in an effective way and see themselves as
part of a team involved in Educational improvement in Cambodia. Directors were
encouraged to use the material to train staff from Districts within their Provinces in a
“Train the Trainer “ manner.

Reservations:

I had doubts at the outset as to the relevance of the Exercise material and as a result did
not use some of it. In retrospect, 1 could have not only used it but the participants would
have dealt with the problems the exercises posed with confidence and exuberance. More
about that later.



Day One:
HE Kea Sahan (Secretary of State) opened the workshop and talked aboyt the
improvements needed in Education and specifically referred to the important role Province

staff play in the development work needed. He wished the participants well.

1. What is management?

The brainstorming produced “textbook” responses. Groups came forward and added to a
list provided by the previous group. Keen discussion took place. Very satisfying to see
the level of understanding of the concept of what management is.

2. Organisation Chart

I drew the Siem Reap Provincial Office Organisation Chart (which is typical of the way
Provincial offices are set up) on the white board and instigated lively discussion about
several strengths and weaknesses in the structures and how to use the Chart as a starting
point to analyse management issues. e.g. Are regular meetings called of section heads?
Do District OIC’s attend regular meetings? Have you studied your organisation structure
to determine how many posts you need to do the work the Provincial Office must
complete? What is the relationship between the Province Education Office and the
Provincial Governor in a statutory and in an unofficial sense? How do the various sections
in the Education Office relate to other Government agencies? (e.g. Provincial Treasury)

These sorts of questions produced lively discussion, argument and debate from many
Provincial Staff. The main comments revolved around the difficulty of getting a supply of
cash from the Treasury. This was a problem common to almost all the provinces. The
idea of delegating authority to the Provincial Education Director to sign Payment orders
was floated and received a mixed reaction. Some in favour, some reticent to change the
status quo which delegates that power to the Provincial Governor. Also the idea of
paying staff salaries directly into their (the Staff’s) private bank accounts was met with a
positive response from most participants.

3. Motivation

How do you motivate your staff? 1 Worked through the paper and covered such issues as
improving performance through motivation, linking organisational goals and personal
goals to achieve better performance, linking rewards such as promotion prospects, use of
work and praise for effort as well as salary, to improve the performance of the Office.
Participants looked through the “Needs satisfaction Questionnaire” and filled in the forms
for their own personal use. This exercise shows where your particular needs are and gives
you a insight into the things that motivate you. Suggested this could be valuable to give
to the OIC’s of the Districts in the Provinces.



4. Group Decision Making

Following a brief introduction, I introduced them to the “Snowstorm Survival” exercise. 1
had been very unsure as to how well Cambodians who had not experienced snow would
understand the exercise but I risked it. 1t was well worthwhile. This is a tribute to firstly
the Khmer translation and secondly the resourcefulness of the participants. The answers,
of course, are irrelevant in this context. What is important is the group dynamics that
were generated during the exercise. Invariably, in the group discussions a leader emerged
or in a couple of cases was elected. The participants came up and argued their particular
priorities and comparisons were made of the groups results to lend authenticity to the
exercise. The fact that 2 groups had arrived at decisions which, had the exercise been real
would have resulted in their death, is not important. The point of the exercise in group
decision making was made and Managers advised to use groups where they thought it
appropriate and useful. Some decisions will always have to be made individually but use
the option where you can. Better results often occur.
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4. Leadership.

What is a leader? Think of some great leaders. What attributes did they have in your
eyes? This sort of approach developed the concept of using leadership attributes to
enhance the management skills of the participants. We talked about the various styles and
approaches some managers adopt ranging from coercive power through expert power,
legitimate power and emulative power. Groups have power, use these groups to your
organisation’s advantage. Participants urged to develop respect from their staff by using
positive leadership qualities. ‘

A Leadership Questionnaire was handed out and filled in and the results generally
discussed. The exercise was meant to show up a particular leadership style ranging from a
Facilitator to a director style but that result did not occur. Although no attempt was made
to analyse the results, (that was not the purpose of the exercise) questionaries I looked at
showed that the individuals appeared strong in each of the 4 classic styles. (See
questionnaire attached.)

At this stage I introduced the exercise “Motivating Jack Romero”. This is an American
experiential exercise which confronts participants with a difficult management problem in
an organisation and looks to extend managers concepts of motivation and leadership. 1
was quite unsure as to whether it would be understood in a Cambodian context as it
reflects a USA private enterprise organisation. Not only did the participants understand
the exercise they enjoyed and excelled:in completing it. Once again the answers to the
problem are not really important. The ideas discussed and argued though, are.



Day 2

5. Productivity K

Briefly re-emphasised the relationship between participation and productivity and
managing in times of change. Rescheduled these areas because the group wanted more
time on Financial matters.

8

6. Financial management.

Talked through the concepts of responsibility, delegation of authority, accountability,
financial recording using the “blue cards” and financial reporting. Introduced the
unknown term; “audit”. Explained how audit operates in other countries and systems.
Emphasised the importance of complete, accurate and reliable documentation for all
financial transactions. Worked through an example of the documentation needed to
properly document a payment. Invoices, vouchers, authorisations about budget
availability, goods received, goods received in part or full, goods in good condition etc.

I gave examples on the white board of the sorts of financial statements that can be
prepared from summarising the blue cards. These reports should be used for not only
reporting up and down the organisation but also should be subject to analysis and critique
by the manager.

To emphasise the delegation of authority concept 1 asked Mr Khieu Phan, the Chief of the
Finance Bureau, to read the introduction to the Budget manual which the Minister had

signed. That introduction emphasises the importance of accepting delegation.

7. Advice to Schools

I suggested the document “School Bursars Manual” which I wrote whilst in Vanuatu, and
which I changed to better reflect the Cambodia situation, could be a useful guide to
accounts people employed in the schools of Cambodia. 1 suggested they read the
document and make allowance for the fact that it was not written with Cambodia in mind.
There are several parts of the Manual which are quite relevant including accounting for
receipts from parents and students, making payments and supporting those payments with
adequate documentation, keeping registers of assets and cash books.

The course was considered a great success.
A financial statement comprising this workshop and the following workshop is included
with the report on the Manager’s Budgeting Manual workshop as the two were held one

directly after the other.

Lance Asplin Short Term Budget Development Adviser
cc Dr McNamara, Hang Sovonn.



WORKSHOP IFOR PROVINCIAL DIRECTORATES

MANAGEMENT PROCESSES '

A paper put to senior Provincial Education Personnel.

Phnom Penh, Cambodia May 7 & 8 1995

WHAT IS MANAGEMENT?

Assignment: Do a brainstorming exercise on this.

Maybe one way of defining Management is to look in the Dictionary. The Oxford
Advanced Learners suggests Management is as follows:

1. Control and organisation (of a business etc.)
2. All those who control a business, enterprise, etc.
3. Skill in dealing with people.

So, management is a function and a description of people who undertake those functions
and a skill with which those people operate. How did the brainstorming match up with the
Dictionary meaning?

The term management can also be specific like; Human Resource Management or

; £
Financial Management, or Inventory Management. It has “control”, “decision making”,
“authority” and “responsibility” connotations to it.

Scope of the Workshop.

The workshop will develop the theme of Management and showing the various areas
where good management will be important and where improvements can be achieved.
Above all the workshop is intended to create an awareness amongst you the participants,
that sound management will result in many benefits to the organisation at all levels from
the Minister’s Office to the local school community.

The workshop will also concentrate on the theme that management is only effective if
there is good, reliable and correct information readily available for managers to utilise.
Where does this information come from? Your staff. Your collegues and employees.

The workshop will reinforce the imporiance of reliable and timely information flow to and
from the Province. The processing of information properly will establish the effectiveness

of the Management of the Province.

The overall theme of the workshop will be “managing for productivity”.



1. Management is Changing.

Today’s workers are better educated. Many more people nowadays have University
degrees. People have higher expectations from life. Workers of today are less likely to
put up with the sacrifices and frustration that their parents put up with. There are more
women now coming into the workforce and Government plans to assist them in climbing
the management tree. Not everybody wants to work in the one job for the rest of their
lives. There is an expectation to change jobs and get promotion. People want their jobs
to be more interesting. They want to participate in decision making that will affect their
jobs and their place in the organisation.

You as managers must be aware of the changing world of work and the different
expectations your workers will have. You must be able to manage effectively with
knowledge of the changing face of your organisation. Managers should realise that to get
the job done, it will mean enlisting the cooperation of workers.

2. Motivation.

Motivation is about improving the performance of individuals. If individuals performance
improves it follows that your Office’s performance will improve. The job of making it
happen belongs to you as the manager. There is no one best way to do this. Different
people will be motivated in different ways. You have to find out what motivates your
people and then adopt a strategy for them.

Usually motivation has a direct link to a reward. That is, effort put in by an employee will
result in a certain level of performance which will depend on the reward at the end. The
reward doesn’t necessarily have to be money in the form of a salary. It may be in the form
of praise for the results, prospect of promotion, the utilisation of the results of the work to
benefit the organisation etc..

Motivation works best when we can link individual goals with the organisations goals.
Workers who satisfy their own goals at the same time as satisfying the organisations goals
are likely to be better motivated.

Assignment: Needs Satisfaction Questionnaire.

Assignment: Motivating Jack Romero.

3. Group Decision Making.

There are two kinds of groups in an organisation. Formal groups - the kind that show up
on organisation charts and Informal groups which may or may not cut across formal
groups. Human behaviour is largely shaped by group membership.



Groups have certain characteristics. They have a definable membership of people who
interact in some way. They share a sense of identity or psychological awareness of one
another. They hold common goals.

In a lot of situations decisions are best made by the group. Not always, but the manager
should develop a sense of when to use groups for making decisions and when not to.

Assignment: Snowstorm Survival.

4. Leadership.

We know what management is: the process of organising methods, materials, manpower
and other resources to achieve organisational goals. Then, what is leadership?

Leadership is more difficult to define than Management. Leaders tend to inspire as well as
manage. They have vision, they enable people to extend their capabilities, they inspire
loyalty and they command respect. How do they do that? Leaders seem to have power
over their followers. This power can take many different forms some positive some
negative. People are motivated by a desire to satisfy a particular set of needs. Rewards
often influence behaviour. Most bosses control rewards so this is a source of power for
the leader. Some managers use coercive power. This is negative. Penalties are imposed
for poor performance. Some leaders have the quality which makes their employees try to
emulate them. A boss with this sort of power exercises a strong influence on the thoughts
and actions of staff. A manager who possesses expertise can influence others. He has
expert power and this is a respected characteristic. Managers by virtue of their position in
the organisation have legitimate power. This is also an influential characteristic as long as
the manager doesn’t exceed his power.

What sort of a leader are you?

Assignment: The applied leadership questionnaire.

5. Participation and Productivity.

It is well documented that participative management leads to better productivity. People
like to be involved in decisions that will affect them.

The best way to study this is to work tﬁrough an example.

Assignment: Two Supervisors: A study in style.



0. Managing for Change.

t

There is no doubt the world is changing. Change is all around us. Organisations are no
different. Changes are occurring in the way we do our jobs. There is a personnel
database being developed. There are new demands being placed on you as to how you
will develop the budget next year. The planning process is getting better because it is
responding to change. Human resources are being developed to better service the
organisation. Computers will soon occupy space in your offices. You as a manager can
facilitate acceptance of organisational change by learning some of the principles for
managing change and then applying techniques of participative management.

Many people resist change. What can managers do to deal with this resistance?
Behavioural scientists have suggested that change should be introduced steadily rather
than imposed too quickly. They say that there are 3 steps to the process.

* Unfreeze old attitudes
* Introduce the change
* Refreeze attitudes around the new change

Unfreezing involves pointing out where problems exist in the status quo. Until staff
recognise there are problems they will not change. Remember however that if there is
nothing wrong don’t change it. “If it isn’t broken don’t fix it.”

Once people are aware of the benefits of proposed change and the deficiencies in the
current situation they will readily change. It is an attitude thing. The specific changes
must be understood and accepted by the workers. This training program is in fact an
attempt at change. If you are not convinced that this change is necessary then it will not
happen. Once you do agree and take these thoughts back to your workplace and use
them, then change will occur.

Refreezing is the process where newly acquired behaviour becomes regular behaviour.
Your role in refreezing is to create an environment in your workplace which will reinforce
the desired change.

To reduce resistance to change, managers can note the following:

- create awareness of the need for change

- involve people in determining what the changes should be

- communicate the changes and the rationale behind them honestly
- deal in a forthright way with people’s concerns

- give people a role in introducing the changes



- foster participation.

Assignment: Improving efficiency at Diamond Auto Parts.
7. Organisational Integrity.

Perhaps the most critical challenge facing management is building and retaining an
organisation of technically proficient, highly motivated, and creative thinking managers,
working together toward common goals.

Assignment: Organisational Effectiveness Questionnaire.

8. Financial Management.

Some of you will have attended the Education Budgeting and Financial Management
workshop in March. I will not go over the same ground here. What I want to talk about
is making the most of the financial resources at your disposal.

As managers you have responsibility for a part of the Education Budget. It is your
responsibility to spend it in a planned and efficient way. There must be systems in place
which enable you to participate in the planning process for your province. This will mean
involvement of your district offices and the schools within your districts.

With responsibility comes accountability and you must be able in your budget bidding
process, to show that all the needs of you districts and schools are included. This is part
of the planning cycle. 1f the budget that you get is less than the bid you have made then
you should, using some of the techniques talked about in this workshop, adjust your plans
and communicate those changes.

Accountability obviously also extends to actually spending the money. Spending is best
recorded by using the blue cards. Every purchase you approve should be recorded by
your accounts staff on the blue card for the appropriate sub paragraph. Periodically, the
Department of Finance will issue reports which you can check against your records. The
blue cards are useful because they will give you a running total of how much you have
spent on a particular sub paragraph and how much is left. You will be assisted in your
accountability by a financial controller who will be placed in each province by the Ministry
of Economy and Finance.

You should prepare reports on expenditure for the districts and schools under your
control. This is part of sound financial management. You need to be able to show that
money has been spent on planned activities and that it has been spent properly. Eventually
you may have to provide your accounts for audit and for this reason as well as others it is
critically important that you can properly document all expenditure. Documentation will
include order approvals, invoices and receipts and appropriate cash withdrawals and
authorisations. Each single payment must be supported by full documentation.



Financial Management like all types of management comes down to common sense.
Remember it is not your money but treat it with care and spend it as you planned.

9. Asset Management.

Are you all clear on what assets are? Books have been written to attempt to define the
terin properly. For our purposes assets can simply be defined as things of value which
have a useful life. Best if we give some examples. Cash, equipment, buildings, grounds,
library books, desks, chairs and school furniture, computers and sofiware, etc..

Asset management means that you should have systems in place to enable you to tell
where all assets are at a particular time and who is in charge of them. You should, for
example, have a system in your schools libraries to show who has borrowed a particular
book and when it is due to be returned. You should also be able to assign responsibility
for assets such as photocopiers etc to particular people in positions of authority. Assets
should be treated with the same respect as cash. They can be stolen so you need to ensure
that they are secure and that all important details are recorded about them. An assets
register is used for this. Such items as date purchased, how much it cost, where it is
housed, when it was last officially stock taken, what its condition was and when it was
sighted by the auditors.

At some future stage it may be necessary to record values of assets and to prepare balance

sheets and depreciation schedules in respect of assets. At this stage though an assets
register is all that is required.

10. Advice to Schools.

I have attached a Manual for school bursars and principals for keeping their accounts. It
was written in relation to an education system in the South Pacific but has some relevance
here. A lot of what is contained in the manual relies on the fact that there is a banking
system and that payments are made by cheque and not by cash. This needs to be read here
in Cambodia, which has not got a full banking system yet in place, in that light.

It is suggested that in the future you could use in-service sessions to circulate and discuss
this document amongst school finance people and principals.

Acknowledgement: The assignments used are taken from a Publicntion called “Managing for Productivity” by Organisational Dynamics,
Inc. Many of these assignments have been used elsewhere. *
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